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Dedication
My  mother  is  a wise woman.    Born  in   1915  to a large Italian immigrant family. she learned early  that  a
woman must have economic independence.  Of the many lessons I learned from her, this one I least
understood at the time yet felt most compelled to follow.

How did she discover this truth which is only just now being spoken of by the feminist leaders of our
century - now that they are in their 5Os, 6Os, and 7Os? Somehow she learned it 50 years ago, by the age of
30, without a PhD, while raising a family, and devoting her life to "making ends meet". She didn't want
to change the world, she just wanted to know that she could have a means to a living.

She sees the potential in everything, demands that nothing less be attained, and loves her children in every
circumstance. She expects that you should read her mind about what needs to be done yet allows each of
her children to follow their calling. She never has had complete economic independence yet makes a life-
work by using every resource at her disposal to its fullest. She still aspires to the sky yet never loses her

footing.

My father gave me an appreciation for the beauty in the universe, but my mother gave me the ability to
support the life full of beauty which I enjoy today. My father talked about being true to oneself, but my
mother gave me the tools and attitude to find and achieve myself.  I owe her.  And this book is my way of
saying that I have learned the lessons of looking far and watching my step all at the same time.

November 2000
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Samenvatting
Sekse in discussie.
Vrouwen en mannen aan het werk in internationale organisaties: het gebruik van onderzoek als een
katalysator om de problemen van vrouwen aan te pakken

Internationale organisaties zoals de Wereldbank en het Internationale Monetair Fonds hebben een
bijzondere organisatiecultuur ten gevolge van de vermenging van veel culturen binnen 66n omgeving.
Bovendien vallen ze niet onder de lokale wetgeving die bepaalt wat discriminatie is. Tegen die
achtergrond onderzoekt dit proefschrift de verschillende omgevingen die voor vrouwen en mannen
ontstaan zijn, en de wijzen waarop de verschillen zich manifesteren. De onderzoekstechniek en de
gevolgde benadering zullen beschreven worden, evenals een discussie over het gebruik van onderzoek bij
het veranderen van sekseverhoudingen in organisaties.

Het eerste hoofdstuk bestudeert internationale organisaties en de kenmerken waarmee ze zich
onderscheiden van andere organisaties. Het tweede hoofdstuk presenteert het onderzoeksmodel als een
instrument voor interventie in organisaties. De doeltreffendheid van dit model wordt getoetst door het in
twee organisaties toe te passen. Hoofdstuk 3 bespreekt de toepassing van het model in de ene organisatie
en wordt gevolgd door een hoofdstuk waarin de uitkomsten van dat onderzoek worden beschreven.
Hoofdstuk 5 en 6 doen hetzelfde voor de tweede organisatie. Het slothoofdstuk, 7, vat de hele studie
samen en trekt conclusies.

Hoofdstuk 1 presenteert de juridische en culturele aspecten die intemationale organisaties
kenmerken. Deze organisaties zijn niet gebonden aan de wetten van enig land. Ze worden bestuurd door
zogenaamde Articles of Agreement. Zo worden zowel bij de Wereldbank als bij het Internationale
Monetair Fonds de werknemers door de Articles of Agreement gevrijwaard van juridische processen.
Derhalve bestaan er geen voorschriften of wetten die de internationale organisaties dwingen om
zorgvuldiger naar hun besluitvormingspraktijken te kijken, om te garanderen dat vrouwen eerlijk
behandeld worden. Communicatieproblemen die een gevolg zijn van het mengsel van culturen houden de

conversatie op een middelmatig en oppervlakkig niveau - vooral wat betreft interpersoonlijke zaken.
Vrouwen uit verschillende culturen komen verschillende problemen tegen en moeten daarmee omgaan
zonder ze rechtstreeks te kunnen melden.

Hoofdstuk 2 presenteert een model om onderzoek in organisaties te gebruiken voor interventies
in organisaties. Het laat zien hoe onderzoek veranderingen in organisaties kan ondersteunen. Onderzoek
binnen een organisatie heeft als doel het sociale systeem in beroering te brengen. Onderzoek in een
organisatie betreft niet alleen het verzamelen van informatie over de organisatie, het omvat ook het leren
wat die informatie betekent voor de organisatie en hoe het de organisatie verandert. Het Praktijkmodel
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dient om verandering in organisaties te bewerkstelligen. Vergeleken met andere benaderingen, die in het
hoofdstuk besproken worden, is het Praktijkmodel het meest geschikte om binnen organisaties mee te
werken. Het gebruikt de breedste definitie van context, richt zich op gemeenschappelijkheid en niet op
afzondering van het object, is zelfreflectief omdat het gericht is op het genereren van een lerende
omgeving, aanvaardt dat partijdigheid een natuurlijk deel vormt van het leerproces, is intens actiegericht,
en omvat veel methoden.

De eerste stap in het Praktijkmodel bestaat uit het in het leven roepen van een kerngroep van
stafleden van de organisatie die representatief zijn voor de subgroepen in de organisatie. Dit is de groep
waar de gegevens binnen komen die in het project gegenereerd worden. De volgende stap is het
toevoegen en presenteren van gegevens. Met gebruikmaking van deze gegevens gaat de kerngroep een
discussie aan over de betekenis van de gegevens voor de organisatie. Voor de consultant is de uitdaging
om de groep te helpen die betekenis te exploreren, tot aan de laatste stap, waarbij een uiteindelijke
gemeenschappelijke betekenis wordt vastgesteld. Twee aspecten zijn van wezenlijk belang voor de
werkzaamheid van dit model: de geloofwaardigheid van de consultant en de totstandkoming van een
omgeving waarin de discussie plaats vindt.

De geloofwaardigheid van de consultant is belangrijk en kent drie aspekten: deskundigheid,
objectiviteit, en intenties. Om met succes een omgeving te kunnen creeren waarin over betekenisgeving
wordt gepraat is het noodzakelijk om een verzameling specifieke principes te hanteren, die gebaseerd zijn
op het besef dat zodra er vragen worden gesteld het leren en de verandering meteen beginnen.

Het eerste principe is vertrouwen scheppen. De leden van de kerngroep, die de betekenis aan de
gegevens verlenen, moeten erop kunnen vertrouwen dat zij hun ideeen naar voren kunnen brengen zonder
dat er een oordeel over geveld wordt. Om dat vertrouwen te scheppen moeten dus alle handelingen met
respect verricht worden; er worden geen oordelen aan waarnemingen gekoppeld, alleen de invloed ervan
mag beschreven worden; en respondenten blijven anoniem. Vertrouwen spoort aan tot verhalen die veel
meer zeggen dan de details en geeft inzichtin de betekenis van de gegevens.

Het onderzoeksontwerp moet manieren ondersteunen om betekenis te ontlenen aan de gegevens.
Dit is het tweede principe. Alles wat er gebeurt moet dienen om harmonie op te bouwen. Het scheppen en
herkennen van leermogelijkheden bij discussie in de groep vergemakkelijkt de gezamenlijke exploratie
van wat er geleerd wordt. Iedereen deelt zijn of haar gezichtspunt mee en leert verschillende
gezichtspunten waarderen in plaats van in debat te gaan. Betekenis wordt gevormd middels een
gedachtenwisseling. Het is belangrijk dat er voldoende tijd wordt uitgetrokken om dit te laten plaats
vinden.

Het derde principe is zorgen voor impact. Op dit punt beslist de kerngroep hoe hun boodschap
wordt verspreid in de instelling. Het is belangrijk dat de groep in gedachten houdt dat er een positief
verband bestaat tussen de eensgezindheid binnen de kerngroep en het effect van de boodschap op de
instelling. De ervaringen en conclusies van de kerngroep moeten vorm geven aan de bewustwording en de
openbaringen die de organisatie ondervindt bij het in zich opnemen van de informatie.

Hoofdstuk drie beschrijft gedetailleerd hoe de organisatie TDI (een gefingeerde naam) het model
gebruikte om inzicht te krijgen in de dagelijkse praktijken van de organisatie en in de manier waarop deze
praktijken de levens van mannen en vrouwen die samen werken bernvloedden. Het project was een
initiatief van een groep vrouwelijke professionals binnen de organisatie maar de opzet werd uitgebreid
naar mannen en vrouwen in samenwerkingssituaties. De groep had de overtuiging dat zo een bredere
doelgroep bereikt kon worden.
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Het projectontwerp veranderde bijna onmiddellijk. De eerste verandering zette het
onderzoeksteam (de consultant) op afstand van de kerngroep door te eisen dat er maar 6(n enkel

contactpunt zou zijn tussen het onderzoeksteam en de kerngroep. Naar aanleiding hiervan werd het
onderzoek aangepast zodat de gegevens het meest relevant zouden zijn voor de betreffende opdracht. en
werd het zodanig uitgevoerd dat er zoveel mogelijk gelegenheid zou zijn om nieuwe
gespreksmogelijkheden rond de bevindingen te scheppen.

Het project begon met focus groups om onderwerpen te verzamelen en het transformatieproces te

beginnen. Ze voorzagen in een open forum waarin de synergie van een discussie over en weer en
uitwerking van punten leidt tot efficiente gegevensverzameling. De focus groups waren ingedeeld naar
rang en naar sekse om een omgeving te scheppen waarin men zich meer op z'n gemak kon voelen. Het

script behartigde drie doelstellingen. De eerste was het verzamelen van de benodigde gegevens. De
tweede, maar even belangrijke, doelstelling was het scheppen van een omgeving waarin de deelnemers
elkaar beter konden leren kennen door meer volwaardige interacties. De derde doelstelling was om de
deelnemers te motiveren en ze in staat te stellen om ook na het verlaten van de focus groups de
gesprekken voort te zetten. De vragen werden opgeschreven en zodanig geordend dat de deelnemers zich
de onderwerpen actief bewust zouden worden en ze in hun eigen woorden en termen zouden omschrijven.
Het protocol is opgenomen in het proefschrift. De aanwezigheid van twee ervaren facilitators zorgde

ervoor dat behalve de gesproken discussie ook de onuitgesproken boodschappen werden opgemerkt.

De door de focus groups geleverde gegevens werden in drie stappen geanalyseerd. De eerste stap
bestond uit een vergadering van het onderzoeksteam om de problemen te bespreken die men meende

opgemerkt te hebben in de focus groups. Vervolgens werden, als tweede stap, deze algemene indrukken

vastgelegd en werd een gedetailleerd overzicht gemaakt van alle reacties per onderwerp. Tenslotte werden

de verhalen die in elke sessie naar voren waren gekomen aan elkaar verteld. De overeenkomstige
onderwerpen werden gecategoriseerd. Deze analyse van gegevens uit de focus groups verschafte de basis

voor het opstellen van het interviewprotocol alsmede voor de analyse en de interpretatie van de gegevens.

De interviewvragen werden ontwikkeld om de gevonden problemen te behandelen en om het
positieve effect van het onderzoek voort te zetten. De interviews werden zowel door het onderzoeksteam

afgenomen als door leden van de kerngroep. Hoewel niet-professionele interviewers, zoals de leden van

de kerngroep, in het algemeen minder gegevens opleveren, bracht dit de kerngroepleden dichter bij de
gegevens en gaf het ze de tijd om na te denken over de betekenis ervan. Meer dan 150 interviews werden

gehouden onder alle lagen van de staf. Terwijl eindverslagen genegeerd kunnen worden, wordt men
tijdens een persoonlijke interview wel gedwongen er mee bezig te zijn. Zelfs al is de respondent vragen
aan het beantwoorden, dan nog vormt het interview een periode waarin het onderwerp de gedachten van
de respondent in beslag neemt en waarin inzichten in het onderwerp tot stand komen.

De antwoorden werden verzameld via rapportages door elke interviewer. Er werd een
inhoudsanalyse toegepast op de interviewgegevens. Deze bestond uit het bepalen van "afgeronde

gedachtengangen" in de antwoorden en deze categoriseren binnen de onderwerpen. Na deze categorisatie
werden de antwoorden van vrouwen en mannen separaat verwerkt. Er zijn tabellen gemaakt van de
antwoorden per onderwerp, per mening binnen onderwerpen, en per sekse. Deze tabellen, waarvan
voorbeelden zijn opgenomen, vormden de basis voor de bespreking van de betekenis van de resultaten.

De geplande tweedaagse retraite waarin de resultaten zouden worden verkend en geinterpreteerd
werd teruggebracht tot een vergadering van ongeveer vijf uur. TDI is er veel bij in geschoten door deze
zelf opgelegde beperking. De vijf uren rapportage waren niet genoeg om de volle betekenis van de
gegevens tot de leden van de Task Force door te laten dringen en tot overeenstemming te komen over de
betekenis ervan. De Task Force ontwikkelde geen consensus over de interpretatie van de gegevens. Dit
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was een aanzienlijk verlies, en de last om de conclusies (en de betekenis van de gegevens) over te
brengen rustte nu op het eindverslag en op communicatiemiddelen die na het project ontwikkeld werden.

Het eindrapport moest onmiddellijk drie zaken vaststellen voor de lezers. Ten eerste moest de
validiteit van de resultaten vastgesteld worden. Omdat het een zeer kwantitatief ingestelde organisatie
betrof, kon de kwalitatieve aard van de interviewresultaten er gemakkelijk toe leiden dat ze opzij
geschoven zouden worden. Ten tweede moesten de lezers er stellig van overtuigd worden dat het
waardevol was om het rapport te lezen, omdat vrouwen en mannen in TDI al genoeg gemeenschappelijk
hadden om op voort te bouwen, en TDI genoeg sterke kanten had die ingezet konden worden om de
gevonden problemen op te lossen. Er werd in sterke mate geprobeerd om niemand de schuld te geven.
Ten derde moest het rapport ervoor zorgen dat de lezer begreep dat, zoals altijd bij analyses,
generalisaties gemaakt werden om de aandacht op de belangrijkste resultaten en trends te kunnen richten.
Als er iets gezegd werd over mannen en vrouwen moest dat als zodanig worden opgevat en niet als een
opmerking over specifieke personen. De lezers zouden dan in staat zijn om op onderdelen anders te zijn
dan, en tegelijkertijd deel uit te maken van, het algemene beeld en dus niet het rapport af te wijzen.

Hoofdstuk 4 bespreekt de specifieke problemen die aan het licht kwamen als resultaat van het
onderzoek bij TDI. Dit hoofdstuk volgt zoveel mogelijk de oorspronkelijke vorm van het rapport aan de
client om zowel te laten zien hoe zo'n rapport er uit kan zien als wat de uitkomsten waren. De gebruikte
stijl omvatte zowel de kwantitatieve frequentietabellen alsook veel letterlijke citaten uit de interviews om
de bespreking van de resultaten geloofwaardigheid en levendigheid te verlenen.

Vrouwen en mannen waren om overeenkomstige redenen tevreden over het werk van TDI. Alleen
al dit resultaat zou hopelijk een sterke aansporing zijn om verder te lezen. Zoals een mannelijke
respondent zei: "Het is niet wij tegen zij. Het is ons samen". Zelfs met deze sterke overeenkomst
suggereren de gegevens dat verscheidene organisatieaspecten bij TDI, zoals bevorderingen en de normen
die betrekking hebben op werkrelaties, op mannen en vrouwen een verschillende uitwerking kunnen
hebben.

De bevorderingsprocedures bleken onduidelijk, leken in het nadeel van vrouwen, en droegen de
mogelijkheid in zich de geloofwaardigheid van vrouwelijke stafleden verder te ondermijnen. Zo was
bijvoorbeeld bij het bespreken van welke acties iemand kan ondernemen om een bevorderdering te
krijgen het meest populaire antwoord van mannen "assertief zijn", terwijl geen enkele vrouw dit antwoord
koos; voor hen was het meest populaire antwoord "er om vragen".

Het onderzoek vond ook dat het leunen op informele werkwijzen - met name voor feedback - het
voor iedereen moeilijk maakt om volledig effectief te zijn, maar vooral voor vrouwen omdat zij minder
wegen voor informele communicatie hebben. Zoals een vrouw zei "De meeste [vergaderingen] worden
geleid door onvoorbereide voorzitters; ze zijn pure tijdsverspilling. Als mensen zich nu eens zouden
beperken tot het doel Ivan de vergadering]."

Het gedrag van vrouwen wordt strenger beoordeeld dan dat van mannen. Mannen beschrijven
bijvoorbeeld andere mannen die agressief zijn in positieve, sterke termen zoals  "niet bang voor
problemen". Ze beschrijven vrouwen met positieve tot neutrale woorden, zoals "doet alsof ze een man is"
en "staat op haar strepen".

Veel mannen denken dat ongewenst gedrag niet aan de orde is, maar vrouwen zien dat anders.
"Een man liep straal langs me heen en stelde zich voor aan een andere man ... dit is een klassiek geval van
onzichtbaarheid", zei een vrouw. Als situaties moeilijk zijn voor vrouwen zijn ze behoedzaam in hun
reacties, want vrouwen worden vaker door sancties getroffen bij TDI. Het contract van de vrouw wordt
dan bijvoorbeeld niet verlengd in plaats van dat de man bestraft wordt.

xvi



Ongeveer tweederde van de opmerkingen omtrent werk en gezin duidden op het een of andere
probleem om die twee in balans houden. Dit gold zowel voor mannen als voor vrouwen. Maar terwijl
mannen de neiging hadden om over hun problemen te praten hadden vrouwen de neiging om de
strategieeen te presenteren die ze inzetten om de problemen rond de werk/gezin-balans aan te pakken.

Bij TDI bestaat de ondersteunende staf uit mensen met secretariele banen. Omdat dit
voornamelijk vrouwen zijn, van lagere rang, hebben ze met een uniek pakket problemen te maken.

Vrouwelijk ondersteunend personeel wordt niet behandeld met het respect dat verschuldigd is aan mensen

die op hun gebied hun best doen. Ondersteunend personeel wordt soms beperkt in hun bijdrage omdat ze

niet bij het werk betrokken worden, ze worden niet op de hoogte gesteld van de context waarin het werk
gedaan wordt. Vrouwen in ondersteunende functies ondervonden meer ongewenst gedrag dan vrouwen in
hogere rangen. Mannen lijken gemakkelijker door te stromen uit de ondersteunende functies en worden

daarbij vaak door een mentor begeleid. Hoewel zowel mannen als vrouwen spanningen ervaren door
werk/gezin problemen, beperkt de gebruikelijke manier van werken bij TDI, die gepaard gaat met laat
doorwerken, in sterkere mate de mogelijkheden van het ondersteunend personeel om aan hun
gezinsverplichtingen te voldoen.Ondersteunend personeel en de hoger gekwalificeerde vrouwen zouden

elkaar op een nieuwe manier moeten leren kennen en waarderen.

De definitie van respect die door vrouwen en mannen gegeven werd was opmerkelijk gelijk.
Zozeer zelfs dat het inzetten van respectvol gedrag als de norm in TDI een belangrijk middel zou worden
om de werkomgeving voor iedereen te verbeteren.

Hoofdstuk 5 bespreekt een tweede onderzoek, verricht bij Omega (een gefingeerde naam), een
ander soort organisatie dan TDI maar ook internationaal. De belangrijkste intentie van Omega was om
zoveel mogelijk aan de weet te komen over de manier waarop vrouwen behandeld werden. Zij stemden
volledig in met het Praktijkmodel om een open omgeving te scheppen waarin beter geleerd kan worden.

Omega maakte volledig gebruik van het onderzoeksteam, inclusief werksessies en retraites, om zoveel

mogelijk te profiteren van de interactie met het team en met alle leden van de Task Force.

Omega had namelijk al een "Task Force on Women" ingesteld en een lijst met problemen
ontwikkeld. Deze Task Force werd de kerngroep voor Omega. Om deze problemen te verkennen  werd
een reeks activiteiten ontworpen, waarbij de omgeving van de Task Force erg behulpzaam was. Er
werden focus groups gevormd en de analyse van de daaruit voortkomende gegevens werd op dezelfde
manier gedaan als bij TDI. Voor de ddn-op-66n interviews werden alleen professionele interviewers
ingezet. Er werden regelmatig vergaderingen gehouden van de Task Force met het onderzoeksteam. Twee
retraites werden gebruikt om de resultaten te verkennen. (In het hoofdstuk worden gedetailleerde

beschrijvingen van die retraites gegeven). Dit alles was van wezenlijk belang voor het genereren van
discussie en betekenisgeving. Het volledig en open ter beschikking stellen van de geanalyseerde gegevens
hielp de leden van de Task Force de kwalitatieve gegevens als een realistische weergave te aanvaarden.
Aan het eind van het project geloofden alle leden van del'ask Force in de bevindingen, hadden consensus
bereikt over de betekenis ervan, en steunden het actieplan.

Het eindrapport werd bij Omega op een originele manier vormgegeven. Het was zo geschreven
dat men de keuze kon maken om het alleen maar door te bladeren om de conclusies te lezen, of om de
citaten te lezen om daaruit een idee te krijgen, of om de hele tekst te lezen. Zo was verzekerd dat iedereen
in elk geval met de uitkomsten van het onderzoek in aanraking zou komen. Net als bij TDI beschreef het

rapport wat er gevonden was bij Omega zonder enige verwijten.

Hoofdstuk 6 rapporteert de resultaten en conclusies voor Omega. Het format van dit hoofdstuk
weerspiegelt wederom dat van het eindrapport aan de client, om te laten zien hoe resultaten aan een client
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gerapporteerd kunnen worden. Het begint met een overzicht van de Omega-omgeving en het effect
daarvan op vrouwen, zoals in het onderzoek was vastgesteld. Het wijst de lezer erop dat, gezien de grote
intellectuele vermogens van de managers bij Omega, met het gerapporteerde bewijsmateriaal met
betrekking tot discriminatie op een verstandige manier omgegaan kan worden.

De belangrijkste conclusies begonnen met de bevinding dat vrouwen de vereiste kenmerken
bezitten van Omega's "beste mensen" en daarin vaak uitblinken. Ook werd vastgesteld dat Omega-
vrouwen zich aan een beperkter pakket acceptabele gedragingen dienen te houden dan mannen en dat het
gedrag van vrouwen vaak verkeerd wordt begrepen. Net als bij TDI kan gedrag dat van een man niet eens
zou  opvallen   van een vrouw verkeerd worden gernterpreteerd.

"
[Vrouwen] moeten zorgen  dat  ze  niet

agressief overkomen. Ik heb er een hekel aan als vrouwen mannelijke eigenschappen aannemen" zei een
mannelijke respondent.

Attitudes binnen Omega leiden dagelijks tot voor vrouwen vernederende gedragingen, op
verschillende elkaar vaak versterkende manieren, waarbij belemmeringen en discriminatie tot stand
komen die dan weer overwonnen moeten worden.  Of het nu gaat om lompheid of om vrouwen bij de
voornaam noemen waar mannen "meneer" zijn, het levert voor vrouwen een heel andere omgeving op.

Net als bij TDI gaven zowel mannen als vrouwen te kennen dat ze zich zorgen maakten over
gezinsverplichtingen. Maar als vrouwen bij Omega daar iets aan deden werd dat geinterpreteerd als een
gebrek aan toewijding aan het werk. Ironisch genoeg wezen mannen juist vaker op toewijding als 66n van
de sterke kanten van vrouwen dan op welk ander sterk punt dan ook.

In Omega was de ondersteunende staf bijna geheel vrouwelijk. Zij worden geconfronteerd met
bijzondere problemen. Ze worden niet als professionals behandeld en worden niet geconsulteerd op
gebieden waar ze het meest bekend mee zijn. Ze worden meer als verzorgenden gezien en worden
gevraagd om allerlei taken te verrichten die niets met het werk te maken hebben. Hoger geplaatste
stafleden gedragen zich tegenover hen vaak respectloos, onbeschoft en beledigend, vooral als die hoger
geplaatste onder druk staat. Ook hier wordt respect door mannen en vrouwen op dezelfde manier
gedefinieerd, dus wie zich respectvol gedraagt zal niet verkeerd gernterpreteerd worden.

Uniek voor Omega waren de bevindingen die te maken hebben met dienstreizen naar andere
landen. Geaccepteerd worden in een land is een kwestie van iemand "van Omega" zijn, niet van een man
of vrouw zijn. Het uitzenden van vrouwen naar andere landen voor grote opdrachten zou niet beperkt
moeten worden omdat men de indruk heeft dat het land ze niet serieus zou nemen. De reisleider kan
echter de aanvaarding en behandeling van een vrouw als teamlid in haar voordeel of nadeel bernvloeden.
Een belangrijk deel van het werk in andere landen bestaat uit onderhandelen. Hoewel men denkt dat
maIlnen effectiever onderhandelen bleek uit het onderzoek dat vrouwen en mannen verschillen in stijl
maar met in effectiviteit.

Praten over seksuele intimidatie en "onaangename situaties" maakte dat de mensen die
geinterviewd werden zich onprettig voelden, vooral de mannen. Ofschoon openlijke seksuele intimidatie
niet voorkwam bij Omega werden de verschillende gezichtspunten daarover geanalyseerd en besproken.
De rol die managers kunnen spelen werd toegelicht in de opmerking van een vrouw, "Nadat ik in een
vergadering nogal onbeleefd op m'n mummer gezet was, zag ik dat de manager na afloop de betreffende
man ter zijde nam. Even later kwam de man naar mijn kantoor en bood de olijftak aan. We konden daarna
weer prima samenwerken".

Hoofdstuk 7 presenteert de conclusies die getrokken worden uit de twee casussen en uit het
gebruik van het Praktijkmodel daarin. Uit de onderzoeken bleek dat mannen en vrouwen om dezelfde
redenen werken. Als mannen en vrouwen beschrijven wat ze meebrengen naar het werk beschrijven ze
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dezelfde zaken - toewijding, deskundigheid, energie, etc. Deze twee overeenkomsten helpen mannen en
vrouwen te onderkennen dat ze op hun werk zowel hun professionaliteit als hun eigen gezichtspunten
inbrengen. Deze feiten scheppen meteen een gemeenschappelijke ondergrond waarop de discussie over
sekse kan beginnen.

Hoewel vrouwen in hun eentje de organisaties niet konden veranderen hadden ze onverwacht baat

bij het gebrek aan wettelijke voorschriften. Zonder wettelijke voorschriften moeten leiders reageren op de
morele eis om rechtvaardig te zijn, of op de politieke krachten van lidstaten die vooroplopen op het
gebied van gelijke rechten. In beide gevallen wordt het bevorderen en aanstellen van vrouwen geacht te
gebeuren op basis van hun verdiensten.

Het uitzonderlijke mengsel van culturen van internationale organisaties is complex en biedt meer
kans op misverstanden met betrekking tot vrouwen. In internationale organisaties waarin de culturen van
de mensen uit iedere hoek van de aardbol afkomstig zijn is er bovendien een aanzienlijke variatie in
gedrag. Zo kan een vrouw zich bijvoorbeeld bevinden in een zeer discriminerende omgeving onder

leiding van iemand uit een land waar vrouwen als eigendom beschouwd worden. Vrouwen moeten zich

bewust zijn van de gevolgen van zoveel verschillende culturen op de werkplek. Het zal niet hetzelfde zijn
als in de cultuur in hun land van herkomst. Als ze dit onderkennen kunnen vrouwen beter voorbereid zijn
op de bedoeling van handelingen en gepaste en effectieve strategieen ontwikkelen. Zo is bijvoorbeeld
conflictvermijding voor geen enkele vrouw dienstig. Vrouwen moeten leren hoe ze problemen effectief
kunnen aanpakken. Dit kan met behulp van mentoren geleerd worden. Vrouwen dienen zich ook bewust

te zijn van hun rol en hun verplichtingen aan elkaar. Rangenstelsels en sekse versterken discriminerend
gedrag. Vrouwen hebben geleerd andere vrouwen te behandelen op de manier waarop mannen vrouwen
behandelen. Net als hun mannelijke collega's moeten vrouwen leren dat hun gedrag schadelijk kan zijn.

De definitie van lastig vallen zal zich langzamerhand moeten ontwikkelen. Afhankelijk van
cultuur en sekse wordt seksuele intimidatie verschillend opgevat. Zoals is uiteengezet in het gedeelte over
respect beperkt echter het met respect behandelen van iemand de gedragsmogelijkheden, omdat het
arrogant, bevooroordeeld, neerbuigend, en obsceen gedrag uitsluit. Als iedereen met respect behandeld
wordt zal seksuele intimidatie uitgebannen zijn.

Bevordering ligt voornamelijk in handen van managers, en vrouwen krijgen minder
bevorderingen aangeboden. Maar als de reputatie van een manager op het spel staat en de opdracht moet
absoluut goed uitgevoerd worden door tijdsrestricties of veel publiciteit, doen managers vaker een beroep

op hun vrouwelijke staf om het werk te doen.

Reisverplichtingen in internationale organisaties zijn extra lastig voor vrouwen vanwege hull rol
in de zorg voor hun gezin. Gezinsverplichtingen worden verward met een gebrek aan toewijding aan het
werk. Mannen moeten onderkennen dat de gedrevenheid die zij vrouwen toeschrijven niet overeenstemt
met die indruk van een gebrek aan toewijding, die er alleen maar op gebaseerd is dat ze zien dat vrouwen
zich ook bekommeren om gezinszaken.

Respectvol· gedrag  is de sleutel tot verandering  op de lange termijn. Vrouwen en mannen  op  de

werkplek beschrijven respectvol gedrag als gedrag dat aangeeft dat er naar de ander wordt geluisterd, dat
zijn of haar profesionaliteit wordt erkend, dat de ander met beleefdheid wordt behandeld, en wordt
vertrouwd. Respect wordt dan de gemeenschappelijke noemer bij het veranderen van de omgeving
zodanig dat er geen discriminatie meer voorkomt. Met recht zijn deze eigenschappen terug te vinden in de

principes van het Praktijkmodel als onderdeel van het genereren van vertrouwen.

Effectief onderzoek voor organisaties vertoont overeenkomsten met feministisch onderzoek. Zo is

bijvoorbeld de zelfreflectieve aard van feministisch onderzoek van wezenlijk belang wanneer de
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deelnemers hun eigen inzichten moeten veranderen alvorens ze de organisatie kunnen veranderen. Het
Praktijkmodel is gebaseerd op principes die leiden tot dit soort zelfreflectieve omgeving voor de
kerngroep.

Hoewel Omega hierarchisch van aard is, gaf het streven naar intellectuele voortreffelijkheid hen
de mogelijkheid de principes van het Praktijkmodel te accepteren, omdat die de grootste
voortreffelijkheid van de resultaten mogelijk leken te maken. Daarom aanvaardden alle leden van de
kerngroep, en later de organisatie, de conclusies van de kerngroep. TDI, waar machtsverhoudingen
belangrijker waren, slaagde er niet in om de overkoepeling tot stand te brengen die nodig was om
eensgezindheid op te bouwen. Het feit dat er een sterke leidinggevende in de groep zat verhevigde het
gebruik van macht op basis van positie en leidde uiteindelijk tot een mindere oplossing.

Hoofdstuk 7 presenteert een serie vragen die op grond van dit project gesteld kunnen worden.
Elke vraag suggereert weer volgende stappen die genomen zouden kunnen worden. De belangrijkste zijn:
de definities van de rollen van vrouwen in de maatschappij en de ontoereikendheid van deze definities
voor de rollen die vrouwen op de werkplek op zich moeten nemen, waar macht en het bijbehorende
gedrag vereist zijn als natuurlijk onderdeel van de rol. Misschien wordt deze nieuwe rol gedefinieerd in
de duizenden interacties tussen vrouwen en mannen op de werkplek. Maar zou dat eigenlijk niet in de
hele maatschappij moeten gebeuren?
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Summary
International organizations, such as the World Bank and the International Monetary Fund, have a

particular organizational culture as a result of the mixing of many cultures in one environment. Moreover,
they are not under local law that governs discriminatory acts. In this setting, this dissertation examines the
differences between the environment created for women from that created for men and how are these
differences are manifested. The research technique and approach taken to do this examination will be
described along with a discussion on the use of research in changing gender relationships within
organizations.

The first chapter examines international organizations and the characteristics that set them apart
from other organizations. The second chapter presents the model for research as a tool for organizational
intervention. The effectiveness of this model is tested through its application to two different
organizations. Chapter 3 discusses the application of the model in one organization followed by a chapter
that presents the results of the research. Chapters 5 and 6 do the same for the second organization. The
final chapter, Chapter 7, summarizes the entire study and draws conclusions.

Chapter 1 presents the legal and cultural aspects that distinguish international organizations.
These organizations are not bound by the laws of any nation. They are governed by Articles of
Agreement. For example, the Articles of Agreement for both the World Bank and the International
Monetary Fund grant their employees immunity from forms of judicial process. Thus, no ruling or law
compels the international organizations to look more carefully at their decision-making practices to assure
that women are considered fairly. Communication problems resulting from the blend of cultures keep
conversation and communication at a bland, superficial level - especially with regard to interpersonal
issues. Women from dissimilar cultures find themselves dealing with and facing different issues and have
no direct way to communicate them.

Chapter 2 presents a model for using research in an organizational intervention, showing how it
can be effective in supporting change in the organization. Research within an organization has the goal of
disturbing the social system. Research in an organization is not just about collecting information about the
organization, it is about learning what the information means to the organization and how it changes the
organization. The Practice Model is for creating change in organizations. When compared to other
approaches (discussed in the chapter), the Practice Model is best suited for work within an organization. It
uses the largest definition of context, focuses on community rather than separation of the object, is self-
reflexive as it focuses on creating a learning environment, accepts bias as a natural part of learning, is
intensively action-oriented, and embraces many methods.
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The first step in the Practice Model is to create a core group of staff from the organization who
are representative of the sub-groups within the organization. It is this group who receives the data created
during the project. 'The next step is the addition and presentation of data. Using this data. the core group
enters into conversation about what the data mean to the organization. The challenge of the consultant is
to help the group explore the meaning until the last step when a final unified meaning is determined. Two
essential aspects must exist for this model to work, the credibility of the consultant and the created
environment in which the conversation occurs.

The credibility of the consultant is important and can be divided into three different aspects:
expertise, objectivity, and intentions. Successfully creating the environment in which a conversation on
meaning occurs requires the application of a set of specific principles based on the understanding that
when questions are asked, learning and change begin immediately.

The first principle is creating trust. The members of the core group, those creating the meaning of
the data, must feel they can present their ideas without judgment Thus, to create trust all actions must be
done with respect; no judgments on observations are applied, only impact may be described; and
anonymity of the respondents is practiced. Trust welcomes and encourages stories that tell a tale greater
than the details and gives insight into the meaning of the data.

The design must support ways for meaning to be created from the findings. This is the second
principle. All actions must work to build the community. Creating and recognizing learning opportunities
where dialogue within the group facilitates the exploration together of what is being learned. Everyone
shares their perspectives and learns to appreciate and value different perspectives rather than entering into
a debate. Meaning is created through conversation, and it is important that adequate time is allotted for
this to take place.

The third principle is creating impact. This is the point at which the core group decides how to
share the message with the institution. It is important for the group to keep in mind that there is a positive
relationship between unanimity within the core group and impact of the message on the institution. The
experiences and conclusions of the core group should model the realizations and epiphanies that the
organization goes through in absorbing the information.

Chapter 3 describes in detail how the organization TDI (fictitious name) used the model to
understand the day-to-day practices of the organization and how these practices influenced the work lives
of men and women as they worked together. The project was initiated by a group of professional women
within the institution, but the purpose was expanded to men and women working together. The group
believed this would engage a wider audience.

The design of the project changed almost immediately. The primary change distanced the
research team (the consultant) from the core group by requiring only a single contact point between the
research team and itself. Faced with these challenges, the study was adjusted so that the findings would be
most relevant to the work at hand and done in a manner that would maximize every opportunity for
creating new conversations around the findings.

The project began with focus groups to gather issues and begin the transformation process. They
provided an open forum where the synergy of cross-discussion and amplification of points made creates
efficient data gathering. The focus groups were divided by grade level groupings and by gender in order
to create more comfortable environments. The script supported three objectives. The first was to gather
the information needed. The second objective, but of equal importance, was to create an environment in
which the participants could get to know one another better through fuller interaction. The third objective
was to motivate and empower the participants to continue the conversations after leaving the focus
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groups. The questions were written and ordered specifically to have the participants actively realize and
define issues in their own vocabulary and terms. (The protocol is included.) The presence of two
experienced facilitators assured that the unspoken messages were captured along with the spoken
discussion.

The data taken from the focus groups was analyzed in three steps. The first step was to gather as a
research team and discuss the issues that each individual believed he or she had seen in the focus groups.
Then, for the second step, these overall impressions were recorded, and a detailed review of the responses
was done in relation to the issues identified. Lastly, the stories that were told in each session were shared.
The like issues were categorized and sub-categorized. This analysis of focus group data provided the
foundation on which to build the interview protocol and the analysis and interpretation of the findings.

The interview questions were developed to respond to the identified issues and to continue the
positive impact of the research. The interviewing was done by both the research team and by the members
of the core group. Although using non-professional interviewers (members of the core group) tends to
produce less data, this brought the core group members closer to the data and gave them more time to
think about the meaning.  More  than 150 interviews were conducted across all levels of staff. While final
reports can be ignored, the personal interview is a time of engagement. Even though the respondent is
answering questions, the interview becomes   a  time   when the topic   is   on the respondent' s   mind   and

insights on the issues are gained.

Responses were gathered through reports from each of the interviewers. Content analysis was
done on the data from the interviews. This consisted of determining "completed thoughts" from the
interview responses and then categorizing them within topic by the messages found. After the
categorization by message, the comments from men and women were separated so that different levels of
responses by message could be calculated. Tables were made of the responses by topic, by message
contained within topic, and by gender. These became the basis for the discussion on the meaning of the

findings. (Examples of these tables are included.)

The planned two-day retreat where the findings were to be explored and interpreted was reduced
to approximately a five-hour meeting. TDI lost a lot as a result of this self-imposed limitation. The five
hours of reporting was insufficient to allow the members of the Task Force to appreciate the full meaning
of the data and come to agreement on the meaning. The Task Force did not develop a unified
interpretation of the findings. This was a significant loss, and the burden of communicating the
conclusions (and the meaning of the findings) fell to the final report and any communication vehicles

developed after the project.

The final report had to immediately establish three points with its readers. The first was to
establish the validity of the findings. As a very quantitatively oriented organization, the qualitative nature
of interview results could easily be dismissed. The second point was to firmly convince the readers that
there was value in reading the report as TDI already had significant common ground between men and
women on which to build and strengths in TDI that could be used to deal with the issues found. There was
a strong attempt to not affix blame. Third, the report assured the reader knew that as in all analysis,
generalizations are made to focus on major findings and trends. Thus, attributions to men or to women
must be interpreted as such and not as a reflection on specific individuals. Readers were then able to
differ in the particular, even as they were part of building the general and so not dismiss the report.

Chapter 4 discusses the specific issues that came to light as a result of the study of TDI. This
chapter preserves as much as possible the original form of the report to the client to present how such a

report can be done as well as what was found. (This will be done in Chapter 6 as well for the results of
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Omega.) The style used captured both the quantitative tables of frequencies and many direct quotations
from the interviews to give credibility and life to the discussion of the results.

Women and men were satisfied with the work of TDI for similar reasons. This finding alone was
hoped  to  give the reader a strong incentive  to read further.   As  one male respondent  said,   "It' s  not  us
versus  them.   It' s us together."  Even  with this strong similarity,   the data suggest that several  of  the
organizational structures at TDI, including promotions and the norms associated with working
relationships may affect men and women differently.

The promotional process was found to be unclear, appearing to adversely affect women, and
having the potential to undermine further the credibility of women staff members. For example, when
discussing the actions an individual can take to help get a promotion the most popular answer for men
was to 'be assertive'; no women chose this answer. Women's most common response was to 'ask'.

The study also found that the dependence on informal means of operating - especially for
feedback - makes it more difficult for everyone to be fully effective and impacts women more because
they have fewer avenues for informal connections. As one woman put it, "Most [meetings] are run by
unprepared Chairs; they're a waste of time. If people could only focus on the purpose [of the meeting]."

Women's behaviors are judged more severely than men's. For example, men describe other men
who are aggressive using positive, strong terminology  such  as 'not afraid of problems.' They describe
women with positive to neutral words. They include 'imitating a man' and insists on their position:

Many men believe that harassment is not an issue, but women see another side. "One man walked
right past me and introduced himself to a second man... This is a classic case of invisibility," said one
woman. When situations are difficult for women, they are circumspect about their response because
sanctions impact women more at TDI. For example, rather than sanction the man, the women' s contract is
not renewed.

Almost two-thirds of comments about work and family indicated some trouble with balancing the
two. This was common for both women and men. But while men tended to talk about their problems,
women tended to offer strategies they use to deal with the work/family balance issues.

Support staff at TDI are those individuals who fill in the secretarial positions. Because they are
principally women and of lower rank, they face a unique set of issues. Support staff who are women are
not treated with the respect due those working in their respective field of endeavor. Support staff are
sometimes limited in their contribution because they are not brought into the work; they are not given the
context in which the work is being done. Support women experienced more harassment than women in
higher ranks. Men are believed to get out of the support ranks more easily and are often mentored through
this process. While women and men both experience pressures around work/family issues, the work styles
present  at TDI, which depend  on late hours, more greatly impact support staff s ability  to meet their
family needs. Support staff and professional women need to get to know one another on a new level of
appreciation.

The definition of respect given by both women and men was remarkably similar. So much so that
using respectful behavior as the norm in TDI would become a major vehicle for improving the work
environment for everyone.

Chapter 5 discusses a second study done in Omega (fictitious name), a different type of
organization than TDI yet also international. The major intention of Omega was to learn as much as
possible about how women were treated. They fully embraced the Practice Model to create an open
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environment for better learning. Omega used the research team fully, including work sessions and retreats
to take full advantage of the interaction with the team and with each member of the Task Force.

Omega had already formed a Task Force on Women and developed a list of issues. This Task
Force became the core group for Omega. A series of activities was designed to explore these issues, and
the  environment in Omega' s Task Force  was very supportive. Focus groups were formed and analysis  of
the resulting data was done in the same way as for TDI. Professional interviewers only were used for one-
on-one interviews. On-going meetings between the Task Force and the research team were held. Two,
off-site retreats were used for exploring the findings. (Detailed descriptions of the retreats are included in
the chapter.) All of these were essential to creating conversation and meaning. The complete and open
sharing of the analyzed data helped the Task Force members to accept the qualitative data as real. By the
completion of the project everyone on the Task Force believed in the findings, had created a unified
meaning of them, and supported the action plan.

The final report was constructed in an original manner for Omega. It was written so that one
could scan it to read the conclusions, read the quotations to capture the flavor, or read the text in full.
Thus it was ensured that everyone would at least be exposed to the results of the study. As in the case of

TDI,  Omega' s report described what was found without laying blame.

Chapter 6 reports the findings and conclusions for Omega. The format used in this chapter
mirrors that used in the final report to the client to once again to demonstrate how results can be
communicated to the client. It begins with a review of the environment of Omega and its effect on women
as determined by the study. It reminds the reader that given the strong intellectual capability of the
managers at Omega, the reported evidence of discrimination can be dealt with thoughtfully.

The major conclusions reported began with finding that women have the characteristics required

of  Omega' s  'best' and often excel  in  them.  It  was also determined that women of Omega  are  held  to  a
more  strict  set of acceptable behaviors  than  are  men  and that women' s actions are often misunderstood.
Like TDI, behavior that would go unnoticed when used by a man can be misinterpreted when used by a
woman. "[Women] have to be seen as not belligerent. "I hate to see a woman take on male
characteristics," said one male respondent.

Attitudes in Omega influence behavior in ways that denigrate women daily in many, often

reinforcing ways, creating barriers and discrimination that must be overcome. From rudeness to calling
women by their first names when men are referred to as Mr. So-and-so, a different environment was
created for women.

As in TDI, both women and men expressed concerns about family obligations. Yet, when the
women of Omega tended to them, their behaviors were interpreted as a lack of commitment to the work.
Ironically, men highlighted dedication as one of women's strengths more often than any other strength
named.

Support staff were almost exclusively female in Omega and face special problems. They are not
treated as professionals, nor are they consulted in areas most familiar to them. They are seen more as
caretakers and asked to do non-job related tasks. Disrespectful, rude, and abusive behaviors are often
directed at them by higher-level staff, especially when the higher-level staff are under pressure. Once
again, respect is defined similarly by both women and men demonstrating that if the choice is to act with
respect, it is more likely to be interpreted correctly.

Unique to Omega' s findings involved travel assignments to other countries. Country acceptance
is a matter of being "from Omega," not a matter of being a man or a woman. Thus, sending women on
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major assignments to other countries should never be limited by perceptions that the country would not
treat them seriously. However, the travel leader can interfere with or reinforce a woman's acceptance and
treatment as a team member. A major part of the work in other countries is negotiation. While men were
lhought to be more effective in negotiation, the study suggested that it was a matter of style, not
effectiveness that distinguished women from men.

Discussing sexual harassment and 'uncomfortable situations' made people being interviewed
uncomfortable, especially men. While overt sexual harassment did not exist in Omega, the different
perspectives on sexual harassment are analyzed and discussed. The role that managers can play is
exemplified in the comment from one woman, "After being put down rather impolitely in a meeting, I
saw the manager take the man aside at the end of the meeting. A while later, the man came to my office
and offered the olive branch. We were able to work fine together after that."

Chapter 7 presents the conclusions drawn from the two cases and the use of the Practice Model in
each. The studies found that men and women come to the job for the same reasons. Moreover, when men
and women describe what they bring to the work, they describe the same things - dedication, expertise,
energy, etc. These two similarities help men and women recognize that in the workplace they are bringing
their professionalism as well as their perspectives. These facts immediately create common ground on
which the discussion of gender can begin.

While women have not been able to change organizations on their own, they have received an
unexpected benefit from the lack of legal imperative. With no legal imperative, leaders must respond to a
moral call to do the right thing or political forces from member countries who are leaders in equity issues.
In either case, promotion and hiring of women are seen as being done on the basis of merit.

The extreme culture mix of international organizations is complex and leads to more
opportunities for women to be misunderstood. Moreover, in international organizations where the cultures
of the individuals come from every point of the globe, the behaviors of individuals vary substantially. For
example, a woman may find herself in a highly discriminatory environment led by someone from a
country where women are considered property. Women must be aware of the impact of having many
cultures in the workplace. It will not be the same as their home culture. Recognizing this helps women
prepare for the intentions behind actions and so develop appropriate and effective strategies. For example,
conflict avoidance serves no woman. Women must learn how to raise issues effectively. This can be
learned through mentors. Women must also be aware of their role and obligation to each other. Rank and
gender reinforce discriminatory behaviors. Women have learned to treat other women the way men treat
women. Like their male colleagues, women must learn that their behaviors can be damaging.

The definition of harassment will take time to evolve. Sexual harassment is perceived differently
depending on culture and gender. However, as is pointed out in the section on respect, treating someone
with respect limits behavior options by eliminating arrogant, judgmental, denigrating, and bawdy
behaviors. If everyone is treated with respect, sexual harassment will be eliminated.

Promotion is primarily in the hands of managers, and women have been offered fewer
promotions. Yet when the manager's reputation in on the line and the job absolutely must be done well
because of time constraints or high exposure, managers more often call upon their female staff to do it.

Travel requirements in international organizations place additional burdens on women because of
their role in family care. Family needs are confused with lack of commitment to the work. Men must
recognize that the dedication of women which they accept is inconsistent with the impression of lack of
commitment simply because men see women also attending to family matters.
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Respectful behavior is the key to long term change. Women and men in the workplace describe
respectful behaviors as those that suggest that the person is being listened to, being recognized as a
professional, being treated with courtesy, and being trusted. Respect becomes the common denominator
of changing the environment to one of nondiscrimination. With reason, these characteristics are reflected
in the principles of the Practice Model as part of creating trust.

Effective research for organizations resembles feminist research. For example, the self-reflexive
nature of feminist research is essential when the participants in the research need to change their own
understanding before they are able to change the organization. The Practice Model is based on principles
that build this type of self-reflexive environment for the core group.

Although Omega is hierarchical in nature, the pursuit of intellectual excellence allowed them to
embrace the principles of the Practice Model as they appeared to allow for the highest excellence of
results. As a result, every member of the core group and later the organization accepted the conclusions of
the core group. TDI, where relative power was more important, was not successful in creating the
container they needed to build unanimity. Having a strong executive in the group exacerbated the use of
power by rank and ultimately led to a weaker solution.

Chapter 7 offers a list of questions that this project could only raise. Each question suggests next
steps that might be pursued. The most important are the definitions of the roles of women in society and
the inadequacy these definitions present to the roles that women must play in the workplace where power
and its attendant behaviors are called for as a natural part of the role. Perhaps this new role is being
defined in the thousands of interactions between women and men in the workplace. But can it be done in
anything other than the whole of society?
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Introduction
Why I am writing this book
Difference
I remember Mr. Takamuro.  He was a man in his forties when I first met him.  He was

introduced as someone who, before coming to the organization, had been a prize-winner in

Japan, his native country. The promise was that he should make quite a contribution, but no

one could tell me what that might be. He always worked with one particular individual who

because  he  was of higher rank, became Mr. Takamuro's informal manager. Mr. Takamuro' s

quiet nature and his cultural up-bringing combined to make him appear to be unreachable.

As I observed the work of this small group of two, it became impossible to see what Mr.

Takamuro was doing. The impression left with me was that he did nothing and his colleague

did everything. Somehow the information did not all fit together.

When I talked to other people who knew Mr. Takamuro, they said that he was not very

productive.  He had not had an original idea. He could be depended on to do what he was

told. This information did not seem to fit together either.

As his manager, I suggested a project in which Mr. Takamuro could take the lead thus

eliminating the need for deference to his colleague.  When he would show me his work, I

discovered another truth.  He had never developed a strong command of the English

language.  But the ideas he was espousing were forward-thinking and met the business needs

perfectly.  With the aid of someone who could help him with his English and an area where

he was the person in charge, I had circumvented the two characteristics which had limited him

in the past.  As time went by, others began to see his contributions as well. He developed an

entirely different reputation -- one which might have won a prize.

Mr. Takamuro could not speak the English language as well as his colleagues. Rather than

assume that his difficulty was his language, they assumed that his difficulty came from his

intellect and so relegated him to a lesser place and prevented his influence from being as

great as it should have been.
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Gender

I've known Shaida for 18 years.  She is a strong economist.  She has written several books on
valious economic subjects  in  new and ground-breaking areas. She worked  on the economies
of a region of the world that was filled with problems and continuous confrontation.  Her
work was admired, and she was not. She strove for recognition for her work because she

believed that recognition of quality work was the way to achieve overall success and respect.

As a result, she became a workaholic who took her job seriously and depended on her staff to
do what was necessary to achieve the work objectives.  But time and again, she had difficulties
in maintaining secretarial support.  She was even the victim of a letter campaign accusing her

of doing all manner of illicit things to get where she was.  But I knew Shaida. She would
grieve to hurt a fly let alone another human being, and she believed that getting ahead had to
be only from her professional efforts. Nothing else would have been satisfying to her.

Coming from a woman, her strong, directed, and no-nonsense behaviors were misinterpreted.
For example, she spoke to the point without preamble, she smiled very little when she was in
discussion about her work or that of others.

Shaida was a woman driven to prove that she could do excellent work. When her male
colleagues were so driven they were usually considered to be truly committed and passionate

about their work. When she was so driven, her actions were considered to reflect only self-
aggrandizement -- something absolutely abhorrent to her.

Rank

Jennifer was about 5'1" tall and probably weighed less than 100 pounds, but she exploded

with energy.  She knew who she was and wanted the world to know.  She was ready to tell
anyone what she could do for them and with them.  When I met her, I wondered at how so

much energy and spunk could come out of such a small person. She worked with a
hierarchical individual who could only see her in the role of secretary. Jennifer was patient or
maybe she was persistent.  When I got to know her, I realized that what she said about herself
was really true. The question in my mind was simply how to give her that chance. There

were always lots of things that needed to be done in our unit so I presented my needs to her.

She found among them a task just outside the secretarial range which would allow her to show
her potential while not straining her immediate boss too much. We agreed that this task was
the place to start.  I just saw Jennifer the other day. After 10 years, she has grown that little
move into a position of significant responsibility.  Once she was given the opportunity to
demonstrate what she could do, the doors were finally opened to her.
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Jennifer merely happened to be in a position that suggested that she was less able to "think"

than someone higher in the ranking structure. Her position, which reflected merely her

circumstances of the moment, somehow became confused with her potential, and her relative

standing to others was seen as fixed.

Why did any of these people feel put upon when they were each trying within their

experience and background to do what they knew needed to be done, to contribute more

fully to the overall task?  Why were their attempts -- which were no different from others --

not getting the recognition they deserved or were attacked for no deserving reason? Why

were they misunderstood right from the start?

Why do not managers take the time to look at their staff as individuals? Mr. Takamuro

worked for other managers who missed his potential.  I was not the first manager of Jennifer

either.  What do managers need to call attention to the closing of their eyes to such potential?

In these days of global competition, there is no room for wasted resources.  How can

organizations see this limitation they place on themselves? Something is getting in their way

of seeing clearly what is before them. Or what is before them is so obvious that it becomes

invisible due to familiarity. It is never questioned, and so it is assumed. In either case, it is as if

people were blind -- whether from language, cultural behaviors, behaviors misinterpreted

because they are coming from a woman instead of a man, or expectations about rank or any

number of other reasons -- they do not see what is right before them.

For 10 years, I worked in the World Bank, most of that time as a division chief. In this

position, I had the honor of managing between 20 and 60 people (it varied depending on the

organization structure at the moment). At the same time, I was a manager among other

managers - all of whom were men. I saw behaviors from all the perspectives, from above me,

from my peers, and from below. I was also witness to the behaviors of others toward their

managers, colleagues and subordinates. As it was an international organization, I also saw the
influence of different cultures and language capability working side by side.

What I saw sometimes gave me great hope that if people from almost every nation in the

world could work together in one place, then surely people of the world could learn to do so

as well. What I saw sometimes gave me great pain that if intelligent people could offend each

other in complete unawareness, then surely people of the world would continue to

misunderstand each other even when their intentions were the best.
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In these three simple, true stories, I have captured the essence of what I have learned over the

years about what people do unintentionally. While real and clear intentions sometimes direct

inappropriate actions, I will assume in this book that the actions 1 see people do come from

consciences that are clear. For these three stories and their lessons, I would like to explore

discriminatory behaviors in international organizations with special emphasis on those that

occur between gender.

What this book is about
This book is about my work in two international organizations. This book is about how

women and men work together in parallel, yet differently constructed worlds. This book is

about my life and how it has been influenced by my work. I cannot tear them apart. They

make a whole.

This book will examine and describe the environment that is created for women working in

international organizations. It will explore how it hinders women's ability to succeed

compared to men. It will present a method for working within such organizations in a manner

that encourages growth in understanding of the different environments experienced by men

and women working side by side and encourages a willingness to change behaviors as a result

of this new understanding. The book will use two cases from organizations where research on

discriminatory practices was done and how this research was able to change those

organizations during the research itself.

Having worked in an international organization for 10 years, I decided to leave it and begin

practice on my own to help international organizations from the outside. In this practice, I

was asked to examine the situations of women in this type of environment where cultures

from many nations mixed. After working on this issue and others from this outside

perspective for another 10 years, I developed a greater understanding of what the

environment was like for women and how using research along with organizational
development techniques can engender change in these organizations. This book will share

these two lessons in an integrated way.

International organizations, as used in this book, are those institutions formed by a group of

countries to accomplish a specific mandate. For example, they include the World Bank, the
International Monetary Fund, the United Nations and the associated organizations to it, and

the Consultative Group of International Agricultural Research. They have some unique

characteristics and so, I will begin with a description of the international organization -- a
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place where women and men from many nations form a new culture that looks sometimes

Western European, sometimes Asian, sometimes Latin, sometimes African, and sometimes a

blend. Because of this mixture, the resultant culture and the particular influences of the

cultures that make it up create an environment that makes it harder for women to function

effectively placing them at a disadvantage. Moreover, international organizations are not

compelled by any country law to assure gender equity. I will explore two such organizations

and how women experienced them.

Chapter  1  will look at what makes international organizations different.   It will look at the

legal impact of what laws govern or not and how expatriates are caught in the middle with

some benefits and some drawbacks. It will look at how the nature of the work differs often

creating family discontinuities as well as additional stress on women.

Chapter 2 will do two things. First, it will expand on the issues and benefits of what it means

to come into the organization as an 'insider' from the outside who is supposed to help the

organization change in response to the issues of women. It will talk about the challenges of

gaining credibility given that no one can come to a research project on gender without

coming from one gender or the other and the implicit bias that brings. This background sets

the stage for the way in which I work within these organizations.  It will describe an approach

that makes the work as effective for improving the environment for women as possible.

Chapter 2 will explore also what it means to do research in an organization and why. It will

describe how action research can be an effective tool in helping organizations see the

environment created for women by describing it and its effect on women. Through the use of

action research, the organization begins to change as it learns. This chapter will present a set

of principles needed in an intervention where action research is a part. It will present a model

of how the principles laid out can be applied so as to reap the benefits of creating change that

is acceptable. This chapter will also examine how my model of research within organizations

extends action research to embrace many of the characteristics of feminist research.

Chapters 3 and 4 explore the first of the cases, TDI, an international organization that serves a

particular region of the world. (Each case has been masked SO that they remain anonymous as

requested by the organizations.) Chapter 3 discusses how the research was designed and

executed in an organization that chose to change the design during execution. The effects of

this change are also presented. Chapter 4 contains the findings of the study and presents them

in a manner quite similar to the final report actually provided to the organization (the client
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in this case). In this chapter, the environment in which women find themselves is presented in

the words of the members of the staff and management.

Chapters 5 and 6 do the same for Omega, the second organization. Here the design and

execution were done as planned; the working group remained an active partner with the

author. The positive results of this active partnerships are described. Chapter 6 presents the

findings of the research and again is presented closely to how it was to the organization.

Chapter 7 will wrap things up. It will capture the overall conclusions about women working in

international organizations. It will convey the lessons learned through the research and

interventions and how they might be applied in other organizations.

This book is for those who are interested in what the environment in an international

organization feels like to women, but it is also for those who are interested in seeing how

research (specifically action or activist research) is used in helping organizations change their
perspective and subsequently their actions towards women. I believe that those who work in
international organizations will benefit from seeing the environment that has been created in

these organizations for women and how it differs. As importantly, the consultant attempting

to work in any organizational setting may benefit from seeing the methods I have developed

and used. Lastly, I hope to contribute to the vast academic work done in the area of gender

research and the many techniques of research that appear to have influence when done within
the organizational setting.

Three points that might help you as you read this book
1. Generalizations tell little about the specific individual.
This book is going to be talking about men and women -- what is different about them and

what is the same -- and how the differences get in the way of working together as partners.

My challenge is to discuss the issue in a way that is clear to the reader yet represents all of the
examples as well as possible.  I have chosen to opt for clarity rather than perfect reflection of
all the examples.  All of this preamble to say that I will talk about men and women as if they

are at the far ends of the spectrum.  I will focus on the major findings and trends that I see,
remembering that the generalizations do not reflect on the individual but rather that the
individuals make up the generalizations.
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2. The format is desiErned to help the reader.

This book has been written in a format that is designed to help the reader actively choose how

he or she would like to read it. The main narrative is on the right-side pages only. Detailed or

explanatory references to the literature or other research done by the author that shed

additional insights into the work have been presented on the left-side pages. They are

organized so that they are proximate to the topic on the right side that they explore. If your

desire is to dig deeply, read the left- and right-side pages together. If your desire is to learn

what I learned without the background from the literature, or to simply read to enjoy the

story, just read the right-side pages. The exception is chapter 2 as both sides (left and right)

need to be read for full understanding.

The format of chapters 4 and 6, the findings of the two cases, are slightly different to allow

the reader to see more closely how they were presented to the client.

3. The book is also written to help students of organizational consulting.

Helping those who wish to apply theory in the client setting is an indirect intention of this

book. Interacting with the client requires some formal documentation as well as the usual

personal interaction. A fair representation of the most important pieces produced during the

work are included in this book. They are included even though they did not become a part of

the final report to either client, but were steps along the way to convey intermediate data or to

facilitate certain steps in the process. I have tried to say how they were used in each case and

my sense of their success in accomplishing their task. These are all included as Exhibits at the

end of the narrative section of the book. Critical exhibits are also included on left pages

where appropriate. It was my choice to put them together and so lean toward helping the

person who wants samples for future reference rather than for the reader at first read. I

apologize to those who prefer it the other way. I had to make a choice and did so.

A last word -- before beginning your journey through this small book, I wish to thank you

for doing so. It is my desire that you will find it interesting and useful.

11XV



Chapter 1: The Setting
Throughout this book, I have included real stories from the work I have done. They present another perspective on the larger story of this
work, and I hope they add a human element that is a part of all organizational interventions. I was reluctant to be so bold as to use these
stories as frontispieces to each chapter until I experienced the power of personal stories in the midst of an academic work. A chapter by
Carolyn Ellis (1996) draws a picture with a clarity that exposes her soul. Through this piece, I learned about the teaching moments that
everyday life offers. The author, being open to receive as well as observe, allowed the messages that abound in normal life to find solid
connection. Her honest expressions of this allowed me, as reader, to gain new insights. "We inject our voices into the experimental
movement in ethnography that seeks to heal the artificial separation of subject and object, modulate the 'authorial voice,' and acknowl-
edge our subjective involvement in the creation of social knowledge." (Ellis and Bochner,  1996) I will not pretend to be so effective, but
I hope my stories will provide another perspective.
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1. The Setting
We were on tbe second floor in an office tbat overlooked tbe atrium, a magnificent

interior tbat offered refuge»m tbe dusty cityscape outside. Sbe sat comfortably in ber

cbair tbinking about tbe question I bad just posed. After a moment, ber response was
spoken softly, slowly, and witb careful deliberation. Every wordsbeused appeared to be

weighed in tbe balance.  Her statement was honest,  but not revealing of anything spe-

cific tbat could be traced back to ber, and it clearly upbeld tbe authority of manage-

ment. Inter, wben we met informally at ber borne, I was surprised to bear tbe same

careful deliberation as sbe answered my questionsaboutwbatitwas like to be a woman

in an Asian-based o,ganization

Toward tbe end of my visit at tbis same organization, I was called in by a mid-level

manager wbo blatantly told me tbat I would never be called back to tbeir organization
if I was too revealing about wbat I bad learned. Never before, nor since, baue I received

any sucb tbreat about my work.

1.1  The  Purpose  Of this  Book and this  Chapter
I have a consulting firm that spends most of its time in international organizations

such as the World Bank, the International Monetary Fund, the UN and its many

components, and other such organizations. I have often been called in to assist the

organization to look at the issues of gender in the workplace. I am asked to look at

two questions. When men and women work together, is the environment created

different for women than for men? How does this difference help or hinder the

career of the woman and, thus, the work of the organization? And while these

questions have been examined by many authors, this book will examine the ques-

tions within the specific context of the international organization.
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Researchin 
It may be helpful to the reader to have a short summary of the research questions. Any explanation must begin from the client's
perspective. The client tends to speak of discriminatory practices - practices that create additional challenges for women in their
careers and practices within the organization that ultimately limit the productivity of the organization because women are more limited
as a result of these practices. When clients come to me. they ask. as noted, two questions. When men and women work together, is the
environment created different for women than for men? How does this difference help or hinder the career of the woman and, thus, the
work of the organization?

In the end, their desire is two-fold: to understand the environment of women and to identify actions that will mitigate the environmen-
tal factors that hinder women so that the organization will benefit. The client may choose to use slightly different language to describe
what is happening, but the intention is consistent. In this dissertation, when talking about the client's purpose, I have chosen to use the
words of the client.

This dual desire is reflected in the work that is called fon Research into the environment created for women in the organization is the
first and primary purpose, and it involves looking at the interactions of women and men. Secondarily, yet essential to a successful
conclusion for the organization, is to use an appropriate intervention style that will aid the organization in its attempts to first accept
the research results and then identify the appropriate actions to change and gain the benefits from the work.

This dissertation has two purposes:
(a)     To research how the organizational environment of women is different from that of men in international organizations.
(b)    To define an intervention process that aids in the acceptance of the research results and the subsequent change of the organization

even as the research is going on.

1.2 Legal Setting
International organizations include such institutions aS the World Bank, the International Monetary Fund, the United Nations and its
associated organizations, as well as many others. They are formed by the agreement ofmember countries who determine to create and/or
support the organization and its mission. These agreements are formalized into Articles ofAgreement which are the governing provisions
under which they operate. As such, these organizations are neither corporations in the traditional sense nor are they government entities.
On the outside, they appear to be corporations. They have governing boards, sometimes issue bonds, create organizational structures and
facilities, etc. Like a governmental agency, staff are often called international civil servants as they are directed to "owe their duty entirely
to the (international organization) and to no other authority." (Articles ofAgreement of the International Monetary Fund, 1993)  But they
are not under the egis of any government. They are independent of any nation and governed by all oftheir member countries. As such they
have certain status, immunities, and privileges.

For example, in the Articles of Agreement for the World Bank, it states, 'The Bank shall possess full juridical personality, and in
particular, the capacity: (1) to contract; (ii) to acquire and dispose of immovable and movable property; (iii) to institute legal proceed-

ings." (Articles ofAgreement for the World Bank, 1989) The International Monetary Fund's articles have an identical section and go on
to Say that 'The Fund, its property and its assea. wherever located and by whomsoever held, shall enjoy immunity from every form of
judicial process except to the extent that it expressly waives its immunity for the purpose of any proceedings or by the terms of any
contract." (Fund, 1993)

Other sections under the article on status, immunities, and privileges include immunity of assets from seizure, immunity of archives,
freedom of assets from restrictions, privilege for communications, and more. One that is of particular note is that which talks about
immunities and privileges of officers and employees. Article VII, Section 8 of the articles for the World Bank states in part, "All
governors, executive directors, alternates, officers and employees of the Bank (i) shall be immune from legal process with respect to acts
performed by them in their official capacity except when the Bank waives this immunity." (World Bank, 1989) Similar, if not identical,
statements can be found in the articles of agreement of many other international organizations such as the International Finance Corpo-
ration.

Guiding them somewhat in this is the section that speaks of the chief executive officer and the staff that directs management to consider
"subject to the paramount importance of securing the highest standards of efficiency and of technical competence, due regard shall be
paid, in appointing the officers and staff of the (international organization), to the importance of recruiting personnel on as wide a
geographical basis as possible." (International Finance Corporation, 1993) So geographical representation is given consideration, but not
gender (Blair, 1995b).
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Researching gender differences and the resultant practices created in the workplace

generates discomfort as members of the organization discover what these practices
are and what they mean to themselves and to their co-workers. In international

organizations where many cultures work side by side and the norm is to avoid

confrontation in order to 'honor' these cultural differences, the discomfort level

can rise quite high when the practices are 'put on the table' for discussion. Fear of

this discomfort prevents earlier exposure of the issues of discrimination, and women

especially wait for the appropriate moment to express their needs. Working in this
environment requires an approach that responds to this fear in a way that over-

comes it so that the organization can see women's issues as legitimate and work to

address them. How I do such organizational interventions that involve research is

captured in a model that is presented in Chapter 2. By applying this in two organi-

zations, a comparison of the effectiveness of the model can be made. Chapter 3

presents how the model was applied in one organization, TDI, followed by a chap-
ter (Chapter 4) that presents the results of the research. Chapters 5 and  6 do the

same for a second organization, Omega. In the final chapter, I will summarize the

lessons I learned through this work.

To understand the differences of the work environment between women and men in

international organizations, it is first important to see how the environment is dif-

ferent within an international organization from that created in other organizations.

This chapter will describe the different environment.

1.2 Legal Setting
No law compels international organizations to consider discrimination by sex wrong

because it is illegal. International organizations live in a different world from orga-
nizations that are bound by the laws of a nation. When established, each interna-

tional organization was to operate in accordance within the provisions of its Ar-

ticles ofAgreement that had been adopted by the nations creating the organization.

Thus, each organization is governed by the Articles, not national laws.

For women, this is a blessing and a curse, but mostly a curse. In the name of tech-

nical excellence as reflected in the articles, international organizations recruit men

for the best positions and promote men to the higher ranks on the basis of being the

"best candidate." And no ruling or law compels the international organizations to

look more carefully at their decision-making practices to assure that women are

considered fairly. Rulings about sexual harassment were omitted as well. Fifty

years ago, when the oldest international organizations were founded, the term sexual

harassment was not even in the vocabulary.
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The striking aspect
There have been sincere attempts to change attitudes about targets and about treatment ofstaff:from the non-Western European countries.
As these attempts increase and discussion of the issues becomes more normal, treatment ofperformance concerns centers around perfor-
mance rather than stereotypical behaviors. As performance concerns become separated from stereotypes, the quality of the non-Western
European staffbecomes evident. Targets become less and less a threat to quality and more and more a matter of good management. This
maturity of thinking should naturally translate to gender issues. It does not appear to do so. Men raised in non-Western European
countries must overcome a cultural heritage that has different assumptions about the roles of women. In my research, I have found that
those who have grown, educated daughters who are seeking their first professional employment have the greatest understanding of
women's issues in the international organization. But those who have daughters of any age are also more understanding (Blair, 19954
Blair, 1992b).
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Since the international organizations were dominated by the US, England, and

France (due to their contributions being the largest of the members), selections of

staff often were also dominated by citizens of these same countries.

In the 1970's, it became important that staff from the other member countries

especially the developing countries - be represented more strongly. It was de-

cided that the proportion of staff from a particular member country (referred to as

a 'target') should approximate the country's proportion of shares of capital stock

of the organization. Since the clear statement had been made in the articles that

the organizations must seek the best technical staff, differences from the targets

were generally excused. Nonetheless, the proportions were real targets.

However, over time, it became the norm to truly seek and hire staff in numbers to

reflect the proportions of contribution. (Today,  as the proportions of contribution

have changed with the influx of the Eastern European countries of the former

Soviet Union, the staffproportions are out of kilter with the financial proportions,
and the organizations must try to readjust.)

The striking aspect of this is that the organizations, in general, found that the

initial concern for quality of staff when trying to meet the nationality targets melted

over time as candidates from these other countries were found and hired, and the

organizations continued to perform.

Over time, it became normal to talk about targets of nationals in management

meetings even when some managers had reservations about meeting these targets

with quality candidates or just meeting them at all.

Recruitment is difficult in some countries, and, historically, the international or-

ganizations have had very low attrition rates. With few openings, balance takes a

long time. (Management decisions taken actively can affect the attrition rates,

however. With higher attrition rates, it is easier to balance the nationalities more

quickly.) It takes longer still to change the management mix as managers are

usually promoted from those who have had time in the organization and so reflect

earlier recruitment policies. As nationality mix became more important, the pipe-

line for management likewise became more mixed as well. As the net was thrown

much more broadly, the leaders in these organizations came from other than Western

European cultures- cultures that had not the same history of women's move-
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1.3 Visa status
Laws regarding employment of expatriates vary across countries. In the U.S. it is necessary to obtain a promise of employment from a
company before processing of a visa can occur. The job must be offered and the salary commensurate with the prevailing wage rate for
persons in that occupation and geographic location. The candidate may come in as a first, second, or third 'preference'. First preference
is for those with extraordinary ability in areas of national interest; second, for members of professions holding advanced degrees whose
work does not come under the national interest requirement; and third, skilled workers, capable ofperforming work requiring at least two
years experience or training for which qualified workers are not available in the U.S. (Murthy, 1999). For companies, this represents an
additional cost of hiring that person. Unless the individual brought something that was worth the additional cost, getting hired was not an
option even if the individual were qualified for the job.

In some countries in Latin America, for example, the spouse of an expatriate may not be employed in any fashion. In other countries, it
is quite possible for the Spouse to be employed so long as there is an employer willing to gain the work permit (Blair, 1992a).

The European Union has created a different setting. "While the right of free movement is guaranteed as a fundamental freedom to Union
nationals who enjoy protection against discrimination on the grounds of nationality, the position of third country (non-EC) migrants is
considerably more precarious." (Barnard, 1995, p. 103) These 'migrant' workers fall in another category. "Immigration policy and policy
regarding nationals of third countries, including conditions of entry and movement, conditions of residence and access to employment
are to be determined not by European Community law but by inter-governmental agreement." (Barnard,  1995, p.  167) For example, entry
into the workforce of the Netherlands requires that "(i)n addition to a residence permit, the employee will need an employment permit
(tewerkstellingsvergunning)." (Blaakman, 1997. p. II3) Obtaining a work permit requires the employer to provide evidence that the

individual brings something to the work that cannot be found in Dutch candidates.

1.4 Indirect communication
In low-context cultures such as those who speak English, German, Scandinavian, or linguistically similar languages, what is communi-
cated is considered complete. The context in which the communication is given plays little part in the interpretation of the message. In
high-context cultures, approximately the rest of the world, the context plays a large part in the interpretation. The context adds to the
message in ways that are not always intended and can lead to misunderstanding (Hall, 1976; Sellin & Winters, 1999).

Cultural behaviors can also lead to misunderstanding. For example, Japanese who have been inculturated to be reserved, modest, and
show respect for elders or superiors (called enryo) (Cox,  1997), will behave in ways that are confusing to an American who believes that
one should be forthright; and deferential behaviors are often interpreted by Western cultures as lack of confidence or even ability (Cyr,
1998). Where in American culture, "the squeaky wheel gets the grease", in the Japanese culture, "the nail that protrudes gets hammered
in." For a Japanese to express dissatisfaction at the way she or he is treated would be quite out of character.

In conversations that must, by the nature of the international organization, be conducted with these two extremes at the table might
suggest that the behavior is somewhere in between. The more likely case is that another form of communication is developed that
obviates any direct embarrassment for one or the other. The Westerner tries to be more circumspect, the Japanese tries to be forthright,
and neither get the message across. The Westerner depending on content rather than context leaves key information out. Andthe Japanese
no longer has the surrounding culture to interpret what she or he says adequately.

In international organizations where the cultural mix allows one culture to dominate, that culture has an advantage. Given the variety of
cultures, however, someone is always trying to compensate for the differences between the dominant and the personal culture. "In a
situation of intense and continuous social contact the maintenance ofharmony with one's social environment becomes akey virtue which
extends to other spheres beyond the family." (Hofstede, 1991) While part of the population of the organization is individualistic and able
to express disagreement directly, those from cultures that value individualism less so tend to engage in face-saving behaviors that avoid
confrontation. Consequently, some issues that might cause discomfort to some are completely ignored (Blair, 1995b). Women's issues
often fall in this category.
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ments. And so, when the West is recognizing the role of women (albeit still slowly

and reluctantly), men from non-Western cultures generally do not have the same
point of view. Thus, women are still fighting to gain admittance and promotion

in these settings where there is no law enforcing the rights of women or even

respect for all peoples - a particular irony given the roles of the international

organizations themselves. And where nationality targets have become a more

natural management topic, gender topics still tend to be uncomfortable and are

often avoided.

1.3 Visa Status
Another force working in the legal setting of international organizations is that Visa status places
of the visa status of the expatriate staff member and the resultant residence and further constraints
employment opportunities in the same country. For example, in the U.S., expa-

on expatriates.
triates who leave an international organization such as the World Bank do not

have the luxury of staying in the U.S. unless they have been successful in gain-

ing employment in another organization in the U.S. This is difficult in the U.S.

and impossible in some countries.

Thus, leaving the international organization can mean returning to one's home

country which might result in a significant loss of living standard or even a threat

to the life of the individual and family.

This aspect of international organizations keeps expatriate staff feeling captive
to the organization - not a good situation in any event. This sense of being cap-

tive works to dissuade women from highlighting their concerns about equity.

1.4 Indirect Communication
When working in an organization where there are many cultures, staff are often Indirect commu-

uncertain about how to act together knowing that cultures have different norms nication leads to
around what is acceptable to say or do and what is not. To better assure that behaviors that
behaviors are not misunderstood and that no one is embarrassed, communication

avoid problems.
tends to take on an even, almost bland, pattern or an unintelligibly, convoluted

one. If discussing behavioral issues, the conversation remains at the most super-

ficial levels. This pattern produces a tendency to avoid confrontation in an at-

tempt to offer face-saving practices. In such a setting, it is even considered unso-

phisticated to express concern directly and clearly. As a result, points of dis-

agreement, especially interpersonal issues, are avoided creating avoidance be-

haviors in general so that all manner of difficult and inappropriate communica-

tion practices continue to the overall detriment of productivity and morale.
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1.4 Women's fears
In Asian cultures, the norm of talking less rather than more and where modest behavior is valued becomes highlighted when a woman is
part of the conversation with a man (Hofstede, 1991; Otaki, 1986). Deference to authority, also a part of the culture, again operates more
strongly for women than for men (Blair, 1992b). To question a situation is difficult for an Asian who is acting out of the traditional Asian
culture, and for an Asian woman, it would be doubly so. As a result, even in organizations that are not predominantly Asian in cultural
traits, women from that part of the world find it very hard to criticize a situation, especially when it is caused by something that manage-
ment can address. In my work, it has been one of the greater challenges to help those women to express their feelings in terms that are
understandable by others who may not be attuned to subtle forms of expressing critical remarks, such as lacking any positive remarks
about an issue or telling a story that takes place in another setting (Blair, 1992b).

The issue
Working in an Canadian-based organization, it was remarkable to see the subtle differences between the approach of Canadian women to
US women. Fear of backlash practically immobilized the women in the Canadian organization. In an Asian-based organization, the
women were almost silent about their situations even when they were in a one-on-one situation, preferring to refer to things only through
oblique examples and modest language. The second example is understood when considering the Asian cultural norm to say less rather
than more, where direct discussion of an issue is considered impolite. The explanation of what was happening in the Canadian organiza-
tion is much less clear and may relate to the cultural norms of the organization (Blair, 1997; Blair, 1992b).

1.5 Working within
In most instances where I was called in to work on issues of women in international organizations, the initiation came from some group
of women within the organization, sometimes even from a single woman who had organized the women's group. The groups often begin
as informal ones. After meeting a few times to discover that each individual's concerns were echoed in the voices of the other members,
the group would decide that they must do something about what they were seeing and feeling in the organization. In some cases, this
action was one of real courage. Once identified with such a group, each woman faced the potential of behaviors and decisions that would
limit their careers severely. In one organization, in order to lessen the potential impact to her individually (and enhance the impact on the
organization), the woman who began the work did so through the internal staff union, thus. avoiding the immediate concern of being
'only a women's group' and her being a part of it. In only one organization had the group been formed by management in response to a
general attitude survey finding that women were feeling significant discrimination in the organization. This group began as a cross-
gender group from the start (Blair, 1989, 19924 1992b, 1994,1995a, 1997)
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Direct confrontation is considered far too risky an activity to engage in. It can
lead to ostracism of the individual  and even removal from the staff. Thus, causing
trouble can mean having to return to one's home country which may not be desir-

able for the individual for any number of reasons. Not just women suffer within
this type of constraint, but women lose an option for bringing forward their com-

plaints.

1.5 Women's Fears
Women in these organizations often feel quite fearful to bring up their concerns, Women fear to  bring

and some women feel they have no right to do so. Asian women have these feel- up gender issues,
ings most strongly. They often find it very difficult to be openly critical of their holding up explora-
situation as they have been inculturated not to put themselves forward and, in tion and resolution.
some cases, not to counter what men say or do. While women from Western Eu-

rope and the U.S. share much common cultural heritage, women from Europe

express their concerns in very different language than women from the U.S. and

so have caused confusion among women as well as men. Women from Latin
America are strongly influenced by a culture that places them in positions of cer-

tain informal power and are reluctant to give these up for uncertain formal power.

All of these reasons hold up the identification, exploration, and eventual resolu-

tion of the issues of women in the workplace (Blair, 1995).

The issue seems to get raised sooner in organizations where U.S. women are in

the majority of all women in the organization. It is more natural for U.S. women

to express their beliefs coming from the U.S. culture, and this is borne out in

observing which of the women in international organizations are the most likely
to begin the discussion of women's issues.

1.6 Working Within International Organizations
Before any action from an external consultant can be taken for women, an organi-

zation must first recognize that women may be at a disadvantage in the work-

place. Then it must feel so compelled as to decide to expend resources to identify
the issues around this, understand them, and then do something about them. In

both of the cases presented in this book, the initial recognition existed. The chal-
lenge was to work with them in a way that allowed the issues to be identified and

understood sufficiently to create actions that would be supported within the insti-
tution once they were recommended. Without the compelling force of law, tech-
niques were called for that could touch individuals deeply enough so that they

could see another perspective. The next chapter describes what type of approach

was demanded.
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2. Methodology: Using Research
in Organizational Change Efforts
Tbe group was quiet and respectful as eacb sat at bis or ber place at tbe large
round table. Tbere were 12 people in addition to myself All were introduced to
one otber,  and tbe first meeting Of tbe full task force began. Tbe conversation
was formal. Tbere were only tbree men in tbe room, and tbey were reserved in
tbeir comments and tbeir demeanor. Tbe issues tbe women spoke ofwere unfa-
miliarto tbem.  Astbe group continued to meet, tbe meetings  became more  open

andfriendly.

Overtbe course oftbe project, tbe members of tbe group became inore comfort-

able witb eacb otber. But Jobannes, one of tbe men, remained reserved and was
stillontbe'otberside'  oftbeissues.  Ourfirstretreat wbere tbe taskforce received
its initial  information from our interviewing was filled witb  an  air  of expect-
ancy. Astbey exploredtbe initialfindings, tbeir conversation become more and
more animated. Jobannes joined in witb great tbougbtfulnes

Our last retreat was tbe group's opportunity to finally agree on tbe meaning of
tbe findings  (tbey talked about  tbe findings  at  every  opportunity)  and to  begin
tbe serious creation of an action plan. Tbeir excitement was visible from tbe

beginning oftbe day. Tbey worked incredibly bard during tbe sessions, ext)lor-
ing bow tbey migbt create something tbat would address tbe issues tbey were
seeing wbile, at tbe same time, being acceptable to tbe organization. As tbey
explored possible actions, you could see tbem confirming tbe meaning of tbe
jindings tbey bad been exposed to all tbrougb tbe project. Wben tbey finished
tbeir work, tbe walls were covered witb newspint tbat listed idea after idea -
eacb a small step toward making tbe environment of tbe organization one tbat
encouraged tbe work of women.  As tbey jinisbed, Jobannes - tbe most reserved

oftbetbreemenfromtbevery beginning-saidtbatbebad sometbing tosay.  In
bis very simple and direct style, be announced tbat wben be began tbis work
witb tbe taskforce,  be wasnotconvinced tbat tbere wasagenderproblem. "Isee
wbat all  of tbis  ismeaning  and tbere isa problemfor women,"  said Jobannes

Tbe otber members of tbe task force almost cbeered. I did cbeer, and we all
laugbed togetber.
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Creating change
The term 'client' will be used to refer to the group (and its members) or organization who has requested or is participating
in an intervention. The relationship may be formal as when the work is contracted, or it ma> be informal as in a simple
request for help. I will also use the word 'participant' to refer to the client. This word suggests more accurately the active
role that the client must play in an effective intervention. Clients are distinguished from the 'consultant' who is the person
who has been invited in to design, help with and/or manage the intervention or advice. My work with the cases used in this
book was part of formal relationships that I had with the organizations who invited me to work with them.

Oreanizations Conduct
I would like to compare four relevant types of research: empirical scientific research, action/activist research, feminist
research, and the model proposed in this book for research in an organization, the Practice Model.

Empirical Research
My early visions of research were similar to those conjured up in the image of the scientist isolated in her laboratory notuniike Mrs. Murray in Madeleine l'Engle's novel, A Wrinkle in Time, with stew bubblinljon the Bunsen burner in the
corner. This is a naive perception, yet it captures many of the characteristics of scientific empirical research. It is
removed from the rest oi the world (except when the children come home and invade Mrs. Murray's laboratory); it acts
independently; and it appears to be in the search of 'tnith' through facts.

The type of research that is considered 'scientific' assumes the characteristics of the scene in the laboratory- removal
from the world and its context, independence from its subiects, in search of"facts that are independent of the scientist"
(Gergen, M., 1988).  It also is characterized as being vafue-free, that is the scientist can act as if her or his personal
values and prejudices and concerns do not influence the work. Lastly, science is considered superior to other ap-
proaches to learning (Gergen, M., 1988). Once considered the only research possible, scientific research is now seen as
a reflection of the men that dominated it. Scientific, remote, 'objective' research may be an outgrowth of male develop-
ment where separation from the mother figure creates a preference for separation ratherthan inter-relationship (Chodorow,
1978; Gilligan. 1979). The irony is that science is not objective. It contains many assumptions (Knorr-Cetina, 1981).
So, where is the superiority? And little of the definition oi empiricist science is useful to the organization that embarks
on research to learn how to change itself.

Characteristics of 'scientific' research are: removed from the world, acts independently of the subject, seeks the truth
through facts, is uninfluenced by values and prejudices, and is thought of as superior because those who say that it is
supenor value those characteristics.

Action Research
Action research can be defined as action and evaluation done simultaneously (Reinharz, 1992). Action research within
an organization is designed to lead to change within the social system of the organization almost whether we want it to
or not (Lather, 1986). Action research within the organization is also a means to bring many voices to the table to
discuss and explore the meaninij of what has been learned (Fine and Vanderslice, 1992). Action research, sometimes
called activist research or participatory research by feminist writers, like research within an organization, is dedicated
to action and individual consciousness raisin, (which can also lead to action). Recognizing that it exists within the
world, participants of the research are includea in the decision making and in the acquisition of skills, and evegday life
expenences are a major source of knowledge (Cancian, 1989). Moreover, activist research is a methodology Ior bring-
ing in multiple voices instead of the single voice of the expert scientist, thus, allowing for more than the 'nght' answer
and even beyond two choices that suggest polar opposites that imply right and wrons. -Activist researchers try to
understand how diverse constituencies 'make sense' of their organization, and of possibilities for change" (Fine and
Van der Slice, 1992).

Action research is characterized as: dedication to action and permits action as it evaluates; involvement of all of the
participants in the research; and the belief that the feelings and attitudes that come from everyday life experiences
contribute to real knowledge.

Feminist Research
Feministresearch which acknowledges that interaction with the subject is essential, recognizes the type ofresearch that
is demanded within the corporate context. "What feminists have to contribute is the insistence that subjectivity and
context cannot be stripped away, that they must be acknowledged if we want to understand nature and use the knowl-
edge we gain without aousinF it." (Hubbard,  1988)   One of the most distinctive characteristics of feminist research is
that it takes into account the whole' - the question, the participants, the researcher, the context. Nothing is not a part
of the research - even "the other side" (Mies, 1991). In sharp contrast to scientific research that strips the context
away, feminist research embraces it (Lury, 1995; Gergen, 1988; Meyer, 1988). Feminist research takes the integration
with the context a step further and recognizes that the participants in the research from the researcher to the 'SUDjeCts'
are linked as well. This relationship is seen as adding and essential to the knowledge that is gained (Reinharz, 1997;
Mies, 1991). This approach also eliminates relative power positions and puts all participants on an even playing field,avoiding exploitation (Lury. 1995). While Acker (1983) believes that "someprocess oi objectification ot the self [is a
necessary] part of coming to an awareness of one's own existence" and relationship to the research, she means this as
an exercise, not a permanent state. Personal experiences are a part of feminist research. When the context and the
participants are considered essential to the research, it is only natural that subjective experiences become legitimate to
the research as well (Meyer, 1988; Reinharz, 1992; Fonow, 1991).

(Continues on p.16)
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2.1  The  Purpose  of this  Chapter
Creating change in an organization involves a great many things. This book deals

with only one of the major steps - that of creating what the issue means to the
organization through the exploration of information.

This chapter will begin by discussing that organizations do research in order to

change. It will then present a model of how the research fits into an intervention so
that it can be used most effectively in the organizational change process. Starting

with a core group of staff from the organization, the model shows the steps that

the group must go through and perhaps go through again in cycles to achieve a

common meaning. With the model in mind, two essential elements to its effec-

tiveness will be presented. First, the credibility of the consultant - and second,
the principles of the process needed for effectiveness. This chapter will present
what makes the consultant acceptable. It will talk about the specific characteris-

tics that are needed in the consultant to the process that will allay the normal fears

of the group that works with her or him. It will discuss what principles must guide
the use of the model and the processing of the results so that the outcome is one
that can help the organization tackle the action plan with at least commitment and,
perhaps, enthusiasm. Lastly, a table will present how the model can be applied.

2.2 Research in Organizations
If you want to make change in social systems, you need to have research, training, Oreanizations conduct
and action. (Lewin, 1948) Organizations are social systems, and effective change research in order to make

occurs when the three pieces are used together. This section of the book talks
change.

about how the design of the research done can combine the other two dimensions

(training and action) needed for change in a natural and effective way and summa-

rizes these three (research, training, and action) in a model. The first part  is re-

search, what I like to refer to as assembling what we know or listening to the
voices. Here I will talk about the research aspect. Later I will discuss what is
needed for training and action as I present my model for creating change in orga-
nizations based on a set of principles.

Except for traditional research and development (R&D), an organization engages
in research to make a change. Whether the research is within its walls (among its

staff) or whether it is done by surveying other organizations and entities outside

itself, its purpose is to make some change. Disturbance of its own system is actu-

ally the goal. The information that is learned is what informs decisions about

change, but the ultimate purpose is change. And it is not even a two step process

- the changing occurs as the new information is learned. The learning, changing,
and deciding happen almost at the same time. "When you listen to somebody else,

whether you like it or not, what they say becomes a part of you." (Bohm, 1992)
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(Continued from page 14)

Reflexivity is a natural extension of the inclusion of personal experiences and becomes another characteristic of feminist
research (Fonow, 1991; Naples, 1997). It allows the researcher to relate to the other participants in the study atthe
learning level of discovery of oneself as the research pursues formally the other. It brings a richness to the tindings as
well as the impact of the research. This value-laden atmosphere recognizes that biases are real and a part of everyone. To
deny that they exist at the time of research is to deny they exist at all. They are a part of each person. Accepting them
into the research container called feminist research puts this research at oads with scientific research (Lury, 1995;
Ciergen, M., 1988; Fine and Vander Slice, 1992). Feminist research is not done in a vacuum, separated from action. It
aims to create social change and "attempts to transform gender relations and the societies in which we live" (Reinharz,
1992). Like research in corporations, it sees that the knowledge gained is for the purpose of creating change. Feminist
research uses a multiplicity of research methods, drawing from many theoretical traaitions and many disciplines. In this
environment, there is great creativity and improvisation in selection of method (Reinharz,  1992; Mies,  1991).

In summary, seven characteristics of feminist research embrace the characteristics of action research and expand upon
them. Feminist research includes a conscious awareness of the link between the research and the rest of the world and
acknowledges that the link with the context is crucial to understanding; it recognizes that there is a relationship between
the subject and the object; reflexivity is essential; personal experiences count; biases and prsjudices are legitimate parts
of the research; it is action oriented; and recognizes that there is no single methodology for teminist research.

Comparing the approaches

CHARACTERISTIC SCIENTIFIC RESEARCH ACTION RESEARCH FEMINIST RESEARCH

Context separate takes into account
the whole

Subject/object separate and having relationship relationship acknowledged
no relation acknowledged and celebrated

Self-reflexive yes

Personal Experience assumes value-free important important
valued

Biase assumes does not accepts biase as accepts biase as natural
exist (value-free) natural and part and part of knowledge

of knowledge

Action Orientation neutral yes yes

Method scientific many

Superiority important unimportant not appropriate

Research within
The right margin has been used to highlight main points or to cite quotations- especially from the clients. Sometimes,
additional, different information is presented in a "box" to amplify but not disturb the flow of the text.
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In social settings (and perhaps in all settings), objects or subjects are not
without connection in the universe. Touching one influences another. Ask- Research within

ing a question in an organization influences the organization. Even defin- an organization
touches the whole

ing the question to ask is influenced by the background of the researcher. organization.
It is as if you cannot step into the same river even once. This reality is
consistent with female development that admits to the interconnectedness

of people, that people are bonded together in some way in all social sys-
tems. Recognizing this interconnectedness suggests alternative research

methods that take this into account (Becker, 1986; Oakley, 1981; Stanley
and Wise, 1983), and research in organizations must take this alternative
route. There is no way for research to be conducted or interpreted except

by recognizing the inter-connections with and within the context in which

it is happening.

Conducting research on the practices of an organization is more than dis-
covery and recording. Research in an organization is not just about col-

lecting information around an issue, it is about learning what the informa-
tion means to the organization so that the organization can change. Ex-
ploring findings helps to form and re-form an organization. Thoughtfully

done, research of this kind can be used to begin conversations about the

findings that help the members of the organization create the meaning for
themselves and re-form their practices and, thus, the organization.

*                 Create and Maintain Environment Within the Core Group                         M
Through the Principles

6 + 4
Create Add and Add Converge
Core -* Present Conversation Meaning on

Group Data Meaning

1 1 f
Figure 2.1: Model for Creating Change in Organizations

The model for creating change in organizations begins with the creation
of the core group. The core group is a group of staff from the organization
who are representative of the sub-groups within the organization who must
have a voice in the conversation. Usually this represents some from every
sub-group but not necessarily in the same proportion as in the rnain popu-
lation. (How proportions should be determined is discussed later.) This
group will be the ones who receive the data created during the project
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2.3  Sources of Credibility
The consultant is one of the leaders in this activity. As a leader, credibility is essential. Initially, it comes from espoused capability and
work habits - do you deliver quality product, can you be believed, are you respectful of the opinions of your clients, do you become
committed to each project (Kouzes and Posner, 1993). Over time, your performance will be assessed against actual performance and
enhanced or lost in the process.

Some consultants believe that they are the savior to the client's situation because they bring expertise that is beyond that of the client. That
the client's most useful act is to confirm or adjust the interpretation of the consultant (Schein, 1987). While it is true that the client expects
the consultant to bring in some expertise, the client also expects consultants to recognize the limits of their expertise. It is easy for the
consultant to believe that she or he has greater understanding about 'the issue.' But the client always knows the context best (Mischler,
1979; Meyer, 1988).  It is the job of the consultant to draw that understanding out in useful ways. Knowing the culture of the international
organizations having been in one for so many years was helpful to me, mainly by knowing what questions to ask the clients to help them
see the relationship of the issue to the context of the organization.

All this does not negate the reality that you must bring some expertise to the work. This might be technical in nature, it might be process
understanding or it might be both. And the deeper the expertise, the greater is your value to the client. But in no case does expertise
substitute for the deep understanding the client has of the context, nor does it substitute for the participation of the client in all aspects of
the research and interpretation.

While it may seem odd that I pose myself as being advantaged because I knew the context yet espouse that the client knows it best, I was
advantaged by being able to understand the client more quickly and vice versa. As noted above, knowing what questions to ask the clients
and knowing how to do so.

2.3.2 Objectivitv
The researcher does not stand separate and detached from the research. The researcher's background, being, biases, and intentions are all
a part of the research as much as ihe subject. Acknowledging the relationship of the research and the researcher, recognizes that there are
many relationships that exist in social systems and allow them all to enter legitimately into the interpretation.

Interest free knowledge is not possible (Gilligan, 1979; Reinharz, 1985). Sanday (1988) gracefully describes how our own agendas enter
the observations and conclusions of our work. For example, she reports that anthropologists (Rosaldo among others) have concluded that
male dominance is a universal, yet there are models from Sumatra and Africa that discount the universal patriarchal model. Assuming that
male dominance was universal, research designs and the interpretive thinking process are influenced by this assumption. Once another
model is demonstrated, the assumption is exposed and the way the research is designed is altered as well as our conclusions and proposed
actions. Showing that there is another structure operating under different assumptions, "admitting women to the opportunity structure
[can be] carnied out not so much in opposition to men as in collaboration with men with like-minded goals. The strategy is not separation
for solidarity, but accommodation for change." (Sanday, 1988)

Research in organizations can and should recognize and acknowledge the biases that not only can be a part of our thinking but actually
must be there. More important is to recognize them, to acknowledge that 'objectivity' or remoteness from the observed is not possible

(Harraway, 1988; Meyer, 1988; Reinharz, 1992; Gergen M., 1988; Posavac, 1992; Lather, 1986; Mies, 1991; Lury, 1995).

"Within activist research, the role of researcher changes dramatically. First, activist researchers self-consciously import a set of
biases that drive, but do not limit, their research. Further, such researchers actively participate in the change efforts they study, in
ways that inform but do not narrow their understanding." (Fine and Vanderslice, 1992)

Interventions in organizations are interventions in social systems, and social life is far more complex than our models, paradigms, or
frameworks can capture. People say things that change depending on the context not because they are true sometimes and not true other
times but that they are speaking within a different context. "We use unilinear models, whereas interpersonal relations are full of ambigu-
ities and inconsistencies. Relations are dynamic, whereas we can take only one picture at a time." (Meyer, 1988)

"Above all, rational knowledge does not pretend to disengagement: to be from everywhere and so nowhere, to be free from interpretation,
from being represented, to be fully self-contained or fully formalizable. Rational knowledge is aprocess ofongoing critical interpretation
among 'fields' of interpreters and decoders. Rational knowledge is power-sensitive conversation. Decoding and transcoding; translation
and criticism; all are necessary. So science becomes the paradigmatic model, not of closure. but of that which is contestable and con-
tested." (Harraway, 1988)
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whether it is from focus groups, interviews, surveys, desk reviews of the
literature, comparison studies of other organizations, independent contri-
butions from the staff, and more. All of this becomes part of the conversa-
tion around what it means to the organization. While initially the meaning
may be different to the members of the core group, the challenge of the
consultant is to help the group continue to explore the meaning until a
unified meaning is developed. Developing a unified meaning takes time
and more importantly, it takes an environment in which all members are in
learning mode - open to new ideas and interpretations of the findings.

The relationship between the convergence of meaning and the impact on
the organization is explored in theory in this chapter and in practice in the
chapters discussing the two cases presented here. But with this model in
mind, I will return to the essential aspects of the credibility of the consult-
ant (the facilitator of the process) and the environment that is created
through the principles that makes this model work.

2.3 Sources of Credibility
2.3.1 Expertise
The client first wants expertise that assures that the information about the

organization will be interpreted 'correctly.' It is important that I under-
stand the client, know the work, understand the complexities of the orga-
nization in which the client must operate, be aware of the overall mission,

and, most of all, know what the subtle messages ofthe organization really
mean. With these, I can be quite useful. In my case, having been a mem-
ber of one for many years, international organizations feel I understand
the subtleties of the setting of such an organization.

The client also wants expertise that assures that what he or she sees in the

organization can be compared to other organizations. Being from the out-
side. I am able to bring in many stories from other organizations. These

stories give credence to the client's confusion and hope to the belief that
he or she will come out the other end with something useful. Perspectives
on how other groups or organizations have dealt with some issue allows
clients to explore options for themselves, using the perspectives to show

how the issue might or might not work in their organization. This discus-

sion forces them to say why, and in saying why, they discover still more
about their own biases and preferences on the issue and the impact of
these on individuals or groups. Now, certainly, clients want to see exper-

tise in the "area" of exploration. Expertise is a given regardless of one's

relative position to the task or the organization and so is not discussed

here.
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I have found
If the lesson is for the client to discover her or his own assumptions and biases, it is important for the consultant to model how this is done
so that the client can learn how to do it. Modeling the behaviors that are desired of the participants (clients) demonstrates two things.  (1)
it demonstrates how something may and can be done and (2) it shows, through action, the high value placed on the modeled behavior.

Participants understand the value placed on this even if it is never verbally articulated. With specific behaviors to show how something is
done, imitation is made easier. Modeling is particularly important when the desire is to change 'normal' behaviors within the organization
(Srivasta and Cooperrider, 1990).

2.3.3 Intentions
We all  live in a context that surrounds us. The client lives  in a context as well. Given the value of the context to helping the client create
meaning demands that the consultant be positively open about her or his own assumptions and biases. In fact, being open to learning
about ones own biases during the research is also a form of modeling as well as sound methodology for helping the client get to the
acceptance stage, critical to integration (Srivastva and Cooperrider, 1990; Hastie and Kumar, 1979; Darley and Gross, 1983; Bennett and
Deane. 1994)

In addition to being bound by the same forces and idiosyncrasies of the organization as the members of the group, the internal consultant
can be less open about intentions, biases, and assumptions than someone from the outside. 1here may be items that are in conflict with the
inside consultant's line manager. The internal consultant may be evaluated on actions that are not in support of the needs of the group
being helped (Block, 1978).

Being from
Outsiders are usually thought of as not being a part of the "in group" and, thus, suspect. Outsiders also act as a way of determining who
is part of the insider group. Because of my being from outside the organization, my position was established quite easily, by definition -
I no longer worked within an international organization. Once established as an outsider, the next step was whether I could understand
their perspective, their language, their way of working together (Naples, 1997). If I could, then I would qualify as an "outsider insider."
The client assumed that I could. Bartunek and Louis (1996) describe a similar example of one who having grown up in a village has come
back to study it as an anthropologist. "He no longer tacitly and fully appreciates villagers' linguistic and conceptural categories, although
he understands them once they are invoked by the villagers, something beyond the grasp of the anthropologists." The client was right.
Their involvement in the project (by design) allowed them to represent the insider perspective knowing that their language would be
understood.

Referring to an organization as a closed system is purposeful. Any organization has a budget that often is referred to as the 'budget
envelope: This unfortunate use of language tends to create the image that the organization is bounded. It can only do its work with the
resources available to it - the staff on board, the dollars in the budget, the time in a day. This limiting notion creates an image of static
and competing forces. Rarely does the image embrace the possibility (and the reality) that the ideas and even the energy of the people in
the organization are quite limitless. In a competitive mode, behaviors become protective in nature, and this means that if you win, I must
lose. Even ideas are suspect and are ignored or stifted lest they compete for resources and cause potential loss.

This phenomenon is not unlike Piaget's famous conservation experiment with children where until the child was able to perceive the
concept of volume, it was impossible for the child to understand the water that had been placed in two different shaped glasses was the
same amount in each, because it can focus only on one dimension at a time.  Yet the greater heterogeneity among ideas, the more robust
is the resultant thinking (Weick, 1989). In a closed system, where zero-sum games are considered the only game in town, solving gender
discrimination is viewed as competitive to the existing situation rather than creating more robust thinking. In this framework. my appear-
ance as not being a part of the envelope was important to having them open their minds to new ideas. Unless and until organizations can
understand the unlimited nature of ideas within people's minds and that there are other modes of treating people that can actually build
capability beyond the 'numbers', organizations  will not willingly  even look  at the possibilities let alone change  the  way in which they
behave.
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2.3.2 Objectivity
Only once was I accused of bringing bias into my work. At the time, I

readily admitted that I brought bias but a bias that was already known to
me and certainly to the client. I was accused of being biased because I was

a woman and was studying women's issues. I am a woman and see things
from that perspective.  I know that, and the client does as well. However,
I recognize that and try to show where it is likely to make a difference so

that the client can take what I say and adjust the interpretation.  My open-

ness about being biased and identifying it, was a way of modeling that
everyone has the same problem, and the problem can be dealt with effec-

tively.

I have found that bringing out my biases also helps the client think about

the data in a new way. When clients know I bring a bias, they work hard to

see the other side.  In the process, they bring up many more points to be

explored. The learning that goes on in these sessions is amazing. First they
learn that I am willing to put my biases on the table. Second I am able to

model not being offended by their perceptions, because I see them as sim-

ply a view from the other side - cogent and different.  When you are

trying to help people see that bias and prejudice are operating in an orga-

nization, this type of exercise supports real discovery.   It also models non-

prejudicial actions. And it is done in a manner which does not put down

any of the perceptions, merely helps to show that another view is possible.
Once clients see that another, cogent view is possible, the first steps to

separating the views from the behaviors (and their resultant impacts) are

possible. So, in a case where I was blatantly biased, it was possible to
bring this bias to an advantage for the client.

2.3.3 Intentions
Clients want to know and understand your intentions. As a staff member,

there is always the expectation that position can be gained by doing some-

thing a particular way or reputation can be gained through exposure af-

forded by the task or a subtle or even hidden agenda item can be achieved

through some action. If none of these exist, then there is also the possibil-

ity that the staff member is acting for someone else in their work unit
whose agenda is unclear to anyone. None of these things may be working
in an internal setting, but this is never clear. Thus, your intentions can
always be questioned. And since the organization sees itself as a closed

system, the gain of one can only be a potential loss for the other.

Being from the 'outside', the client believes my intentions are known. It is

assumed that I want to make money and I want to establish or maintain my
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Roles
"Dialogue does require a facilitator initially, who can help Set up this field of inquiry and who can embody its principles and
intention." (Isaacs, no date)
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reputation, and if I want to do these things, I must do so by doing a "good"
job. Moreover, if the client does not like what I do, she or he can hire me

again or not. As importantly, as an outsider, I am not a part of the closed
system of the organization and, therefore, do not represent the same kind
of threat to the client. In the end, it is about control.  If the client is in
control, they listen to me and, thus, are more open to learning, to receiving
suggestions, recommendations, or just opinions. And from the outside, I
give the client many ways to control the work, including knowing the in-
tentions I am bringing to the task.

I decided to leave the international organization where I worked to allow

myself to be more effective. One reason was to allow me to operate within
the very organization I was leaving from a new space, a new perspective,

and with a new leverage point. Within less than a week, I was brought in to
deal with an issue which I would never have been asked to look at from my
former position because I would have been 'biased' in favor of my work
unit - a threat in a closed system.  The most remarkable aspect was that I

was believed immediately - and on topics about which I was told
I could not deal with rationally before leaving the organization.

Re-1-0
This acceptance as an "outside insider" has also translated into other In all, there are three roles: the consult-
international organizations in which I have worked. By knowing ant role, theresearcherrole, and thecore
that I have spent many years in an international organization, oth- group member role. The consultantk
ers feel they can trust that I will have the sensitivities necessary in major jobs include to create and main-
any multi-cultural organization, and that my learning oftheir unique tain a learning environment for the core
culture will take little time given that I already understand the nu- group and facilitate the conversations.
ances that can be created from the confluence of many diverse cul- Thereseatcher's major job is to design
tures.  It does not mean they assume I "know" their unique culture, the data gathering and analysis approach
but rather that I am capable of learning it (I have done it before) suitable for theclient, consistentwiththe
and will do so quickly. principles, and drawing out information

the members of the organization cannot

2.4 Design Principles see from where they normally stand. The

Entering an organization and asking a question changes the organi- core group members' major jobs are to
zation. As people learn new information, they change their think- remain open to new ideas and informa-
ing. Asking a question creates new information - the reaction of tion and to represent the organization in
the individual to the question, the answer the individual develops the conversations of the core group and
to respond to the question, and the reaction of the listener to the its work. In these cases,I played the two
answer - all created the moment you ask the question. Thus, re- roles oftheconsultantandtheresearcher.
search within an organization must be done with great care. Know-
ing that every query produces a change, the researcher must be
aware that learning is not the only job, it is learning while disturb-
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2.4.1 CreatinE trust
The setting defined by these principles is designed to support dialogue where groups reach for shared understanding. "While there is no
single definition of dialogue, where elements of it have shown up through the centuries we find communities founded on honor, respect,
and trust- hallmarks of its practice." (Gerard & Ellinor, 1999)
People hold different perspectives On the most common of things, for example, how to solve problems. By seeing that there are many
ways to think about how to solve a problem, the group is able to come to some problem resolution strategies that may reflect aspects of
many individual strategies. This simple exercise can convey to people quickly that different perspectives are not bad, they can work
together, and they bring a benefit when worked together (Casse, 1981; Dixon, 1998). A formal researcher coming into a system with
biases was considered acceptable to this research because she came in aclmowledging them. By accepting the fact that bias is natural,
recognizing and identifying personal biases is possible along with using them to seek additional insights. Even with bias, surprises are
possible if you enter the research knowing they exist. "Given our press to understand biases - rather than deny or confess them -we
believe that it is our responsibility as researchers to be clear not only about our original perspectives on the topic under study, but also
about the areas in which we seek and find intellectual surprises through our research."  ( Fine and Vanderslice, 1992)

All Actions
Piaget describes two characteristics that assure a satisfactory interaction between people. The first is that each person sees the other as
having value. The second is that each person is committed to a long term relationship with the other. Respectful behavior embodies these
two characteristics.  In all of my research, the most frequent description of respectful behavior is one that relates to one person listening
to the other. Moreover, this listening is quite active. The behaviors imply that the person listening was doing so because they wanted to
hear what was said so that they could consider the points of view and act upon them. Even when the listening was described as "openly
debate and discuss" (Blair, 1994), the debate involved a desire to understand fully what the speaker was meaning and was considered an
expression of value of the opinion. Courtesy was another common thread across those who described respectful behaviors. Again, the
reflection of being valued enough to be treated well so that future interactions would be eased. While saying that respectful behaviors are
important may seem obvious, Piaget's expansion of the term is helpful in understanding the underlying reason for its success.

Evervone has
Because men have had the primary voice in the past does not justify the desire to let women have the primary voice now. The privilege
of the male perspective to define knowledge is not replaceable by the female perspective. Rather, it is in the full discourse between and
among women and men that knowledge can be created. All perspectives are needed. There is no "feminist standpoint which is more true
than previous (male) ones" (Flax, 1986). Another feature of action research or activist research is as a vehicle to provide new opportu-
nities for change. By involving many 'researchers', "data collection becomes an intervention which intentionally interrupts the belief in
'one voice'- organizational unity - or in 'two voices'- right versus wrong perspective. By pulling for multiple perspectives embed-
ded in qualitative data activist researchers try to understand how diverse constituencies make sense of their organization, and of possi-
bilities for change." (Fine and Vanderslice, 1992)

Although the work done in organizations is not formally social psychology, it does deal indeed with the issues of how individuals and
groups interact. For example, one of the issues can be the invisibility of women. Often in research, women are used as the stimulus and
the male as the subject. In this way, the women's perspectives were silenced. Beginning with the selection of topic, the design of the
experiment, the selection of hypotheses suffer or benefit from the personal outlook of the researchen All of it is "vulnerable to a social
scientist's personal outlook, commonsense knowledge, and cultural or subcultural molding." (Meyer, 1988) Thus, work in organizations
must assure that all perspectives are honored from the very initiation of the research through design and interpretation. Moreover, the
more heterogeneous the group and the more time spent in controversy,-the greater the productivity" (Dixon, 1998).
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ing the organization in the most efficacious way.

When dealing with discrimination, all actions including research and the cre-
ation of meaning must be done in a way that models non-discriminatory behav-

iors. This modeling can be done by following a set of principles. I have devel-
oped a set of principles over the years that guides the action to model non-
discriminatory behaviors. The principles must be applied to every aspect of the
work with an organization - from the opening question to the final discussion
and statement of agreement- because every aspect has an effect on the organi-
zation. The design principles fall into three categories: creating trust, creating

meaning, and creating impact.

2.4.1 Creating Trust
The challenge in such endeavors is to help the members of the organization see
the possibilities of the new information and to be open to learn and create new
meaning together. 'Objectivity' is achieved in organizational research not by

removing oneself but by examining oneself - by identifying, accepting, and
then setting aside, as possible, assumptions as the group explores the meaning

of new information. The willingness and skills to remove oneself  need to begin
to be created very early in the process and must begin with an eye to trust. The
day-to-day actions of everyone in the project must follow the principles.

All actions

Respectful behaviors are described similarly by men and women regardless of are done

the organization. When adopted, these behaviors form a common ground of ac- with respect.

ceptable behaviors that allow men and women to work together with ease. They
stem from a basic acknowledgment that the other person exists and has intrinsic
value. When used consistently, the work soon over-rides gender differences, and
the learning environment is enhanced.

A representative core group is critical for helping an organization change. By Evervone has

using a group ofpeople as an essential part of the project, anything that is learned a valuable
or discovered is immediately shared across the group and, through them par- perspective.
tially, the organization. More importantly, a core group makes it possible to
have various constituencies of the organization included in the work, allowing
each to have a voice in the creation of meaning. Everyone must be represented
- especially important across gender and rank and nationality in international

organizations. In addition to the core group, the approach should constantly cast
the net outward to include the voices of as many people as possible.

Deviant thinking is to be tolerated and even encouraged. Choosing members of
the core group from the representative constituencies in the organization is a
statement about tolerance. Listening to all perspectives is the only consistent
thing to do.
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Stories also bring
Stories allow the listener to be in the story and so feel the impact of the story. Being a part of a story creates a strong learning
opportunity and an opportunity for change (Owen, 1987; Stone, 1996). "Narrative strategies...transport readers into experiences and
make them feel as well as think" (Ellis and Bochner, 1996) "Objective" research is not the appropriate form for the type of information
needed to explore the issues of gender in the workplace. Research on gender is about people interacting with one another across and
among those of the two sexes. Research methods that account for the ambivalence, ambiguity, and inconsistencies of human relation-
ships is called for. Stories are one means of capturing human relationships with all of their ambiguity and inconsistency (Meyer,  1988).

Stories provide "tools for diagnosis" (Weick,1995). As stories are told and retold, explored for meaning and re-explored, the partici-
pants are educated through the telling and the experience of discussing the meaning of the stories. The participants change as well as
become more learned about the organization and the people in it (Ellis and Bochner, 1996; Owen, 1987). The telling and retelling of
stories creates the common ground in which difficult decisions can be made. 'The very act of sharing a story with another human being
contradicts the extreme isolation that characterizes so many of our lives. As such, storytelling carries within it the seeds of community"
(Stone, 1996).

Stories are also believable because they are coming from individuals within the organization. Even when the story contains opinion, it
is respected as a story. Yet, in exploring the meaning of the story, even with all of their biases, listeners can find meaning for them-
selves. Thus, it is important that the stories be ones that create a vision and provide an energy by which the organization actually can
seek success more, be more effective, or allow individuals to be more comfortable (Owen, 1987)

When I function
It is seductive to act as though the interpretation of the findings can only be done by someone expert in the subject matter. The client
often desires Lhe expert to do the interpreting so that the client can be innocent of any conclusions that are unpleasant; the client
encourages the consultant/researcher to explain what things mean. Moreover, the findings can look so familiar to the consultant that
interpretation appears 'self-evident'. Rejecting the stance ofexpert is the only way to achieve the change in the system, however. There
are four reasons for this:

(1) For an expert to interpret results is to assume that there is only one truth or that there is a truth at all; this argument is faulty.
Moreover, to assume that expertise is more relevant than knowledge of the context presupposes that a social system can be
understood out of context; likewise, not possible.

(2) It is not possible to work within a closed system from an 'objective distance' and so be able to observe and interpret a stable
situation. For the expert to assume independence of the research is to deny that research is for change, that change is created
through research. No piece of research is ever complete or final.

(3) Seeing formative feedback as contaminating is illusory. Research to create change must involve the on-going, active participa-
tion of the members of the community to reflect the dynamic nature of the social system and to create the agents for change within
the organization (Fine and Vanderslice. 1992; Lather, 1986; Gergen, M., 1988; Gergen, K., 1994).

(4) To support dialogue, no idea can be held too tightly. In his discussion on dialogue, Bohm (1985) says that an essential aspect
of dialogue is to remember that "an idea must be vulnerable - you have to be ready to drop it, just as the person who holds the
idea must be vulnerable...He should not identify with it."

"[A feminist] research approach would treat scientists as participants in the research project along with the subjects of the research and
not as superior beings who maintain a knowledge monopoly among themselves" (Gergen, M., 1988).
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No judgments are applied to observations. The emphasis is placed on de-
scription and on the impact, not the evaluation of the observation. It is
easy to find fault in an organization. But finding fault or assigning blame

does not help the organization change. Reported findings should always
give praise on positive steps taken, give voice to strengths of the organiza-
tion, affix no blame, acknowledge individuality from the 'norm', recog-
nize the context, and use the language of the organization. (Note that all of
these are 'respectful' behaviors.) Reported findings should relate behav-

iors that are seen, to the impact that is created by them- without judg-
mental overtones.

As human systems, organizations are by their very nature dynamic and

highly interactive. Stories are a powerful way to define human systems as

they capture the dynamic nature of human interaction. The stories do not
have meaning until they interact within the context of an individual's per-
sonal stories and community stories. And stories need to be talked about

in conversation to allow the group to define their meaning. Since learning
occurs in the definition of the meaning of the stories, the challenge for

organizational research is to present opportunities for creating meaning

so that they are inclusive (everybody's voice can be heard), informed (ev-

erybody hears all the voices), and directed toward the goals of the organi-
zation (reflective of the context).

Stories also bring the perspective of feelings into the data. Stories can be

strong teachers of the impact of events and behaviors on individuals and
organizations. When staff are involved in the interviewing themselves,
they have the opportunity to hear the stories directly from the source. While
those being interviewed are less likely to tell negative or revealing stories

to another staff member, even the positive stories can teach a lesson. And

sometimes, those telling the story are willing to tell even the harder, nega-

tive reports as well. In either event, the staffmember as interviewer learns.

Questions in the interview process should encourage stories.

When I function as an expert, I must take care that I sit humbly with the
other participants. While my knowledge gives me greater insight into the
conceptual meaning of the information, the members of the group know Practice anonym-
the organization best. itY' the practical

meaning of
When working in gender issues in the workplace, those interviewed often confdentiality.
wish to talk about sensitive situations and describe behaviors that most
prefer to think are not done in their organization. It is essential to gather
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2.4.2 Creatine Meaning
In exploring gender issues within an organization, resolution will only come when sufficient common ground is identified to find a
solution that is mutually agreeable to all parties so that movement toward the solution is viable. Assuming that the initial positions are
distant from one another, on-going conversation provides the means to allow the group to define its common ground or 'plain talk or
common sense' around what it means to deal with the issue in the organization (Gergen, K., 1994) (Perspectives about men and women
can be distinctly different (Hurtig and Pichevin, 1995) and can be often the same (Blair, 1997)). With adequate time and appropriate
setting, the conversation will define the common ground or common sense of the issue and open the door to finding a mutually agreeable
solution. The defined common ground or sense may be new altogether to the organization formed out of the conversations of the
community (McNamee,  1992). In conversations where the norm is to paraphrase the comments of others, the final creation of meaning
is built as paraphrasing allows the speaker to better understand the ideas and perspectives of others through rephrasing and expanding on
them (Dixon, 1998).

Virtuallv everything
The researcher of human systems cannot help but become a part of the work and, vice versa, the subject becomes a part of the science.
Every intervention activity both gathers information and creates an impact on the subject and on the researcher. The lines of force act in
all ways. All participants should be able to learn about themselves as well as the topiC of the question being asked (Ellis and Bochner,
1996; Fine and Vanderslice, 1992; Gergen, M., 1988; Lather, 1986; Becker, 1986; Oakley, 1981; Stanley and Wise, 1983; Meyer, 1988;
Howe, 1989).

Creating learning opportunities
Creating the right environment opens up the thinking of the working group. A learning environment is many things, but it is I!21 where the
individual feels "coerced or (makes choices) out of fear or even because of the anticipation of extrinsic rewards...Internal commitment is
a natural outgrowth of free and informed choice." (Dixon, 1998) Suspending judgement is the first step to creating this environment
(Bohm as cited in Senge,  1990). A story allows you to easily suspend judgement by tapping the feelings of the group and by presenting
information in a form that is acceptable (Stone, 1996). Storytelling is narrative thinking. showing "lifelikeness." (Hermans, 1992)

Part of dialogue is to seek and identify assumptions. Our cultures create assumptions in us that are often invisible. Stories are needed to
make the culture visible. We alllive in an ocean of air that we are barely conscious ofunless the wind is blowing. When the organizational
research is one that involves the deep feelings and interpretations which come out of cultural background, it is important to find stories
to make the 'air (the culture) visible'. Just as it is hard to see the air we breath, it's hard to see our own cultural biases. And we need to do
so in order to understand how others see us and how we see others. People act out of the information they know. They cannot take into
account the information they do not know. In organizational work, lived experiences help the core group (and later the entire population)
to feel the experiences of those who are different from themselves, that is to say, how women see men and how men see women (Stone,
1996; Owen, 1987; Ellis and Bochner, 1996).
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this type of behavior so that the link between behaviors and impact can be

seen. To encourage this type of description, the respondent needs to know

that what they say cannot be traced back to them. The word 'confidential'
is often used in these cases. Yet, in order to accomplish what needs to be

done, it is important that the information become part of what the organi-

zation learns about itself. In other words, it has to be shared. To get the

information, it is simpler to assure the person that what they say will re-
main  'anonymous:

Assuring anonymity carries a responsibility and requires that the respon-
dent knows that there is a difference between confidential and anonymous.
Moreover, the researchers (including the core team) must take care not to
reveal anything that will identify the specific situation or person when it is
reported - even within the core group.

2.4.2 Creating Meaning
The design must support ways for meaning to be created from the find-
ings. It is not sufficient to simply report what is found; there must also be

a time and process for taking the findings to another level of understand-
ing for creating the meaning.

Virtually everything that is done during the research effort and the pro-

cessing of the results is an opportunity for learning. For example, two-
way learning occurs during the interview itself. In the interview, there is

opportunity for the individual to talk with the interviewer, and, if the ques-
tion is sufficiently engaging, the person being interviewed has a conversa-

tion with herself before and while responding. As the interviewer listens,

she, too, learns. Then in sharing the information with the core group, the

interviewer can learn still more - especially as the core group reacts.

Each is a learning opportunity.

Thus, creating learning opportunities is considered even as the questions

to be asked are designed. The questions should provide information that
both adequately describes the situation and provides the kind of informa-
tion that encourages discussion and exploration of meaning. Open-ended

questions that encourage stories are particularly effective. Stories do not
assume a "truth" and, as such, can reveal more about the subject of the

story without raising the defense of the listener. Telling stories, listening
to stories, imagining stories, and talking about stories provide opportuni-
ties for learning - the learning often coming from the re-telling. What
people talk about is what they will think about is what they will learn

about and ultimately what they will use as they make their behavioral
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All actions work
In appreciative inquiry, every action from the very first question that is asked is done with an eye to creating positive energy, in
highlighting those things that work, in focusing on what has given the staff feelings ofaccomplishment. The concept can be described as

a philosophy. By asking people what works, what gives them excitement and a sense of success, what was going on around them when
they experienced that success, the image of success will contain all that is needed to inform decision malang, and it will bring all the
energy of the organization to focus on the possibilities rather than to spend its time on problems. Questions should be designed to gather
information that is affirming of what works and actions be ones that value the individual (Srivastva and Cooperrider, 1990; Hammond

and Royal, 1998).

Meaning is created
Although the term conversation is often used to describe how groups come to create new meaning, a more detailed definition of what
this conversation should look like and how it should be conducted is possible. Conversations within organizations can be debate where
ideas are torn apart in argument rather than finding new understanding through exploring the assumptions that all bring to the table. By

using "dialogue", groups find that they can come to agreement even if for different reasons. They come to understand much deeper how
each other thinks and come to even appreciate those different perspectives. As this environment is formed, a 'container' is created for
conversation that is dialogue. The characteristics of this environment begin with listening and acknowledges that exploring assumptions
is essential, using the time together to suspend judgment, inquire of others, and simply think. As it is formed, the container becomes
large enough to allow for different views and even different levels, classes, etc. to become one for the time they are in the container
(Isaacs, no date; Dixon, 1998; Bohm, 1985; Gerard & Ellinor, 1999)

Adequate conversation
Appreciative inquiry principles should be applied not only to the design of the research but it should likewise be applied to the design of
the way in which the working group works together. In all things there should be an encouraging, supportive environment created
Without an emphasis of what works, what brings success, what allows for comfort and excitement, the conversation can turn into a
debate with winners and losers. A debate would serve only to limit the amount of information and ideas available to the group to address
the issues or create the new vision for the organization. Appreciative interaction that values what brings success regardless of its source,
creates an environment of acceptance, respect, and encouragement to share ideas and information and enter into a learning and creative
place. "Appreciative learning cultures make efforts to foster dialogue, creating arenas of accessibility in which members are included in
the evolution of policies and strategies, in which members can actively respond to one another." (Barrett, no date)
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decisions, and stories are often easier to remember. So the questions must
allow for and encourage stories.

All actions work

Dialogue calls for opportunities for members of the core group to explore to build the

together what is being learned. When I begin with focus groups in my community

gender studies, it is not just to get a quick, efficient look at the 'issues'. It is
to create the first means for learning in the organization. In these focus
groups, I often witness women meeting for the first time face to face. Names

suddenly become real people, and I watch friendships begin.  As the
information provided through the stories of the individuals is shared, the
participants learn that their 'personal' problems are actually shared by oth-

ers, and this learning becomes an early result of the research. For the first
time, they discover they are not competitors in the game, they are compa-
triots. They are not alone. Change has begun with only a small subset of
the data to be learned by the study. The common threads and the quick
understanding are often enough to begin the change process for women.

Every action taken in the design must be one that on balance builds the
organization and the people in it by creating opportunities for linkages

between people to be formed and by helping to reinforce those linkages.

The design must never create a situation where the participants feel used or
denigrated in any form. Rather, the design must support building skill ca-
pacity and a learning environment. The design must provide for time to
explain the full rationale of every step. Nothing should be unclear as to

why it is being done, giving participants control as well as participation.

Building community means that everyone of the core team is involved.
Often in such cross-level, cross-gender, cross-racial teams, there is a ten-

dency for the majority group in the organization to dominate the core group.
(Unmanaged by the facilitator, men who are in the minority within the core
group, can take control of a core group simply because they have experi-

enced no other reality in that organization, not recognizing a different real-

ity within the working group.) Generative work involves getting everyone
involved in the work from the creation of meaning to the decisions about

action. Being involved means allowing differences in perceptions to be
expressed. In all, the process should be designed to make learners of every

member of the core team.
Meaning is created

Adequate conversation must be accommodated so that the meaning of new in conversation.
information can be developed across all members of the community. The
findings need to be explored by the group to create the meaning of them
for the organization. The best way for creating meaning is to create a place
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It takes time
Research projects that study the complex issues of gender in the workplace involve vast quantities of findings. Collecting adequate
evidence to show consistency across the organization, collecting adequate examples of behaviors to show trends and exceptions to
trends, finding enough stories to provide connections to the feelings of the situations demands high levels of interviewing and involve-
ment of staff and sharing of as much information as possible so as not to bias the data in an unnecessary manner works to produce
voluminous data and narrative. The first task is to try to absorb it all and, only then, to begin to explore its meaning as a group.
Absorption takes time in even a small intervention. Creating and maintaining the necessary environment for quality discussion, involv-
ing the working group in meaningful ways to digest the information, allowing for 'sleeping on' the information to help in the suspension
of belief consumes large amounts of time that is well paid off when unanimity is reached (Isaacs, no date; Mischler, 1979; Gergen, M.,
1988; Blair, 1991) Using dialogue (Gerard & Ellinor, 1999) as a method for creating meaning is for serious topiCS. No time frame can
be set ahead for it. To uncover assumptions in order to expose them and move forward takes time. Understanding what others mean by
what they are saying takes thinking, self-reflection, and time (Bohm as cited in Dixon, 1998).

Getting the information
The first step in making a change of attitude or behavior is to feel the need for change (Golembiewski, 1982). Information that is
inconsistent with our view of the world gives us a moment of shock or surprise that often jolts us into considering a change (Dixon,
1998; Wheatley, 1992). The challenge is to feed the system with information that it can handle. Implied is that the information is in a
format and language that people can understand and that it is also provided in amounts that busy people can absorb. It means that the
data is presented honestly  and in small continuous pieces (Tufte, 1983; Pfeffer and Sutton, 1999). Lastly, it means that the presentation
does not suggest a single conclusion. As new information is available, getting it quickly into the system to allow people time to see it and
consider it in relation to their own thinking (especially in discussion with others) is important to creating unanimity and ultimately
making a change within the organization (Dixon, 1998).

There is a positive relationship
Just as the core group must struggle for meaning, so every person within the organization who seriously considers the results of the
research will go through a similar process. Providing information to the core group must be done thoroughly and in a manner that does
not obviate the conclusions; presenting the results of the work of the core group to the organization is done similwly except that the

meaning has been determined already by the core group. The challenge becomes helping the members of the organization feel they are
related to the conclusions and can embrace them.

Members of the core group create the meaning of the data within the confines of a carefully constructed environment that encourages
multiple perspectives to be considered without judgment (see earlier under Creating Trust).  In this environment, they come to under-
stand much deeper how each other thinks and come to even appreciate it as others come to appreciate them. Creating meaning is not
reaching consensus which is coming to the acceptable, nor is it debate which can lead to fragmentation and disagreement. This space

helps the core group reach deeply into the assumptions that each bring to the table and so understand why they come to the conclusions
they reach. "In dialogue. as we use the term, people gradually learn to suspend their defensive exchanges and further, to probe into the
underlying reasons for why those exchanges exist." (Isaacs, no date)

Once the information is sent out to the organization as a whole, it is harder to create the same environment of trust and ofexploration that
honors all perspectives sufficiently to allow participants to open their minds to new thinking. Thus, the final work of the core group
needs to be presented as a single message to the organization so that interpretation can be done against a single stated meaning presented
under a common set of principles (Jackson and Hardiman,  1994). At this point, the members of the core group (especially if of a single
mind) can act as "facilitators" in conversations within the organization. Modeling the behaviors of a learning environment, they are able
to help others in the organization explore the data and conclusions and develop their own sense of relationship to and meaning from
them.
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for conversation, to allow adequate time for conversation, and to deSign

these into the process. If trust is still being built, neutral ground must be It takes time and
provided to allow the conversation to begin. readiness to absorb

new infonnation.
The amount of data required to change how people see others different
from themselves is significant - some would say
staggering. When the client is involved in inter-
preting the data, the amount of information that I have always been told to make things short, brief, exciting. I
can be pumped into a system is enormous. Yet, was told to not make the presentation more than 20 minutes
it must be presented in an engaging way. I have long or the client will get bored. If you write a letter, make it
found that clients remember a remarkable no more than a page and a half - good advice so long as,
amount of the data given to them as stories and within that framework, I could present the essential informa-
quotations.  I have heard the stories as long as tion to make the situation clear. When the situationis complex
five years later.  In this way, the stories and (andinhuman systems, situations arealmostalwayscomplex),
words of the people of the organization are avail- more information is needed, and time to process the informa-
able for everyone to learn. And stories are en- tion is needed as well.

gaging; they are like looking in the mirror; it is
hard to get bored with doing it. As a result while An example may show what I mean. I once conducted amajor
keeping the interpretation as short as possible, I piece of research for a client and was required to present the
look  for  ways to present as much  data  as  pos_ final report in no more than 3 pages plus a 20 minute presenta-

sible at a time and create opportunities for pass- tion. I reduced the information to only that which was essen-

ing it along.  And the more information that can tial tojustifythe conclusions. When completed, the report and

be ingested, the more that is available to the in.        the presentation were both received with enthusiasm. But it
dividual. tookthree years before the conclusions of the report were put

into practice. Because there was only the essential informa-

Getting the information out as early as possible
tion, much of the backup information was placed into ques-

provides the maximum amount of time for learn- tion, and others sought out the same information again before
action was taken. Having done so, the same conclusions were

ing. It argues for careful organization of the data drawn as In my original work.  The lack of information maywhile not doing so in a way that pre-supposes
have been only one ofseveral reasons for the delayed action.

the meaning (to the extent possible).
But the lack of it was used in the justification for delay.

It argues for designed processes that encourage When thechangerequiredissignificant, there needs tobetime
conversation  of the  data to explore and create and space to provide theinformation needed to make the con-

meaning. The greatest challenge for the consult- clusions stick. While it is easy for an executive to make a de-
ant is packaging the data so that it does not ob- cision, the real trick is to construct the new reality. And con-
viate the struggle for meaning by the core group. structing a new reality takes time and interaction among the

members (Blair, 1991).
2.4.3 Creating Impact
If the consultant team has been successful in
creating an environment of trust within the core group and has provided There is a positive
adequate time for creating meaning, then moving to impact is hastened. In relationship between
any event, it is critical for successful change efforts to help the core group unanimity within the core

work toward convergence on the meaning of the findings - in other words group  and  impact  of the

to agree on what the findings are saying. Any report that comes out of this message on the institu-
deliberation must be consistent with the meaning created by the group. Non.

This agreement and consistency means that the organization as a whole
will be receiving a uniform message. When there is lack of agreement on
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Small replicates
While no single meaning is the 'truth', it does serve as a model of what can be reached. If all members of the core group can agree on
the meaning, this evidence demonstrates that it is possible. Also, if the core group experienced the process of coming to a unanimous
sense of meaning, they know that it can be done and will come to expect that others can do the same. Their behav ior5 and expectations
will energize the organization to accomplish the same thing (Srivastva and Cooperrider, 1992). This encouragement through example
and expectation makes it easier for the organization to relate to the final set ofconclusions. And if the conclusions are surprising or even
disturbing (as they usually are with gender issues), then they begin the change process within the minds of the individuals of the
organization (Wheatley, 1992; Golembiewski, 1982). "It seems increasingly clear that our perceptions and thought can literally create
our worlds" (Isaacs, no date). Ultimately, the desired effect is that everyone will change their attitudes and behaviors to create a better
environment for all members of the community. "Most likely, telling clients that we are out to change their attitudes and behaviors
during our first contact with them may not be a good idea, but it is crucial that plans for the research and communication include such
an intention." (Posavac, 1992)

A dozen members of a core group have a lot of interacting to do to help even a relatively small organization accept their conclusions.
Parallel to the work of the core group, activities with staff such as focus groups on topics in the findings would help to bring the whole
organization along, especially if the conversations followed the same principles and brought data back into the core group.

2.5 Applving the Principles
In the cases that I report in this book, this model and the principles behind it were applied as consistently as possible. As will be seen. the
more thoroughly, systematically, and consistently the principles and the model are applied, the better the outcomes.

Based on this experience, the several steps of the model need to flow from one to the other in a seamless fashion so that all activities
appear as part of a single thrust to the core group. This flow is essential for creating and maintaining the learning environment that
supports the conversations that create meaning. Creating this environment is the responsibility of the consultant to begin this through
instruction, good design, and modeling. Support from the client project manager is valuable at this stage, too (Blair.  1994). At any point
in time, the members of the core group must feel that they can add new data explore it in conversation, and create meaning. Thus, the
environment oflearning needs to be present from the beginning. The steps of the research may appear to be specific and time dependent
such as conducting the focus groups, identifying the issues, designing the interview protocol, conducting interviews, etc. But these are
activities that go on in parallel to the work of the core group as it moves from a partially informed understanding of the issue to one that
is much better informed and interpreted. All along the way, new data are received and meanings are created. In this manner, the way in
which the core group works builds to good dialogic conversation necessary for creating unanimity (Senge, 1990; Isaacs, no date;
Gergen, K., 1994; Barrett, no date).

Involving more than the core group is done in natural steps that come out of the design. Focus groups are designed to allow a cross-
section of staff to participate. Invitations to be interviewed are carefully developed to cast an even broader net of inclusion. Sub-groups
are invited to represent their thinking to the core group. Clients of the client are also a potential sub-group to become a part  At the same
time, it is possible for the core group to share information that is being gathered with the larger community and can include their
preliminary sense of its meaning. There needs to be an approach that allows for comment (including stories) back to the core group after
such dissemination. It is as if there is a fountain created where information is sent out and information is siphoned back for the core
group to consider, enriched with new insights reflecting the constituencies being engaged in ongoing conversations about the organiza-
tion and the broader context (Meyer, 1988; Fine and Vanderslice, 1992; Ellis and Bochner. 1996).

The leadership needed for this type of work is subtle. It demands almost perfect reflection of the values needed to support dialogue -
listening, being clear about assumptions and biases, suspending judgement, and being self-reflective. It demands an ability to see what
is working and direct attention to this to constantly reinforce the desired behaviors while holding the group to high quality interaction
through direct feedback given non-judgmentally. It demands openness about the data so that the interpretation is informed of expert
understanding while not cutting off the incorporation of context in the creation of meaning (Senge, 1990; Arbuckle,  1993).

Design princioles
Participatory research to resolve problems identified by a community has three features: "(1) political action and individual conscious-

ness-raising..., (2) relationships are democratic and participants share in making decisions and acquiring skills, (3) the everyday life
experience and feelings of participants are a major source of knowledge." (Cancian,  1989) The model presented here contains all three
of these features needed for resolving community (read organization) problems.

1. Political action and individual consciousness-raising are built into the selection of the work group and those who are interviewed. By
casting the net as wide as possible. there is representation from at least the major groups within the organization. With a conscious effort
to design activities for the working group that support individual as well as group learning, an awareness of the complexity of the issues
being examined occurs in a natural and supportive way. Over the time the group works together, the meaning of the findings comes
together creating a major force for change in the organization. I refer to this dimension as "Creating Impact".

2. Relationships that are democratic and share in making decisions and acquiring skills begin with the principle of respect for the
individual and for individual perspectives. I call this dimension "Creating Trust".

3. The everyday life experience and feelings of participants are a major source of knowledge. This is recognized in the model through
the creation of conversations that allow the group to explore the possible meanings of the findings. I call this dimension "Creating
Meaning."
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the meaning within the core group, disagreement is legitimized within the

organization as well, it will create blocks to the needed actions. Consensus

is good, but if you want change, work for unanimity among the core group Small replicates
members. into large.

Respectful behaviors have a tendency to replicate themselves. Confronted
with acceptance and extended a sense of value, people are more likely to

respond in kind. This replication is an important part of the long
term effect of the work on discrimination. If the participants of the
core group begin to act more respectfully because they were treated Design Principles
this way (and being asked to treat each other this way), the same Creating Trust

All actions are done with respect
will occur as they bring their behaviors and messages to the orga- Everyone has a valuable perspective.
nization. Moreover, through adequate skills, time, and common Apply no judgments on observations,

only cite impactmeaning, everything done in small community acts as a model to
Practice anonymity, the practical

the larger community. meaning of confidentiality.
Creating Meaning

2.5 Applving the Principles All actions work to build the community.
Meaning is created in conversation.

Applying these principles to a quality intervention that involves It takes time to absorb new information.
research takes effort. The following model captures the major Creating Impact

There is apositive relationship
phases of such an intervention. Listed are specific approaches to

between unanimity within the core
accomplish each phase, a statement about what is being accom- group and impact of the message
plished during the phase, what is demonstrated during the phase, on the institution.

and the level of impact of each phase.
Small replicates into large.
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How the proposed model compares
The model proposed here in this dissertation comes out of the successful approaches taken in various sinfiliti  Ailuauonb of research
within organizations and is called the Practice Model. The principles have guided the selection of techniques used. Each of the
characteristics have been described here in relation to the Practice Model.

CHARACTERISTIC PRACTICE MODEL

Context The use of stories recognizes and aids in defining the context. Stories and their inclusion in the findings
is a part of any methodology used.

SubjecUobject The principles that Create Trust are designed specifically to create a sense of community in which the
researcher and those participating in the core team are all subjects and objects together.

Self-reflexive Creating a Learning Environment is one that does not exclude the researcher and, thus, supports the
self-refiexive nature of the analysis of the findings.

Personal Experience valued The principle that states that everyone's perspective is valuable (part of Creating Trust) permits
personal experience to enter into the creation of meaning.

Biase The principles that support the Creation of Meaning are based on the intrinsic value of each

individual's perspective which takes into it biase, prejudice, attitude. By recognizing that biases can
exist, it opens the door to exploring what they are in order to consciously set them aside as the
information is considered or to consciously include them in the creation of meaning.

Action Orientation The principles of Creating Impact are directed at action from the very premise of the research.

Method The specific methods used vary.

Superiority Superiority is not relevant to this model. If there is anything that is superior about this approach it is
that it can affect change in attitude and action about the issue being studied because all voices are
allowed to speak and form new meaning together.

Comparing the Approaches
CHARACTERISTIC SCIENTIFIC R SEARCH AcrION R SEARCH FEMINIST RESEARCH PRACTICE M0DEL

Context separate takes into account takes into account
the whole the whole, especially

through stories

Subject/object separate and having relationship relationship acknowledged community
no relation acknowledged and celebrated

Self-reflexive yes learning environment

Personal Experience assumes value-free important important
valued

important

Biase assumes does not accepts biase as accepts biase as natural accepts biase as natural

exist (value-free) natural and part and part of knowledge and part of knowledge
of knowledge

Action Orientation neutral yes yes yes

Method scientific many many

Superiority important unimportant not appropriate unimportant
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MODEL FOR CREATING CHANGE IN ORGANIZATIONS DETAIL
Phase Approaches Accomplishes Demonstrates Impact
Create Core •select members that are • Commitment that •value of task and Group
Group representative opens eyes to new objectives

•balance diverse groups data •value of individuals
so none dominate by numbers selected
(this may mean the proportions •value of many voices
within the core group do not with different values
reflect the proportions with and beliefs
the source population)
•select sufficient members to
allow for many perspectives,
values, and beliefs yet small
enough to allow the formation
of community to occur in the
time frame.
•set clear objectives
• gain commitment of members
to the value of the objectives

Add and •use any approach that •Allows many •decisions should be Organization
Present Data brings in as many voices as voices to be heard informed

possible and allows conversation •Informs work of •many perspectives
to expand, e.g., interviewing, the group are needed to see a
focus groups, communication picture of a complex
with the larger population human organization
• assure all  data is made •each voice has value
available to all members •many voices overcome
of core group bias because they

represent all bias

Conversations •design a group technique •A group that can •value of group Group
(Create and that creates community model learning •value of individuals
Maintain a •separate the group from the •Establishes initial •each member can and
Learning 'norm' meaning has learned (about
Environment) •cultivate individual •Is free to enter group interaction, about

contribution into conversation interpersonal and
•build trust about the issues)
•educate through
data / information
and literature
•use multiple presentation
of data to aid in absorption

Add Meaning •re-present the data in new •Greater insights •value of group's work Group
formats to reflect initial can always be in determining meaning Organization
meanings gained by asking (reinforces)
• fill gaps at another level •models iterative nature
•add new data as found of learning about a
•opportunity to ask why complex organization
•create opportunities to •surface knowledge can
explore the meaning be deepened and new
•involve organization in insights can be gained
interpretation through with more data
spedal events and bring
data back to core group

Converge on •requires learning •A consolidated •reinforces group Organization
Meaning environment that has been expression of behaviors

created above meaning that sets •reinforces value of
•many group techniques the ground work individual in creating
work to reinforce the for new norms meaning by the group
learning environment •Establishes that •models how iterative
•takes time and separation a disparate group consideration of new
from the'norm' can come to ideas enhances meaning
•capture meanings and common meaning and consolidation
report back
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2.6 Applying the Model

Steps TDI Omega

Group or individual in the organization initiates the action                                              x                    x

Identify the major issue and gain management agreement that                                     x                    x
study is needed (Create Core Group)
Form a task force for broader support in the institution and for                                           x                       x
broader perspective on issue

Create and Maintain Learning Environment (continuous action once
the core group is created)
Build trust within the group including consultant partial        x

Develop initial set of issues (Add and Present Data)
Client suggests areas to question                                                                                 x                   x
Focus groups in appredative form (controlled environment to set tone
of conversations)                                                                                                                   x                    x
Identify or confirm initial issues from content analysis of focus group
responses (acts as confirmation of early thinking)                                                             x                    x
Design Interview Protocol and select candidates                                                               x                    x
Conduct interviews (core group participates in some cases and requires
training) joint consultants only

Content Analysis of results of interviews                                                                                              x                          x

Initial Findings Summary prepared (Add Meaning)
Work session                                                                                                                                       x                       x

Explore meaning                                                                                        x                x
Identify further data needs                                                                                                   X                    X

Refine conclusions (Converge on Meaning)
Develop action plan in work session (best done off site)                                                                                  x
Small group discussions of plan with staff
(Blair, 1994 and 1995)
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2.6 Applying the Model
I have worked with over 20 different international organizations from the
largest development bank in Washington, DC to a small, research institute
in Thailand. From these, I have selected two cases to report in this book.
Both of them looked at the issues of gender; both are international organi-
zations - one with world-wide representation, the other representing a
region of the world. They were both willing to do a larger research piece

on the basis of the model. One of them embraced the whole model. The
other chose to omit portions of it. They each were willing to share the

results in this dissertation.

With these two cases, I will demonstrate the value of using this approach

as well as show the evidence of how women are treated in international

organizations. I will be referring to the two cases as TDI and Omega. These

are fictitious names. References and language have been changed to fur-

ther mask the identity of the organizations. TDI is one where the client
gave almost no time for creating opportunities for discussing the findings

and, thus, learning what they meant to the organization and the individual.
The second, Omega, is one where the client gave full time and resources to

assure excellent learning for the organization and individual. This chapter

has presented my overall model and the principles that support it. Chapters
3 & 5 will describe in detail how each of the cases used the model in the
work done. Chapters 4&6 will present the findings of the research done in

each organization.

Each case is about women and the practices affecting them in the organiza-
tions. Permission has been granted to use these two cases for this disserta-

tion. I have kept the examples as close as possible to the original work to
demonstrate how intermediate and final products were presented to the

client.
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3. The Case of TDI: Coping
with Redesign of a Project
after the Start
Tbewomenwereseatedarounda longtableinaglass-enclosed conferenceroom

Tbe traffic was ligbt tbat day so tbat little noise entered tbe roomfromtbe outside.

Tbe room was cold and  barsb,  tbe conversation of tbis group of professional

women - lawyers, economists, technical specialists - was warm and brigbt,
tbeirvoicesfillingtbe airwitb excitement as tbey greeted eacb otberwitb genuine

interest.

I was introduced to eacb of tbem.  Tbey spoke in turns about tbeir experience in

tbe organization.  Eacb bad come to apoint in ber career wbere sbe recognized

tbat sbe was not receiving tbe respea due to someone of ber experience and ca-

pability.  Nter eacb bad spoken, Amelia, a lawyer in ber 40s began to explain

wby tbey bad invited me.  Sbe articulately explained bow tbe group bad come
together and decided tbat tbey must now take action to change tbeir situation
even tbougb it meant tbat tbey migbt garner nothing from tbeir efforts but ridi-
cule.   Tbeir faces were simultaneously full of disappointment and bope.   Disap-

pointment tbat tbe men of tbe organization bad not seen tbeir capability and

bope tbat I would be able to belp tbem

Tbe conversation rangedfrom personal stories of bow a man tends to take credit

for tbe work wben it is good, to times wben women were embarrassed by tbe way

men assumed tbey should look only beautiful or remain quiet and compliant, to

nmes wben otber women did not treattbenany better tban tbe men. 7be stories

sounded very familiar.  Tbey said tbat tbey did not need to get tbe credit for mak-

ing progress; tbey just wanted to make progress.  Tbis attitude, too, sounded very

familiar.  And so began ng work witb a new organization wbere tbe professional

women were already organized and only needed to get a different connection
witb, and an official, positive sanctionfrom tbe rest of tbe organization.
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In this chapter
As the first such case, I will take more time to describe the why's and how's. 1hey will apply to the other case as well.
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3.1  The  Purpose  of this  Chapter
In earlier chapters, I have described why I found myself defending groups
who were discriminated against in international organizations. I have de-
scribed why I think research can be helpful in these situations and how
research findings need to be received and interpreted in a participative and
consultative way.

In this chapter, I will present one example - how I There was little respect for women in TDI.
worked with TDI in their search for understanding and
an effective action plan to help women in TDI. The I needed to find someone on my interview list and could
study was aimed at understanding the day-to-day prac- not locate his room. Iknew I was close and decided to ask

tices of the organization and how they influenced the      one of the secretaries who was nearby. She was talking

work lives (and contributed or not to the organization) with another woman, and I stood quietly waiting to be

of men and women as they worked together. I will acknowledged. The conversation was a personal one, and
I tried to be neither intrusive nor disruptive to their con-

present the steps and how TDI reacted to them with versation. It took fully three minutes before I was recog-
rationale and some of the pertinent details of the de- nized as someone who needed assistance.  It was done in
sign and execution; lastly, I will talk about the lessons an off-hand mannen This incident made me feel belittled
learned from the design. In a later chapter, I will dis- and unworthy but gave me insight into how secretaries

cuss the findings of this study and that of another study treated other women in this organization.

on women in international organizations described in
this book.

TDI is an international organization that works in over 20 countries of a
specific region of the world. The staff of 3,000 come from the countries of
its members and tend to be mostly from the region TDI serves.  It has a
good reputation because of the strong connection with the region it serves.
The culture of the organization reflects the region.

3.2 Creating the Core Group
A group of professional women in the organization decided that it was time The project was initi-
for the issues of women to be dealt with institutionally.  They felt that their ated by a group of
careers were being limited by the lack of opportunities where they could professional women in
show what they could do and by what appeared to be an informal system the organization.

highly dependent on personal connections and relationships which excluded
them from promotions. They formed a small working group and began to
explore ways they could make effective changes. They learned about the
work I had done in other similar organizations and the overall reactions of
the task forces and individuals who had worked with me. They decided to
call me in to talk about what they should do and what they could do.  We
began the conversation.

This group was of women lawyers, economists, and technical specialists
who felt their work was limited by the way in which they were treated in
the workplace.  It was clear from their words that they were struggling in a
work culture which by and large expected all women to behave only in
social roles. They found acceptance when they acted as mothers or wives
or sisters or daughters, but they perceived themselves to be excluded if
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Althoueh the instieation

In assembling a representative group, my intention is to have no "minority" group be represented with fewer than 30% of the total group

so that their ability to operate as a full member of the group is enhanced. (Kantor, 1971).

When the group is made up of too many fractional groups, the objective is to keep them in rough balance with each other. While the balance

may not reflect the proportions within the organization, it assures that their voices are heard-usually an objective of the project.
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they acted as colleagues. Any study had to deal with such perceptions and
had to show how these perceived reactions limited what the institution ac-
tually would be able to get from women - not because of lack of capabil-

ity, but from lack of opportunity.

Although the instigation of the project was by and for women, the group The project expands
readily agreed that the purpose should be expanded to men and women to men and women
working together. They believed this would be a more politically correct in the work place.
way to approach the problem and more engaging to a wider audience of
readers, i.e., more men would read and consider results. However, they
also wished to assure that as they worked, a better working environment
for everyone, not just women, would be achieved through this broader per-
spective.

Women's studies are often misinterpreted. Any The structure of the task force re0ected the values of TDI.
gains made for women are seen being at the ex-
pense of men even though it makes no sense to There  is an interesting contrast between this organization  and
improve the productivity of women if the pro- another with which I have recently worked. At TDI, the women
ductivity of men decreases. SO, the simple lan- agreed to expand the study to think about men and women and

guage change from 'women' to 'men and notjust women, and they also agreed to have their initiative taken
over by a newly created task force that would widen the scope ofwomen' was purposeful. They wanted to send a the project and lessen their influence on the results. This chance

clear message about intent.  It also allowed the was in the hope that by doing so, the end result would be more
institution to talk about the issues ofwomen with acceptable to the men of the institution. In the process, the head
different words-words that allowed a broader of the task force was a highly placed executive in the organiza-

understanding ofwhatcould happen versus what tion who lent power to the work from that position.

might be in people's minds from their past ex-
By contrast, in the other organization, the task force that broughtperience or simply their impressions of me in to assist them was given the opportunity to have their work

"women's studies" or "feminism" based on no likewise more highly supported by a high ranking executive and
experience at all. turned it down vigorously. The contrast between them was strik-

ing. In one case, power was a real force in the institution, and the
The final purpose was to research and analyze task force responded to it. In the other, merit was the perceived

the organization's day-to-day practices of the force. and the group felt that high level support might actually
compromise the perception of merit and objectivity.work environment and management decision

processes to understand how these could be im-
proved to create a more productive community for men and women (all
men and all women) and to recommend, in consultation with a task force,
an action plan for doing so.

The project was designed originally to include the research of practices, a

communication plan, and working sessions with a task force. This design
included the strategy of the model presented in the previous chapter for
involving the task force in the deliberation of the findings, the creation of
meaning, and the eventual development of the action plan.  I wanted the
task force to view the findings as much as possible in digestible chunks and
with adequate discussion. The communication plan included meetings to
allow staffto explore the meaning of the findings in small groups-a natural
extension of the model.
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3.3.1 Using Focus Groups
When the specifics are not known and yet are needed to develop an interview protocol, focus groups can be used to gather relevant
information. Focus groups can be used effectively for identifying the positive and negative features of a situation without determining
what the possibilities for them are beforehand. Focus groups are effective for having a more spontaneous and less structured way of
exploring a topic (Herndon,  1993). They are useful as a part of developing the protocol for interviews that follow.

Creating a safe place for sharing is the start. The right questions approach the topic in several ways so that unexpected responses can give
new insight into the issue (Krueger, 1998). "It may be worthwhile to spend some time on topics unrelated to the research in order to get
people talking... Beginning with the less invasive questions, before leading gradually into the more delicate areas, gives people a chance
to settle down and learn to trust each other before being asked to disclose more personal information" (The Industrial Society, 1997). And
the right questions allow the group to move the discussion to places of need, not just where the facilitator thinks, and to develop ideas by
building on each other's. The participants can go to great depth on a topic creatively

Focus groups are also an important tool for involvement of many members of an organization who might otherwise not have a voice of
influence. Through a good focus group experience where everyone can have time to say what is on her or his mind and feel free to say it
participants feel as though they have had a genuine experience of involvement in and influence on the process.

Facilitators of a focus group can come from either inside the organization or from the outside. Because of the sensitivity of the topic,
gender in the workplace, it was important in this case to have external facilitators to run the focus groups. Serious experience in doing
facilitation work and strong understanding of the issues of gender in organizations were critical to successful facilitation of this topic (1'he
Industrial Society, 1997).
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The meetings would have allowed the conversation begun in the individual
interviews to continue in constructive ways in the Task Force and among
staff of the organization. Without having access to the lessons of the re-
search, the conversations could not grow past impressions and opinions.  I
wanted the conversations to grow rather on the basis of the findings.

The Task Force was to have time in retreat settings to process the enormous
amount of data  that was likely to come out of the research. Adequate time
was especially important since the data were in the form of stories and
opinions and perceptions. These are best learned through listening and
discussion. Without the time for adequate discussion, the lessons learned
are needed and may be missed altogether, especially by those who might
be struggling with the dissonance between the data and their opinions of
the situation. Because of limited resources, activities which would have
informed the conversation and allowed it to grow in understanding were
eliminated. This change presented me with my first design challenge.

A task force made up of a cross-section of staff was developed.   This group The Task Force created

would make all of the final decisions about the action plan, guide design a plan  of its own.
and receive results from the research of day-to-day practices from the in-
terviews. The group included a mixture of those who already understood
the issues being addressed and those who did not.

The Task Force decided to name one of its members as the primary liaison
with me and my research team, thus, cutting off direct interaction between
the research team and the Task Force. This simple change in the way we

had proposed the project be done and how it was organized by TDI placed
severe limitations on the Task Force's ability to learn about the issues.  The
type of issues that are usually found in such a study touch values and re-
quire time to accept them and create what they mean. The "arms-length"
approach essentially would limit the ability of the group to process the

findings. The planned retreats for the Task Force also would not happen.
This change would materially impact the understanding of the findings of
the practices study. Bridging the gap was a serious challenge for me. None-
theless, I designed the study so that the findings would be most relevant to
the work at hand and done in a manner that would maximize every oppor-
tunity for creating new conversations around the findings.

3.3 Adding and Presenting Data
3.3.1 Using Focus Groups
Designing an effective interview protocol meant finding the main issues Using focus  groups  cre-
for this organization and framing the questions for exploring the issues in ated the opportunity to
the language of the organization.  It might be possible to do it by observing gather issues and to be-
the organization in action by attending meetings or watching people work gin the transformation
together, but the amount of time and cost would have been prohibitive to process.

this organization. Gathering this information could be done by talking with
the members of the core group or interviewing a few people in the organi-
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The script
The introduction of the focus group included the following instructions to the facilitator and the participants:
Instructions
Introduce  self and partner  from the team. Model brevity in opening remarks and response to jirst question. State the
purpose of the study and this session and how the session will be conducted:

1.     To help TDI create a more productive community for men and women at TDI.
2. This session is to help us understand TDI better and the issues of women before we begin our interviewing and to

help us design the interview questions.
3.    We'll be taking about an hour and a half, two hours at the most for this.
4.     The results of this focus group will be used to develop the questions for the interviewing which is the next step of

the project. The final product of this project is an action plan which the Task Force will be creating.
5.     We'll be posing a question which we would like for you to answer, allowing time for others to contribute as well.

If you wish to add to someone else's comment, please wait until everyone who wishes has had a chance to speak
once on the question.  Do not feel that you must answer every question, but please contribute as much as you can.

6.    We will be conducting this session in English.  But if at any time you feel you would be better able to express
yourself in your native language, please feel free to do so. After you have said what you need to, I will ask the
group to translate for you. Again, please feel free to use your native language allowing time for others to translate
for you. Any questions before we begin?
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zation, but these forms of data gathering would involve only those who
were already involved or their thinking on who should be interviewed. Both
strategies were limiting in the amount of insight that could be gained and
might not bring new information to the design at all. Focus groups, on the
other hand, were an efficient way to both gather new information quickly
from a wide range, as well as, a fair number of staff. One drawback of
using focus groups on this issue is that there might be a topic that would be
too sensitive to bring up in a group setting and so would be missed. The
design of the focus group setting and protocol had to address this possibil-
ity.

Focus groups provide an open forum where the synergy of cross-discus-
sion and amplification of points made creates efficient data gathering.  If
the issue brought up is quickly reinforced with examples from others in the
group, then you know you have an issue. Likewise, if it is repeated by
different groups, then it is confirmed as an institutional issue, or at least a

question.

To take full advantage of this possible synergy, I wanted to create an atmo-

sphere where sensitive issues could be discussed sufficiently. When the
group is made up of similar types of individuals, it allows the group to de-
personalize blame by affixing it to some other group who is not repre-
sented. Thus, groups of like individuals make things more comfortable,
and participants then feel freer to contribute to the discussion regardless of
whether there is any blame that needs to be affixed at all. The discussion
has the freedom then to pursue the topic further and reveal hidden issues.

Thus, the groups had to be as homogeneous as possible. The focus groups
were divided into grade groupings and also divided by gender. Members of
the groups were selected randomly.

The script for the focus groups was developed with a set of objectives in The  script for the focus
mind. The primary objective was to gather the information needed to iden- groups had to be care-
tify the major issues of women and men working together  in the institu- fully designed to identify
tion.  But we wanted to achieve three other objectives. First was to create a the areas of greatest
welcoming environment that would allow the participants to relax and share concern while at the
openly.  Second was to create an environment that was not overly struc- same time creating an
tured so that the individuals could come to know each other better through inviting environment and

fuller interaction. The third, and last, objective was to allow the focus group questions that would be
to be an intervention in and of itself so the participants would continue to constructive.

discuss the issues in constructive ways after leaving the focus group. Without
our planned communication pieces, we wanted to take advantage of every
opportunity we had with staff to begin the different   kind of conversations.

In other words, I wanted to be a positive force for improving the under-

standing of men and women of each other's concerns from the very begin-
ning of the project. The questions, therefore, needed to be constructive,
illuminating, and engaging for those present.  They were not to allow the

49



The svecific questions
The focus group questions used at TDI:

Questions
OPENING
Tell us how you got to TDI  - your path to this moment. Briefly tell us why you chose TDI. (model this by answering briefly)

If TDI were a family where do you see your self? How fully a member of the family do you feel?

What has been your most stimulating, satisfying professional project or contribution to TDI?

POSITIVE SUBSTANCE
You're having an exceptionally good day at TDI - what's happening/going on for you?

Overall, what do you like most about TDI?

NEGATIVE SUBSTANCE
What is problematic for you?/what stops you from doing your best work?

What are the costs of these problems/situations  for you?   for TDI?

When TDI is working well, what does it look like?

GENDER
Please describe how women view/treat women at TDI.

Please describe how men view/treat men at TDI.

Please describe how women view/treat men at TDI.

Please describe how men view/treat women at TDI.

Probe for descriptions of and /or similarities and differences for men and women re:
In meetings, do you feel you can say what you want to say and be heard?
Do you get good feedback from your male colleagues?  can you go to them for advice and counsel?  do you have a mentor?  is a

mentor important in TDI?
Are there family issues that because of them, you feel you are put at a disadvantage to your male colleagues?
What behaviors are you seeing when you know someone is treating you with respect?
Describe a time when you observed (or experienced) something which made you uncomfortable.

Having looked at all the various issues that have come out in this session, what would TDI look like if men and women were working as

equal partners?

CLOSE
What else? Please define "Full partnership to achieve a more productive community."
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session to devolve into a venting session only, but to be one that added

value to each step so that the institution would be at least at the same level

as when I came in, if a bit more understanding of the issues . I wanted to

create a script that would begin and end on a positive note, hoping to create

a better state with this first intervention.

The specifi.c-questions were ordered so that they began with simple, easy to
understand, and slightly revealing questions to allow the group to build
trust and cohesion. The groups began with stories which were neutral on

the surface as to gender yet gave remarkable insights into the differences
between the genders when the responses from men and women were com_
pared to one another. For example, family is important to the culture of
this region of the world, and so we explored the analogy of the family to
the organization as the opening question. The questions became progres.
sively more detailed and revealing of potential issue areas - first explor-
ing the positive aspects of work, then the negative. Asking very directly
each group to describe how men and women are treated allowed them to
define the issues in their terms and vocabulary.  The last questions were

designed to allow the group to come full circle and to see again something
positive from the session so that OIl leaving, the last discussion was one
which was edifying to them as individuals and even to the institution.

In all, there were nine focus groups five of women and four of men. Teams  of professional
Each had between six and  15 paItiCipantS each. Each of them was facili- facilitators ran the
tated with two experienced facilitators in the room to assure that the dis- focus groups.
cussion was captured fully and to allow for a second perSOn to listen and
observe the unspoken messages as well as the spoken words.  This ap_
proach proved particularly valuable in a culture where indirect response is

considered the norm.  In such a group, the participants accepted those from
the outside as listeners but demanded that those from the inside participate
and take the same risks as they. No observers were allowed. Except for the
second facilitator, everyone in the room was a participant.

I picked the team of facilitators with care from outside the organization.

The focus groups had to be done by professionals as this initial interven-
tion would be fateful to the entire project.  It was visible and the tone had to

be managed carefully to assure that the experience was positive and cre-

ated the right beginning conversations in the institution. The facilitators
had to be experienced in gender issues to assure that needed probing was

done for more complete information. Good beginnings also open the doors
to the interviews we were to conduct in the following weeks.

I chose another woman besides myself and two men for the team ofprofes-

sionals.   It was necessary to have a man on the team for men's focus groups
to demonstrate that men were important to understand the issues, thus en-

hancing the value of the men's comments so that every male participant
took the activity seriously. A woman was on each team that worked with
the focus groups of women. It was unnecessary to have a man on the facili-
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tation team for the women's focus groups (although we did
Every public action means something to thenot exclude this) organization.

This team of facilitators also served as the core members of In one of the women's focus groups, a man
the research team along with myself. The transcripts of the entered the room to use a telephone which was
focus groups were done by the -observer" facilitator and the in an alcove of the room. I stopped the session

lead facilitator made notes of impressions immediately after         and asked that he please leave. He responded
i

that he needed a telephone, and the guard said
the sessions. The roles were shared by the team members to that there was one in the room.  I told him that
allow fora fuller experience ofthe data byeach ofthem. Thus, he still needed to leave as we could not con-
when one member of the team would be the observer in one tinue while he was in the room. After several,
focus group, she or he was the facilitator in the next.  It is a even stronger comments, he left in a disturbed
different experience to be observing and to be in the middle state. The women inthe group were astounded

trying to help the group say what it feels it must.  As a result, that I had stood up for them and commented,
"Thank you for telling him that he could not

the observer generally was more conscious of the spoken mes-
stay." Clearly the guard did not understand that

sages, the primary facilitator the unspoken. (Taping was out even though the group was made up of all
of the question in this culture. The focus groups were not taped women, the session should not be interrupted.
so thatparticipants could feel that their revelations were shared This incident was an example ofhow the insti-
only with those who had experienced the whole discussion tution valued women less- reflected even in

including the non-verbals.) those who are only contract staff to the organi-
zation. This point was not missed by the par-
ticipants of this focus group. The incident was

The focus groups went well. Women were able to meet other not repeated through the rest of the focus group
women for the first time in an institution that is relatively sessions.
small. They found the experience revealing. They could see

women whom they knew only by name before become real to
them.  Many friendships were begun at these sessions.  Also there was a The  impact  of the

remarkable agreement on issues that quickly became evident to the partici- women's focus  groups
pants themselves. The women rejoiced together and grieved together - was immediate.

all in the space of two hours. The questions worked well to bring them out
and to keep them engaged from start to finish. The women in particular
were uplifted by the experience.

The men's groups were more reserved. They thought that they were going
to be asked about sexual harassment.  But as the questions began and it was Men's focus  groups
clear that the questions would not be about sexual harassment, they began exhibited a different setto relax and describe the work environment from their perspective.  The

of needs.
men tended to know each other already, or did not care to get to know each
other in this type of setting. The focus group was serving a different pur-
pose for them They were there only to share information, not relate to
others.  In all cases but one, the men's groups did answer the questions
quite fully and unreservedly; the one group that did not was one where few
participants showed up and then was interrupted by a latecomer who was
well-known (and high ranking) in the institution. The behavior of this
group provided more insight into the culture of the organization than into
the issues of women and so served a very strong and necessary function.
That is to say, it became evident how much power rank carried in this orga-
nization.
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Completed Thoughts
If a response was composed of three ideas, then the response was divided into three completed thoughts. Since the focus

groups were homogeneous (at least in regards to gender and rank), each of the 'thoughts' were identified by the focus group
from which it came.

Issue Categories
Printout of Sorted Completed Thoughts

This  example  is from  another  analysis  which was  looking  at  the topic  "Negotiations"  (NEGOT)  and  how  many  refer-
ences were made to  "listening". The long  set of characters  and numbers were the codes used to  identify the critical
variables  we were  watching  in  this  analysis.   The  example  M  was for  male  and W was for female.

August 14, 1997 13:26 NEGOT page 1

3. Listen
1.  MNE002xx084  15     Open minded Not take sides-
hear all views.
2. MOS003XX990 15 Able to listen to both sides.
Knowledgeable to both sides. Willing to be
provided information. Describe problems. Explain
problems and solutions.
3. WEC002AF043 15 Good Listener, to counterpart.
4.  MNE003XX290   15    Above all, need to listen to
others.
5. WOS004EU093 15 Open to all sides and
opinions.
6. MBL0022XX990 15 Listen and modify if
necessary. (Thought concerned with promotion,
sometimes have papered over the though issues.)
7. MECOOlLA053 15 Listen to them.
8. MECOOSLA043 15 Willing to listen and knows

what the other side wants.
9. MEC006XX990 15 Listen and really listen.
10. WBL004EU134 15 Listen attentively to the
other side.

11. WBL014LA144 15 Ability to listen;

12. MDHOOSEU55 15 Good listener is key
13. MDHOOSEU55 15 give the personal all
chance to explain or they won't follow up; can't

just jump in
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3.3.2 Analysis of the Focus Group Data
The notes taken from the focus groups were analyzed in three steps. The Analysis  of the focus  group
first step was to gather as a research team and discuss the issues that each information involved the

entire team offacilitators.individual believed he or she had seen in the focus groups. The conversa-
tion was unstructured to allow members of the team to simply talk through
what each heard and saw and felt. Again, we looked for similarities and
reinforcements of impressions.  When we felt that we had each shared our
overall impressions, we recorded them.

Then we began to go through the detail of what we had heard, each from
his or her write-ups. Although most of the issues were clear as an overall
impression, the detailed review gave power to the small voices from the
focus groups. Often the more subtle, the less pervasive, or less talked about

issues come up in this step.

Last, the group retold the stories they heard in the sessions. These stories
allowed each of the issues to become embodied and provided evidence to
corroborate the issues. Sometimes they revealed more subtle issues em-
bedded in the stories.

All the issues, small or large, repeated or mentioned only once, were then

grouped with other issues of the same general nature.  That is to say, an
issue on part time options was grouped with other similar issues which
were eventually called as a category, "family issues." But the detailed list
of all the issues was retained.

The notes were then used to check out each of the issues against what was The  content of the  tran-

specifically said.  Each set of notes was put into electronic form. Then scripts were reviewed in

each response from a participant was divided into "completed thoughts" iterative fashion.

All of these were then put into a single electronic file and sorted by the
issue categories which the team had identified. When complete, each of
the issue categories had many responses grouped under it.

These responses were again reviewed to see if they could be grouped into
subcategories  to add structure and insight, and to facilitate understanding

exactly what the focus groups had said.  At this point, issue categories were
expanded to reflect the specifics identified with each. The issue category
became more than just "family issues" but rather became things like "travel
hinders quality family life" or "it requires extra management to deal with
family problems" or "policies about part time work impede creative op-
tions for handling family problems". These subcategories teased out the
essence of the issues and showed by the number of comments under each

subcategory which might be more important ones. My premise was that
when people talk about something more, it is because it is prominent in
their thinking and requires more discussion to get the issue out - it re-
flects importance of impact. (There is an exception to this. When a topic is
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3.3.3 Interviewing
Franklin (1997) presents three models of interviewing. They serve as a beginning frame for viewing interview approaches and how the
interview process in this project fits in. The three models are referred to by Franklin as the information extraction model, the shared
utideIslanding model, and the discourse model.

The empirical model is what Franklin calls the information extraction model and describes traditional thinking about interviews - that
the 'subject' has some knowledge, feelings, or ideas that need to be extracted for purposes of the research. It sees the one being inter-
viewed in a subordinate role of responding to the interviewer's questions. It feels very sterile and is based on the undeserved assumption
that the information provided is unbiased.

But the interview is anything but sterile. Even though it is assumed to be a one-way process, it still exists within a social context and does
not allow for the personal dimension present to be expressed (Oakley, 1981). In gender work it is critical to tap into the personal
dimension including the interaction between the interviewer and the one being interviewed Language itself reflects male experiences
and therefore, is often incongruent with women's lives (Devault, 1990). Oakley would also object to the narrow objectification of the one
being interviewed.

Franklin's second model is shared understanding. Here the interview takes on the form of a conversation where meaning is transmitted
but also cooperatively built up- actually created within the interaction of the two parties of the interview (Holstein and Gubrium. 1995)
"Respondents are not so much repositories of knowledge- treasuries of information awaiting excavation - as they are constructors of
knowledge in collaboration with interviewers." (Holstein and Gubrium, 1995) This understanding relaxes the assumption that the inter-
view information is unbiased, acknowledging that the one being interviewed is not subordinate in that role or that the interviewer is not
part of the context. "If one rejects the model of the passive vessel of answers, the notion ofcontamination is not so compelling." (Holstein
and Gubrium, 1995; Chirban. 1996) This model also opens the door to answering questions from the respondent as well as conversing.

The discourse model takes the interview another step. It assumes no dominant or subordinate in the interview with both parties having
active roles in what transpires - both being able to contribute to even the substance of the dialogue. The dialogue becomes a conversa-
tion between two equals who may shape the conversation and the subsequent meaning that is drawn from it. In this model, greater
connection and trust is built providing a sense of equality; greater breadth of topic can be achieved, providing more information. It
appears to be a productive approach and one that recognizes the value of both participants in a way that even the shared understanding
model does not. At TDI, it was not possible to move into the discourse model although it was possible that when one of the internal
interviewers was conducting the interview with a friend, this type of interview may have occurred. It was not designed as a process to do
this, and there were likely very few of these, if any.

The model that was achieved at TDI was somewhere between the information extraction and the shared understanding models. As the
interviewers from TDI were ofvarying degrees of sophistication in interviewing, it was necessary to create aprotocol that allowed for the
interview to be conducted as simply a question and answer session - the information extraction model. There is no doubt that many of
the interviews were of this variety. The impact was that less information may have been gathered and less impact on the system created.

For the professionals on the research team, the interview protocol allowed for an enormous flexibility to engage in a shared understanding
interview acting as active interviewers. "The active interviewer is responsible for inciting respondents' answers. But the active inter-
viewer does far more than dispassionate questioning; he or she activates narrative production. Where the standardized approach attempts
to strip the interview of all but the most neutral, impersonal stimuli, the consciously active interviewer intentionally, concertedly pro-
vokes responses by indicating - even suggesting - narrative positions, resources, orientations, and precedents for the respondent to
engage in addressing the research questions under consideration." (Holstein and Gubrium, 1995) Moreover, using this technique, they
participated in the conversation, even responding to questions from the respondents. There was not time to allow the interview to be
completely open to new topics of discussion, but it is likely that this event occurred at times.

Through this approach, interviews became an opportunity to gather information and to educate in both directions. As the interview was
the most significant opportunity to create a positive impression of the project and thus an open mind to the results as well as gather more
information, the professional research team used the shared understanding model of the interview to create a relationship with those
being interviewed.  It was a logical building place given that the subject was gender, and recognition of bonds between people in social
contexts is more congruent with female development (Becker, 1986; Oakley, 1981; Standley and Wise, 1983). This approach was not
dissimilar to the "knowledgeable strangers" model of Sarah Evans (cited in Reinharz, 1992).

Most of what I have talked about has been the conversation between the two participants of the interview. But some of what is conveyed
is done so non-verbally. "Often members of a subordinate group cannot clearly articulate their frustrations and discontents [which] may
be expressed in inchoate ways such as laughter." (James, 1986) Observing the non-verbals, including the topics specifically excluded
from conversation, was critical in this setting where indirect and oblique discussion was the norm. The information gathered suffered
from this tendency at TDI. The professional research team was aware of this phenomenon and could compensate for it somewhat. The
members of the interview team who were from TDI could not. They were caught in the same web of norms and likely understood what
was being said but would not articulate it in their reports anymore than the person being interviewed would say it.

In addition to models, simple guidelines for effective interview protocols must include the right kinds ofopening questions that set a tone
for the interview, context ready to explain why a question was being asked. and some open-ended questions that allow the respondent (or
participant) the opportunity to explore a topic without boundaries or guidance (Hollway and Jefferson, 1997).
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taboo in an organization (or culture), few or no comments may be recorded
in a focus group on that subject. It demands that the researcher must then
determine if interview questions are necessary to confirm the issue under
the assumption that people will discuss taboo subjects in a one on one in-
terview where group norms can be set aside.)

This incredibly detailed, repetitive analysis of focus group data provides a
very strong foundation on which to build the interviews and their analysis

and interpretation.

3.3.3 Interviewing
Studies must be designed to influence the organization in the most positive
way during any of the steps, but especially the interview process. Inter-
views are usually the broadest base of exposure the research will ever re-
ceive. A final report can be ignored and, if read, has only one level of
impact, but a personal interview is a time of real engagement.  And it may
be the only time the senior managers give undivided time to the topic or
issue.  It is an opportunity that cannot be ignored or undervalued.  It is a
time when the person being interviewed is confronted with their own words
- often on a question they have never considered before. It is a time that
can be very personal. The interviewer must be trusted so that the person

being interviewed can find his or her own voice. Alllevels  of staff are  inter-
viewed but women and man-

In issues of gender, the responses and stories of women are especially im- agers are the two most valu-

portant. First, women are able to tell their stories to a listening audience, able audiences to interview.

there is a new understanding of "gender issues." Second, the stories they
tell are essential to describing the human system in which
they live - the system which needs to be understood if it is As I wrote this section, I found myself talking
to be improved. Third, as a group, women represent a small about the groups to interview as "audiences."

number in comparison to the whole so that the number in- How strange given that they were the ones talk-
ing to me, and I the one listening rather than vice

terviewed is likely to be a higher proportion than an equiva- versa. But the more I thought about the use of
lent number ofmen would be. It also gives more women the the word, the more appropriate it seemed. Lis-
opportunity (and exposure through the report, although tening to oneself is acting as an audience to self.

anonymously) to say what they need to say, and often they And if the conversation begins between self and

have had no other forum.  It acts as a cathartic in some cases self, then the role of audience begins with self.
and as a catalyst in others. Listening to their own stories
and opinions, they are often reminded that they can play a
role in making the changes in the institution as well.

Senior management is also an important audience to be interviewed. Often
the reason they are included in studies is because every consultant knows
that you *'must have senior management on board" to be effective. The
more important reason is that when senior managers are fully engaged in
the subject of the interview, they are influenced by the questions as well as
their own answers. (They usually assign a high value to their own opin-
ions.) If interviewed by experts on the subject, it gives managers a chance
to ask questions of the interviewer as well. And this possibility is a great

opportunity to convey the concepts of gender in the workplace. Done care-
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The interview questions

Instructions to the interviewer:
Introduce self. State the purpose of the study and this session and how the session will be conducted:

1. To help create a more productive community for all persons at TDI.

2. This session is to help us identify the diverse issues of women & men working together at TDI.

3. We'll be taking about an hour (75 minutes at most).

4. The results of this interview will be used to develop a report which will be given to the Task Force on Women. The final product
of this project is an action plan which the Task Force \vill be creating. (If asked: they expect to be done by end of calendar year.)

5. There will be no personal attributions made in the report.  We will keep this conversation in confidence.

6. There will be a number of questions which I hope you will answer as best you can from your experience at TDI.  I will ask for
examples and clarification from time to time.

7. The interview will be conducted in English.  If at any time, you feel there is a word or phrase which is better expressed in your
native language, please do so and I will record that answer and get assistance in the translation later. Any questions before we
begin?

Record: name, position (level indicator), department, country of origin, and approximate age.

Interview Questions

1.  What is the real mission of TDI as you see it in 1995?

What, if anything, worries you most about TDI? What excites you?

2.           Many TDI staff take tremendouspride in their contributions to the Latin American and Caribbean countries?  What has been for
you a stimulating, satisfying proiessional project or contribution?

Ask if FrC.  If so, what concerns do you have as a fixed term contract employee?  How does this impact your work?

Describe a typical day/week in your work. How many hours do you work at TDI? What hours do you work? What makes it
important to work after 6 PM?  Does this change when you are on mission?

How do you manage your family life with your work load?  How do your  responsibilities at home impact your effectiveness at
work?

3.            True or false:   When you ask a question about doing your job, it is answered to your satisfaction.   Why?

4.           What if there is something really important to you that you want/need to get done in TDI - how do you go about it?

5. What strengths do women bring to the work, what weaknesses?  Men?

For Administrative women (only)

6.             What do your supervisors expect from you as part of your job?

What hours has your boss said that you must be available for their work?  how does this affect you?  is this normal. exceptional,
regular, infrequent?  are you given overtime for this?  comp time? what arrangements must you make,if any, to accommodate
these demands?  what are they asking you to do during this time? do you get enough advance notice to plan your work well?

7.         How do you learn how to do a new task when it is assigned? What follow-up feedback do you get?

For those who  broke through  the barrier to become professional (only)

8.         Describe your path and how you achieved this grade level.

How did you get there?  how did it happen that you achieved professional status?  how did you do it?  how do you know that you
are now valued in your position? what contributions are you able to make today?  in what ways has this promotion pleased you
or displeased you?

9.         How do people get promoted?

How are staff selected, evaluated for promotion? Are there certain kinds of experiences that help develop a person for manage-
ment?

How useful is a mentor?  What is a mentor at TDI?

What do you need to do if you want to get into another position?  Even if this is a lateral move?

10. What does it mean, in TDI, to be rewarded?  What are the rewards?  How do  you get them?

(continued on page 60)
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fully, mostly at the end of the session so as not to interfere with the re-
sponses to the questions of the interview, dialog initiated by the manager
utilizes a powerful moment when great learning can occur. I am convinced
that this time is also effective to feed back some of the early findings.  It
may be the only time the manager is actually attentive and open minded to
the findings.

Staff,  at all levels, should be included  in the interviewing  so  that the  vari-
ous perspectives can be represented in the data.  If the researchers miss
something, it is most likely to be the subtle differences between how the
same issue is seen from the different ranks.  And it also gives everyone at
all levels the time to articulate the responses to the questions and, thus,
begin an internal dialogue between that individual and himself or herself.
This dialogue helps the issue gain in importance. Respondents see the
issues in their own language - usually a help when trying to convince
someone that they should consider a new idea.

All ranks would be interviewed with a higher proportion of senior manag-
ers and women professionals than the other groups. In all, 128 interviews
were conducted with 67 men and 61 women.

The interview questions must create an atmosphere of comfort and main- The interview protocol must
tain a non-threatening nature.  They must give the person being interviewed create the right impression.
the understanding that they are able to influence the final results of the
study. They should certainly gather information about the context in which
all of the interactions between men and women occur, and the bigger pic-
ture is needed to see how solving any problems might bring more benefits
to the organization. Lastly, the questions should demonstrate the serious-
ness of the task and its design to be open to the information received.  And
at the end, the interview protocol should include a close which allows the
interview to come to a natural and positive ending.

The interview questions needed to be developed to respond to the identi- 77ze questions must
fied issues and continue the positive impact of the research. The focus group expand on the issues.
findings pointed to several broad issues that needed to be explored in the
interviews.

(a) The native culture of the region was defining the roles of women in the

organization as those found only in social settings. Thus, women were

being held to a stricter and more narrow range of acceptable behaviors
than was necessary to perform as a professional.

(b) Like many organizations, women here were ignored and given less

respect than men.  They were often not heard when they spoke.

(c) Women perceived they did not receive the same rewards of promo-
tions, merit pay increase, and acting positions which were recognized.
Women perceived there was an artificial cap on them that was notpresent
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(Interview  Protocol continued from  page  58)

11. Citing specific behaviors, how do you express respect to others?  How do others treat you with respect?

Define what sexual harassment means to you. Using this definition, have  you seen or experienced inappropriate behavior
between men and women. Please give an example. Describe a time when you observed (or experienced) something which made
you uncomfortable.   If you had been this person, what would have been an appropriate sanction for the perpetrator of the action?

Other possible probes, use only if needed.
Are there times when you are treated, during the work day or at TDI functions, in a way that makes you fearful, intimidated,
uneasy? Please give an example of this treatment. (women only)

Have you ever seen something that made you wonder - or feel uneasy, about how a man treated a woman? Please give an example.
(men only)

12.        Use 2 words  for each interview.   (Select any pairing from below.)  Rotate words so all words are used at  least 5 times   Ask to
describe for each gender to get equal numbers  of  responses for both genders for €ach word.

You have just seen a man being (use two words, one at a time).  What is he doing?

You have just seen a woman being (use the same two words, one at a time).  What is she doing?

forceful/trustworthy offensive/professional
assertive/traditional competent/mean-spirited
collaborative/competitive aggressive/cooperative

13. Please describe an excellent working relationship you have experienced with the other gender.

How do you build effective working relationships in TDI?
If a colleague is the other gender, how do you build this relationship?

What impact does rank or culture have on how people build relationships?

14. True or False: Assignments are influenced by gender.  Why? (1'his rnight be volatile)

In meetin&s,. who has control and how is it demonstrated?  How are meetings structured, who participates,
how are aecisions made?

15.        How is change implemented in your department or work unit?

16. What policies or pressures have to be officially in place, and implemented to reinforce an effective and productive working
environment for everybody?

17. Including Latin and Caribbean country cultures, male and female cultures, developed and developing country cultures, Latin and
Anglo cultures, in what ways can TDi tap the skills and create a balanced environment among these cultures?

How can TDI articulate a clear vision with clear roles?

What aspects of the Latin culture could be used positively to achieve this balance?

Do you know of any model organizations in the International community which are achieving this creative balance?
18. Please complete:  "If I were President of TDI, I would..."

What should managers attend to and implement?
What can staff accomplish that managers cannot?

19. In one word, what do you bring to TDI?
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for men.
(d) Certain employee contracts had greater impact on women; for example,

if the contract had a limited number of years until renewal, women
who became pregnant in the last year of the contract were at greater
risk of non-renewal.

(e)  Men were unclear about the difference between compliments and sexual
harassment and when these were appropriate or not.  And some women
were blind to sexual harassment.

(f) Family appeared to be a taboo subject for all staff.

(g) Many women had given up.
Adaptations to the inter-

The questions were not designed to be directly related to each issue on a view questions needed to
one-on-one basis, but rather to ensure that each issue would be covered. be developed to respond to
Some groups needed questions unique to them. For example, managers the specific audiences
needed to be asked questions about how they made assignments which no being interviewed.
staff person could answer. Also, it was essential to know if managers be-
lieved the organization could change and how.

The issues of clerical/secretarial staff, because they are of the lower rank,
are always confounded with the issues of gender since most of these staff
are women, and the behaviors shown to women in all ranks have strong
similarities. Two questions were developed for these staff to address issues
unique to them.  Some of these women have over the years progressed to
ranks which are no longer considered clerical/secretarial. Their journeys
were always difficult and are most instructive of the innovative ways they
achieved this breakthrough.

Involvement  of members
If the client wanted to remain at arms length, then the task was to shorten of the  Task  Force  in the
their arms so that they could get closer to the research data.  We invited interviewing brought
members of the Task Force to join the team of interviewers. There were data to the Task Force.
several reasons why the client might not want to conduct the interviews.
Their reasons included their inexperience in doing interviews to not having
the time. My task then was to convince them that they could do it and that
their time was being well spent doing the interviews and the writeups. As I
describe later, I prepared scripts and gave them training on the interview
process. The more important thing was to convince them that "on balance"
their time was worth it. My main argument was that it would give them
direct access to the raw, unprocessed data to allow them to make their own
conclusions and confirm or reject the conclusions my team presented.
Moreover, their cultural preference for personal interaction convinced them
that they should do it. There were drawbacks as well. For example, if a
lower ranked woman was being interviewed by a higher ranked man, she
might not feel free to discuss an instance of harassment. Another drawback
would come from the data lost to the analysis of the results because the
interviewer was less experienced at probing-or even recording the detail.
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The number of interviews that was possible expanded, but the major ben-
efit was that it brought the members closer to the data early in the process.
Since this type of data has to be given time to be incorporated into the
thinking of the individual (much of the data can be disturbing to existing
opinions), this early connection was valuable. Conducting interviews them-
selves allowed this early connection to happen at least with a subset of the
data.

These individuals were not always experienced in interviewing and cre-
ated the possibility ofproblems in gathering data especially when the inter-
viewing was not directed toward a specific answer or purpose. It became
necessary to take individuals who were basically not interviewers and help
them become sufficiently competent for the task at hand.

First we redesigned the interview questions by simplifying them.  A work
session was designed where the interview protocol was explained in detail
to the members of the Task Force who would be interviewing. We began

by describing the overall objectives of the interview and then of each ques-
tion. I wanted each member to see the big picture.  In this way, they would
be more effective in asking probing questions as they would know what we
were trying to achieve. We covered why each question was included, how
it could be asked, how to ask for detail through probes and what likely
probes would work. Basic interviewing skills were presented and discussed
by the group.  They did not become perfect, experienced interviewers, but
they did become more comfortable in the role and thus more effective.

Since they were members of the staff, they could potentially be interview-
ing people they knew.  I believed this possibility could actually assist in the
data gathering since it would provide the necessary relationship (which is
important in their culture) right from the beginning of the session.  How-
ever, we also recognized that it would likely prevent sharing of hidden
stories unless the individual was very comfortable with the interviewer.
There was no effective way to manage this part of the process beyond giv-
ing instruction. And while many stories were probably not told as a result
of the use of staff interviewers, there were sufficient stories of a compel-
ling nature.

The worst case that could happen was that we lost data when a staff mem-
ber doing the interview did not probe sufficiently to understand a point
made by someone, or the one being interviewed withheld a story. Later
when reading through the results, we could spot an interview that had been
done with insufficient detail. On the other hand, if there was insufficient
detail because the information did not make it into the writeup, it did not
mean that it had not been said and, therefore, it was not lost to the system.
Because losing some data was possible, I made sure that my team inter-
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Interview was alreadv an intervention

"Inquiry and change are not separate moments but are simultaneous. Inquiry is intervention." (Cooperrider and Whimey,
1999)
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viewed a group that had the representation across rank and gender that we
needed to assure the data was sufficiently broad-based for the project. In
other words, the project could have stood on our interviews alone, but the
other interviews added depth and wider participation across the institution.
And the members of the Task Force would have immediate and direct ac-
cess to the findings from their interviews.

The Task Force was pleased with this approach. They recognized that they
had limited the number of interviews and eliminated the communication
program altogether and that theirparticipation in the interviews was a great
chance to begin the conversation with more people.  They also loved the
idea of having direct access to the raw data rather than only the analysis.

Interviews done by staff were not as rich by and large as those of the pro- Interviews done  by staff did not
fessional consultants.  Loss of this richness was not always due to a lack of always  have the  quality  of the
skills although it did impact some of the interviews (and these were quite professional interviewer.
obvious.) It had more to do with the interviewer not recognizing what needed
to be written down or not asking the appropriate probes or hearing the
nuances. Often simple phrases were recorded instead of the full sentences
and the paraphrased comments needed for clarity. Since the number of
interviews done by the professional team was large, that sample was suffi-
cient alone to allow for excellent reporting. The greatest loss was probably
the stories of women who had felt they had been discriminated against or
harassed or ignored. Internal staff just did not understand the value of
capturing these no matter how small. (There were certainly exceptions.
Some of the interviews done by staff were as professional as those of the Interviewing alone impacts
consultant team.) the organization.

When anyone is interviewed, the answers to the questions
build consciousness on the part of the one being interviewed. Modeling right behaviors meant taking risks.
Often the statement is made when asked a question,'1 never
thought of that until you asked me." When people make this Only one of the task force members felt unsure

statement, they are saying that they never thought about the about her ability to do the interviewing compe-
tently.  I remember her shyly asking if she couldissue carefully before. Care during the interview allows them
be excused from the exercise. I encouraged her totime and opportunity to get in touch with how they feel about do it rather than worry about the potential loss ofthe topic.  If they are answering in a"politically correct" way, data.  She was of the lower ranked staff on the

they are still having to take time to think about how they Task Force, and I felt an obligation to support her
should answer and, therefore, are spending time thinking potential - she was otherwise an extremely com-
about the issue. Often those being interviewed thank the in- petent individual. This stretching was also a way
terviewer for calling to their attention something they had to model the behaviors I wanted the organization
not considered. Sometimes they would draw analogies to to do with women who were about to do a new

their own lives and speak of new perspectives they had al- task and felt unsure ofthemselves. Intheend, her
interviews produced less than a normal interview

ready gained. The interview was already an intervention.
did, but I believe it was more due to her reluc-

We had changed the organization as we observed and lis- tance about her ability rather than her actual abil-
tened to it. ity to elicit the information in the interview itself.

For example, the most revealing question to the managers
was the one which asked about how often they called upon women of their
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staff to do high exposure tasks or projects.  As they named the people on
their staff in whom they had strong confidence, they often mentioned that
they were surprised at how many women were on the list. They often
congratulated themselves on this and tried to say how the citing of women
in answer to the question demonstrated that they did not discriminate against
women. They often said that they also did not recognize the women on
whom they depended. Later when the results were reported, the entire
Task Force was surprised at the real dependence on women that the manag-
ers expressed through this question. (The proportion of times when man-
agers called upon women to assist in high visibility projects exceeded (sig-
nificantly) the proportion of women in the organization at those levels.)

In the interviews by the professional consultants, there was also the oppor-
Interview assignmentstunity for the individual to ask the interviewer questions. As experts, we allowed the professional

can and should take the time to provide information to the questioner.  The consultants to provide
important thing for the interviewer to do is to respond in a manner that does

managers with addednot prejudice further responses.  Then it becomes an opportunity to insert confidentiality and access to
concepts, theories, and even impressions of the findings which are clear

expenise  if they  desired it.even when all of the interviews are not complete- especially when they
are findings which are positive about the organization and put energy in the
system. Sharing positive findings is incredibly important. Positive infor-
mation that energizes the system usually primes it for receiving the final
message even if it is a hard one.  It also allows time for thinking about the
information received when it is given early in the process.  And this type of
information requires rumination time.

The team and Task Force members were to be assigned to particular ranks
disproportionately so that the managers were covered mostly by the pro-
fessional team. This assignment allowed the managers to feel freer to ex-
press themselves without the fear that their comments might "leak" into
the organization. (Although the interviews were said to be strictly confi-
dential, it is impossible to make that believable when the person interview-
ing you is part of the organization. They cannot forget what they heard
even if they never share it.  And in this organization, nothing was consid-
ered truly confidential when said to anyone else inside the organization.)
Otherwise, the interviews were to be spread randomly. The gender of the
team member was not a consideration in the assignment.

Each interviewer was required to transcribe his or her own interview notes.
These were transmitted electronically to me with only sex, rank, approxi-
mate age, number of years at the organization, and national origin indi-
cated for each interview. Analysis was limited, however, to sex and rank
only due to time limitations.

3.3.4 Analysis of the Interviews
Each transcript was reviewed, and all points and comments were once again

divided into "completed thoughts". In the end, there were just over 6000 of Content analysis was
these. Each of the completed thoughts were then tagged for the person's done on the data from
sex, rank (as a grouping), age (approximated by decade), number of years the interviews.
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resulting tables

The data were presented in simple tables by topic area. The title ofthe table often expressed a conclusion from the table with
an explanation of the contents of the table beneath the title. Other times, the title reflected simply the contents. The use of
the conclusion was to aid the reader in understanding the message of the table.

The categories of staff being examined were presented as the rows of the tables. They were first presented by sex: men and
women. Second, they were presented by staff level across both sexes. (In some studies, the client prefers to have the staff
levels presented by sex as well.) The categories of the responses for that topic were presented as the columns. In each
column, one or two figures were presented. The first was the number of responses from that category of staff for that
category of response. This was often omitted from the final presentation. The second number showed the percentage that
number represented of all responses for that category of staff. Thus, the percentages added up to 100% across the row.

In addition, the columns were arranged in order of the most frequently mentioned category of response over all categories
of staff. Thus, in this example, the first response listed is called "The work" representing 64% of the responses across the

population of respondents.

Table 4.5.2: What gives staff excitement at TDI
(percent  of responses,  by  level,  by  gender  -  sum horizontally)

The work The people The Other Total

Genc r/Position institution

n % n % n%n%n%

Men 16 64%1 7 28% 1 4% 1 4% 25 100%
Women 18 64% 5 18% 4 14% 1 4% 28 100%

Total 34 64 12 23% 5  9% 2 4% 53 100%

Administrative 1 25% 1 25% 1 25% 1 25% 4 100%

Professional  29 73% 7 1890 4 10% 0 0% 40 100%

Manager 3 38% 4 50% 0 0% 1 13% 8 100%
Executive 1 100% 0 0% 0 0% 0 0% 1 100%

Total 34 64% 12 23% 5 9% 2 4% 53 100%
Source:  Interviews with TDI staff
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at the organization, and country ofnational origin. The questions and their
responses were now grouped by issue. All responses for an issue were then
read through two times to identify the major messages. The messages be-

came categories into which the responses were then separated.

The analysis becomes very judgmental at this point.  It is a matter of what
the researcher thinks that determines what messages and categories are
defined. Personal biases can disturb the meaning of the data.  To help
balance this, the responses were reviewed by at least two members (prefer-
ably a man and a woman) of the professional team independently.  The
categories had to be agreed to by both of the reviewers before they were
used in the final analysis.

The responses were sorted by category.  If the number of responses was
very high or the responses were highly variant among themselves, subcat-
egories were then defined, and the responses sorted into these. Again, the
subcategorization was agreed to by at least two members of the team.

Where a response simply did not fit into any of the categories, it was set Some responses do not
aside into an "other" category.  At the completion of the step, each of the fit the issues.
other responses was reviewed for its relevance to the study. For example,
some comments reflected reactions to a restructuring that the individual
felt strongly about and the interviewer captured them in the data before
realizing the thrust. These types of statements were eliminated from the
analysis.  Some of the other comments were really about another topic or
question, but the comment had been made as a natural progression in the
thinking and talking of the respondent and so were simply misplaced com-
ments given under one question but dealing with another. These comments
were moved to the correct category and added to the existing responses.

Finally, some of the other comments were truly 'other' in nature.  They
were identifying new issues which the focus groups had not talked about.
There were very few of these identified. They remained in the analysis as
new issues.

When every response had been dealt with, the files were then prepared for
the final step of the analysis. The comments from men and women were The responses wereseparated. When sorted this way, it sometimes became obvious that the examined by sex to deter-
comments from each were really saying different things. In these cases, mine  if perceptions  arethe responses for the group were resorted into new sub-categories based on different for a particular
the responses by sex. Sexual harassment is the most common area where issue or category.
this occurs, because men and women describe it so differently that a single
set of subcategories simply does not convey the different messages being
given.  But many of the issues described by men and women use the same
terminology.  They may respond, however, in different proportions.

After the responses are divided by sex and the subcategories of the re-
sponses are determined by the research team (the same or different for each
sex), the number of responses by rank for each of the sexes is then counted
and percentages calculated. The resulting tables become the basis for the
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tabular form
Example page from bnefing notes.

STRENGTHS ON WHICH TO BUILD

has high consistency across all staff.

Financing
and Focus on Responsive

Economic technical social to political Resource Unsure of

developnnent assistance sectors reality transfer mission other

Male 51'            15           10            8          8        7           2

Female 41  16  19  19  3 3 0
Total          47                   15                 13                  12               6            5                 1

Economic development "To facilitate economic development in our region. How we
can help member countries improve the quality of life for
people in these regions." (m)

"TDI's mission is to contribute in a meaningful way to
political socio development and well-being our Region using a
fundamental principle which is parmership and doing so in
a way that respects the identity and values of those involved." (w)

Financing and technical "One constant - to be financial intermediary between
assistance provider of funds and our client countries." (m)

A cauldron of knowledge for helping countries. (m)

Focus on social sectors "I see TDI as a catalyst, not the biggest player but a strategic
one which can pay attention to those issues not of concern to
commercial banks, such as welfare of the region and the
greater good of its population." (w)

Responsive to political reality "1'DI doesn't seem as important, because the sectors have

changed, and TDI has adapted to the situation in the
countries." (w)

Resource transfer "Press says we must (do more). (They mean for us to give)
seminars, purvey best practices, push countries in direction
they might not otherwise go.  Our real value has to be more
than resource transfen" (In)

Unsure of mission "Same as ever was but in an environment of uncertainty as to
the role TDI should assume in light of the changes our

region." (m)

Additional pages were provide for the other issues.  Each was similarly formatted but
adapted to the data as appropriate.

' All numbers are percentages unless indicated otherwise.
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discussion on the meaning of the findings. These detailed tables are an
intermediate product used in analyzing large amounts of text to assist the
researcher in locating trends. All tables are presented as percent responses,
by level, gender, and category. The categories are determined after review-
ing the data and not predetermined. Percentages add up horizontally. Col-
umns are presented in order of frequency (in percentage) of all responses
from highest to lowest. Occasionally when it adds to understanding, some
statistics about the responses are included as notes to the table. (See sample
table page 68.)

The complete set of tables can be found in Exhibit 4.5. Single briejing of Task
Force is partially effective.

3.4 Creating Conversation
I had asked for two days of time, off-site, to present the Data with discussion changes people's minds.
early results from the interviews.  My plan had been to
present a portion of the findings and give them ques- As they talked about how clerical/secretarial women areoftendeni-
tions to consider as a group. My experience in the past grated inthe workplace, one professional woman saidthat she found
was that this process gave time for genuine discovery      it hard to empathize with the comments (although she agreed with
of what the findings meant to the group. At the end of them), because she was aware that, as aprofessional, she is usually
the two days, expressions like, '1 understand these is_ referred to by her first name when men are more often referred to

sues so much better now" were common.  But I was as Mr. So-and-So. One of the members of the Task Force who was
a clericaisecretarial woman then told a story. She described howgiven only one day in a cramped conference room at
she and other women in her position use Mr. when addressing menheadquarters (being at headquarters was a last minute
to keep a certain distance between themand the man.  She then toldchange). The day went from a dedicated 7 hours to 5
why.hours of interrupted time as some of the participants

came and went depending on their schedules.  The re- She said that if she used theman's first name and, thus, established
sult of the day was that by the time they reached places a friendlier relationship with him, she would shortly begin getting
wherediscussion was necessary for agreement, they had requests for small personal tasks to be done from the man such as
little time or the necessary parties were not in the room. picking up his cleaning, getting coffee, fetching his travel advance,
They lost a lot as a result of this limitation they had etc.  And she did not want to have to be put in the position of hav-

ing to do these things or to actually say no to a request.imposed on themselves.

The primary approach  was to present the findings of Suddenly a new realization came over the group. There were two

one of the issue areas in tabular form plus a set of quo- sides to this story, and ifprofessional women understood this, they
might interpret the way they were addressed differently. It becametations from the data. After describing how to read the very clear from this explanation that if there were more opportuni-

material, the question was asked, "What do these find- ties for all women, regardless of rank, to come together to discuss
ings mean for women?" This simple question was suf- these kinds of things, better understanding and less misinterpreta-
ficient to begin the conversation about the subject  of tion would occur.Areal appreciation was gained for the point made

the table. Selected pages fromthe briefing are presented earlier in the findings that women -getting toknow one another on

on the previous page.
a new level of appreciation" could bring real benefits. It was a per-
fect example of how both data and discussion together can change
things.The harassment issue was treated differently. After giv-

ing a short description of the differences between sexual The immediate impact on this group of this small interchange was
harassment, gender harassment, and sexism,  a  set  of       that they began explicitly asking forher perspective on the topic at
examples were listed. The group was asked to deter- hand-something they had not done before.

mine which each one was. This exercise was a power-
ful means of gaining clarity on an issue which was particularly vexing at
this organization.
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In spite of all of the constraints placed on the situation, the group got many
things done. By the end of the day, they clearly understood the differences
between sexual harassment, gender harassment, and sexism. They did un-
derstand that the clerical/secretarial women had another set of compound-
ing issues to address. They did understand the strengths which the organi-
zation had to help it deal with the issues of women.  They did understand
what it meant to see others only in their social roles. They began to see that
women and men perceive things differently and use different language for
the same "truth."  They also were able to interpret the findings from the
organization's perspective, changing some of my wording to that which
was more meaningful to them.

What the group did not have time to do was realize they were in agreement
on the majority - by far - of the material, and nothing energizes a group
more than knowing what agreement exists within it. At the end of the day,
their focus remained on their differences rather than their agreements.

3.5 Lessons from the Design and Execution
Lack of time, interaction, and opportunities for learning impeded the ac-

Time, exposure, andfull
ceptance of the work of the Task Force - even by its own members. Orga- discussion are essential
nizations hear difficult messages best when they are given in small doses, for developing the
over time, and with discussion to create meaning.  What it means to be a meaning  of the jindings
woman in any organization dominated by men is a difficult message and to the participants.
requires time to understand and to allow acceptance to take place. Without
discussion, the meaning can be reduced to an us-versus-them attitude.  With
discussion, there is the possibility of hearing new ways to interpret what it
means by exploring it atthe personallevel. The original design ofthe project
included on-going, two-way communication among the Task Force mem-
bers, the research team and the staff. Two-way communication was elimi-
nated from the project altogether.

The working sessions with the Task Force were reduced to a single day of
reporting. This day was insufficient to allow the members ofthe Task Force
who did not accept the premise that women had a harder time in the orga-
nization to appreciate the full meaning of the data, nor to come to full agree-
ment on the solutions. One thing that was striking is that those Task Force
members who had joined the interview activities did come to understand
the meaning of the issues, and some of these interviewers were ambivalent
at the beginning of the project. Their own discovery of the data made it
possible for them to think about what they heard over the course of the
project and become supporters ofthe women's perspective. Those who did
not participate in the interviewing were the ones least likely to come to Impact  suffered »m  lack  of
agreement at the completion of the project on the  seriousness  of the issues time, exposure, and discus-
identified. sion of the findings.

The task force did not develop a unified interpretation of the findings. This
inability to come to a single interpretation was a significant loss to the
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women of the institution. Without the complete acceptance of the Task
Force members, there was legitimacy for disagreement with the findings.
The desire to create a new framework of an improved working environ-
ment for men and women working together suffered significantly. And
those who most needed to see another perspective were given a reason for
remaining aloof from ever considering it.

As a result, the burden came to writing a compelling report and hoping that
communication vehicles could be developed after the project. While the
report was extremely well received by the believers, those who did not Acceptable confrontation
accept the possibility of an  issue were able to stand on the sidelines regard- has been createdfor sonle.

less of how powerfully the report argued the points.

But conversations did begin. Women and men had new language to use
around a topic which had been described only in social terms before this
work. Women were talking with other women - even across the barriers
of rank. And there is no indication that any negative reactions have oc-
curred as a result of the research and its design.

This project was a beginning less than could have occurred with com-
mitment to cornmunication and discussion, and more than if the project
had not defined the new language and created the new opportunities for
women to know that their concerns were shared by others.

3.6 Introducing the Findings
The final report had to immediately establish three points with its readers.
The first was to establish the validity of the findings. As a very quantita- Introducing the jindings
tively-oriented organization, the qualitative nature of interview results could requires sensitivity to the
easily be dismissed. This aspect was addressed early on in the preface culture ofTDI.
through the use of analogy:

"When examining an economy, numbers are important to define it. When
examining a language, words and syntax are important to define it. When
examining a work environment for people, perspectives told through sto-
ries and perceptions are important to define it. This study has been of this
last variety."

The second point was to firmly convince the readers that there was value in
reading the report as TDI already had significant common ground between
men and women on which to build and strengths in TDI that could be used
to deal with the issues found. I wanted to establish that in their professional
capacity, men and women were not as dissimilar as they thought and had
much common ground on which to accomplish the changes being sought.

There was a strong attempt to not affix blame. Readers of any management
study always assume that the report will be all about problems and their
"source." While reporting problems and sources  may feel very efficient, it

75



is only efficient for transmitting information, not for creating change. Any
good management study also learns and reports what characterizes the or-
ganization and drives it. The organization needs to know enough about
itself to know what to draw on to energize the change, and the locus of
blame is the last source for this.

Third, the introduction briefly told how things were done and assured the
reader knew that "as in all analysis, generalizations are made to focus on
major findings and trends. Thus, attributions to men or to women must be
interpreted as such and not as a reflection on specific individuals. When
generalizations are made, it means that the point was found to predomi-
nate. This report recognizes that individuals always differ in the particular,
even as they are part of building the general." This quotation can be found
in any report that I produce on issues of gender in organizations. It helps to
give readers the freedom to say that they are different - as they likely are
- without dismissing the results. (To assume that the entire readership
understands the principles of statistics is inappropriate.)

Yet another area important to explore early in the report is the culture of the
organization that tends to define how actions are interpreted and acted upon
themselves.  I usually do not call it the 'culture', preferring the expression
the   'context  of the working environment'  or more simply, the 'context.'
This language avoids the temptation to discount the outsider's interpreta-
tion of the culture that those inside believe is difficult to learn and, in some
organizations with which I have worked, even unknowable by those not
growing up in it. While it is true that learning the subtle behaviors of any
culture takes significant time, the obvious ones are just that - obvious.
Those within the culture may never see the obvious ones because, like the
air they breathe, they have become invisible to them even though power-
ful. Seeing these helps the reader understand the behaviors which are de-
scribed later in the report and provides a common language to use to de-
scribe what is happening - a language that is neutral of blame.

At this point, I have introduced all that I can to give the reader hope and
energy to believe that the problems that are about to be described are not
done so as to affix blame but to inform and help reify the issues so that
solutions are a natural outcome.  In the report, I rarely,  if ever,  use the term
'problem' preferring to simply describe the situation. This approach is an

attempt to show that differences in perception and opinion are simply dif-
ferent, with no judgment on the perceptions, only different impacts.
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4.1 The Context

TDI is a multilateral institution whose mission is to help developing nations within a certain geographic region of the world serving more

than 20 countries. Most of the 3000 staffofTDI come from that same region. And while they have come to the host country to work, they

remain deeply connected to their home cultures.

This chapter reflects the report given to the core group at the completion of the project. Its style and format are direct, simple and full of

quotations from those interviewed. The headings were designed to allow the reader to quickly see what was presented within the section,

paragraph, or table. In all, the intent was to convey the findings in an engaging manner that would help the reader to understand what had

been learned and the meaning derived from it. Consistent with a learning environment. it was also designed to be encouraging rather than

accusatory. It begins with the strengths of the organization in relation to its mission so that the messages that suggest change are built on

a capability to respond to those messages. Again, the chapter remains as close as possible to the original used with the client without

revealing the identity.

The purpose of this chapter is to present the findings as they were sent to the client. As in previous chapters, I have used the left pages to

expand on the information. In this chapter, the left pages will be used in particular to expand on the tables as presented to the client. A very

few other comments have also been added to the left pages.

Quotations
Using direct quotations allows the reader to identify with the data. Knowing that the quotations come directly from the staff of the

organization and knowing when the comment is from a woman (w) or a man (m) helps the reader to distinguish themselves from the

quotations or to embrace them as representative of their own perceptions. In either case, it makes the data very  'real' to the reader, often

conveying a feeling as a story might. While the reader may disagree with the quotation, she or he cannot disagree that it was said and so

must embrace it as part of the data to be considered.
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4. Results: Toward a More Pro-
ductive Community for Men
and Women at TDI
4.1 The context of TDI
TDI acts as a bridge between the industrialized countries of the northern "There  is  afeeling  of solidarity to  the

hemisphere and the developing countries of its region. This role is more [regionl.   [People work at TDI]  not just as
a living, but as a place to help otherchallenging today as the needs of the home countries change in response people."  (m)2

to the rapid technological changes occurring everywhere in the world and
in response to the growing recognition that all peoples have a contribu-
tion to make to solving global problems.

Within TDI a mini-model of the region- adjusting through innova-
tion and continuous learning are essential. Both innovation and learning
occur within a working environment where all ideas are not only toler-
ated, but encouraged; where talents are developed through work opportu-
nities and individual performance; where people from diverse cultures,
both genders, and all ranks feel free to contribute their ideas, knowing
they will receive full consideration; and where individuals feel accepted
as professionals,1 respected for their contributions regardless of their
rank.  Creating this environment of innovation and learning should be
one of TDI's most important objectives,  and TDI  has real strengths  on
which to build this.

1 The use of the word "professional" here is not to be confused with rank.
2 When interview quotations are used, an indication of whether a man or a woman staff member or manager made the

statement is given through the use of the letter "In" or "w" (respectively) in parentheses after the quotation.
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How to read the tables
The tables in this chapter are the same ones used with the chent, reflecting the desire to have this dissertation represent as closely as
possible the manner in which the work was done with the client. The title of the table attempts to capture the message of the table rather
than a description of the variables contained in the table. Thus, rather than call it something like "Work Satisfaction by Gender", the title
reflects that men and women use similar language when talking about why they are satisfied with their work. The names of the columns
and rows indicate the variables that are being presented. This simple way of presenting the data helps the client to read the tables quickly,

getting the message of the data across rather than becoming lost in the detail (Tufte 1983). There is an additional benefit of this approach.
Criticism is often considered more valuable than praise in the business setting, obfuscating the meaning and therefore, limiting action

(Pfeffer and Sutton 1999). Criticism is also a way to avoid dealing with the meaning of the information. By limiting what can be
criticized, the reader can get at her or his own interpretation of meaning more quickly.

The categories of the comments and, thus, the names of the columns, are determined in the analysis of the results as described in Chapter
3. The table is reported in percentages only. The percentages add up to 100% for each row. Thus, 20% ofthe comments ofmen were about
impact, 20% were about the challenge and autonomy of the work, and so forth across the row. Percentages add up to 100 horizontally. An
alternative and more complete reporting of the table may be found immediately below. Note that Table 4. la has been inverted so that the

columns of Table 4.1  are now shown as rows. This has been done to assure that all categories of data can be shown on a single page.

(Another presentation of the data at an even more detailed level is presented in the Annexes under Exhibits 4.1 through 4.5.8)

In Table 4.la, the number of responses is also reported, as well as, the chi-square for each category (each row of the table represents a
single category). In addition, an overall chi-square across all categories has been calculated and is reported at the bottom of the table.
Significance of the chi-square at the 10% level is indicated by an asterisk. While some of the n's are small in the individual tables (they
range from 15 to 507 items for TDI), they represent an overall n of approximately 6000 comments.

Table 4.la Women and men are satisfied with the work of TDI for similar reasons.
Queston:  Many  TDI  staff take  tremendous  pride  in  their  contributions  to  the  region.

What  has  been for you a  stimulating,  satisfying  professional  project  or  contribution?

Men Women           Total         %2 by content
Content category n % n %I n % I category*

Impact of my work 4 20% 8 29% 12 25% 0.6801

Challenging, with autonomy 21%4 20% 6 21% 10 0.0961
and responsibility
Teams and teamwork, 4 20% 6 21% 10 21% 0.4806
participation of countries

Intellectual stimulation 5 25% 3 11% 8 17% 0.5919

Other 3 15% 2 7% 5 1090 0.2317

Quality results 0 0% 3 11% 3 6% 3.4255*

Total 20 100% 28 100% 48 100%

%2 over all content categories 1.9286

*Asterisk indicates significance at 10%. A description of how %2 was calculated can be found
on page 82.
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Any study that looks at the work environment for men and women finds
many challenges that individuals must face everyday in accomplishing their
work simply because they are different from one another. Before begin-
ning the description of the differences between men and women, this re-
port begins with a discussion of the real strengths existing at TDI where
women and men come together to help other people of the region.

Although staff claimed to feel confused about the mission of TDI, their "TDI's mission is to contribute in a

descriptions of the mission were remarkably consistent.   Only 5 percent of meaningful way to political and

the comments said that the mission was in question. This consistency in social development and well being
in the region using a fundamental

the minds of staff about the mission of TDI means that each staff member principle which is partnership and
is working toward the same thing regardless of the work.   Rather than be- doing so in a way that respects the

identity and values  of thoseing dissipated, effort is focused, and focused effort is a strength.
involved." (w)

The obvious connection to the region that all staff feel, regardless of their "TDI is a cautdron of knowledge
for helping countries." (m)

country of origin, adds to this strength. Although there were no quotations
which expressed this connection, it was expressed through the obvious ex-
citement on the faces of the individuals being interviewed as they talked
about what TDI does and is able to do for the region.

In a world that moves rapidly and increases in complexity every day, this
single, unifying characteristic gives an energy to any endeavor undertaken
toward that mission.

There are many similarities in what brings satisfaction and enthusiasm to
men and women who work at TDI. The small differences in perspective
actually build to improve end results.

Men and women alike are enthused most about the work they do here and "Satisfying  to  go  back six or

second, by the people with whom they work.  They become satisfied (Table seven years later and see the

4.1) not only when they see the results of their work but also when they are
working." (m)

programs implemented and

challenged, given autonomy in their work, and when they work with good
teams, often because they involved people in the country in a meaningful

Table 4.1: Women and men are satisfied with the work of TDI for similar reasons.
(by percent of responses)

Challenging, Teams and
with teamwork,

Impact of autonomy and participation Intellectual Quality
my work responsibility of countries stimulation Other results

Male 20% 20% 20% 25% 15% 0%
Female             29                       21                          21                         11                      7                11

Total             25                 21                    21                  17               10             6
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Chi Square Calculations

Definitions
The term dimension refers to the topic of all elements of a table. For example, in Table 4.1, the dimension is 'satisfaction'.
The columns of Table 4.1 are referred to as content categories within that dimension. These columns become the rows of the paired tables,

for example, Table 4. la is paired with Table 4.1.

Method
Chi-square was calculated for both the dimensions and the content categories within each dimension.

To test each dimension, the expected values were calculated to reflect as if women and men had responded proportionally the same in
each content category. Thus, they were derived by first calculating the ratio of each individual content category total (men and women
together) to the total for the entire dimension (men and women together). This ratio was multiplied by the total for women across all

content categories. This was done for each content category in the dimension and compared to actual values. The number of degrees of

freedom used was calculated by taking the number of content categories and subtracting 1.

To test each content category, the actual values were gathered by taking the values for women and the values for men in each content
category. In all cases the actual range had only two values, one for women and one for men. The expected values were calculated by
dividing the dimension total for each gender by the dimension total across both genders. Each content category total was multiplied by
the respective gender ratio to give a number that represented the value of each gender total by content category if men and women had
responded proportionally the same.  In all cases, the number of degrees of freedom was  1.
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way. The responses showed that women were somewhat more likely to value the         "My idea was strongly resisted,
but I walked by the other day and

impact of their work and its quality, and men were somewhat more likely to say that
it was implemented." (w)they valued the intellectual stimulation of the work. It appears that women look

more at the results and men their contribution to them.  In the end, these two per-     "This project was coordinated by
a  group  of highly  qualified,

spectives, while slightly different, actually support a more comprehensive approach motivated nationals who had
to the results. ownership  of this  project.

Ownership is important." (w)

TDI is in an enviable position in that it has a strong sense of mission combined with         "/tg not us versus them.  It's us

staff who have much in common regardless of all the superficial differences. This together." (m)

could not be a better foundation on which to build a program for improving the
working environment further still.

The culture ofTDI creates a strong context in which staff must work. TDI acknowl-
edges diversity but does not always honor it. Both men and women use roles from
their social lives (as opposed to ones ofthe workplace) when relating to each other.
Work is done through informal means and depends on relationships. Focused on
analysis and methodology, behaviors which reflect human values are often seen as
'emotional.'  With this cultural context  in  mind, the remaining parts  of the report
can be better interpreted.

TDI, like any complex organization, sanctions and uses a number of structures,
norms, and practices that establish rules and routine, and affect the work-life of
every staff member. Typically, these structures, norms, and practices function as
the glue that holds organizational components together; they include elements such
as the promotion system, performance evaluations, assignments, the compensation
system, communications patterns and protocols, product expectations, and so forth.

The data suggest that several of the organizational structures at TDI, including pro-
motions and the norms associated with working relationships, are powerful and
may affect men and women differently.   The rest of this report discusses the areas
that impact men and women differently and attempts to give some rationale for,
and insight into, them to assist in developing any response to the findings.

4.2 The promotional process is unclear, appears to adversely
ajfect women, and has the potential to undermine further the
credibility  of women  staff members.
Promotion systems are central to the work life of organizations like TDI.  Not
only is promotion inextricably tied to staff member self-esteem, but also, because
TDI hires staff members into career track positions and because positions with
TDI are highly valued and aggressively pursued, promotions become central both
to staff satisfaction and organizational productivity. However, the data suggest
that promotional practices hold women at a disadvantage and even potential
jeopardy due to several critical dimensions.
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Tables 4.2a through 4.5a all were derived from responses to the questions: How do people get promoted? How are staff selected,

evaluated for promotion? Are there certain kinds of experiences that help develop a person for management? What do you need to do

i f you want to get into another position? E:·en if this a lateral move?

Table 4.2a Requirements for promotions
Men Wonnen Total %2 by content

Content category n % n%n% category*

Things individual should 15 36% 15 29% 30 32% O.4157
have to get a promotion

Non-transparency 11 26% 15 29% 26 28% 0.0730

Things the individual can do 7 17% 16 31% 23 24% 2.2152
to help get a promotion
Things uncontrolled directly 9 21% 6 12% 15 16% 1.5621
by the individual

Total 42 100% 52 100% 94 100%

%2 over all content categories 1.6600

Table 4.3a Non-transparency

Men Women Total %2 by content
Content category n % n%n% category*

Process in non-transparent 8 73% 8 53% 16 62% 0.2003

I don't know 3 27% 7 47% 10 38% 0.9346

Total 11 100% 15 100% 26 100%

%2 over all content categories 0.4267

Table 4.4a Things individual should have to get a promotion

Men Wornen Total %2 by content
Content category n % n%n% category*

Relationships with boss 6 40% 12 80% 18 60% 1.0630

Competence/ experience 5 33% 2 13% 7 23% 2.1116

Performance 1 7% 1 7% 2 7% 0.0228

Solid reputation 1 7% 0  0% 1 3% 1.2438

Mentor 1 7% 0  0% 1 3% 1.2438

Seniority 1 7% 0  0% 1 3% 1.2438

Total 15 100% 15 100% 30 100%

%2 over all content categories 3.1429

*Asterisk indicates significance at  10%. A description of how %1 was calculated can be found
on page 82.
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For example, when staff were asked what individuals can do to affect the
promotion process, almost half of the com-
ments indicated either that the promotion pro- Table 4.2: Promotion Factors
cess was non-transparent or that it was gov- (in percent of responses)

Things
erned by factors beyond the control of the in- Qualities the Actions the uncontrolled
dividual, as illustrated in Table 4.2: Promotion individual individual Non- by the
Factors. Additional probes revealed that, of should have can do transparency individual

staff who believed that the process was unclear, Male 36% 17% 26% 21%

62 percent (and 73 percent of males) believed Female             29                 31                  29               12
that unnamed and unaccounted for or unac- Total  32  24 | 28 16
knowledged factors influence the process (see
Table 4.3: Non-transparency of the promotion
process.). The remaining 38 percent (and 47
percent of females) indicated that they did not Table 4.3: Non-transparency of the promotion process.know the process. Upon further investigation, (in percent of responses)
however, researchers found that respondents

% of male % of female % of all
meant that they did not understand how all the

responses responses responses
factors, especially undefined factors like poli- The process is 73% 53% 62%tics, entered into promotional decisions. non-transparent.
Therefore, both groups meant that the promo- I don't know what

27          47         38tion process remains non-transparent to many the process is.
of those it affects.

As indicated in Table 4.2,32 percent of comments were that there were
qualities staff "could have" to influence promotions. When asked what
those qualities were, respondents identified a number of factors that might
contribute to the process, as illustrated in Table 4.4: Qualities the Indi-
vidual Should Have to Get a Promotion. At least three important points are
revealed in the data. First, males believe that there are more factors at
work than do women. Second, only about 30 percent of all respondents
(40 percent of male comments and 20 percent of female comments) be-
lieved performance and competence contribute measurably to the process.
Third, and most importantly however, 60
percent of the comments (40 percent of male
and 80 percent of female) believe that a good

Table 4.4: Qualities the individual should have to get a promotion.
(in percent of responses)

relationship with your boss or other persons
in power is the critical factor. % of male % of female % of all

responses responses responses

Additional probes revealed that the impor- Relationship with boss
tance ofthe relationship with the boss orper- (or others in power) 40% 80% 60%

Competence / experience                33                 13                 23
son in power revolved around the belief that Performance                                  7                 7                  7
politics plays a role in promotions.  The re- Mentor                                         7                 0                  3
lationship with your boss becomes a strat-                                                   7               0               3Seniority
egy to navigate the politics ofpromotion and Solid reputation                                7                   0                   3
to mitigate the non-transparency of the pro-
cess.
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Tables 4.2a through 4.5a all were derived from responses to the questions: How do people get promoted? How are staff selected,

evaluated for promotion? Are there certain kinds of experiences that help develop a person for management? What do you need to do

if you want to get into another position? Even if this is a lateral move?

Table 4.5a Actions the individual can take to help get a promo-
tion Men Women Total %2 by content
Content category n % n%n% category*

Ask 1 149b 5 33% 6 27% 3.1111*

Take a test 1 14% 3 20% 4 18% 1.1500

Engineer a promotion 1 14% 3 20% 4 18% 1.1500

Be assertive 3 43% 0 0% 3 14% 3.4255*

Be aware 1 14% 1 7% 2 9% 0.0000

Fight 0 0% 2 13% 2 9% 2.2676

Perform 0 0% 1 7% 1 5% 1.1259

Total 7 100% 15 100% 22 100%

%2 over all content categories 2.8444

*Asterisk indicates significance at 10%. A description of how %2 was calculated can be found
on page 82.
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"A person should have goodPolitics as a factor in promotion was viewed as a critical reality.  In fact, relations with their immediate
many respondents indicated that connections, even more than performance, supervisor.   If he values you and
were critical in the promotion process and helped to explain the impor- has  connections,  you' re  treated

tance of the relationship with the boss. A sample of respondent comments well." (m)

indicates both the frequency and strength of belief in the "politics factor." .
People with important friends
and connections move up the

laddervery fast.  ThevacanciesAlmost a quarter of the comments about promotion were that there are appear, but in many occasions the
things a staff member can do to influence a promotion, as illustrated in positions have already been
Table 4.2.  When individuals were asked to elaborate on what they could assigned." (w)

do, respondents suggested factors such as being "assertive" and "engineer- " It  is  rare  zo  get a  promotion

ing" opportunities.  The responses are displayed in Table 4.5: Actions the based on performance.  If you
individual can take to help get a promotion. know someone at a higher level

they'll pick a person, train them,

and groom them for a position
At least three important points are illustrated by the data.  First, while a that is going to open." (w)

sizeable percentage of male comments indicated that being assertive is the
critical element, no females saw that strategy as effective. Second, the
largest percentage of women's comments
suggested that "asking" was the critical fac-

Table 4.5: Actions the individual can take help get a promotion.tor, one that harkened back to the importance (in percent of responses)of the relationship with your boss. Third,
"engineering a promotion" was mentioned % of male % of female % of all

responses responses responses"three times more often than "performance
Ask 14% 33% 27%as a critical facton
Take a test (secretaries)                 14                20                18
Engineer a promotion                      14                 20                 18

When asked to elaborate, participants indi- Be assertive                              43                0               14
cated that engineering a promotion meant ne- Fight                             0           13           9

gotiating, rather than using the formal chan- Be aware                                     14                 7                  9
Perform                                            0                   7                   5nels, and finding colleagues to support them.

Being assertive meant "self-promotion" and
"asking" meant working through "informal" means to receive recognition
and support. In other words, the strategies available to influence the pro-
motion process also are political, just as the elements that are non-transpar-
ent or uncontrolled, and the elements you can "have" are political.

Given that some staff members perceive that appointments and promotions "We need to make special efforts

are dealt with through an internal political process rather than being based for, and give preferences to,

on performance orcompetence, some staffhave indicated that women should women." On)

be given "special treatment." Men said more often than women (57% ver- "A strong aBnnative action

sus 42% of comments) that women should be given special treatment in program Uor women] is needed."
(m)the recruitment and promotion processes. Women, on the other hand,

stressed that they did not need or want special treatment; they merely want
" We have said   'we don't want

special treatment, we want equalequal treatment.  Other men think that giving special treatment to women
'"(W)treatment.

will lead to trouble in the institution. Women tend to agree, saying that
"When there is a position to be

giving special treatment would only work to discredit women. filled, don't give it outright to a
woman, but give women an equal

Taken together, the data on promotion suggests that women are held at opportunity to be considered." (w)

disadvantage and jeopardy. First, many believe the process is largely po-
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litical and non-transparent.  Second, relatively few women believe they "If a man  perceives a woman as  a
competitor that has an advantagecan do anything to influence the process, and what they can do is political,
because she is a woman, war will

like engineering opportunities, asking your boss, and maintaining a good be declared.  Obviously, it is

relationship with your boss.  Further, the latter two strategies remove women going to create more trouble." (m)

from being viewed as equals or "strong" professionals.  Third, women know "TDI must move gradually [to
fewer people in powen  Fourth, women believe that they cannot deal as cultivate women] and not promote

well with the political process as do men.  As one woman professional said, women who aren't qualified.  This

will lead to the discreditation of"It is harder for women because this is a very political institution.  And women. Women can earn these
because women do their work and don't have time for politics, they are not promotions." (w)

..visible.  And this lack of visibility makes it more difficult for women.

Moreover, women have entered the higher ranks more recently than men
and may not understand as well the political process at work inside the
institution. Other women acknowledged that they did not know how to use
or deal  with the politics of promotion as they indicated, "It's a big mystery
to me" and "I wonder how [the promotion process] works and on what
basis." In other words, men and women know politics is at work, but women
believe they know less about how to manipulate the process than do men.
Further, other TDI norms, as explained elsewhere in the report, involving
working relationships and the cultural environment, inhibit a woman's ability
to participate in the politics of the institution as a professional. Fifth, if
women are provided special treatment (affirmative action), it risks serious
consequences both to the morale of men and the professional reputation
and stature of women.

4.3 Dependence on informal means     especially for
feedback-makes  it more  diffkult for  everyone  to be
fully effective and impacts women more because they
have fewer avenues for informal connections.
Norms that direct or operationalize the working relationships of staff at
TDI also seem to make it more difficult for women to become fully incor-
porated into the day-to-day function of TDI. Further, it seems that the
norms fail to mitigate the influence of politics on the promotion process.
Norms of particular concern include those associated with feedback, and
meetings.

"I got the message through to him by talking to another person who would
carry the message to him," said one manager. Staffcomments indicate that
TDI lacks some formal mechanism for providing guidance. Specifically,
TDI seems to lack formal mechanism for feedback and mentoring.  Male
respondents indicated that "the process of giving feedback to new tasks is

not very well organized"; "there are no incentives in TDI for giving feed-
',back"; and "there is no mentoring in TDI, so young persons flounder here.

Women respondents were even more uniform in their responses, acknowl-
edging both that TDI lacks mechanisms and indicating that they received
no feedback to reinforce good performance.
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When asked how they managed to get feedback, staff indicated that it be-
"First,  I  get to  know my

came a personal responsibility to seek out input. Staff relied on colleagues
colleagues, their historical and

professional background.  Then I
rather than the institutional mechanisms to provide insight and support. As let them know a little about what I
one male professional put it, "I spend time with people asking questions, do and I try to show  respect for

asking for help, reviewing, and providing input."  The task requires build- what they know that I do not.
This does not differ according toing individual networks and relationships, in addition to teChnical skills gender" (w)

requirements, as a necessary component for succeeding in work.

In fact, the prevailing norm for how work is performed at TDI is informal, "The best way iS to be honest and

personal, face-to-face interaction.  As several staff said:  'The way to get share information and data you

things done here is to know people.  You work things through the people have." (m)

you know," and 'There is no easy place to get things done because it is " People  have to  see  you as

built on relationships and networking.  Get on the phone or go see some- conveying all the necessary

information." (m)one." Without these important working relationships, staffcannot evaluate
their performance, they have a difficult time getting important tasks ac-
complished, and they are unsure how their work is received in the organi-
zation.

When asked to describe how they develop the kind of working relation- " I  don't  have  trouble  building

ships needed to obtain this level of feedback, one male respondent said, "I relationships because my

seek out senior people in the division to read my work. In return, I have
on me." (w)

colleagues know they can count

given advice to others including women who seek my advice.  This is how
to develop good work relationships." Other men indicated that apparent

sharing of full information is an important element of developing good
work relationships. Women's responses centered on building trust as well
as sharing information.

Taken together, this data suggest that feedback is not intentionally designed "
Be  honest with your colleagues

to encourage staff to improve productivity or quality, but rather becomes a and share information with

social "chit" to be exchanged in the day-to-day exercise of working.   More-
them" (w)

over, the capacity to get useful feedback is based on one's ability to nego-
tiate social interaction, to give and get full disclosure of information, and
perhaps to engender trust.

Some data suggest that complete information sharing is problematic at TDI. "Most [meetingsl are run by unpre-
pared Chairs; they're a waste of time.For example, the use and productivity of the "typical" meeting may be an

If people could only focus on theissue. Business meetings take place with one or more of three goals in purpose [ofthe meetingl." (w)
mind:  to make a decision; to share information; and to discuss an issue.

"Frequently, there  is no agenda.   TheOne professional woman said, "When meetings are well run, the Chair will
purpose... is not entirely clear.  The

review objectives, set the direction that the meeting should take, and then dynamic ... is not clear-whoever
moderate the meeting to get opinions from those who wish to express them. speaks the loudest prevails.  And there"

Staff members reported that often none of these goals for a meeting was is no summing up at the end." (m)

achieved and the meetings in TDI were not well run.  If the perceptions "By  the  time  the  meeting  takes  place,

(some of which are listed along the margin) are the norm, then meetings people have already been convinced."
(m)

may not be serving effectively as a forum for sharing complete informa-
tion.  A second reason to conduct a meeting is to make decisions.  In an "Very fewdecisionsaremade.  They're

always moving decisions up to the topopen culture, decision-making is left to a consensus of those involved in
or creating a committee." (w)
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4.4 Women's behaviors

The findings in this study are not new to the literature (Eagly, 1987; Eagly and Mladinic, 1994; Gutek & Morasch, 1982). While research

indicates that women are being responded to more positively than in the past, there remains differences in perception of men and women

especially in the areas of employment in jobs that are male-dominated (Eagly and Mladinic,  1994).

Stereotypes shape our thinking, and recognizing and changing our stereotypes is not simple even with perfect awareness (Nicholson,

1998; Towson, Zanna, and Macdonald, 1989). Women still suffer in arenas where they are behaving in roles that have been dominatedby
men. Agentic qualities, those that represent the behaviors of men performing in their jobs, that is, those behaviors that are instrumental in

getting the job done are precisely what women must likewise do, yet are perceived with less value because they are women doing them
"Women as a general social group are in fact perceived as inferior to men in those instrumental, agentic qualities that are thought to
qualify one for employment, especially in occupational roles that are currently dominated by men." (Eagly and Mladinic, 1994)

It is valuable within the study to show to the client consistency with earlier research in the literature. By showing the sameness with

research done in other settings, the organization becomes more open to accepting the results of research conclusions on gender conducted

in other settings that may be too complex for the organization to conduct within itself.

92



the process.  In TDI, respondents felt that at least the broad outlines and/or "Meetings are heavily influenced by

the conditions of decisions often already were made before the meeting. the chair.  They can be open or

dismissive." (m)While other staff believed that decisions were made in the meetings, the
perception of a "done deal" leads to inefficient meetings and the percep- "You have to learn what to do in each

Imeeting] situation and not necessar-tion of wasted time for those involved in the meeting but who believe they ily wait to be called on." (w)
were not involved in the decision-making process.

Meetings also are used to discuss issues relevant to the organizational unit. "If the leader is conscious Of
The diverse collection of participants  should be encouraged to participate controlling time in order to give

people equal time, and men andso that all sides of an issue can be considered.  At TDI, this meeting func-
women are not contributing, the

tion and norm do occur.   For example, as one staff member reported, "[Our leader should look at why it's not
manager] asked one of the secretaries to give a presentation on what she's happening." (m)
involved with and she gave an excellent presentation-she had the spot- " It  depends  on who  chairs  the
light as long as she wanted."  Or, as another staff member said, "I think meeting.  If it's done correctly,
meetings are successful when the division chief goes around the room for people can participate." (m)

comments."

The prevailing perception is, however, that more often than not, staff at "Sometimes it's not a question of
gender, it's a matter of who is thelower levels are not encouraged to participate fully. Some responses indi-

boss or where the power is.   Peoplecated that the meeting chair bears the responsibility for ensuring equal par- who feel powerless are  intimidated
ticipation.  Others indicated that it is the individual's responsibility to en- and don't express their ideas." (w)
sure equal participation.

The data on meetings, like the data on feedback, suggests that with current
norms and procedures, the effectiveness of information exchange depends
on the skillfulness of individuals to use informal, personal, and political
means and individual incentive to become and keep fully informed. Staff
who either do not understand or follow that norm, are left with the percep-
tion of having been left out of the process and may in fact have less com-
plete information. Moreover, they remain dependent on someone with
power to inform them and involve them.

4.4 Women's  behaviors  are judged more  severely.
Focus group and interview data suggest that men and women at TDI may
not necessarily be held to the same norms and expectations, or at least they
may have to use different amounts of energy and effort to meet the same
norm. For example, with so much of the work proceeding informally, a
great deal of work is done in social settings such as at lunch. And while it
is relatively easy for a man to invite another man to lunch or a social event,
it is much more difficult for a woman to accept a luncheon invitation or to
extend a luncheon invitation to a man. It takes extra attention to deal with
establishing clear expectations surrounding the invitation and to manage
the "appearances" within TDI.
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Twelve words

The complete list of paired words used in the interview were:

forceful/trustworthy offensive/professional
assertive/traditional competent/mean-spirited

collaborative/competitive aggressive/cooperative
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In order to test the proposition that men and women were viewed differ-
ently at TDI, interviewees were asked to describe people who were exhib-
iting different qualities. For example, they were asked to describe what a
man who was acting in a collaborative way was doing, what a woman who
was acting in a competent manner was doing, and so forth. Twelve words,
in pairs, were presented. The words were grouped beforehand to assure
that some were positive, some negative. and some neutral to give a fuller
picture. One pair was used for the respondent to describe women and an-
other pair was used to describe men. (Some interviewers chose to use the
same pair.) The pairs were selected for each interview and rotated so that
both men and women responded to each pair over all interviews.  This
information was used to identify those things which people interpreted as
being professional or competent or collaborative, etc. Taken together, the
responses showed a trend of how men and women perceive each other in
various situations.  Some of the words are particularly revealing for this
studf

Men describe forceful men in Forceful was described as...
aggressive language which
paints a positive image. Words Comments said about:

such as 'does not back down,' a Man a Woman
and 'recognized as a leader' are

said by a man does not back down have basic, clear ideasused. When men describe
stands with decisions not necessarily stubbornforceful women, the language recognized as leader articulate

is much softer, such as 'articu- standing up for her ideas

late,'  'stands up for her ideas,' promoting [her ideas] strongly

or 'not necessarily stubborn.'
said by a woman this is what we'll do and saying what she thinkc

when we'll do it
Women likewise describe
forceful men in strong termi-
nology, 'this is what we'll do and when we'll do it.' They describe women
more softly as -saying what she thinks.'

Forceful women are described by both men and women in terms which
imply a much softer appearance. A woman still must stand up for her ideas,
but she must be clear and articulate-traits that men either do not have to
display or are assumed to have and, therefore, do not deserve mention.
Thus, the description of women as forceful either holds women to an addi-
tional standard or invokes a stereotype that women are not clear and articu-
late.

Presentation skills and work style ("looks at the facts") are used to describe
men who are considered professional when other men are describing them
Professional women are described by men in terms of their presentation
and personal characteristics. Work style is not used at all. One negative
comment, "defensive and aggressive which has diminished their opportu-
nities for promotion" is a strong indictment of how men view women who
are "professionals."
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Women use
The responses here of women may have been influenced by the fact that this is a gender study where women may have been trying hard
to be ' fair' in their evaluations, making the differences stronger. There is not sufficient information from this study to indicate if this was
the case.
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Women use a heavy fo- Professional was described as...
cus on gender neutral be-
haviors when describing Comments said about:

professional men. They aMan a Woman

see them as "treating you said by a man expresses self well presentation
as an equal regardless of not rushing to judgment writes well

your actual position" or looks at facts, analyzes and expresses herself well
then says this is what is precise

"reacting to women's and what will do respect others and respected by others
ideas rather than letting communicates well can count on

relaxed in internal process of defensive and aggressive (which hasthem  float   in   the   air."
meetings rlirninished their opportunities forStrong interpersonal does his assignment on pro- promotion)

skills are used as well, found basis, appropriately
such as, "respect for ev- talking to him as a human being

erybody." Women  see
said by a woman someone you are not ever aware respect for colleagues and their opinions

professional women as of gender doing herjob the best way she can
having a tougher work listening to others views, women get called "pushy," man doing
style (they use tougher including contrary views the same thing does not

and taking them into account speaking with confidence to her boss
language in describing treating you as an equal re- become tough
their work style). They regardless of actual position organized
also use some language sharing knowledge assertive

reacting to [woman's ideas] good mannersabout good interpersonal rather than letting them lady-like
skills. Their comments float in the air talking to person as equal
included, however, sev- respect for everybody

eral negative comments, does his job

"(they) become tough"
but recognize that "women get called 'pushy,' [while a] man doing the same
thing does not."

Men see men as using a particular work style when they are being professional.
They see women as presenting themselves professionally. Women see profes-
sional men in terms of how they relate to others, and they see professional
women with a real mixture of impressions - some positive, some negative.
Therefore, even when women are being described as being professional, they
can be acting in ways that
are not as positively per- Aggressive was described as...
ceived as men acting as Comments said about:
professionals.

a Man a Woman

Men describe other men said by a man getting things done on time don't take 'no' for an answer

who are aggressive using not afraid of problems insists on their position
not afraid of confrontation imitating a man

positive, strong terminol- playing the role of a Type A male
ogy such as -not afraid of forceful

problems.' They describe look at everybody as they talk

women with positive to said by a woman getting too close whatever she is saying it has to be doneneutral words.  They in- twisting other people's arms getting some results, but called a 'bitch'
clude 'imitating a man' dominate a conversation taking control

and 'insists on theirposi- making sure you know what acting confidently

tion.' he is saying
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Sexual harassment

The U.S. EEOC guidelines to prohibit discrimination under Title VII define sexual harassment aS the unwelcome sexual advances and

verbal or physical conduct of a sexual nature that affect a person's employment or create a 'hostile work environment' requiring that

the offense must be seen through the eyes of a woman ('point of view of a reasonable woman'). Gender hamssment is harassment

because of a person's gender; creation of hostile or negative work environment through statements, action, behaviors which demean,

belittle, or denigrate generally by a person of the opposite sex such as judging women (men) as positive or negative, competent or

incompetent by prejudice or discrimination based on sex, especially discrimination against women.  They are behaviors that foster

stereotypes of social roles based on sex (Payson & Bryant,  1992).   In the U.S. today, all of these terms are well-defined and little

understood in the day-to-day world of work (Payson & Bryant, 1992; Fineman and Rosenberg, 1998; Mundy, 1997; Safire, 1998;

Field, 1998). Evidence from the newspapers attest to this.   The term has become clich6. "Ambiguous and inaccurate use of the term

sexual harassment may make for interesting conversation, but it threatens to dull the concept's effectiveness as a weapon against

sexism in the workplace." (Hill, 1998) "In article after article designed to show that feminists have sacrificed the principles they

articulated during the Anita Hill and Bob Packwood cases, conservatives end up adopting the very feminist assumptions about sexual

harassment they've long opposed." (Beinart, 1998)

98



Women describe aggressive men or women in almost all negative terms
that relate to one-way, strong communication with intent to control (and in
the case of men, in a sexual advance).

In this environment, women must walk very carefully to assure that when
they are being professional, they are perceived that way, and when they
wish to assert themselves in their professional roles by being forceful, they
do not cross the line and become aggressive women.

4.5 Many men believe that harassment is not
an issue; women see another side. Who is responsible?Work roles are not the only areas in which men and women
have different views of the work environment. For example, The intention of this section is not to suggest
in the area ofharassment, men believe it is not an issue-women that women are never at fault.  The data
believe that it is. gathered and examined here reflected mostly

(by far) men harassing women. The reverse

There has been a remarkable and positive change in the level was also reported.  In TDI, however, the
dominance of men in higher and moreand type of harassment that exists in TDI.  '7've seen little
powerful positions biases the responsibilitylately.  It's gone down." (m)   But the change does not mean toward men. The argument that women who

that women are free of receiving offending remarks and ac- "have been raised right" or dress right or
tions from their male colleagues.  And the offenses are not of "know how to nip it in the bud" is not the
the form of a short annoyance.  It is the type of offense that issue.  No one should ever have such a

lingers because it is frequent, often is done in public, and di- problem in the work environment

minishes a woman's self-esteem.

Men and women regularly confused harassment with sexism, and sexism is
the most common occurrence in the work place. To facilitate the discus-

"In our country, an arm on thesion, some operating definitions and examples are offered. In principle, shoulder, touching hands, or a
the definitions used by organizations for the various forms of harassment kiss is acceptable." (m)
follow these definitions.

"We firt a lot [where I come
from], so I'm more tolerant."  (w)

Sexual harassment is unwelcomed sexual advances and verbal or physical
conduct of a sexual nature that affect a person's employment or create a
hostile work environment. There were important examples of sexual ha- "Aggressive behavior is key to

sexual harassment.  U I see arassment described by the respondents.  They were the smallest proportion woman is uncomfortable, then it is
of examples and appear to have reduced in numbers over the last 2-3 years intimidation. " (m)

at TDI, but they are still seen.  '*When I first started, a professional kept 'I'd say 'yes' [I have seen sexual

inviting me out even though he knew I was married.  He even bought me harassmentl, and leave it at that."
gifts.  I finally confided in an older secretary who told me how to handle the                                                                     (m)

situation.  I accepted his next invitation and asked where we were meeting
so that my husband would know where to meet us. He stopped doing it."
(w)  This is an example where pressure was placed on an individual even
after obvious responses were not effective.

Gender harassment is harassment that comes because of a person's gender.
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It is the creation of a negative work environment through statements, ac- "One  man  walked  right  past  me

tions, or behaviors which demean, belittle, or denigrate, generally done and introduced himself to a
second man  after greeting afirst

by a person of the opposite sex.   Many examples of unpleasant or uncom- man.  This is a classic case of
fortable incidents described by respondents were this type of harassment. invisibility. "  (w)

"He said, 'Don't you worry your pretty little head about this. "' (w) This is

a comment which implies that the woman does not have the intellectual
capacity to carry out the work - a most denigrating statement. Many such
examples were described by those being interviewed.

Sexism is prejudice or discrimination based on sex, especially discrimina-
tien against women.  It is behavior, conditions, or attitudes that foster ste- "There were women consultants

reotypes of social roles based on sex.   'Individual sexism' is that discrimi- here assigned to internal offices

while external ofices were leftnation demonstrated on a person-to-person basis in relationships, in gen- unoccupied.    I  asked  if the women
eral attitudes toward women, etc. and often labeled as sexist behavior. 'In- could  use  [the  external  oSices 1

stitutional sexism' is evidenced in the policies, practices and procedures of until they were needed.  1 was

the organization, the hidden bias or discrimination which has the power of told,  "Oh,  no.   That would  start  a
precedent."  Then a malethe organizational system or culture behind it.  The vast majority of ex- consultant came in who didn't

amples heard in this study were sexist in nature.  Said by a man to a woman want to work in an internal office.

preparing for a major presentation, "What are you going to wear tomorrow He moved to an external one and

was left alone." (w)to look pretty?" (w) Disregarding the woman's professional role, this man's
comments suggest that he was viewing the role of women as ornamental.

When respondents described behaviors about which they felt uncomfort-
able or inappropriate, there was a confusion about which were sexual ha-
rassment or not.  In fact the definitions given of sexual harassment by re-
spondents showed an almost complete lack of understanding of the subtle
differences. While this  is not uncommon, the level of confusion appeared

higher in the TDI than in other organizations with which we have worked.

In all cases, there was no difficulty for women to know when they felt
offended.  "The key is whether you know the person [meaning the person I have seen demeaning by male"

is a friend]  or not.   Lots of things are okay if you know the person, but very professionals toward administra-
tive women.  Showing their

little is okay if you don't." (w) Friend or not, women were keenly aware of
enhanced egos or talking down or

comments, actions, or attitudes (often referred to as "the look") that went paternalistically to higher ranked
too far and made them feel uncomfortable.  Women described cases where women." (m)

men, whom they knew, made advances or demonstrated inappropriate be-
havior time and time again regardless of their being asked not to. These
examples were most often from or about support staff whose rank limits
their ability to influence the other person.

The most frequent comments (30%) described harassment as a part of the
work.  "I went to my boss's office to ask a work-related question and he "

In a  meeting,  men try  to  make
asked me to dinner. After I said no, he began bothering me in my work." fun or make what you are saying

sound funny.   [The  men said thatl
(w)  "For the first six months [ofmyjob] a boss would not give me projects. just  because  you' re  so pretty  or  so
He even teased and told jokes about it (to others)." (w) nice. they'll  give  in.   If I were a

man, they wouldn't say that at

The second most frequent comments (28%) were descriptions of verbal all." (w)
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forms of harassment - jokes, flirtatious comments, or demeaning or pa-
tronizing comments.  "A girl walked by, and another man made a really
gross remark.  I was offended.  I said, 'How can you say this? She's a very
nice girl.'  He's a young guy, about 45, is respectful in general but said this
to another man. You wouldn't imagine he'd do that." (m)  "(He) said, 'You
have beautiful legs.'   Then he apologized.   I just smiled.   The tone was not
ugly, and I knew him." (w)

Young and/or single women have a greater problem than women who are
married or are older. A woman who is married or older has a natural de-
fense either by referring to her husband or by using techniques that she has
learned over the years.  One case was described where an older woman,
when a young woman told her of her problems, went herself to the offend-
ing man and was able to deal with the situation so that the young woman no
longer had the problem.

Almost as many comments (27%) indicated that no incidents had been seen
by the individual that would make them uncomfortable.  "I haven't seen it
in my immediate office." (w)  "I haven't seen any in three years." (m) This
is unusually high compared to other research which we have conducted.

4.6 Sanctions impact women more.
'There are a lot of women who are silent, because if you open your mouth,
you are out." (w) This chilling comment was repeated in one form or an-
other by several respondents.  More than halfof these comments mentioned

"1 don't discard the reality that
women the individual knew who had left TDI or not had their contract this guy can put me in a redundant
renewed.  One woman did say that she successfully negotiated a transfer or obsolete position." (w)
for herself because of an unpleasant situation (she requested the transfer
before anything further might happen), but she had to do this by threaten-

ing to go to her ambassadon  In the end, she received her transfer memo but
it contained an "admonition." Another woman related that she complained
about some behavior directly to the man who had done it. Immediately, she
was sent by her boss to the "interpersonal" training event. If there were any
cases where men had been sanctioned, none was mentioned.

4.7 Family issues are important to both men and
women.
Women clearly feel the impact of being the primary care-givers at home.
But men also reported feeling a real desire to be with their spouses and help
in the upbringing of their children.  Although not as often as women men- "My philosophy is that in order to

be productive at ali, you need ationed it, there were many men of TDI who talked about their concerns for
well-functioning family.  And that

making sure that their families are an active part of their lives.  But the requires balance."  (m)

greatest burden does lie with women.  They are most often expected to
ensure that a home runs smoothly, and this responsibility was keenly felt by
those interviewed.
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Table 4.6a Work and family management
Questions:  How do you manage your family life with your work load? How do
your responsibilities at home impact your efectiveness at work?

Men Women Total %2 by content
Content category n % n% n% category*
Problems but have strategies        10     34%       16     50%     26 43% 0.4914

No problem 8 28% 8 25% 16 26% 0.2003

Problems but no strategies 6 21% 8 25% 14 23% 0.0215

Full time spouse who
5 17% 0  0% 5 8% 6.3786*

handles
Total 29 100% 32 100% 61 100%

%2 over all content categories 3.1085

*Asterisk indicates significance at 10%. A description of how %2 was calculated can be found
on page 82.
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Twenty-six percent of the responses indicated there were no problems with "You're  trying to do your job

balancing work and family (Table 4.6). This total increases to 34 percent well, trying to be a good mother,
run a house.  Then there are the

when the comments indicated that a full time spouse handled family mat- trivial things like errands.  And
ters.  But these individuals also said that their ability to balance work and you  have to take  care  of the

family were because of certain situations.  Some said they had wives who nanny.  You have to take care of
100's of things."  (w)handled all family matters. Others said they had no children or all their

children were grown; some had
a job that involved no travel; do- Table 4.6: Almost two-thirds of comments about work and family indicatedmestics took care of things for some trouble with balancing the  two. (in percent of responses)
others.  Some said that they took
work home.   Some of those with Trouble balancing No trouble balancing

work and family work and familyno problems said that they did
have problems when a family 66% 34%
member was sick.

Problem but Problems but Full-time
have strategies no strategies No problems spouse at homeTwo-thirds (66%) of the com- Men 34% 21% 28% 17%ments were from those who felt Wornen              50                     25                      25                      0

that they had problems balancing
Total                  43                      23                      26                      8work and family. Forty-three per-

cent were about specific strate-

gies that are employed to help deal with the imbalance.  Mostly, domestics "It's very important to have time

were a part of the strategy. Very often families viewed eating together as a
to take the kids to baseball. piano

lessons, etc.  You're morefamily as an important way to keep balance in their lives.  "We all eat
productive." (m)

together everyday. That's the quality time." (m) Sharing the load with a
"After working the hours I do Ispouse (husband or wife) was another, as was having a wife who did the

am tired when I arrive at home,
management of the house so that the staff member could spend time with with little energy to do things

his children.  Or, a husband accommodated the wife's schedule, "My hus- [with my family J."  (w)

band switched his hours, leaving the office at 4 or 4:30 to be home with the
kids." (w)

Managing the work side of things was an important factor.   Some simply "Both of us work outside the home
made a rule that they would not work on weekends.  Some found that set and don't have live-in help.  So, it

involves acute management andhours at work were the solution while others took work home.  "At 4:30, I effectiveness on approach and
drop the pencil and say goodbye." (m)  No woman said that this was her management in the office." (m)

strategy. Women feel pressure to show in every way that they are commit-
ted to their work. Setting specific hours might compromise the perception
of their professionalism. Their strategies were focused on management of
their homes.

Although these comments reflect that individuals had developed ways to "  I  miss  my  [children J  during

address their problems, several reflected that staff still had feelings ofguilt periods of heavy travel." (m)

or sadness at the loss ofhome time because of the time required for them to
be at work. Travel was a significant part of this. 'There is a commitment
on the part of both of us to jointly be responsible for the children. My "Not working on weekends  and

husband also travels.  However, one of us always stays home." (w) Some nights may be seen as riot giving

staff felt that they had to be "present" in the office because bosses expected
your all." (m)

this or assumed that a lack of presence meant the individual was not com-
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mitted to his or her work.  "I once heard a high executive comment that he
knows who works here because he sees their cars here on Saturday." (m)

Staff reported that they suffered from fatigue, guilt, sleeplessness, tension, " I wish  I could work  part-time or
resentment, and stress when they were unable to create the right balance job share." (w)
between work and family. "My day-to-day problem is being torn about my "I'm involved in most everything.
family." (m)  This became a particular problem when there were "sick mem- So, I'm involved in cooking,
bers of the family or even when I am sick." (w) One woman described how cleaning, yard work.   I would say

a previous strategy had become ineffective because of a change in work that it has a therapeutic effect on

demands, "We now have mandatory brown bag lunches every [a certain my mental condition at work

because of the diversity."  (m)day of the week was named] to talk about whateven   I resent this and do not
want my boss to determine how I am going to spend my lunch breaks.  I
want this time to do errands, make my phone calls, see friends." (w) While
such a schedule change was annoying to one woman, frequent, last minute
requests for late meetings impacts the family and personal life of many
staff. Job sharing and part time options for work were desired, one woman
commenting that it "would make so much sense for the institution, particu-
larly with budget constraints." Achieving balance between work and fam-
ily was seen as therapeutic to staff and more productive to TDI.

Using outside help in the home implies an economic cost.  Support women, "In TDI, you must show you are

who have the same family responsibilities, must use a larger proportion of committed to the job.  They like
the 'show'." (w)their incomes to support this help.  "I do not wish to exploit [the domestic],

so I pay a good salary.  Also, her daughter lives with us and we even put
aside money for school... My maid has more career opportunity than I have
in TDI." (w)

The expectation that being in the office is a measure of commitment im-
pacts women more than men. Knowing that they must perform at higher
levels and never let their commitment to the work be questioned, women
feel constrained to develop strategies which allow them to spend time in
the office whenever it is called. Women do not have the luxury of being
able to set the time when they leave work without an implied impact on
their careers.  Men are able to say, "At 4:30, I drop the pencil and say
'goodbye'." (m) Women always feel that if they were to make this type of
statement, it would doom their careers.  "I had to ask myself if I wanted to
stay in work with traveling assignments or devote more time to my 3-year-
old.  If I [chose the latter], basically I was putting an end to my career." (w)
"I have always managed to be here, but it is difficult to juggle.  A lot of
meetings are called at 5:30." (w)

4.8  Support staff face  a unique  set  of issues.
The problems faced by secretaries are similar to the problems faced by all
women in the workplace. They are treated sometimes as if they were invis-
ible.  They are harassed and are vulnerable to this harassment. Their ideas
and contributions are often denigrated or ignored.  They are not thought to
be of value. Every one of these is experienced by professional women, but
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Men and women work similar hours.

Interviewees were asked how many hours they spend at work on a typical day. Self-reporting, more than three quarters
indicated that staff spend more than 9 hours at work each day; and at least half of both men and women reported
working between 9 and 10 hour days.
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Figure 4.1 Typical workday length by gender

there is one difference. The professional woman has rank, and the power
and authority from that rank, to help her deal with such treatment; women
in secretarial roles do not. The issue of rank exacerbates an existing condi-
tion.

4.8.1  Support  staff who  are women are not treated with the respect
due those working  in their respective field of endeavor.

A dialogue between two support staff:

1:  "Why can't we say no?"
2:  "How can we say noT'
1:  "Next time bring your bills to him!"
2:  "Then your performance evaluation is bad.  They will say you're

not compatible."

Support staff were asked whatit would be like forthem in TDI ifthey were "I say it regardless [of the

equal partners in the work.  What they said is easily doable in any organiza- consequences], but sometimes it
never gets through because he's

tion. "Our opinions are important." *Teople listen." "People feel free to
not going to listen." (w)

say what they need to say."  They all had to do with feeling that they could
say what they believed and knew that it was listened to. There was no " Most  secretaries  are  women.

When [a secretaryl is a man. he's
indication that what they said needed to be followed, simply heard and a clerk or an assistant."  (w)
taken into account. Coming from a group who could have easily said that

"I am told, 'Do whatever I tell
they wanted the same rank to feel like an equal partner, they said only that you."' (W)
they wanted to be heard. This bears directly with the issues found with
regard to support women in TDI.

Women in the support ranks are treated differently and have no apparent
recourse. When asked to perform personal tasks for their bosses, secretar-
ies often feel compelled to do them even though the tasks are not part of
TDI's work. One woman said, 'They are asked to go pick up laundry,
select gifts for family members."

109



They are expected to follow orders and not ask for exceptions. "She asked
permission to leave 30 minutes early. She was getting ready for extended
vacation.  He said, no you can't.  Get me lunch now.  I need you here." (w)

Support women sometimes feel they are treated as servants.  "I feel like a
maid, not a member of the family.   ... I'm not integrated into the process of
the work."

Support women are often used by those under pressure to help them deal
with the pressure by transferring it to the secretary. "There is a man who
screams and makes every secretary cry." (w)  This type of behavior is inap-
propriate in a business setting, and most certainly so to anyone in a lower
rank.

People often forget that essential things are important and valuable. While
the role of the secretary is one of support, it is an essential role. But being
essential is not translated to valuable.  'They do not like for people to leave

to go to class.  They ask, 'When?  How long?'  You are not congratulated.
There is a double standard.  The man was congratulated [for going to class];
the woman was not." (w)

4.8.2  Support staff are  sometimes limited in their contribution
because they are not brought into the work.

When staff do not receive information, they cannot contribute to the work "I was  talking to  someone  about a

directly or indirectly. Often information is given only to those directly current political situation.  A man
said how come you talk like that?

involved or are perceived as powerful.  For secretaries, these conditions That's PhI) talk.  The other
are rarely met.  They are usually not considered as a direct contributor to a person, a man, said, oh, it's okay,
project (there was one exception noted in the interviews) nor as someone she is married to a PhD." (w)

who is otherwise 'powerful.' One support woman  said,  "I  asked  how  a
project was going. They never answered." This relates to the general in-
visibility of women.   If the person is not seen, then their questions are not
heard either. But without this type of information, the secretary is not in a
position where she can contribute as effectively.  Just as any member of a
team has to know what is going on in order to be able to do their job, so a
secretary does as well. Otherwise, they can only -'follow orders." Under
such a scenario, it is hard for a secretary to ever speak up even when given
the opportunity, say, in a meeting. Being a part of work, being informed
about the work, will encourage full contribution.

In the late twentieth century, the role of the secretary has been changing

rapidly. The introduction of technology has been the major reason for this.
Which direction the role will take will depend a great deal on whether an
organization and its managers can see the potential of staff who have been
artificially limited in what they can contribute because of stereotypes of
their work and of the individuals. The example of limiting information
which is given to secretaries because it is assumed they will not understand
(or because their questions are not heard) has worked to limit what a secre-
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tary can demonstrate and in some cases has limited their development.  The
change also depends on the individual to take initiative in this process, but
this, too, requires information. The direction which this change of role will
take is unclear in many organizations, and TDI should take this time to
begin or accelerate its own process of definition.

When secretaries have asked for feedback, they did not feel they always "I have  the feeling  that when I

received substantive feedback to help them in their work. (Professionals
ask, they tell me what they think I
want to hear; appease me. There

also reported not receiving quality feedback, but they are more likely to be is  no critical feedback."  (w)
in a position to receive peer feedback.)   If role changes are to be workable
and effective, feedback is essential. Feedback is essential even without
change to assure that staff are developing.

When support staff understood aspects of the work and its impact on the
work of TDI, they talked about their work with high animation. Their
commitment to the work was high and of the same level heard from the
professional staff. These were usually from individuals who also described
how they were kept informed of what was going on in the substantive part
of the work and had sufficient information to make the connection from
their work to the final product. They described times when they stayed
until midnight or until the work was done. The value of being treated as
professionals in their own right appears to pay high dividends to the indi-
vidual and to TDI.

4.8.3  Men are  believed to  get out  of the  support  ranks more  easily
and are seen to be mentored through this process.

Women believed that men were helped to move up the ladder and out of the "Mate  who  is  married  and with a
support streams.  Representing 84 percent of the support level grades, women child is promoted; women are not.
represent only 67 percent of those who have been promoted from grade X (Manager believes) that their

husband will support (them)." (w)into the professional grades. Women reported that male secretaries are
treated differently. One woman said, "There was a male secretary.  And
there was a difference in the treatment of him.   They said,  'Move on.   You
have this possibility.'  He was quite content to be a secretary at that time. ',

Women reported that even when some women qualified well for positions
of a higher rank, they were not given the promotions. One woman said,
-'Last year a secretary took the promotional exam and scored the best.  Her
boss said, 'No I don't want to promote you.' She didn't want to move to
another part ofTDI because ofher fear ofa 'no chemistry' report following

'.her.  She now works for another organization.

Several women were interviewed who had themselves moved out of the
support ranks. Their stories were filled with high personal initiative, hard
work, extra studies (obtaining masters degrees), and making a point to make "A colleague was married and
contacts.  The data was insufficient to say whether men who make this had a baby, so he is first on the

break had also to take on such strategies. list  to  get  promoted"   (w)
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4.8.4 Support women experience more harassment than women in
the higher ranks.

Although this topic is handled in another section of the report, the strate-                    ··Had sexual harassment cases in
gies which support women use demand some attention to show how differ- the 70s but not now.  We know

how to be assertive and deal withently it impacts them at these ranks. Those interviewed described inge-
it." (W)nious ways to disarm men who had overstepped the bounds.  What was

"  [Men  would]  go  backto  old wayuniform across all of the interviews was that younger women are at highest if you let them. " (w)
risk, and they have not yet learned the tricks. When these younger women
sought out other women, they learned how to deal with various situations
so that they were not repeated or could be handled without repercussions.

These strategies notwithstanding, support women experience more harass-
ment and have learned that they must deal with it themselves. In spite of
their rank, they must deal with situations in which they have the least offi-
cial power and do it in ways which do not offend - all at the same time.

4.8.5 Work styles which depend on late hours impact support
sta#'s  ability  to  meet  their family  needs.

Support women are impacted mainly because of the difference in the work "Single women get promoted."
habits between them and the professionals with whom they work.  "Men

"Believe  a lot  has  to do with
are in meetings, (take) long lunches.  Men do not start work until late, and family  issues  (thar would  be)
secretaries begin early." (w)  Support women are asked to stay late al- solved with daycare as a

though they may have begun their work day early.  As a result, single women suggestion."

are sometimes preferred and seem to be given promotions because they do "Sometimes  I  don't  see  my  boss

not have the conflicts in working late that women with families do.  This is till 3.   I've  been here since  9.   It's
a  shock."not to imply that women with family obligations cannot or do not stay

later, but only an impression by some men. In fact quite complex strategies
were described for dealing with late work so that women could remain
available to their bosses even after their leaving time.

4.8.6 Support women and professional women need to get to know
one  another on a new  level  of appreciation.

The comments about women from women were a mixture of admiration
and stereotyping. When women did not know each other, they were more
likely to discuss the other women in stereotypical ways. For example,
professional women were described as being 'tough.' When women knew
the other women they were describing, they tended to describe them in
terms of the specific actions they had seen, and with admiration for being
able to do what they have done in the work environment which all women
agree could be improved.  "I have been lucky in my women bosses.  They
have mentored me and stayed friends." (w) Knowing each other as indi-
viduals, not just as members of a group, changes attitudes and understand-
ing.
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Table 4.7a Respectful behavior
Questions: Citing specific behaviors, how do you express respect to others?
How do others treat you with respect?

Men Women Total %2 by content
Content category n%n% n % category*

Active listening 12 32% 17 34% 29 33% 0.1597

Treated as a professional 7 19% 11 22% 18 21% 0.2788

Recognizes expertise 6 16% 6 12% 12 14% 0.1462

Courteous 4 11% 7 14% 11 13% 0.3335

Treats me for who I am 4 11% 3   6% 7 8% 0.4568

Seeks my opinion 2 5% 5 10% 7 8% 0.7720

Other 2 5% 1 2% 3 3% 0.5956

Total 37 100% 50 100% 87 100%

%2 over all content categories 1.0390

*Asterisk indicates significance at 10%. A description of how %2 was calculated can be found
on page 82.
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4.9 Respectful behaviors could become a major vehicle
for improving the work environment for everyone in
TDI.

When asked to describe what behaviors were seen when an individual felt
she or he was being treated with respect (Table 4.7), most often it was as an
act of listening in a way that takes account of what has been said. Other
behaviors which are also seen as respectful are being treated as a profes-
sional, being recognized for one's expertise, or being treated with courtesy.
The remaining ones are 'being treated for who I am' or 'seeking my opin-
ion.' The differences between men and women were only slight. Aside
from the preference for being listened tO, which is common for men and
women, men were more likely than women to say 'recognizing my exper-
tise' and 'treating me for who I am.' Women were more likely to give
courtesy and seeking my opinion as signs of respect. Support women fo-
cused on being treated as a professional and being treated with courtesy,
reflecting strongly their rank.

In summary, if individuals were treated in ways which acknowledged their
presence, recognized their contributions, and were courteous, the working
environment of TDI would support men and women working together in
full partnership-a partnership which would cross rank as well as gender.

Table 4.7: Women and men define 'respect' very similarly. Support women place emphasis on
courteous and professional treatment
(in percent responses)

Active - Treated as a Recognizes Treats me for Seeks my
(by sex) listening professional expertise Courteous who Iam opinion Other

Male 32% 19% 16% 11% 11% 5% 5%
Female             34                   22                 12                 14                  6                   10               2
Total                33                   21                  14                 13                  8                     8               3

(by rank)

Support 13% 38% 0% 38% 13% 0% 0%
Professional 34   18  16  10  10  10  3
Manager         41                 24               12               12                0                 6             6
Total                33                   21                  14                 13                   8                    8               3
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5. The Case of Omega: Work-
ing in an Open Environment
Creates Better Learning
Wben I arrived at Omega, tbe balls were remarkably clean and quiet. Tbere

was a genuine busb over tbe spaces tbrougb wbicb I walked. No voice intruded
unless,  perhaps,  a  soft  wbisper  of an  occasional  pair  of staff members  deep  in
conversation as tbey walked to tbeir destination. Tbe many doors were mostly
closed, and behind tbem, wben I could see, were individuals working atten-
tively. I was immediately struck by wbat migbt be called tbe fonnality and in-
dustriousness Oftbe place.

Wben I finally got to tbe interview, tbe small room was crowded witb about six
people, five  of wbom were women.  Tbey  addressed me formally  as Mrs.  Blair
and were tbe epitome ofpoliteness. Tbey asked tbe most intelligent questions I
canrememberof any oftbegroups wbobaveinterviewedme.  Itried to  bepolite
butfortbrigbt. Despite tbe almost somber tone of tbe place, Ifelt comfortable as
tbe members oftbe team quietly talked witb me.

5.1  The  Purpose  of this  Chapter
This second example is a very different type of organization from TDI.
Although Omega, too, is one of the international organizations with staff
from its member countries, the character of the organization was one of
deep seriousness and precision. Omega is a medium sized international

The project wasorganization of 2,000 staff that prides itself on doing things the right way
initiated by anor not at all. They consider their work to be very important to the world and

existing Task Force.assume that everything done by them and with them must, therefore, be
done correctly and well. They assumed that if they selected you, they must
give you the resources to do the job well. The further implication was that
as it was done well and correctly, they would need to take the findings and
conclusions seriously as well. I found the experience of working with them
one that I will always wish to emulate in any future project.
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The steps of the approach used with Omega were similar to that of TDI.
The details of the common steps are described in Chapter 3: The Case of The Task Force follows
TDI. The major exception was the extensive use of interaction with the the model preferring to

-
Task Force to communicate (both ways) the findings and interpretation of do  the  project  " right.
them. Where TDI limited interaction with the research team, Omega used
the research team fully, including work sessions to take full advantage of
the interaction with the team and with each member of the Task Force. This
interaction was done through attendance in the Task Force meetings and
through two separate and distinct retreat working sessions and the materi-
als prepared for each of them. These are described here.

I will describe here the general outline of the work and how it was done,
noting the detail only where it differed from TDI. In the next chapter, I will
present the major findings and the lessons learned from working with this
very different type of organization as they sought to achieve the same ob-
jective-to help women of the organization succeed in their careers.

5.2 Creating the Core Group
Those interviewing me were members of a Task Force on Women that had
been set up at Omega a few months before. Their major work was to under-
stand the issues of women in the organization and to develop a sound ac-
tion plan from the findings. They disagreed on the issues and a few, whether
there were any issues. They wanted someone like myself to help them in
this process. They said they already knew some of the issues, but they
wanted me to confirm them and explore what they really meant to the staff
of Omega. Lastly, they wanted me to help them to turn this understanding
into a sound action plan for Omega. A few days after the interview, they
asked that I be the person to help them in their task.

5.3 Adding and Presenting Data
Starting with the list of issues they had developed, I designed a series of
activities to explore these issues in a way that would help the organiza-
tion as a whole understand better how women were treated so that when
the findings were complete, there would be receptivity to the action plan.
The environment in Omega's Task Force for my work was extremely
supportive. The environment within Omega as an institution could not
have been more formidable.

The design began with a discussion with the Task Force to explore what
they had already done, what they had learned, and where they wanted most
to have my assistance. What they had learned about the issues of women at
Omega was not unusual, but the comprehensiveness of the list was surpris-
ing. It gave me a real head-start on where to look and what to ask. The Task
Force was also particularly attentive to the many groups at Omega. The
population of staff was carefully divided into 11 separate groups, each de-
fining a possible different slant and emphasis on the issues. Mostly the
groups were by rank, but there were some that were by area of expertise,
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conduct focus eroups

Focus Group Protocol for Omega

Introduce self and parmer from the team. State the purpose of the study and this session and how the session will be conducted:
1. This session is to help us understand Omega better and the issues of women before we begin our interviewing and to help us

design the interview questions.
2.      We'll be taking about an hour and a half at most for this.
3.      The results of this focus group will be used to develop the questions for the interviewing which is the next step of the

project. The final product of this project is an action plan which the Task Force will be creating.
4.       We'll be posing a question and we'll go around the table for responses.  If you wish to add to someone else's comment,

please wait until everyone who wishes has had a chance to speak once on the question.  Do not feel that you must answer
every question, but please contribute as much as you can.

OPENING
Tell us how you got to Omega. Why did you choose it?

POSITIVE SUBSTANCE
Overall, what do you like most about Omega?

What are the major reasons for which you are rewarded at Omega?

Are these the same as those used to determine promotions? What is important for promotion in Omega?

NEGATIVE SUBSTANCE
What are the major difficulties you encounter in doing your work at Omega?

For female groups only: Are any of these related to being a woman?
Do you think that there are any issues for you that are specifically related to your being a woman at Omega?

What are the costs of these problems/situations  for you? for Omega?

GENDER
How do men and women work together here at Omega from your perspective?

Why do you think that Omega has so few women in management?

Do you have particular problems because you have a family and must work? How does Omega help you in this?

Have you ever witnessed a situation here at Omega that made you feel uncomfortable and if so, can you describe it?

CLOSE
What advice would you give to the Task Force on Women as we embark on this study?

When Omega is working well, what does it look like?

one-on-one interviews
Interview Protocol for Omega

DEMOGRAPHICS - NOTE BEFOREHAND
Name
Indicate whether Asian, African, South American or "Western"
Age (estimate)
Level

Organization Unit
Gender
Length of time at Omega (ask in the interview)

CULTURE AND BELIEFS
1  What is success in Omega and what characteristics must a person have to be so? Are these the same characteristics as needed for
promotion?
37   If you had a woman professional as a staff member who showed great promise, what would you recommend that she do to
assure that she had success and achieved her full potential?  for a woman support staff?
5  What are the costs for being successful?  Are the costs different for support staff versus higher levels?  How many hours do you
work in an average day?  What do you think is expected?  What do you expect of others?

Continued on page 124
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dividing those that were core to Omega's mission from those that were
support to it. They wanted to be sure that each of the groups was heard.
This desire signaled the great emphasis on rank and substance that we learned
about Omega and the subsequent impact of these on the issues for women.

5.3.1 Using Focus Groups
The overall design was to conduct focus groups with each of the defined
staff categories by gender to gather greater insight into the issues identified
by the Task Force and to explore if there were any missing. Since some of

The design wasthe 11 groups of staff did not contain any women in them and some of the
similar to that Ofgroups were to be interviewed individually, there were only 11 focus groups TDI but retained theconducted (only coincidentally the same in number to the 11 groups of
communication

staff).
steps  in full.

I chose a woman with extensive experience in international development
as my partner in the focus groups. She became a prime member of the
research team I assembled to assist in the work.

The questions for the focus groups were based on the issues the Task Force
had already defined but phrased in more neutral language to allow the group
to respond or to ignore the question.

5.3.2 Analysis of Focus Group Data
The analysis of the focus group results was done in exactly the same man-
ner as was done in TDI.

5.3.3 Interviewing
The focus groups were to be followed by one-on-one interviews of staff
selected on the basis of the categories of staff, making sure that adequate
numbers of women were interviewed in each (where they were represented
at all) and that all managers were interviewed. There were also a few group
interviews to assure that certain populations were well covered.

Because of the desire to assure that all 11 groups could be distinguished,
the  number of interviews was extensive.  In  the end, there  were 187 inter-
views conducted. Most of the interviews were picked randomly from each
group, although we allowed for anyone who expressed specific interest in
being interviewed the opportunity to be added, making sure that we had
sufficient numbers of interviews picked randomly from that group. Some
groups, because of their size and relative importance, were interviewed in
their entirety, for example, certain high-level managers.

5.3.4 Analysis of Interviews
The interviews would be conducted by myself and the same woman as my
parmer in the focus groups and involve no staff member of Omega.
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one-on-one Interviews (continued from page 122)

EQurry
6 What are the behaviors you observe when you feel that someone is treating you with respect?
7  How often do you have a performance discussion with your manager?  (with the people you supervise?) Are you included in
discussions that impact your daily work?
8   When you ask a question about doing your job is it answered to your satisfaction?   If yes, what happens that makes it satisfying?   If
not, what makes it unsatisfactory?
11  Do women contribute equally with men in meetings? What do you see that leads you to that conclusion?
41  How do you set the salary for a new recruit who is a non-economist?

PROMOTIONS AND LEADERSHIP
12 For Senior Managers only -  How do you identify potential managers?
43  How do you decide which support level candidates go forward?
47  Are you concerned that the EPs are set in the first 2 years?
13  Describe the ideal leader. Imagine all women division chiefs - describe.  OR why are there no department directors who are
women?
15 How important is it to be a good negotiator? What attitudes must a negotiator have? What skills must a person have to be a
competent negotiator?
17 What strengths do you see that women bring to their work? what weaknesses?
44 How do you make sure that women are developed fairly?
45  How are candidates proposed to Review Committee?
46 (Women) Have you ever asked for an assignment or a promotion and been turned down?
20 For women managers - Do you feel as comfortable promoting a woman as a man?  Do you feel you have to defend the promotion
more?
42   How did the grading exercise affect your women non-economists?

MISSION - Customize these questions
21   What are the criteria for selection to a mission leader and the number 2? Alternative - How are people assigned to key tasks/
high profile assignments?
22   Do member countries welcome women on the mission team? What countries don't?  How do they express that?  How does
Omega respond? What strengths and weaknesses do women show with borrowers?
23   What is the climate between colleagues while on mission travel? hazards, pluses?
(Are there any restrictions imposed on mission assignments given to women professionals?)

RELATING WrrHCOLLEAGUES
26   If a good working environment in Omega demands collegial relationships, how do you build these relationships?   If the colleague
is a different gender, now do you build these relationships?
27 For women only - Have you ever felt intimidated, fearful, or uneasy during the work day?  If yes, describe. If no, has anyone
ever told you that they have?  Tell me about your friend's experience? What happened to her or him?
28 For women only - Has anyone ever asked you about your personal life at work, i.e., what are your intentions about having a
family?
29  For men only - Have you ever seen something that made you wonder or feel uneasy about how a male colleague treated a
woman?

RECRurnerr- M NAGERS
30  Why do you think there were only 8% women among the recent recruits?

RECRUITMENT - OTHER
33  Is Omega an attractive place to work?
35  Why do you think that women don't apply to Omega?

SUGGESTIONS
36  Do you have any suggestions for what Omega should do to assure that women receive equitable treatment?
39 Are there other issues for support staff which we have not covered?
40  Anything else you would like to talk about or ask about?
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Again, the analysis of the interview data was done in the same manner as at
TDI. The analysis would be done by a team which included men as well as
women to assure that gender biases were balanced. The primary analytical
tool of the interviews was content analysis supplemented by directed dis-
cussion with the Task Force.

5.4 Creating Conversation
My participation in all the Task Force meetings and deliberations was as-
sumed from the start. The approach was thorough and proved effective.

Early findings would be shared with the Task Force in a retreat where they
could be discussed extensively. Complete findings would be shared in an-
other, longer retreat setting where actions would be identified.

Running throughout would be on-going meetings with the Task Force as
they deliberated other aspects of their work. I would use those times as
opportunities to gather their interpretations of the findings especially as
they related to the known policies of Omega. These meetings were also
times when the Task Force used my experience and insider-outsider view
to better understand the findings.

Two working retreats were planned for the Task Force. The first retreat was
scheduled at about mid-point in the project-just after the interviews were
complete and the first set of data summaries were available. Knowing their
desire for precision, I prepared extensive summaries of the data for the
participants. Long lists of quotations by the major issue areas identified
from the content analysis and the first summary tables were prepared for
their review. The day was off-site in a pleasant space where the group obvi-
ously felt quickly at ease. I asked the other member of the interview team Extensive preparation to
to facilitate the day with me. We designed the day to allow the Task Force support fast  information
to view and discuss the issues from the data one at a time. For example, transfer provided time
they were given a set of quotations and the first summary of the frequen- for processing in a one
cies on one issue area to read. These summaries were prepared in a form day retreat.
that allowed for rapid reading being in lists or tabular form. (See Exhibit
6.3: First Retreat: Agenda and Sample Pages of Handout for the Day in the
Exhibits.)

Next we asked them to respond to the questions: (1) what do these findings
mean about the environment and (2) how do these findings affect women?
Occasionally, we introduced an exercise designed to help them focus their
discussion further. At the end of the day, the women were pleased at how
much they had been able to process in the time we had and at the enormous
number of new insights they had gained about a subject they thought they
knew well from their personal experience and from their examination of

Everyone was made to
issues done before my arrival. The men in the group were likewise pleased feel a real contributor.to have learned so much and also to have been listened to during the inter-
pretative discussions. Being listened to was essential for creating the right
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extensive notes

Success (continued)

Grouping Responsest Percentage

Definition of Success 234

Work                                                    86                    39%
Promotion/Grade/Career Ladder                         71                      32%

Respect/Power                                                                              18                                      8%

Personal                                                     21                      9%

Other                                                        26                      11%
What's Needed 483

Personal Characteristics 337 70%

Behaviors 103 21%

"Behind the Scenes"                                           12                        2%

Other                                                        31                      6%
How does this imoact women?

Environment's Impact on Women

1. Women stay with the work and ignore career activities. Men more inclined to keep eye on career.***2

2. Anything that works against diversity works against women.**

3. Upward-bound success limits options for job enrichment.

4. Career ceilings hold women down. (Includes time in grade.)**

5. Reticence is not rewarded and may increase women's natural tendency to be so.

6. Economist belief in fungibility does not extend to other professionals.

7. Anything that works against women works against men. (health, etc.)**

'Responses are individual ideas coming from the ingrvicws.  Thus. onc interview may result io multiple or no respooses ona topic.

'Astericks represent the number of volu received by the point from a voting exercise described at the end of this paper
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environment within the Task Force for continued learning through open
interaction.  If the men of the Task Force had felt left out of the substantive
discussions on interpretation, they would have removed themselves intel-
lectually from the work. The experience of the retreat gave them a sense of

being fully part of the work-which they were.

This successful mini-retreat served to prepare the Task Force for a much
more difficult task at the end of the project-to process all of the findings
and draw conclusions for themselves about actions. Their positive reaction
to the day was essential for their full participation in the second and longer
of the retreats. Another outcome of this retreat was that they were now able
to talk about the issues in their regular meetings (and they had these about
once every two weeks) from the vantage point of a common understand-

ing. A common language had begun to emerge. To help those who had not A common language and
participated in the first retreat, extensive notes were supplied in a format understanding emerged.
that allowed for quick review of the very same data, amplified by a listing
of the comments of others from the discussion at the retreat. The notes also
allowed the reader to add his or her own comments to the notes so that they
could be included in the summary of the day for others to see. (See Exhibit
6.4: First Retreat Summary with Notes from the Session Used to Brief
Non-Participants in the Annexes.) This type of detail was strongly appreci-
ated by the members of Omega as it suited well the style of precision so

highly regarded in the organization. It also supported the common lan-
guage needed for good interaction to those who had not participated in the
retreat.

This organization values quantitative analysis. Qualitative data from inter-
views would have been very hard for them to process efficiently-or effec-
tively. The decision to present highly summarized, quantitative data about

qualitative information, in tabular form, along with detailed examples of
qualitative data, helped them absorb and deal with massive amounts of
information comfortably. Part of the success of the presentation came from
my basic comfort with both kinds of data-quantitative and qualitative.

A culture that values
numbers called forThus, there was no reluctance on my part (or bias toward) to present in a

creative presentations ofquantitative form. (See Exhibit 6.5: Detail Tables for Omega in the Exhib-
its.)

qualitative findings.

5.5 Creating Meaning
The second and last retreat began with almost the entire Task Force present

and participating. Only one member was prevented from being there as he
was out of the country. The others were curious about the approach and
anxious about what they might be asked to do. What we did not know
beforehand was that their concern came from the fact that they had never

before participated in a retreat that lasted two days, and some of them had High trust at our second
never participated in a retreat at all. The specific tasks we were going to ask retreat contributed to efli-
them to do were, therefore, things never before encountered by them. (Se- cient, high quality results.
lections from the set of documents prepared for and as a result of the first
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5.5.1 Dav I: Interviews
In the Appreciative Inquiry approach, future possibilities are defined in statements of the future as if they already exist. Defining
future possibilities begins with the Discovery phase. Thise phase asks, "what gives life- or seeks to define "the best of what is" in
order to ground the Dream where "what might be?" or "what the world is calling for" are explored. Using this dream, the Design looks
at "what should be - the ideal" where the design statements (called provocative propositions) are co-constructed to reflect what the
organization wants to be. From here, the specifics of achieving the "destmy" are defined (Cooperrider and Whimey, 1999). In our
example, we began in the retreat with the provocative propositions of the design that reflected the already well-defined sense of where
the Task Force wanted the organization to be. The work of discovery had been done through the interview process and the earlier work
of the Task Force. They were ready to deal with the future defined as if it already existed. Using the defined future, they readily moved
into the destiny phase at this last retreat.

As consultant to Omega, I never declared myself as doing Appreciative Inquiry. It was not difficult to use the philosophy to great
effect.
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retreat can be found in Exhibit 6.6: Second Retreat: Background Prepared
from the First Retreat.)

Working together regularly, introductions of each member were unneces-
sary. A quick review of the agenda and, as the day was not for making
decisions but for learning, 'anything goes' was the only ground rule. The
agenda was also simple and clear. The product of the day was a list of the While the task was complex, the
preferred futures and actions to be used for the Task Force's continued days were kept simple.
deliberations.

5.5.1 Day 1: Interviews
We began by asking them to interview each other with a small script we
had prepared for them. Working in pairs, the
members of the Task Force were asked to de-
velop statements about a preferred future by in- Agenda for the Second Retreat as Given to the Task Force

terviewing each other using the questions: Objectives for the working session

(1) Persons who work for Omega report it to be •  To understand the preliminary conclusions coming out of the
a supportive place to work. What specifically interviews.
happens in Omega that leads to this kind of de-        • To develop a preferred future for Omega in the areas of concern

scription? to women.
·  To develop a set of principles to guide development and evalua-

(2) Managers in Omega practice good human tion of the Action Plan.
•  To provide adequate direction and input for the detailed develop-resource management and are now measured on ment of the Action Plan.

their ability to act in this way. What are manag-
ers doing? Day  1: Looking Ahead

(3) Omega is meeting the challenge ofbuilding           9:00 ... Overview of the Day
high quality working relationships between men 9:20  ...  Developing the Preferred Future
and women. What has it been doing? Define as 12:30 ... Lunch

clearly as you call see it. 1:30  ...  Discussing the Conclusions
3:45  ...  Reviewing the Preferred Future against Conclusions
4:00...  Developing the Principles

When finished, the pairs reported what they had 4:50   ...   Wrapping-up and List of Ideas for Homework
learned in their interviews of each other to the 5:00 ... Close
rest of the group. They processed as a whole
group what they had heard and identified as the Day 2: Developing the Itinerary
common themes that were emerging from their
learnings. These were used to develop a set of 9:00  ...  Overview of the Day

descriptive statements about their preferred fu-
9:10  ... Mapping Ideas to the Preferred Future
9:45  ...  Reviewing the Map

ture for Omega. These were posted on the walls. 10:00 ... Developing Broad Plans for the Preferred Future (done in
small  groups for Assigned  Pieces)

5.5.2  Day 1: Reviewing the findings 12:30 ... Lunch

against their preferred future 1:30   ...  Reporting to the Full Group and Critique
After lunch, they were given the final and full 4:30  ... Concluding Guidance for Madelyn

summary data gathered from the interviews of 5:00... Close

Omega staff and managers (See Exhibit 6.7:
Although the two days include large segments of time devoted to

Second Retreat - Materials). Discussion of the specific tasks, each task will be guided to assure clarity and produc-
data was forthright and rapidly converged to a tivity.
common meaning. Three things contributed to
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Products of Second Retreat

Second Retreat: List of Ideas from Interviews
There were five pages of ideas in total from the interviews.

Ideas from Interviews and Other Sources

1.       Responsible for Women's Issues

1.     Have czar, advisor, - head of women honcho the action plan

2. Encourage establishment of identity group in Omega for purposes of support,

monitoring, the action planning, information sharing of management

3.     Create a ten year plan of five years of rapid, intense action and five years of

moderate action and encouragement

4. Establish measures to monitor progress of the plan: number of women in senior

positions, distribution of rank within class, distribution of substantiative positions

(mission leader, management)

5. Take proactive role in HR
6. Monitor status and progress, use statistics to pressure Omega for progress

7. Develop monitoring plan (measures) for distribution of mission assignments

2. Recruitment
1.    Realize that female economists are a limited resource and establish an

aggressive approach to these women: offer incentives, hire spouses, assist

spouses

2. Aggressively recruit high level women from outside

3. Open recruitment panel to women and men of color and non-economists

4.      Establish a series of questions to be asked and not asked in interviews

5.    Make the recruiting process more friendly and attractive to candidates

6.    Work at reducing the subjective response to candidates so that selection is based

more on objective measures

7. Market Omega by changing internal image

8. Market Omega externally

9.    Review and change promotional material

10. Set recruitment targets and monitor progress

See additional products p.132
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making the process rapid. (1) The format was the same used in the first
retreat, and they were already familiar with it. (2) They had seen the initial
data earlier and had used it in subsequent discussions of the Task Force,  so
the task here was to understand the extension of the early findings rather
than a complete new acceptance of them. (3) They were very comfortable
with each other and my team by now. They then spent some time in small
groups comparing the findings with the preferred future they had defined
for Omega in the morning of this retreat day. When finished, their home-
work was to think about the differences between their preferred future and
the findings and develop a list of possible actions they might want to take
to bridge the gaps. They were given lists of ideas that had come from the
interviews to help them in their homework. The ideas had been grouped

according to the findings to make it easier to prepare their list. (A sampling
from this list is provided in Exhibit 6.8: Second Retreat: List of Ideas from
Interviews.)

5.5.3 Day 2: Small groups prepare lists of actions and more
The next day, they were again divided into small groups and asked to work
on an aspect of the preferred future. Each group prepared a list of actions
for the aspect they had taken. They worked some time on these in order to
explore not only the actions they thought useful, but how they might be
implemented, who might become advocates of them, whether they needed
an overall strategy in place before beginning, etc. After each small group
had completed their plans, we took a grateful lunch break.

5.5.4 Day 2: Expanding the options
The afternoon was spent in presenting the individual plans to the whole
group and having extensive discussions of each. The objective was under-
standing, not judging. Adjustments and amendments were added from the
discussion. Posted on the walls, the final plans encircled the room (and it
was a large one at that), and each received careful thought and attention.
(See Exhibit 6.9: Products of Second Retreat and Worksheet to be Used in
Further Deliberations in the Exhibits.) These were remarkably disciplined
professionals who took advantage of this privileged 'time-away' to think.
They said they were fully satisfied when they completed their work that
day-replete might have been a better word.

5.6 Converging on Meaning
5.6.1 Day 2: A final activity and realization
At the end of the day, I thanked them for their attentive work and open style
in interacting with each other and gave them all a small gift to commemo-
rate the day-a tiny knapsack tied to a small stick in honor of the journey
they were taking together. They enjoyed the gift. Only then did they tell me
that they had never done such a set ofactivities in all their careers at Omega.
This quiet, formal, introverted group had accomplished more in two days
than I could have hoped for-and they did it with no previous experience
in group work of the sort I had asked them to do. They believed in excel-
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Second Retreat: Products of Second Retreat and Worksheet to be Used in Further Deliberations
There was  a total  of seven pages  of issues  and actions  produced  in the  Second Retreat

Initial Action Plan Pieces

Who's Involved/

Issues and Actions Affected IIow measure? Advocates Dissenters Strategies

Defining job in time and space Personnel Office Use of Options Staff with family Managers who manage A system of time accounting
more broadly (flexi-job, flexi-time) Personnel Managers Staff Survey constraints by direct observation (i.e.,BRS)

and control, not by
1. Change personnel policies output A system of back-up provision

(now in place)
2. Provide technology for off-

site, off-hours work Staff survey

Leave policies (family leave, Benefits Admin Use of programs Directly affected Managers who will Regular staff survey
extended w/0 pay program) Personnel Dept. Staff survey Staff have less control

of resources Existing leave systems
1. Change personnel policies

Family care programs Staff benefits Levels of enrollment Staff who give family ? Inclusion in Omega space

iii care planning
Emergency daycare Staff working group Staff survey

for development Cost/benefit justification
Regular daycare and oversight Possible staff

attendance
• "family defined more improvement

broadly

. support systems may
include on-site and off-site
services

. monetary support by
employer is necessary
component (possibly
salary-scaled)

. includes child and elderly
care

1. Create regular and emergency
care facilities



lence and doing things right, and they were determined to be and do that.

The results of the retreat were again presented to them in tabular and list
form to continue to use in their deliberations as they developed their action
plan for Omega. Each idea had its rationale and likely impact. The work
ahead was merely to decide which would have the best relative impact
given what they wanted to accomplish in the long term.

The conversations about the final list of actions they would recommend
were many and long. But never did they deviate from their work done at
the retreat in any major way. They also remained able to communicate
effectively with one another using the language of the issues they had learned
from the study and their retreats. In particular, those who had at the begin- The retreat results continued
ning been uncertain about whether the issues existed now felt confident to support the final work.
that they did and could be understood. It meant that their discussions around
the actions were focused on whether the action would be effective and not
whether it was needed.

5.7 Lessons from the Design and Execution
The Task Force wanted to do a good job more than they wanted to meet a
time table set in the beginning of their project. They allowed themselves
the time to discuss what they were learning until they felt they had ex-
plored it completely. Giving them early results to consider facilitated their
discussion and helped them be fully comfortable with the conclusions by
the end of their work. Time to discuss aids learn-

ing and brings comfort.

The complete and open sharing of the analyzed data (both early, initial data
and final) helped the Task Force members to accept the data as real. In
Omega, people usually look only at numbers as 'real' data. As they worked
with the qualitative data (quotations, stories, or summaries from the con-
tent analysis), they began to see that it, too, could be treated rigorously.

Open discussion of the
Seeing it all (and in a form that supported quick review) allowed them to

data changes minds.ask their own questions and explore for themselves as they looked for trends
across the data. They became quite adept at doing so which made my job
easier and easier to do, as I no longer had to fight prejudices about the
reality of the data. Less and less often did I hear that the data was not quite
right or that surely I had over interpreted the data before sending it to them.

This change ofattitude was amajorbreakthrough. Atthis point every mem-
ber of the Task Force was a full participant in creating the meaning of the
data. They began to learn about Omega in a new way and about women's
issues from a perspective of openness-even the doubters of the group.
This continuous interaction led to a full acceptance of the findings by each
member of the group. By the completion of the project, there was not a
person on the Task Force who did not believe in the findings or the recom-
mended action plan. There were those who felt that one approach was bet-
ter than another, but they all believed in the issues as defined and the action
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Principles

Participation:   Each step was designed so that there could be some level of participation and involvement of the Working Group on the Status
of Women.

Inclusiveness: Ideas, thoughts, and perceptions were to be sought from all levels of staff and managers in Omega including the Executive
Director.

Confidentiality: Individual responses obtained as part of the interview process were to be kept in strictest confidence.

Omega-specificity: Issues to be examined were to be SpeCific to Omega and not simply those found in the literature.

Description:  The results were to be descriptive in nature so that learning could be supported and guidance would be specific.
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plan as an effective one. This agreement was to stand them in good stead
when the final results of their work were published.

The unified position of the Task Force by the end of the project proved a
very powerful force at Omega. Those who chose to ignore the results and
conclusions of the work did so alone, and the recommendations were ac-
cepted almost in their entirety by the organization.

My final interpretations of the data were influenced heavily by the reac- A unified position leaves
tions and comments of the Task Force. Because they took the time to think little room for denial.
through and discuss openly what the data meant to them, the value of their
comments in relation to their culture were invaluable to me in understand-
ing that link to the culture. As they described the stories which helped them
tell me what it meant, they were able to see more clearly the culture in The client is critical to
which they were living, too. good interpretation.

5.8 Introducing the Findings Prepares the Reader
The final report had several sections that came before the actual presenta-
tion of the findings and results, beginning with an acknowledgment of all
those who had contributed in some way to the successful completion of the
project.

The preface then described how the report could be read. The format of the
report was significantly different from normal reports of Omega, and we
felt that an explanation was required saying why we had chosen this format
and how to make the best use of it. The subject was a sensitive one, yet one
that the managers might neverread ifit werepresented
in an ordinary format. So, we designed it so that they
could capture the messages even if all they did was Preface to Omega's Report
scan the document. For a conservative organization,
this approach was a major change, but they felt it was 'This document represents the summary ofworkdoneover

the course of almost a year. It is designed, however, to al-worth the risk. Because of this particular approach, it
made it possible for the table of contents to act as an low the reader to capture the essence of the work, to ex-

plore the details, orto selectively examine topics. Thehead-executive summary as it contained in its headings all ers of the report are meant to be summaries of major find-of the conclusions of the report as well as directing the ings. The margin quotations give insight into the findings
reader to the appropriate page. on various points. The text discusses the issue in more de-

tail. The appendices contain more detailed tables of infor-
The introduction to the report contained the principles mation. Thus, readers may read the headings to see what

used by the Task Force to show the thoughtful ways in
was concluded, they may glance at quotations to capture
the flavor, and when more interested, they can read the sec-which the Task Force chose to work to assure equity tion in full. Our desire was to make this report accessible

in their own deliberations. The introduction also in- to the reader, allowing easy entree to those subjects that
cluded a very short description of how the project was prompt interest."
done. And it included the recognition that when de-
scribing men and women, the reader must never con-
fuse generalizations with individuals (as was done in TDI's report).

The first two chapters of the report presented three levels ofcontext for the
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reader. The first was the broad, world view in which the document and its
conclusions should be read in order to help the readers justify in their own
minds the importance of the topic. These benefits ranged from increased
productivity, better client relations, and attaining leadership in the interna-
tional community. It also alerted readers that many of the issues, when
solved, would positively affect men as well as women.

The second chapter described Omega's culture representing the context in
which the staff of Omega work day-to-day and in which the findings of the
study would be implemented. It tried to convey that this culture worked to
present challenges as well as advantages to confronting the issues to be
presented. For example, the desire to be perfect (a real characteristic of
Omega) would make it hard for those who would have to change "to con-
front the reality of past errors." And it gave encouragement of how the
qualities of the staffand managers (such as their intellectual prowess) could
be sufficient to deal with the issues effectively. "This capability gives strong
hope that a reasoned plan based on evidence ofdiscrimination will be dealt
with effectively."

By presenting it both positively and negatively, this chapter also dealt with
a third level of context-the tone of the report and the study-by trying to
convey a tone of balance for the report. Blame was not the main intention
but rather a clear presentation of the findings and a validation of differ-
ences. For example, there was a small section that
described the differences between men and women Men and women think of cooperation differently.and how they defined cooperation.

Those interviewed often spoke of the need for coopera-
Thus, in the opening five pages, the reader was in- tion in Omega, and becausecooperation is often interpreted
vited to see how acting upon what was learned might in terms of teamwork, it is relevant to lookat how women

improve the world and the institution while not call- are perceived as team players. As one man said "Percep-
ing to judgment uninformed individuals. The pur- tions of who's a team player work against women to some

extent. Abasic problem is women's ability to be perceived
pose was to invite the reader to open his or her mind as a team player." (m)
to what was coming. The motivating theme was car-
ried even into the beginning of the section on the Mentalked aboutteams both as'cooperative environments,
problems of Omega by first recognizing that both even if it means the loss of some skills,' and as conscien-

men and women see strong value in the contribu- tious and 'willing to adapt.' But consistently men believed
teams were a place where you brought your skills to worktions of women to Omega. with others, each skill fitting together like ajigsaw puzzle.
Women described teams differently. They talked about
teaming as an opportunity to 'motivate and bring out the
best.' Women were very aware that if 'no cooperative atti-
tude prevailed you get less work done, and this ultimately
slows promotions.' Women saw teams more like a three-
legged race, actively working together, mutually motivat-
ing, and mutually allowing.

Neither of these perceptions is wrong about a team, they
are just different Both are effective.
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6. The Environment of Omega
and Its Effect on Women
6.1 The context Of Omega
Recent geopolitical events have altered the world and affected the work
of Omega. Omega has reacted to these major changes by working harder
and longer, not necessarily by working smarter or by resetting priorities.
Major challenges found by Omega have included the floating of ex-
change rates, various debt crises, and the opening of the Eastern Europe
countries.  Only in the last case did Omega add a large number to its staff
to handle the increased work load. Yet managers and staff feel they are
never released from earlier work; new tasks are simply added on. In the
interviews, the intensity of staff's beliefs was apparent concerning the
amount of work necessary to accomplish the mission of Omega. Seeking
ways to meet this need consumes everyone.

Working longer periods of time has a known limit in the short-term (24
hours) and carries a hidden cost when employed in the long term. Work-
ing longer hours can be used only for a time and to a limit. It should
never be part of a long-term solution. Calling forth capacity and capabil-
ity is more open-ended than working longer periods of time. The capac-
ity an individual brings to the workplace often depends on 'soft' things
like feelings of confidence, trust, and being valued - the things an equal

partner has by definition. High morale brings higher productivity. When
people fear criticism or rejection, they hold back. Released from these
negative factors, they are able to let go and apply themselves better to
their work.

If Omega had more staff, it would have higher capacity but with the
addition of infrastructure costs. If existing staff were free to give more of
themselves, Omega would have more capacity without the increase in
infrastructure costs. The capabilities brought to bear by individuals is
variable. Clearly, female staff bring their professional skills to the
workplace. But unless she feels like an equal partner, confident that her
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When describing a leader
When addressing gender, it is important to establish early on that women bring similar qualities and intentions to the workplace.  At
the same time, distinguishing the specific needs of women must be done as well so that the organization can face the role it plays in
defining gender in order to overcome it.  The idea of a uniform, 'abstract' worker denies our human side of the worker (Acker, 1974).
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skills are trusted, she may hold back. This applies to both men and
women, but it affects women more. Encouraging individuals to use all
their capabilities provides Omega with skills it did not have before. Some
job responsibilities may have been artificially limited, in part, because
these positions are female-dominated. As a result, women have not had
the opportunities to show their talents. These misallocated resources are
also lost to Omega.

Omega is an institution which is powerful, technical, hard-working, and
hierarchical. It values academic excellence, dedication, sacrifice, avail-
ability, and being correct. It considers work to be the means to success

and promotion as the key indicator of success. This creates a very
demanding environment in which to work. If long hours are an indicator
of work, then work can filllong hours. If sacrifice and availability are the
measures of commitment, then accepting every assignment will become
paramount as the symbol of them. If being right is important, then
admitting errors will be difficult.

Although there are many challenges inherent in the environment of
Omega, it must also be said that it is a powerhouse of intellect. Where
the challenge is great for change, the intellectual capacity to understand
what needs to be done and why is more than sufficient. When feelings of
fear and anxiety pervade decisions, the intellectual power of the indi-
vidual managers of Omega is strong enough to overcome this fear. This
capability gives strong hope that a reasoned plan based on evidence of
discrimination will be dealt with effectively, albeit slowly. Interpretation
of the findings must recognize this environment.

6.1.1 Women have the characteristics required of Omega's
"best" and often excel in them.
When describing a leader at Omega, leadership, human re-

Table 6.1: Staff with high potential demon-
source management and interpersonal skills, management, strate three major characteristics.
and communication were listed in order of frequency fol- (in percent of responses, by sex)
lowed by technical excellence. Leadership was defined Men Wonnen Total

mostly in terms ofcharacter (integrity, honesty, fairness, and
maturity). Also mentioned, but of far less importance, were Leadership                    27         25        26

H.R./Interpersonal Skills    19         25         26"knowing the big picture," intelligence, inspiration, vision,
Management                 21         21        21and adaptability. Human resource and inte,personal skiNs
Other                                                     18                  11                 14

were described as "valuing and supporting staff as individu- Communication                   7             8            7
als" which represented an overwhelming 74 percent of the Technical                             6             5            5
responses about this characteristic. Managerial skiUs were Listening                       0          6         4
defined more evenly and referred to being organized, taking
initiative, delegating, following through, and having the ability to make
decisions. Communication often meant presenting oneself well verbally.

Women are often seen exhibiting these characteristics and were described
in these terms by those who knew them well.   Some of the characteristics
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are areas where women were said to excel. Human resource and interper-
sonal skills were among these; they represent areas, already known by
Omega, where Omega managers (who are mostly men) need to strengthen
their performance.

6.1.2 Women of Omega are held to a more strict set of accept-
able behaviors than are men. Women's actions are often
misunderstood.
Advice to women on behavior is confusing.  It is not clear which way a

In Omega's environment you havewoman should turn.  When men and women work together, the roles that
to be aggressive in order to

are defined for them in society are brought into the workplace, if not in succeed, yet "women get
action, then in expectations.  Thus, behavior that would go unnoticed when criticized for  being  too

used by a man can be misunderstood when used by a woman. aggressive."(m)

Women who are not afraid to display their intelligence are different from
women who have chosen to remain in stereotypical roles.  "Senior men

"
Behave  like yourself, as  natural

as possible, don't have a chip on
familiar only with non-working spouses are shocked when they must deal your shoulder but don't yield to
with bright women." (m)  Some men find women who act smart (because pressure either." (m)
they are and choose to act that way) challenging and sometimes even a                ,·Behave just like a man." (w)
threat. Often these men use techniques which aim to diminish the power of
the woman such as talking to the woman about her dress and appearance.

In Omega's environment you have to be aggressive in order to succeed, yet "
(Women) have to be seen as notwomen get criticized for being too aggressive."(rn) There are many such belligerent.  I hate to see a woman

comparisons that were drawn by both men and women but particularly by take on mate characteristics." (m)
women who felt themselves to be more well-rounded versions of success
than men at Omega.  Yet many felt they suffered because they were held to
a stricter, more narrow range of acceptable behaviors.  If men of Omega
are loud and passionate about their subject, they are referred to as "com-
mitted." Ifwomen are loud and passionate about their work, they tend to be
referred to as "emotional."

"Men who approach conversation as a contest are likely to expend effort...
to lead the conversation in another direction, perhaps one in which they
can take center stage... or display knowledge.  But in doing so, they expect
their conversational partners to mount resistance." (Tannen,1990) Women
must find strategies to capture and retain the floor in a discussion.  For
example, when women ask questions, it is often assumed that they do so
because they do not know the answer. In fact, it is often a way in which a
woman can intervene in a discussion and have the point she wishes to have
discussed raised.  It is strategy, not ignorance, which leads to this action.
This is also true of interactions within Omega.

If women do not assert themselves they will not be heard in an organiza-
tion like Omega.  If they do not speak up, they will be forgotten in a discus-
sion.  And if they act in "feminine- ways they will not be taken seriously.
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Often successful women at Omega are described (and even describe them- "
I run my company according to

selves) as men in women's clothing, because they have had to adapt in an feminine principles, principles of
caring, making intuitiveenvironment dominated by men. They feel they have lost a piece of them-

decisions, not getting hung up on
selves in order to be able to do the kind of work that they want to do and are hierarchy or all those dreadfully

capable of doing. boring business-school manage-
ment ideas; having a sense of

work as being part of your life,
While men at Omega undoubtedly feel a constraint upon the kinds of be- not separate from it;  putting your
haviors they are permitted, restriction and limitation is enhanced by more labour where your love is; being

responsible to the world in howboundaries of acceptable behavior demanded ofwomen professionals.  Thus,
you use your profits; recognizing

when a man has to deal with an issue, he has a wider range of options from that the bottom line should stay at

which to choose and still remain within the acceptable options open to him. the bottom."

Women must constrain themselves and use far fewer options in order to
- Anita Roddick, founder of

simply remain acceptable, thus demanding much more work in order to the Body Shop

achieve results.

Assumptions affect women, too.  "You ask two questions: Are you avail-
able anytime or for any length of time without 3-4 weeks notice to go any-
where with a group of people and would there be any backfire or com-
ments from your husband?  This is a must for Omega," said one man.  His
words reflect the feelings of many men who were interviewed and are con-
sistent with an environment which sees sacrifice as a measure of commit-
ment. The added fact that the man asked whether there would be backfire
from a husband, but with no mention of a wife's reaction, is an indication
that a husband's concern is more important than a wife's concern.  In this
environment, women may not have the chance to answer the question be-
cause they are never asked. The answer is assumed. Without the opportu-
nity to do certain tasks, no measurement of skills and capabilities can hap-
pen and eventually this can affect promotion opportunities as well.

The effect of this is that women are held to a much more rigid standard of
"behavior.  "She must walk a tightrope all the time, doing a balancing act.

(w) Women have learned to do this, but when they deviate, they suffer
more than do men who stray from acceptable norms ofbehavior (which are
also restrictive, but not as much so). In addition, men are allowed to have
occasional aberrations in behavior. For women, this acceptable behavior
limit is more stringently enforced. In other words, women must act within
a narrower range ofacceptable behaviors and are sanctioned more strongly
when they deviate from them.

Attesting to the ability of women to operate successfully within Omega's
environment, one male manager said, "I have some problem men; I have
no problem women. ''

As Omega has few women in senior positions, their stylistic impact is less.
As they must also restrict their style, it is limited even further. The effect of
this is that there are few examples of female working styles which younger
women can see and use. This perpetuates the difficulty women have in
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Figure 6.la Rude behavior reported by women by rank
Question:  Have youeverfelt intimidated, fearful,  or  uneasy
during the workday? Ifyes, please describe.

Content category                 n % Total           %
Admin/Staff Asst.               8            44%          24          100%
Personnel managers           4           40%          10         100%
Admin officers                 5          29%         17        100%

Managers  9 20% 45 100%
Section chiefs                   1          69%         18        100%
Other support                   1          47%         24        100%

Totals 28   138
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performing harder and within a more restrictive mode.  Only by having
more women at Omega and in the higher ranks will women be freed to
work in the style that is best for them An additional benefit will be that
men, too, may discover new ways in which to work more effectively.

6.1.3 Attitudes influence behavior in ways which denigrate
women daily in many, often reinforcing ways, creating barriers
and discrimination that must be overcome.
Omega is a place of tension. Pressures from member countries and the
problems brought to Omega for resolution have significant economic im-
pact.  This is real to all staff and weighs heavily on them.  As a result,
tempers explode at times. Prevented from releasing this anger and frustra-
tion upward because of the hierarchical nature of Omega, staff who cannot
control themselves explode at the lowest rank available to them which is
often at support staff. No managers condone such behavior, many under-
stand it, others will not tolerate it, and some deny it.  It does exist, and
support staff are often the victims.

Rudeness to women, particularly in junior and support levels, represents
an additional barrier to women who are trying to perform their duties under
heavy stress.  Not as shocking as explosive anger, rude-
ness erodes the quality of the environment nonetheless Figure 6.1: Comments about rude behavior of
(Figure 6.1). women staff by rank.

Some women said they had managers who never asked
50%-about their professional work.  They were asked about Ajmin/Staff Asst

.Stheir families, their clothes, even their faces, but not their 8   40%_            Personnel Mgrs
E

professional work. They questioned whether their man-   3096- _Admin Officers
ager could see them as professionals.  They were con-
cerned that if a manager could not talk to them about

*
20%- -Man

their work, he could not assess their work at the profes- 2 10%- Section Chiefs

a

sional level. | | 1-1 Other Support
0%.

Support staff are expected by many men to act only as
respondents to requests.  When they act with initiative they are considered
overstepping their bounds, even when the initiative is in a legitimate area
of their responsibility. While all women are held to a stricter set of behav-
iors, support staff feel this the most.  This is also reinforced by the "class
distinctions" which many staff feel exist at Omega.

Lastly, women are more likely to be called by their first names in an orga-
nization that normally calls those in positions of responsibility by their last
names.

Each of these is small in and of itself. Together, they act as strong forces to
limit the ability of a woman to work as effectively as men. Women say
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they must work twice as hard as men to be seen as good. This perception is
real and affects them negatively. Women are being treated as stereotypes
and not for their individual capabilities and commitment.  As a result, Omega
loses.

6.1.4 Specific problem areas are expanded in the remaining
sections of this report.
Historically, men have considered women to be working for a second in-
come, not for a career. Linked to the idea that women have a greater sense
of responsibility for their families, men tend to assume that women lack
commitment. To women, their family responsibilities are simply another
thing to be managed. However, men's perceptions can and do get in the
way of women being treated equitably. This aspect will be discussed more

.'fully in the section "Family obligations do not compromise commitment.

The special situation of support staff illustrates the effect of being both
women and at the lower end of the grade rankings. Support staff work in
jobs that are rarely under their control.  Work is given to them with the
assumption that they are there to serve. Sometimes assigned work slips

over the bounds from professional to personal. Sometimes mother roles
are expected of them. Initiative is often sanctioned when shown.  Some-
times they are the brunt of their superiors frustrations. Yet support staff are
always expected to be responsive to needs. A separate section details this

"situation, and is called "Support staff face special problems.

Assumptions about a woman's availability and commitment get in the way
ofgiving women key assignments that will give them the necessary visibil-
ity for their talents and skills to be exercised.  This is particularly important
in mission work but applies to any "plum" assignment. Using the specific
cultures of the member countries as another reason for excluding women
from leadership positions in travel assignments can make it harder for
women to have the necessary opportunities that are available to men.  The
section on plum assignments places this rationale in a broader context which
suggests culture is not a reason for excluding women from leadership posi-
tions in travel assignments.  It also explores plum assignments in general
and the difficulties women have in obtaining them-and thus the difficulty
they have in gaining both visibility and the opportunity to do good work.

''For details, see section "Women's access to plum assignments.

Beyond simple denigration, this report documents that women are at times
subjected to sexual harassment which places them in uncomfortable posi-
tions. To exercise their anger at an affront jeopardizes them in subtle and
not so subtle ways. The issue will be explored in more detail in the section
66 .,Harassment.
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Table 6.2a Cost of Success at the Omega
Questions: What are the cost for being successful? Are the costs different  for
support stafl'versus higher levels? How many hours do you work in an average
day?  What do you think is  expected?  What do you expect  of others?

Men Women Total %2 by content
Content category n%n%n% category*
Family       23 27% 38 22% 61 23% 1.6414

Long hours and sheer volume 20% 20% 5.9154*15 18% 36  51
of work
Personal life                                          13       15%          16        9%        29 11% 0.0000

Health and stress 8 10% 17 10% 25 10% 1.6831

Games to be played 4 5% 17 10% 21 8% 5.5550*

Discriminatory behavior 2 2% 17 10% 19 7% 8.7842*

Loss of integrity in some form 7 8% 12 7% 19 7% 0.4795

Other 8 10% 9 5% 17 7% 0.0317

Expectations of long hours 4 5% 11 6% 15 6% 1.9019
spent at the Omega

Unpaid OT for support level 0 0% 3   2% 3 1% 2.1595

Total 84 100% 176 100% 260 100%

f over all content categories 4.0119

*Asterisk indicates  significance at  10%.  Full description of how  f was calculated can be found on page 82.
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6.2 Family obligations do not compromise commitment.
6.2.1 The long hours and sheer volume of the work lead to a loss
in terms of family and personal life as well as contributing to
stress and affecting health adversely. They represent the major
costs of working at Omega.
When asked to rank the personal costs demanded for a successful career at
Omega, staff interviewed for this study ranked the negative effects on their
families first (Table 6.2).  In the environment of Omega, hard work, long
hours, and availability are clearly important values, but this attitude leads to a "Two to three years ago, costs

loss of family and personal life, as well as to stress and health problems. Both were manageable because you
had enough time to maintainmen and woman saw the effect on family as the number one cost of working at technical quality. make judgments.

Omega. and care about people. With the

recent expansion, most managers

Second, and clearly related to the first, are the long hours and volume of work are not doing these very well and
the cost depends on which of therequired.  The work of Omega has increased in several major increments over three  you' re  trying  to  protect.  The
choice is not gender-based."(w)

Table 6.2: Men and women both feel neglect of the
family is the highest cost of success at Omega.
(in percent Of responses, by sex)

Cost Men Women Total

Family                                            27          22         23
Long hours & sheer volume of work           18               20              20
Personal  life                                                                           15                       9                   1 1
Health & stress                                     10           10          10
Games to be played                                 5           10            8
Discriminatory behaviors                       2          10           7
Loss of integrity in some form                         8                 7                7
Other                                10        5       7

Expectations of long hours spent                        5                    6                   6
Unpaid OT for support level                          0               2               1

the years; major increments resulted from the floating of exchange rates, the
debt crisis, and today's dramatic expansion in the number of clients.  Only
with the most recent of these changes has it been acknowledged that Omega
needed substantial additional staff. The most frequently mentioned ill effects
of the resulting staff overload relate to personal life and personal health.   "I
don't even have time to get appointments at the dentist."(m)

Among the other costs of success at Omega are the games to be played-"You
have to be one of the boys and act like them."(w)  Loss of professional integ-
rity in some form was also mentioned, as when employees feel obliged to do
what the boss wants whether or not they feel it is right.  The expectationLand "The organization hires people as

reality-of long hours means that overtime of support staff often goes unpaid an entity, not by the hour;
therefore (you need to) devote all

(contrary to stated policy) yet is expected and even becomes part of their evalu- available time and resources to
ation.  "Why not be upgraded on uncompensated overtime," one woman was Omega."(m)
told.

Last, although not least, were comments about discriminatory behavior.  One
woman was asked by her boss, "Why do you need a salary increase [when]
you're given a good rating?  I wish I had more money like you which I could

151



Nineteenth Centurv

The use of a reference from literature is seldom done directly in the text of a report to a client. In this instance, the information was seen

as particularly helpful in understanding the position of women in today's work world from an economics perspective - a perspective

important to the client. Thus, it was included in the actual report to the client.

Figure 6.2a Constraints for Women
Questions:  What strengths do you see that women bring to their work? What weaknesses?

Men Women Total 2 by content
Content category n%n%n% category*

Family        25 54% 16 31% 41 42% 4.8100*

Organizational (coming out of 27% 23%9 20% 14 23 0.3039
the structure)
Cultural 8 17% 9 17% 17 17% 0.0317

Perceived personality traits 2 4% 13 25% 15 15% 5.7098*

Other 2 4% 0 0% 2 2% 2.1624

Total 46 100% 52 100% 98 100%

%2 over all content categories 6.0405

*Asterisk indicates  significance at  10%.  Full description of how  f was calculated can be found on page 82.
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devote to buying more (clothes)."(m) The as-
sumption underlying this comment is that the Nineteenth Centurv Ideas Operate Todayman needed money for his family and not for
new clothes, while the woman's salary was 'Throughout the 19th and 20th centuries, the wage structure was
simply for extras, a perception that dates back reflective of an 'abiding tension between a market that is said to
to the nineteenth century. distinguish between workers' skills, education, and commitment

... and a set of social constructs that values (gender) differences

6.2.2 Family costs hit women harder in various ways ... The persistence of the wage gap over the 20th
century attests to the strength of these views of (gender) roles

and are misinterpreted by men as a and to their institutionalization in a two-tiered wage structure.
lack of commitment. Women were paid a wage enabling a family subsidy (and not
Constraints inherent in the organizational self-sufficiency), independent of what a job was 'worth."'
structure of Omega itself represent a form of -Ronnie J. Steinberg, Gendered Instructions:  Cultural Lag"weakness" not attributable directly to

and  Gender  Bias  in  the  Hay  System  of Job  Evaluation in
women.  The ways in which different cultures Work and Occupations, Vol.19 No.4, November 1992, p.389.view women-and how these views are
played out in a multicultural environment-
are also seen as having a negative impact on women in Omega. Overshad-
owing these constraints, sometimes referred to as weaknesses, is the con- "No matter how helpful the

husband is, women carry the
straint family responsibilities are thought to impose on women. Fully 54 brunt offamily responsibilities.

percent of male responses on this issue saw family as one of the constraints The mate counterpart doesn't
on women, compared to only 31 percent of the women responses. think about it; he usually has a

wife ar home although this is
changing."  (w)

Some men were reported as saying that they take pride in"not having taken
leave for 5 years," or that they were on travel when their wife had a baby.
Men did not feel that they could complain about unreasonable work de-
mands.  With this attitude reinforced by an environment that values hard
work, long hours, and availability, these men assume that women's con-
sciousness of their caretaking role in the family prevents them from being
full performers, even though they bring excellent technical skills to the job.
This feeling is picked up by some young women who, conscious of the fact
that they are of child-bearing age, feel it
necessary to mention often that they have
no plans to have children.  They fear that Figure 6.2: Constraints on women tended to be reported as

weaknesses, with family constraints overshadowing theif they do not address the implied ques- others. (in percent responses)tion their managers will assume that they
intend to have children and therefore may 42

not  give them the same opportunities as
their male peers.

23

17
15

:nocme·.:s znts        11 ,that women are not as professionally com-
Family Orgmizational Cultural Perceived Othermitted to Omega as men are. "Women are Constralnts    (comlng out Personality

just not as committed to the work because of the structure) Traits
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of their family responsibilities."  Most young men, however, tended to "Women just aren'tfocused." (m)
have a slightly different perspective.  One female manager reported that

"At first, with my first child,  I felt
she has two young fathers who want to limit their travel, yet they are "the shunted aside, and objected, and
best of my staff; when they are here, they get the work done."  One young said  ' Leave me with my assign-

ments;'  in fact Ifelt compelled toman said that although he works long hours-nine or ten hours a day-he stay with it, so my career would
tries to accommodate this by working through lunch.  "My father was not get sidelined." (w)

never home, and I try and do it differently."

6.2.3 Men's comments tended to focus on the problems of
families. Women's comments tended to focus on ways to meet
those responsibilities as well as their responsibilities to Omega.
Managers differ intheir opinion ofthe impact offamilies onwomen.  Some
feel it is a major impediment to doing the extra work needed for outstand-
ing ratings, while others feel it is merely an inconvenience.  One male
manager reported that he supervises several women who have small chil-
dren.  He sees that they have family responsibilities and therefore it is hard
for them to put in the hours that are demanded.  At performance time, he "(It's) difficult when a woman

must take the day  05 to  take a"feels in a bind, because he can't ignore the extra work."
sick child to the doctor."(m)

The issue appears to be quantitative: even though Omega purports to value
quality and technical competence above all, the quantity of work produced
also enters the equation. "An 'outstanding' is likely to come when a lot is
asked."(m)

Other managers view family responsibility as only an inconvenience.  "The
problem is to balance mechanical aspects and sensitive issues."(m) While
there is some attendant administrative work to a maternity leave, it is not
insurmountable and planning for it can be done with relative ease espe-
cially when approached positively.

"Children complicate work
planning, but they are anWhen women talked about their family responsibilities, they tended to inconvenience rather than

focus on ways in which they meet those responsibilities as well as their obstacle.   If (the  person is) good,
responsibilities to Omega.  Rather than simply seeing family as a con- there  is no  problem if they  go on

straint on their professional effectiveness, they focused on how they ac- maternity leave." (m)

complished both. "I planned the birth later than I really wanted to."(w) A
woman manager said, "When an economist says, 'I have to pick up chil- "(If you are) seen as caring more

'..
for family life it's seen as  adren, I don't view that as a lack of commitment to the work.

weakness.  You must keep this

issue  out  of discussions with
By and large, the way in which women manage traveling and their work is superiors."(w)
by employing help in their homes in the form of a nanny, a relative, or
some other paid household worker. They choose a lower material stan-
dard of living in order to have the opportunities of the work, even though
the choice represents pressure on the women.
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Table 6.3a Strengths of Women
Questions: What strengths do you see that women bring to their work? What weaknesses?

Men Women Total f by content
Content category n % n          % n % category*
Dedication and level of effort 9 16% 16 18% 25 17% 0.7992

Compassion and sensitivity 4 7% 17 19% 21 15% 5.5550*

Organizational and managerial 4 7% 16 18% 20 14% 4.8776*

Breadth of perspective, 6 11% 8 9% 14 10% 0.0215
insight, and flexibility
Professional skills                      10 18% 4 5% 14 10% 17601*

Attention to detail 4 7% 9 10% 13 9% 0.9774

Other strengths 5 9% 4 5% 9 6% 0.3804

Evenness of temper, tolerance, 4 7% 3 3% 7 5% 0.3859
cooperative
Negotiation skills 6 11% 1 1% 7 5% 4.2711*

People skills 1 2% 6 7% 7 5% 2.3934

Communication skills 2 4% 4 5% 6 4% 0.2901

Total 55 100% 88 100% 143 100%

%2 over all content categories 9.1146

*Asterisk indicates  signijicance  at  10%.  Full description of how  f was calculated can be found on page 82.
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6.2.4 Dedication, as a major strength for women, is in conflict
with men's assumptions about their lack of commitment due to
family responsibilities.
Dedication and level of effort are noted most frequently as strengths that
women bring to the work of Omega (Figure 6.3).  While Omega sees "Women are more dedicated,

dedication to work as women's greatest strength, it tends to focus on the more  responsible."  (m)

conflicting view-that commitment to the family means women cannot
be dedicated or committed to Omega. Respondents did not see the
contradiction.

Figure 6.3: Dedication and level of effort lead the list of women's strengths.
(in  percent  responses)
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"Women have an uncanny ability
Men highlighted the strength of women's professional skills three times to find a concrete solution within

seconds." (m)more than women did. They highlighted the strength of women's negotia-
tion skills eleven times more.  In contrast, women highlighted their strengths "Women can be more subtle in

negotiation." (m)of compassion and sensitivity three times more than men did, and their
organizational and managerial strengths twice as often as men did.

6.2.5 Men, too, have family responsibilities. "Men's productivity decreases

during a divorce."(w)Female managers spoke of men who also limit their time at Omega in order
to safeguard their family life, and who do it without adverse impact on "1 had a man who was unable to

travel due to children of atheir work.  "I have two excellent men on my team who go home regularly
divorce."(m)

at six. It doesn't impact their work because they are focused when they are
here."(w)  One man, however, said that he "personally deals with my fam-
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ily between six-thirty and nine-thirty every night."  Men have family obli-
gations that go beyond the role of bread winner, even if they do not occupy
the same time frame as women. Men's family activities are more often
related to obligations stemming from divorce or to adult activities such as
taking children to visit colleges.

While younger men are more likely to have different attitudes about their
personal responsibilities, in general when men were asked how they man-
aged their family lives, they responded, "Not very well."

The issue here is who is dedicated and who costs Omega more in terms of
nonproductive time or inconvenience because of family problems or needs.
One division chief mentioned that she was aware of men being treated
more carefully when they were in the process of divorce. These costs and

responsibilities were virtually invisible to the male respondents. Men tended
to be conscious of the impact on women who needed to travel less, or have
a baby, but did not see the impact on themselves of their own responsibili-
ties.

6.3 Support staffface special problems.
6.3.1 Support staff are not treated as 6 professionals" in their
own right and are not consulted on problems to which they
could contribute substantively.
For support staff, a subservient attitude plays a real part in promotion deci-
sions.  "I feel my bosses think I'm aggressive and they say I'm too impa-
tient.   I don't think they'd say I was if I was a man. It's unfair."(w)    Sup-
port staff are not treated as "professionals" in their own right and are not "

Your ideas are never accepted.

engaged in problems to which they could contribute substantively. Mem- If you  had  ideas  about how  to

improve, ease work load. etc.bers of support staff describe their managers with comments like 'They they'd never listen. Their idea of
see secretaries as a role; they're not supposed to think."(w) team work is to have everything

dumped on you at 5:30pm

Nonetheless, some managers hold support staff in high regard in terms of and then go home." (w)

capabilities and contributions. "Some secretaries could run a division be-
cause their management abilities are better than mine."(m) 'They're out-
side of the (main) stream; I'm constantly amazed at the quality of the sec- "Even  under  extreme  pressure,

retarial support system."(m) When treated as professionals, however, sup- support  staff take  great  interest
in the work, but even more if you

port staff respond accordingly. take 5 minutes to explain the

reason for the travel." (m)
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6.3.2 Support staff are treated as caretakers in the office and
are asked to do non-job related tasks.
The link between rank and gender shows up again in the widespread per-
ception ofsupport staffas caretakers.  They are often thought of and treated
as such in the office and are asked to do non-job related tasks.

"A secretary is not a maid; I go
One male manager stated that secretaries are secretaries to Omega, not to for my own coffee.   I never ask

them to do a personal item.  She ishim. In this study, such a statement was an exception to the rule.  Men
a secretary to Omega." (m)

usually avoided this topic. Women, on the other hand, described such things
as being asked to wait at a boss's home for deliveries, write up income tax
forms, and fetch dry cleaning.

Frequency of such treatment is not the issue. If these are personal requests,
they are inappropriate during working hours.  If they are acts of "friend-
ship" they imply a quid pro quo understanding between individuals.  But
this was not suggested in the respondents' statements.

6.3.3 Disrespectful, rude, and abusive behavior is often directed
at support staff by higher-level staff, when the higher-level
staff are under pressure.
The most disturbing link between rank and gender concerns disrespectful, "I saw someone almost strike a

support level. No excuse forrude, and abusive behavior, often directed at support staff by higher-level tempers,  even from  stress.  Just
staff when under pressure. because everyone cheats on taxes

doesn 7 make it right." (m)

Secretaries receive the brunt of
poor and thoughtless behavior. A  Case of Support Level on Travel
-Secretaries are especially treated

in inappropriate ways with unrea- One's good or bad experiences on travel are
sonable demands being made... often determined by one's relationship with the
silly things like standing over his Travel Chief. "Some are very nice, while

others you'd like to kill.  One guy woke me atsecretary and pulling the paper 3am to type minutes!  He said, 'I couldn'tout if she made a mistake."(m) sleep, why should you?"'(w)
"Yes, I've seen shouting at a sec-
retary, being overbearing, impo-
lite; it's fully unacceptable."On) "Support levels aren't treated as human
beings."(m)  '1 saw a man throw the report, saying, 'type this. "'(m)

Many people in Omega are unaware of this type of behavior and claim
never to have seen iL  It is possible that such behavior would never happen
in the presence of some men, especially by someone of lower rank. Other
men may not see it because they are not the victims or targets and so are not
conscious of it. And others may not see it because they choose not to.   The
responses were very clear and came from many levels.  This type ofbehav-
ior does go on and support staff receive the brunt of it.
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Table 6.5.5a (From Exhibit 6.5, Detailed tables of Omega) Definitions of Respect
Question: What are the  behaviors you observe when youfeel that someone if
treating you with respect?

Men Women Total %2 by content
Content category n % n          % n % category*
Consulted, argument given 18 20% 33 28% 51 25% 2.2691
consideration

Courtesy       19 22% 27 23% 46 22% 0.2731

Listen 12 14% 20 17% 32 15% 0.7384

Recognize contributions and 4 5% 13 11% 17 8% 2.9980*
achievements

Act on suggestions 7 8% 8 7% 15 7% 0.0186

Openly debate and discuss                13 15% 2 2% 15 7% 10.0351*

Trust 3 3% 10 8% 13 6% 2.3353

Assign responsibility and 6 7% 4 3% 10 5% 0.8520
difficult tasks

Professional and business-like 6 7% 2 2% 8 4% 2.6715

Total 88 100% 119 100% 207 100%

f over all content categories 9.6663

*Asterisk indicates signijicance at 10%. Full description of how f was calculated can be found on page82.
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Respect has a clear definition--one that is familiar enough to both men and women that it can be easily extended
to either.

Definitions of respect are remarkably convergent across Omega. They should be used as a base for defining
respectful behavior and as a guide to ensuring that individual staff feel respected.

There were only two striking differences. When people gave recognition for their contributions and their achieve-
ments, women saw it as a sign of respect. Men felt respected when they were actually argued with. These
reactions were not true, of course, for all men or all women.

The more specific definitions as noted above in the categories of behaviors can be grouped easily into three
general principles:

• Treatment of others should reflect common courtesy and attentiveness; rudeness is never acceptable.
• All staff should acknowledge and individual's contributions, regardless of rank.
• Contribution should be recognized as work for Omega, not as service to the individual.

Definitions of Respect, by sex, by level
(in percent responses - sum horizontally)

Consult with/
Argument Recognize Openly Assign
given conwibutionW debate and Act of responsibility/ Professional/

consideration Courtesy Listen Achievement discuss suggestions Trust Difficult task Business like

Men
Directors                                                    20                                  0                          20                                7                                  33                               1 3                           0                                 0                                       7

Managers                       13               13            0               13               50              13            0               0                  0
Personnel Managers           50                17             6                 0                 11                0              0                11                   6
Economists                     5                19           33              0                5               14            10              0                 14
Other Professional                           24                                 29                          0                                 12                                  6                                  6                             0                                1 8                                      6

Other Support                      0                   67              11                  0                    0                   0               11                 11                     0
Summary                    20             22          14             5              15             8            3             7                7
Women

Managers                     34              3           19             9               6              16           13             0                0
Section Chiefs                   27                 18             9                18                 0                 0             27               0                    0
Personnel Managers             0                    0               0                  0                    0                   0                0                  0                      0
Mid-level Prof.                    35                   6               18                  6                    0                  12               6                 12                     6
Economists                   43              0           29             0               0              14           0             14               0
Other Professional                 0                     100               0                     0                      0                     0                  0                    0                        0
Admin Officers               41               29           12              12               0               0             0               0                  6
Admin/Staff Asst                     6                        47                 24                      12                        0                        0                    6                       6                            0
Other Support                        12                    53               12                   18                     0                     0                  6                    0                         0
Summary                    28             23          17             11              2              7            8             3                2
Total                         25              22          15             8               7              7            6             5                4

Consult with/argument  given consideration -  "Genuine interest in my view not my position."(m)  "My opinion is  sought."(w)
Courtesy - "Don't talk to me in a condescending way."(m) "Not condescending to me;  not patronizing.-(w) "Address me

professionally, not 'young lady."'(w)
Listen -  "Being  told I  don't wish to talk about it is disrespect."(w)

Recognize contribution/achievement -  "Verbal appreciation from people."(w)
Openly debate and discuss - "Prepared to give you a contradictory opinion."(m)
Act on suggestions - "Taking account of what I say and acting on it."(m)
Trust - "Take what I say as correct, to my best ability."(w)
Assign responsibility/difficult tasks - "Given high-visibility assignments."(m) "Give you responsibility."(w)
Professional/businesslike - "They think about what they are going to say."(m) "Willing to tolerate short comings."(m)
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6.3.4 Male temps have been shown more professional treatment
than some women support staff.
Male temporary staff have been shown more professional treatment than
some permanent female support staff. One woman overheard her boss
saying to a male temp, "If you're going to be around awhile I'll show you
the ropes.  I'll show you the system." When she asked him why he hadn't
offered to show it to her, he said "I didn't think you were interested."

Yet some perceive that "Male secretarial staffare less dedicated than women
and tend to treat the job more as a 9-to-5 job."(m) The perception exists
that male temporaries see their work as fixed assignments. One woman
noted,  "I' ve  had  men  ask  me  not  to get  them male secretaries,"  yet  male
temporaries are treated with a more professional mannen

At the same time, however, one male manager reported that women sup-
port staff make a genuinely positive contribution: "The ethos of support
level would be different if they were all men, and it would have an impact
on Omega.  They show a real concern for interpersonal cooperation which
would be lost if they were not primarily women."

6.3.5 As a group, support staff are the least likely to be able to
influence their work environment.
Technological changes make some support staff feel that their work is be- "

Support  staff are frustrated withcoming marginalized. For example, personal computers now let econo- technology and the change in
mists produce their own draft reports.  Other organizations that have dealt work. Economists are doing their
with this issue have discovered that the resulting "freed-up" time allows own drafts, etc. so the work is
the talents of support staff to be used effectively in other ways. marginalized to filing or

Xeroxing." (w)

The unpredictability of the work constrains the support staff's ability to
"1 don't see that people at higher-control their work.  This is a reality for both economists and support staff, levels have to work harder than

but support staff are not offered equitable rewards in terms of advancement the people at lower levels." (m)

possibilities or flexible hours.

The assessment of travel support may be written by a travel chief in a dif-
"Mission chiefs have criticizedferent department from members of the support staff; that seems reason-
economists as well, but most of

able, but if the assessment is unfair, support staff have no recourse. Unlike the economists will kind of bonk

economists who can use the power of their position, support staff have no you back  if (they  do so  unfairly).
(W)leverage to correct such an unfair evaluation.

One aspect of a lack of influence over their own work environment con-
cerns physical control. Support staff lack privacy at their work stations to
handle occasional personal activities which must be done during the busi-
ness day, such as talking with a doctor or a teacher. When support staff go
to empty offices for such purposes, they are often criticized for not being at
their stations.
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Table 6.4a Open communication with their boss for men,
non-administrative women, and women in administrative
fuctions.

The following two tables used these questions:  How  often do you
have a performance discussion with your manager? Are you
included in discussions that impact your dialy work?

Open Closed Total

n % n % n %
Non-admin Women    29      73%       11       27%      40      100%
Admin Women 5 45% 6 55% 11 100%

Total 34 67% 17 33% 51 100%
%22.8398*

Open Closed Total

n%n% n %
Men 23 79% 6 21% 29 100%
Admin Women 5 45% 6 55% 11 100%

Total 28 70% 12 30% 40 100%
%24.3528*

*Asterisk indicates  significance  at  10%.  Full  description  of how  f  was  calculated can  be found on page 82.
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In addition, because secretaries work in open areas, they are left more open
to discourteous behavior. Support staff often mentioned that professionals
will cany on loud conversations near their work area without regard to
nearby support staff who are trying to work.

Administrative officers, although not part of the support system, have one
thing in common with the administrative and staffassistants: they were the
least likely staff to have some informal appraisal of their work to know
where they stand.

Where 71 percent of respondents overall re-
ported that they had open communications Figure 6.4 Open communication with their boss for men,
at some level with their manager, this dropped non-administrative women, and women in administra-
to 45% for administrative staff. The admin- tive functions.
istrative staff felt that communication with
their boss was closed, that he or she was non- 100% -

communicative, and that they did not feel that
they knew where they stood. 80% -

S         f-...
The frustration of having little control over                             i
one's work-combined with not knowing /  60% -    i

8        rwhether or how one's work is valued-in- 2                  1
creases the sense of frustration and ultimately 11  40% -    .
affects productivity as morale

declines.                    i..

i.

20% -    11.     ,
1

090    :                   1
Men Women Admin

women
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6.4 Women's access to plum assignments
Plum assignments are often ones that provide the most interesting work
and real learning opportunities. Where individuals get exposure to sub-
stance as well as important people, they are able to learn how things are
done in Omega. Knowing how things are done in Omega is important for
the normal development of all staff. Without it, women (and men) are
limited in what they can learn as well as do.

6.4.1 Country acceptance is a matter of being from Omega, not
a matter of being a man or a woman.

"Send a woman to Japan, Middle
Member countries can work as effectively with women as with men from East, Africa?  These questions

Omega.  When staff were asked if member countries welcomed women, 76 were asked 15 years ago.  It's

percent of the responses were positive.   (Seventy-three percent of the men gone (today)." (m)

and 83 percent of the women.) The negative responses tended to relate to
comments about particular countries, but looking across all of them only
one was consistently mentioned-Saudi Arabia. The overall message was
that country acceptance is a matter of being from Omega, not a matter of
being a man or a woman.

"
I never had problems with anyOmega's decision not to send women because of the country's discomfort

country. I personally headed
appears to be more closely related to Omega's discomfort rather than the travel assignments with a woman

country's inability to work with women.  'The country was more concerned and even women in the majority. I
never saw a hint of a problem.  Itabout having to teach this person about the country. This dominates the would be incumbent on Omega to

feeling rather than sex."(m)  Another man said, "I've never had an incident laugh at a country if they  have a
that raised any question.  Women never said they had a problem getting problem." (w)

access to authorities." And another man said that "countries appear to be
totally relieved that they have someone who knows what is going on.  The
issue is one of confidence."

"Sixty-plus travel assignments,
From women's perspective, there were innumerable quotes of assignments only one time a guy came in [and
to difficult countries like Kuwait, Korea, or Japan where the women felt saidJ 'don't these things bore

they were effective in their work and that they could gain access to whom- you?'" (W)

ever they needed to see. The feeling of some men about sending women
on travel is one of ambivalence between getting the job done and being
concerned for a woman's well being, almost to the point of being conde-
scending. The clear message from the women, and fairly consistently from
men as well, is that women are effective, and they are accepted because
they are from Omega. Omega should stand by its policy to select the best

qualified and not hide behind assumed country "prejudices" for not send-
ing women.
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Table 6.32
Queston:  What  are the criteria for  selection  of a  travel
assignment leader  and  the  "number  2"?

Men Women
n%n%

Country Factors and Field 9 22% 12 25%
Experience

Management, Leadership, 12 29% 10 21%
and Team Skills

Contacts and Hierarchy 6 15% 12 26%

Technical Skills and Level 14 34% 13 28%
of Effort

Total 41 100% 47 100%
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6.4.2 The travel leader can interfere with or reinforce a
woman's acceptance and treatment as a team memben
When the travel chief sends signals of disrespect, all parties including the

"One  Itravel]leader treated ateam itself can be affected by these. One woman described a situation in woman as an assistant in
which her colleague continually cut into her conversations and points as headquarters until other members
she was discussing them with authorities from the country. Even though thought she was. The member

he was cutting in with English, both knew that the authorities understood countries can work with women
once they understand they are

English well.   She had to work harder because of her treatment by her team professionals. It  takes a few
member, not because of country non-acceptance. minutes to a day to adjust." (m)

'The way the countries treat women on teams depends on how the travel
chief treats the woman.   (If) the travel chief signals that (a woman) is the
number two or a very competent (person) for the assignment, she will be
treated well by the country.  If (the travel leader) pays attention, the coun-
try will."(w) Women feel that once their role is clear and their credibility
established, "you're accepted totally for what you are."(w) The clarity of
the role depends on the travel chief; your credibility is your own responsi-
bility, but you can't establish credibility unless you're able to perform in
your role, and that depends On the travel chief.

6.4.3 There is no doubt that travel assignments tend to feed on
themselves. If gender gets in the way on any selection, oppor-
tunity is missed in the short-term and in the long-term.
Respondents were unclear about the factors affecting the selection ofpeople
to go on travel. Country factors and field experience were mentioned.  For

Table 6.3: Men and women are unclear about travel selection criteria.
(in percent Of responses, by sex)

Country Management,
Factors and Leadership, Technical

Field and Team Contacts and Skills and

Experience Skills Hierarchy Level of Effort
Men's responses                22                  29                   15                   34
Women's responses           25                  21                   26                   28
Summary responses           23                  25                   20                   31

example, if no women worked in the institutions of the country, one man
felt that it would be difficult to "impose" a woman from Omega's side.

Management, leadership, and team skills were also mentioned. "Someone
who is able to be a good team leader, to get the best out of the people and be
able to motivate and guide the team,"(m) characterizes who should be se-
lected. One woman reported that she pointed out to her department head
that the high-visibility assignments went only to the same 2 or 3 men. Having
raised this issue, she felt that now almost everyone has a chance at them.
"It was an old-boy network; it was a catch-22.  You had visibility and then
they knew you, so you were called again."(w)

The last factor was technical skills and level of effort. This factor meant
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that you could be trusted to be competent, but also for your ability to com-
municate.  With all this, it was also mentioned that you could be selected
simply because you were "available."(w)

The descriptions of the factors affecting the selection for travel assign-
ments were very evenly spread suggesting that the selection process is not
necessarily clear.  What was clear was that when you're on travel you "be-
come an Omega person; you are sexless."(m) And that while "there are
favorite children, this is self-defeating because you can't get the best re-
sults always."(w) There is no doubt that travel assignments tend to feed on
themselves leaving some participants without opportunity.  And if gender
gets in the way on any selection, then opportunity is missed in the short-
term and in the long-term.

6.4.4 Men and women emphasize aspects of negotiation simi-
larly and differently.
Men and women specifically commented upon the importance of negotia-
tion in their work and the work of Omega. They recognized that negotia-

" Inng-term relations  withtion takes place both between Omega and countries, and within Omega.
countries  are  very  important."(m)

Table 6.4: Men and women equally recognize the persuasion and "Able to reach out to the other

interpersonal skills necessary for successful negotia- side and persuade as well -- not

tion. (in percent of responses, by sex) just butly. Persuade means -
through argument, illustrations,

Persuasion Interpersonal Skills and empathy. To help the other not

Men's responses                                   17                                                     6                                                            feel bad about agreeing with what
they might not want to do."(w)

Women's responses                     17                                          7

There were many similarities between men's and women's responses to "Yes, (to) deal with a variety of
questions regarding the details of negotiation.  They emphasized equally people: (have) common sense;
the ability to persuade other parties and interpersonal skills. and the ability not to take things

personally."(m)

Table 6.5: Men and women share a balanced emphasis on tough-
ness and collaboration as two negotiating styles.
(in  percent  of responses,  by sex)

Toughness Collaboration

Men's responses                     6                                8
Women's responses                6                                8

Men and women shared a balanced emphasis on two negotiating styles:
toughness and collaboration. These represent two primary tensions in ne-
gotiation. First, negotiating for short-term gain versus building long-term
relationships. And second, claiming value versus creating value (in more
common terms, dividing the pie versus increasing its size).
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Table 6.6: Men and women differed on their responses regarding the
communication skills necessary for successful negotiation.
(in percent of responses, by sex)

Understanding
Listening and Empathy

Men's responses                             9                               7
Women's responses                      4                            11

"Good planners and good

Men and women differed significantly in whether they emphasized a sub- strategists see where the situation
could and should go, and knowstantive or a strategic viewpoint toward negotiation. Men placed a much when to stop and resume."(w)heavier emphasis on knowledge of the subject matter (substantive view-

point). In contrast, women emphasized the strategy of negotiations by al-
most 2 to 1 over men.

Table 6.7: Men and women differed in whether they emphasized a
substantive or a strategic viewpoinL
(in percent of responses,  by sex)

Knowledge Strategic
of Subject Approaches

Men's responses                          8                            7
Women's responses                             3                                     13

"Being aware how to communi-

Men and women both agreed upon the need for parties in a negotiation to cate ideas is important key for
success."(m)learn from each other, but men tended to emphasize the role of listening

where women emphasized the integration of information into an under-
"Can  honestly  see  the  other  point

of view,  may not agree,  but  can
standing of the perspective of the other parties and empathy for their con-

see."(w)
cerns. Responses reflecting understanding or empathy indicated an effort
to go beyond hearing statements of the other party to assessing them from
the other party's perspective. Responses of this type had almost the oppo-
site gender distribution as the responses on 'listening.'

An emphasis on dialogue skills is supportive of concession-
counterconcession negotiation styles which underpins collaborative ap-
proaches to develop mutually beneficial agreements.
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About this section...
6.5 Harassment
6.5.1 Overt sexual harassment in Omega does exist. Other Defining harassment is a diffi-

cult task. Rather than attemptforms of harassment predominate and are pervasive. to develop a definitive defini-
Male and female staff of Omega were asked to respond to the question tion, this report willlook at what
"Has there ever been a time when you have seen a male colleague treat a was said by the participants and
female colleague in a way that made you feel uncomfortable?" Figure 6.5, use their own words to serve the
which summarizes the responses from women and men, clearly indicates purpose.

that although both sexes are able to describe harassing behavior similarly,
The intention of this section isthey tend to see such behavior quite differently. not to suggest that women are
never at fault.  The data gathered
and examined here reflectedFigure 6.5: Men's and women's descriptions of harassment begin with
only menharassing women.  Theinconsiderate and disparaging behavior. (in percent responses)
reverse has also been known to

45%- occur. In Omega, however, the
40%-3= dominance of men in higher and=
35%-f more powerful positions biases

30%-
 

the responsibility toward men.

./.d*11 Women's responses The argument that women who
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"People criticize her personallyHarassing behavior was described as inconsiderate, denigrating, reflecting and professionally-this envy
poor management or abuse of rank.   Nearly twice as many comments (41 generates bad gossip. Women

percent) came from women as from men.  Recalling a departmental meet- have to be very strong. They may
not know it, but it's horrible, it'sing in which a man commented on a woman's beauty, a woman said "I felt

sexually related." (m)that it was an inappropriate comment and the wrong place to raise it.  Espe-
cially to a new professional woman who's trying to establish her place, "I was asked how I was doing in

comparison to the other women
competence, and qualifications."(w)  Men also described inconsiderate My boss said to them. 'why not
behavior.  "At 5:30 (he) came out with a five page letter which had to be compare her to the other men

done."(In) too?'" (W)

"
It  puts  my  teeth on  edge whenAnother woman described a personnel discussion in which a man talked

someone asks how the 'girls' are
about a woman candidate he did not know well, "...the fact that she is a doing." (m)
woman comes up although often put in a fatherly context: 'You think we
could send this sweet young girl out into the mean cruel world? Do you
think she could stand up to the authorities?' "(w) Condescending com-
ments like this reduce professional discussion to a social one and thus,
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professional relevance to nothing.

The gap between men and women on this issue was wider than on any
other issue on which both commented. It highlights the area where men
and women have the greatest difficulty communicating.

It is assumed that women see this type of harassment more clearly than
men, since they are the victims.  They feel the effects of the behavior re-
gardless of the intent of the man. Even though the grounds of the denigra-
tion are not professional, they operate this way and lessen a woman's pro-
fessional effectiveness. This continues until the woman takes the time and
energy to correct the impressions left by such behaviors or words.

"He  implied  he  would  withhold

Both men and women acknowledged overt sexual harassment, but women assignments and make it diFicult
to  get the staff I wanted." (w)were three times more likely to comment on it than men (18 percent versus

6 percent)  "I felt I could not work overtime to assure I was never left alone
with him."(w) "The travel chief started harassing her on the plane going
over."(w) "A woman asking to go (on a specific travel assignment) was
told she could go if she gave sexual favors."(m)

Four percent of men noted behavior they considered crude. "(He) pinched
the 'girls' cheeks."(m) Women never described it in the same terms.  In-
stead, they perceived such behavior as overt sexual harassment.

"There  is no excuse for tempers,

Both men and women described rude and overbearing behavior: "...yell- even from stress.   Just because
everyone cheats on taxes doesn'ting, shouting and slamming things down."(m) While 17 percent of the

make  it  right."(m)
women's comments were about these behaviors, men's comments on this
subject totalled only 12 percent. Nonetheless, men see rude and overbear-
ing behavior with clarity. Like women, they were also aware that such
behavior tends to affect support staff more than professional staff.  "(He)
slams things down. He doesn't do it with anyone who would answer him
back, only with subordinates."(w)

Men and women both cited belittling and patronizing behavior with the
same frequency (about 12 percent). Examples of this kind of behavior
included "discarding views; forgetting to ask an opinion which is the most
subtle."(m) A woman citing her own experience remarked "I have heard
the reason I got my new position is that I'm a woman.  I really resent that.
I've worked hard to get where I am."(w)

Only 12 percent of the men said they had never seen any harassment. Two
percent of women said they had seen none and another 8 percent said al-
though they had seen or heard inappropriate behavior, they did not per-
ceive it as harassment because they personally did not take offense. "People
have complimented or said things jokingly. It doesn't bother or offend me,
because I'm a laid-back person."(w)
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"Men have  told jokes  about
relationships between men andMen were slightly more likely to mention instances ofhearing sexual jokes,

women. including commentsbut seldom did men take this as a serious form of harassment.  Those men about wives which are
who did consider sexual jokes as overt harassment also saw such behavior disparaging."(w)
as generally intolerable from anyone about anyone, regardless of their sex.
Sexual jokes are like commenting inappropriately about "what people can't
change."(m)

One area distinguishes men from women more than any other: twenty-
eight percent of male comments (the highest single category for men) ad-
dressed reasons or excuses why their colleagues' behavior toward women
was not as bad as women found it to be. "Some senior economists don't
see theirjob as motivating people."(m) Men often placed responsibility on
women to take care of themselves and even to prevent harassment.  "If (a
woman) is brought up well, she knows how to carry herself. She should
have no problems. She should experience no advances because word gets
around that she doesn't tolerate that."(In)  Not one woman offered such
rationalizations.

Harassment is real and current and it deters women from being as effective
as they could be by lessening their position in relation to their colleagues.

6.5.2 People showed discomfort when talking about uncomfort-
able situations.
When asked to describe a situation in Omega which had made them feel
uncomfortable, those men interviewed found this to be very difficult.  They
were often visibly uncomfortable. When interviewed in groups, men found
it virtually impossible to discuss such behavior in Omega. (Please note,
the question only spoke of discomfort, not overt sexual harassment.)

Many men said they have never seen any such behavior-behavior that
made them feel uncomfortable. Three reasons for this kind of response
seem possible:

-  Men simply do not see sexual harassment taking place because they
are blind to it or it makes them feel so uncomfortable that they block
it Out.

- Men do not see sexual harassment because it does not happen in
their presence as it is known that they will not tolerate such behavior.

- Men say they do not see sexual harassment because it is politically
correct not to see it.

It may be that the same rationale for men's blindness to sexual harassment
applies to discrimination as well.

While men's descriptions of behavior that made them feel uncomfortable
resembled women's descriptions, men tended to see such behavior in terms
of disrespect rather than overt sexual harassment.
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Table 6.8a Level of staff see harassment differently
Questions:  For women  only  --  Have you  ever felt  intimidated, fearful,  or uneasy
during the work day?  If yes, describe. If no, has anyone ever told you that they
have? Tell me about your friend's experience?  What  happened to  her or him?
Has anyone ever asked you about your personal life at work,  i.e., what are your
intentions about having afamily?
For men  only  --  Have you  ever  seen  something  that  made you wonder  or feel
uneasy about how a male colleague treated a woman?
Subordinate question: What is the climate between colleagues while on mission
travel? Hazards, pluses.

Men Women Total %2 by content
Content category n % n %n 90 category*
Inconsiderate behavior/ 25 22% 67 42% 92 34% 23.1550*
Disparagement
Overt sexual harassment 7 6% 29 18% 36 13% 11.6767*

Rude behavior                             15      13%       24     15%     39 14% 0.8191

Belittlement 14 12% 17 11% 31 11% 0.0013

None perceived 0 0% 12 8% 12 4% 10.4420*

Inappropriate jokes 7 6% 6 4% 13 5% 0.4560

None seen 14 12% 3 2% 17 6% 10.6356*

Reasons and excuses                  34 29% 0 0% 34 12% 51.1913*

Total 116 100% 158 100% 274 100%

%2 over all content categories 33.2155*

*Asterisk indicates  significance at  10%.  Full description of how  f  was  calculated can be found on page  82.
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Although women found it easier to talk about this issue, it was still difficult
and uncomfortable. Women could remember events that occurred in years
past as clearly as they see present events.  For the most part, the examples
they recalled were not overt sexual harassment but situations that tended to
limit a woman's effectiveness, such as covert sexual harassment, rude and
belittling behavior, and poor management practices directed at women in
general and support staff in particular.

Several women cited examples from their early careers and were able to
describe them very clearly. Often, it was the first time the woman had an
opportunity to talk about something of this nature in a formal manner.   The
fact that women remember events of this sort over long periods is symp-
tomatic of unresolved pain. Just talking about it may have given resolution
to some of those respondents.

A significant difference between men's and women's responses was that a
woman could legitimately talk freely without feeling that she was betray-
ing other members of her sex, as some men may have felt. Also, women
may be more sensitive to the underlying impact of such behavior regard-
less of the coping behaviors being exhibited by the victim which might

Table 6.8: Levels of staff see harassment differently. (in percent of responses-summed horizonrally)

Inconsi -
derate

Behavior/ Overt

Disparage - Sexual Rude None Inappropriate Reasons and

ment Harassment Behavior Belittlement Perceived Jokes None Seen Excuses

Women
Managers              42             16             20             13               2              2              4             0
Section Chiefs          61                17                  6               11                  6                 0                 0                0
Personnel Managers 20             20             40             10             10              0              0              0
Mid-level Prof.       39             11               0              6            33              6              6              0
Economists             62                8                0             15                0             15                0               0
Other Professionals   80                20                  0                 0                 0                 0                 0                0
Admin Officers         12                35                29               18                 0                 6                 0                0
AdmiWStaff Asst.       28                       17                       44                        6                         6                        0                         0                        0
Other Support          46                25                  4                 8               13                 4                 0                0
Summary             41              18             17             11               8              4              2              0

Men
Directors                 31                 7              11                9                0               4                4             33
Managers              40               0             20            20              0              0              0            20
Personnel Managers  16               5             11             19              0              5             16            27
Economists               0                0              29                0               0               0              36             36
Other Professionals   50                  0                10               10                 0               20                10                 0
Other Support           30                20                  0               10                 0               10                 0              30
Summary             25               6             12             12              0              6             12            28

suggest to the man that what he is doing is "okay." (Table 6.8)
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6.5.3 Women have begun to see a new role for themselves-
supporting each other.
Women at relatively high staff levels often indicated they felt they should "I solved only my

problem." (w)have been more aggressive in responding to sexual harassment, especially
when they were confidants, not victims. There is concern and feelings of
guilt about lack of support for women colleagues in the past. Recalling an
incident involving another woman, one said, "I encouraged her to go tell
him off and even leave. She talked to the Administrative Officer about it.
But nothing was done; it was not obvious.  She was transferred to another
department.  I feel bad that I did not do anything ... at the time."(w)

Another woman, who was herself a victim, said, "I began to make it very
clear to him to cease.  But the person is still here, and I feel bad because the
problem has probably shifted to someone else.  I solved only my problem."
Perhaps with a clearer recognition that sexual harassment is real and a man-
ageable issue, women will feel more comfortable standing by each other.

Although the vast majority of harassment is from men to women, there
remains a residue of women who treat other women with less respect than "(Someone said)'Ididn't know
they treat men of the same rank.  'The things that startle me come from you were an economist,' and I

said '1 didn't want anyone treatedsecretaries.  They say, 'I didn't know you were an economist,' and I say, 'I
don't want anyone treated that way."(w) that way." (w)

6.5.4 Managers have roles in dealing with harassment offend-
ers.

A few managers were able to talk about cases they had to
review. The cases were few, and the managers did not feel A  Case of Sexual Harassment
that they fully understood their responsibilities.  "Some
(people) are abusive and use foul language, yelling whether The nature and boundaries of sexual harassment

are often hard to define.  Even so, the level andmen or women, but (it is) noticed more when yelling at a understanding of this issue has been changingwoman. Undera performance review I insisted he apologize since the Survey.  Men used to hug and kissto the woman, but I did not do more than talk to him"(m) their secretaries. Recently, a man said to a
woman colleague that herhair looked nice and

Some managers felt unsure ofwhether and how to act in cases that he "knew it was sexual harassment to say it,
of harassment because they felt clear proof was necessary, but (he'd) say it anyway."  This type of behavior
not a choice between one person's word and another.  In fact, is a frequent response by men reluctant to

change.evidence ofharassment by changed behavior in the victim is
sufficient and is easily identified. Behavior changes in the
victims of sexual harassment are real, observable, and predictable.

One manager took immediate action after a meeting where he saw inappro- "After being put down rather
priate treatment of a woman done by a male who was her peer.  He con- impolitely in a meeting. I saw the

fronted the man in private and required action to be taken in the form of an manager take the man aside at the

end  of the  meeting.  A while  later,apology.  The man and woman were able to work together from that point the man came to my office and
on.  Quick and direct action leads to productive solutions that do not have to oBred the olive branch. We were

involve extensive means or major impact on departmental activity. able to work fine together after
that." (w)
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7.1 The Purpose
This chapter will explore the conclusions drawn about the two areas of inquiry of this dissertation.

(a)     To research how the organizational environment of women is different from that of men in international organizations.

I find that the environment that is created for women in international organizations is more complex than those of an organization
that is bound by the laws of a country. The laws of a country create a clearer description of what is expected by the organization. This

clarity is about identifying when the requirements of the law are not met and problems exist. Women in international organizations
do not have this clarity to call upon. In a multi-cultural organization, clarity would be valuable for pointing out cultural behaviors
that men and women bring to the organization that cause detriments to women's careers and can ask for action to be taken.

The behaviors found in international organizations tended to have cultural influences based on the origin of the individual, but they
were found in all of the traditional areas of concern for women, e.g., invisibility, sexual harassment. Moreover, a multi-cultural
environment contains certain behavioral norms around communication, for example, that are not obvious to a new staff member
joining the organization. Women are less likely to know how to learn them when they do not know they exist.

(b)    To define an intervention process that aids in the acceptance of the research results and the subsequent change of the organization
even as the research is going on.

The process used, the Practice Model. creates a learning environment. Whereas the feminist research model talks about being a
"self-reflexive" approach, the Practice Model demands that the reflection be done by the entire group involved in the organizational
intervention. As a result. the recognition and celebration of the relationship between the subject and the object is expanded into
becoming a community of all participants. The relevance is that action is more likely to OCCur.

Drawing from my history of direct, personal experience and research in this areaofwomen and men working together, the role of women
in society and the workplace need to be updated. A new role of women in power because it goes with the job they are doing must be
defined So that when a woman is encountered who is acting with power, they are accepted as such.
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7. Conclusions
Tbe Omega Task Force leader and I were  bauing luncb about five years after tbe
conlpletion  of tbe  research  project  wbere  we  studied tbe environments  of men

and women at Omega. We  were talking about  a new task force tbat  bad to  be
assembled for a project  about another staff issue.  Sbe  bad concluded tbat sbe
wanted to find among tbe proposed members someone wbo honestly did not
believe tbere was aproblem in tbe particular area to be studied by tbe task»ce.
I  asked  ber  wby.  Sbe  said  tbat one  of tbe  most  powerful forces  tbat came  out  of
tbe Task Force on Women was tbat tbere bad been tbree members wbo didn't

believe in tbe premise tbat women bad a more difficult environment tban men
at Omega, and wben tbey  bad come to tbe end of tbe work together, tbey were all

in agreement tbat women did indeed baue a more difficult work situation in
Omega. Sbe added,  «Witbout tbose  three  wbo  doubted from  tbe  beginning  and

tbeireventual conversion about wbattbe»dings meant, ourconclusions would
not bave carried tbe same weight witb tbe rest of tbe staff We just baue to try to

do tbe same tbing on tbis new issue."

7.1  The  Purpose  Of this  Chapter
This book has been about the search to determine if the workplace environ-
ment for women is the same or different from that of men. Since the re-
search took place within organizations where men and women do work to-
gether, it was important to develop an approach to conduct this work in a
manner that in the least would 'do no harm' to the environments of either
men or women. In preparation for the research, a methodology was de-
signed to attempt to help the organizations in the process as well. In other
words, the research method was designed as an organizational development
intervention. This book presented this model along with the principles that
energized the model. Thus, the conclusions presented here are drawn from
both the research and the model used to guide the process of the research.

It is inevitable that as I work with one organization I think of the others.
Even as I examine the data to discover the underlying meaning, I suddenly
gain yet another insight that uses what I have learned from this organization
and all the others - a new insight that would not be possible from a single
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two cases
I chose to use only two cases from my work to present in this book. Choosing only two may seem inappropriate. For example, if I were
concerned with showing what the issues of women are in an international organization, one case would have been sufficient to do so. In fact, in
each case, once the client sees the resemblance to what is found in the literature, other, more subtle, findings from the literature are legitimized
Indeed the issues of women repeat themselves across all of my cases and reflect what has been found in the literature by and large (Heilbrun,
1988; Oakley, 1981; Reinharz, 1992; Skeggs, 1995; Tannen, 1990; Weedon, 1987). The literature demonstrated that the issues were real and had
very similar characteristics throughout situations where men and women work together.

The specifics of the issues, i.e., the behaviors that led to the issues, were slightly different depending on the culture of the organization. The
desire here was to show that slight cultural variation can affect the specifics of the issues, but not the issues themselves. Thus, using the results
of one study or using the literature itself as the starting point for an organization is insufficient for detennining the specific behaviors that need
to be dealt with. The second case provided a unique opportunity to elucidate the subtle differences in how discrimination plays out in behaviors
under different cultural values. The issues of gender demand responding to sometimes subtle differences. A second case was used to
demonstrate this, not to prove that this occurs. Again, the desire was for explanation.

Nor was statistical evidence the objective of using two cases. An alternative would have been to present several cases and compare them to
demonstrate that the issues are either similar or different across the organizations, and if different, how they are so. The work of Eagly  (1986,
1986, 1987,1990, 1991,1994) demonstrates the potential of such work. But Eagly's work begins with studies that present some form of metric.
Within an organization, statistical significance, or even a metric, is not the important issue. Perception of discrimination is sufficient to aCt.
Taking the time to understand the perceptions helps in taking the right action. And the purpose of the research done in these two organizations
was to gain sufficient understanding to feel that the actions decided upon were reasonable and likely to be effective.

Just as the first was to present evidence, the second case was to provide further illumination of the issues of women in international
organizations. It cannot be denied, however, that the use of the second case also provided a contrast to the implementation of the Practice
Model. Although the case of TDI did not have the same use of the model as did Omega, its more limited use demonstrated the impact of not
implementing the model fully. More variation of the usage of the model would be valuable, but was not available.
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case.

I have reported on only two cases in this book, yet many organizations have
invited me to help them explore the issues of gender with them. In this
chapter I will report conclusions that came out of the two cases and were
observed in the other work as well. Thus, I may refer to more than two
dominant cultures which suggests that I am using data from more than two
cases. This is inevitable to allow me to explain the cultural impacts while at
the same time protecting the identity of the organizations in the reported
cases here.

7.2 From the Research
7.2.1 Common Ground
In all of my research (reported here and in other studies), women come to
the work for the same reasons as men. They want to contribute to the world.
They want to excel in their professions. They want to do interesting work
that is challenging. Clients are always surprised when they see these re- Men and women come to
sults. Men are surprised to see that men report that they are interested in the job for the same
helping the world (remember, this is research in international organizations reasons.
who are trying to do precisely this) and that women want to succeed profes-
sionally by doing exciting work. F Ither, when men and women describe
what they bring to the work, they describe the same things - dedication,
expertise, energy, etc. These two similarities help men and women recog-
nize that in the workplace, they are bringing their professionalism to the
job as well as their perspectives. These two facts immediately create com-
mon ground on which the discussion of gender can begin.

7.2.2 Legal Environment
Women in these institutions have been working to highlight the issues they
face, but this alone does not have the force to create any response. In the
environment of no legal imperatives and "captive" employment, those af-
fected by discriminatory behaviors have no legal recourse or no legal pro-
tection if they use the administrative procedures set out for complaints.
Two forces have begun to create a change in thinking about women and Women alone cannot make

equity. The first is the simple belief of the leader that treating women and the institution change.

minorities justly is the right thing to do - that there is a moral call to any
leader to do the right thing. The second is the political force to change that
member countries have placed on the leaders  of the international organiza-
tions- countries such as Norway, a major contributor to the international
community on a per capita basis, believing strongly in the rights of women.

Although women's concerns for being treated fairly have come somewhat
later to the international organizations than many countries, once the orga-

nization does recognize gender-related concerns as real management and An unexpected benejit
human resource concerns, the normal avenues of redress become available accrues from the lack
to women. of a legal imperative.

With no legal requirements, there is a somewhat less likely reaction that
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The Culture
Dealing with the cultural aspects that imbue a situation can be done in several ways. The first is as Hofstede does through the use of a survey
instrument. In his case, he uses four dimensions on which he measures culture: "1. Social inequality, including the relationship with authority;
2. The relationship between the individual and the group; 3. Concepts of masculinity and femininity: the social implications of having been born
as a boy or a girl; 4. Ways of dealing with uncertainty, relating to the control of aggression and the expression of emotions." (Hofstede,  1991)

This robust example of defining cultural differences is attractive to the researcher. The differences are measured in understandable dimensions
that allow for interpreting behaviors. Even though it was criticized by Fernandez (1997) because of the limitations of Hofstede's initial
population (all coming from a single large international organization), the approach remains attractive as results appear 'scientific' and
measurable. Moreover, this method allows for comparison to other groups or organizations. Using a survey was considered in both of the cases
and excluded from both of these cases as each  felt that it would be disruptive to the organization and actually detract from the main purpose of
the studies.

Using a survey instrument to measure culture also requires an initial understanding of the situation so that questions developed reflect the
language of the organization and are useful to the organization's desire to affect change where it is needed. Useful surveys could be designed
for the two cases presented here in order to measure progress in relation to their intended cultural changes. They could not be designed at the
time of this work because the language of the organization was not known at the outset  and the cultural changes had not yet been defined.

Another approach might have been to observe the culture in action and report detailed examples of behavior representative of the culture.
Authors, such as Hall (1966, 1976), describe cultures using examples often expressed as a story. The number of examples is very high, using
multiple examples for each phenomenon he is discussing and for variations on the phenomenon. Hall's extreme use of examples gives the reader
a feeling of understanding that becomes quite intimate. It also serves to help the reader recognize similar aspects in the behaviors of others and
even of the self. Although not examples of stories in all cases. they do again put the reader closer to the 'reality' of the situation.

This second approach was attempted by capturing exemplary stories through the interview process. These stories were used by core group
members to understand the culture in action and to convey it to the larger audience of the report by repeating some of these stories in the report.

If there were one thing that I would want to do differently, it would be to enhance the number and quality of the examples used in the work. The
stories had not been collected at this level of detail or number at the time of the research. Also. when using staff of the institution as in the case
of TDI, it is hard to teach how to capture stories in their full detail. More could have been done if professionals interviewers were used in TDI
and if in both cases the interview time could have been extended.

Yet another approach a researcher could take in dealing with culture is that of Ellis and Bochner (1996). While discussing ethonography, their
writing provides another  way to look at culture by telling stories about being in a culture and living with a culture and being affected by the
culture. The interaction of the researcher/writer and the culture is as fascinating as the culture itself. And the description of the interaction is
explanatory of the culture in a very revealing way.   I have attempted to include some of my reactions in this dissertation.

The decision was to use interviews so that the deeper understanding contained in the open responses and descriptions of behaviors would occur
rather than try to predict the areas of specific inquiry as would be required with a survey. Moreover, during the interview it remained possible to
answer questions of the respondent and, thus, convey new understanding of the issues of gender in organizations to the staff at large. Within the
interview process (constrained by both time and in some cases the experience of the interviewers), stories were captured as much as possible to
give insight into the cultures that surrounded the two cases.
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when a woman is selected for a major post, that it is not automatically as-
sumed that she has been selected to meet legal requirements. It has more of
a tendency to be seen that she is qualified for the position and considered
competent from the start of her appointment- including being considered
so by herself. Feeling confident within herself from the start, a woman is
more likely to succeed. Thus, once addressed within the international orga-
nization, the lack of legal requirement for gender equity can actually help
women in their quest for equity.  (I have noticed this in a striking case with
an organization that finds itself under very strict laws to set targets and to
meet them. The women in this institution are adamant that they are selected
only on the basis of qualifications and competence and so have held them-
selves back to make sure that they are seen as only being selected on the
basis of merit. In what would have been considered a very good political
situation, the women themselves created barriers for their managers by not
cooperating with the procedures instituted to give them a fair chance. They
work to block the procedures so that they can never be accused of being
selected only on the basis of being a woman (Blair, 1997).

7.2.3 The Culture
Each international organization has a dominant culture which is at the same
time unique and reflective of the culture of the dominant group. When study- 77ze dominant culture

ing the nature of different behaviors expressed when individuals from very interacts with language
different cultures work within the dominant culture of an organization, two and individual cultural
clear observations were made. First, the greater the opposition between in- background.
digenous culture and the organization's norms, the more difficulty the indi-
vidual has in functioning in the organization and being successful. Second,
birth language, the resultant accent that may remain when the individual is
speaking the language of the organization as a second language and the
potential awkwardness in writing, all play an inappropriate role in the orga-
nization which causes certain individuals to be underemployed (Hall, 1976;
Blair, 1995b). (These same issues of differences in culture and use of lan-
guage operate in uni-cultural organizations. They can be missed entirely in
an international one because they are masked by the different cultures and
languages found in an international organization.)

On the surface, neither of these would seem to be related to the issues of
women. But women learn to operate as a different culture from men, and
they speak differently from men. Since the differences are so part of
everyone's world, it is very hard to perceive the differences that are going
on let alone the different reactions and interpretations that are occurring.
The awareness of perceptions is important in the business environment in
order for behavior and language adjustments to match the "correct" expec-
tations.

The culture mix of international organizations is more complex than in most
other organizations (staff are often drawn from over 150 countries) which
leads to more opportunities for women to be misunderstood. Moreover, in
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international organizations where the cultures of the individuals come from
every point of the globe, the behaviors of individuals can vary substan-
tially so that women may find themselves in highly discriminatory envi-
ronments within a work unit that is led by someone from a country where
women are considered property, for example. If management wishes to
ensure that women are treated with equity, they must manage attentively to
this cultural mix as well. Further, women themselves, must become more
aware of the personal challenges they face in such an organization.

7.2.4 Manifestations
There are many actions that can be taken by women, by men, by organiza-
tions to deal with the issues that exist when men and women work together Women must learn
in the workplace. But there are some basic lessons that women must learn about international
to allow them to prepare a more effective action plan for their own career organizations to be
in any international organization. effective.

Women must be aware of the impact of having many cultures in the work-
ing environment. It will not be the same as their home culture regardless of
where they are from or where the organization is located. Men from differ-
ent cultures will have different behaviors toward women  in the workplace
that reflects their home culture to some degree. Recognizing this will help
women be prepared for the intentions behind actions and so develop ap-
propriate and effective strategies.

The norms around behavior in international organizations tend to reflect
superficial politeness to make certain that no one is offended accidentally. MulticulturalismIn this environment, direct confrontation is anathema and all manner of

demands more attention.
issues that exist in the organization are avoided. For women who are desir-
ous of making their concerns known, there are few options for doing so
that are within the norms of acceptable behavior. It requires that the de-
scription of the concerns be couched very carefully, presented very mildly
with the option that perhaps the issue is mis-represented, etc. As a result, it
is harder for women to even get their concerns noticed let alone addressed
in an international organization.

Conflict avoidance will create an impossible environment in which to deal
with differences of opinion about how to be treated. Yet without learning
how to address the problems in some acceptable form a working environ- Conflict avoidance
ment will be created that the woman will find totally unsupportive of ca- serves no woman.

reer advancement and sometimes even good performance. By deciding that
it is too risky to stand up for the issues means that no real progress will be
made. To learn how to raise the issues most effectively, however, women
must find a person who will coach them. As women rise, they are becom-
ing more aware of their role and obligation to other women to help by
becoming mentors to them. Women call be wonderful allies to each other.
They speak the same language, they come from the same gender culture,
and they have the same kind of objectives.
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Sexual harassment
Like beauty, sexual harassment is in the eye of the beholder. What is intended one way can be taken in another. If there were only one area of

gender relations where conversation would bring improved understanding, it would be sexual harassment. Only in conversation can we begin to
understand how one person perceives the behavior of another.

In sexual harassment, the receiver is judging the behaviors of another, and no one wishes to be judged without comment or the opportunity to
defend one's actions. Conversation is a neutral place where all thoughts are valid, and, because of the accusatory nature of the topiC of sexual

harassment, conversation is the place where understanding can begin. Creating the right place for this conversation creates another challenge for
this topic. It is often difficult for men and women to talk about this topic together with any real truth. Neither wishes to feel accused or to
accuse, yet the definition of sexual harassment becomes an accusation. Beginning these conversations with the intent of defining sexual
harassment may be unproductive in other ways. Appreciative Inquiry challenges us to look not at the problem but at the desired or effective
action; its focus being on what works or what is desired. Conversation directed this way can be very productive and more naturally done as it
eliminates the need for defining sexual harassment.
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Rank plays a stronger role in international organizations. Women not aware Rank and gender reinforce dis-
of this will work against the needs of women in the lower ranks who de- criminatory behaviors.
serve the same respect as those in higher ranks. Although changing some-
what, in international organizations, it is more common for the support
staff (secretaries, administrative assistants. etc.) to be women. In this posi-
tion, they suffer from the discriminatory behaviors that are offered to women
and to those in lower rank. Thus, they receive a 'double dose:  In the past,
it was not uncommon for some senior professionals to yell at a secretary.

Today, more subtle forms of such disrespect include speaking very loudly
in the work area of the secretary simply because it is in an open space
rather than in an office, or interrupting the secretary even if in conversa-
tion. Rank and gender interact to make life more difficult for women.

Women of all ranks need to find cornmon ground and help each other.
Secretaries can play an important role by treating the woman professional
as such and not as lesser than men, often the behavior in the past. And
professional women must consider women in support roles as part of the
team. I have observed this joining of ranks of women in many situations
occur to the benefit of everyone.

Women have learned to treat other women in the same way men treat
women. Like their male colleagues, women must learn that their behaviors Women must and can
can be as damaging to women. When converted to supportive behaviors, support other women.
all women gain directly, through the support given, and indirectly, through
the example of women modeling how women can be treated.

7.2.5 Sexual Harassment
Sexual harassment and its variations are the most difficult topic to discuss
in any organization. Women find it hard because they are often talking
about things that have made them sad or angry or hurt, and doing so is
uncomfortable. They also find it hard because they are describing things
that men have done, yet women have been taught to take responsibility.
And some carry guilt because they are confused about what constitutes
sexual harassment. Men find it hard to talk about sexual harassment be-
cause they are so uncertain about what sexual harassment is, and they are

trying very hard to prove that they have never sexually harassed a woman.

When women talk about sexual harassment, they describe what it looks
like and sometimes how it feels. When men talk about sexual harassment,
if they talk about it, they often say why it happens or that they have never
seen it happen (29% as reported in Table 7.8). Sexual harassment is seen

differently by men from women, and there has been little direct communi-
cation between the sexes to help create a definition together. Women have
been confused about sexual harassment as well. Without a history of ex-
amining behaviors, comparing behaviors, discussing behaviors and their
effects, a common language and understanding (meaning) about sexual
harassment has not been developed. I believe this is because the definition
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is being sought in terms of specific behaviors when intention plays the
larger role. This said, there remains the need to assess intention from exter-

The definition ofnal signals. In a multicultural environment, intentions must be considered
harassment will takein relation to culture. And external signals are assessed differently by dif-

time to de»e.ferent cultures and even by different socio-economic levels in the 'same
culture'. This means that women themselves must be aware of their own
behaviors in relation to these cultures.

Asian sexual harassment behaviors come out ofa position of believing that
women are subservient - there for the pleasure and service of men. Be-
cause of their reluctance to talk overtly, there are very few stories of sexual
harassment from Asian women in my studies. When there is a description,
it is from a third party and tends to be of a man taking advantage of a
secretary who must travel with him by simply expecting sexual favors.

Latin sexual harassment behaviors can appear very crude by Northern stan-
dards. The references and behaviors made by Latin men of women are
quite detailed and direct, but it is a matter of style not relative crude-ness.
And once a relationship is established between a man and a woman, all
behaviors are done in this context and never confused.

European sexual harassment behaviors and language may appear to be more
subtle, but have none of the rules around them that Latin culture applies.
There is no previous relationship that can be used to justify the intention of
a gesture or statement. It tends to limit behaviors more so for those who
wish to avoid harassing sexually (Blair, 1994, 1995a, 1995b, 1992b).

I have never heard one story of an African man sexually harassing a woman.
It does not mean that it does not happen, but I have no data.

Where American women would be incensed by certain behaviors, Latin
women merely laugh. Where American women are oblivious, European
women are enraged. Asian women remain silent in mixed cultural groups
(this is also the only environment in which I have personally been able to
interact with Asian women, not being Asian myselD, and it is difficult to
interpret their actual feelings about a particular behavior.

Women without a clear sense of what they believe sexual harassment is
will give inconsistent signals to men. Where one individual will be af-
fronted, another will ignore it. Who is right? What does happen in these
cases is that the men do not see consistent behaviors by which to make
their own conclusions before acting. Thus, their behaviors tend to become

exaggerated. Men will not open the door regardless of the need. Men will
hide behind statements like "You women don't know what you want." Al-
though this kind of statement may be true in the general case, it is not true
for specific situations.

197



Promotion and Advancement
The low number of women in high positions is one of the early signals used to determine whether research into the issues of gender in the
organization should be initiated. Although not a part of my work, low promotion rates for women often were a part of the initiation of the
request for my participation when the proposal went to management for approval.

Lower promotion rates for women are found in many studies and demonstrate many differen: measurcb of iL. A study ot data from the National
Longiludinal Survey of Youth examined the role of gender in job promotions (Hobb-Clark and Dunlop 1999).   In  1990, 34.2% of the men had
been promoted and 31% of the women had been promoted.  "In both 1990 and 1996, married men with a spouse present reported a promotion
rate that was 3 to 4 percentage points higher than the rate for men who had never married. Married women, in contrast, had much lower rates of
promotion than never-married women did.  In fact, it is striking that never-married women reported having the same, or even higher, chances of
being promoted than did other groups - even married men."  In 1996,23.1% of the never-married men had been promoted and 26.4% of the
married men. 27.4% of the never-married women had been promoted and 25.0% of the married women.  In 1996, 27.9% of the men with a
preschool child had been promoted while 25.2% of the men without a preschool child had been promoted whereas for women with a preschool
child the percentage was 24.7% and 28.0% without a preschool child. This would seem to point to the presence of a family being a main issue
holding employers back from promoting women.

In a study done of promotions in the Federal Government of the United States (US Merit Systems Protection Board,  1992), it was found that
women received an average of 3.15 promotions during their Federal career while men received an average of 3.92 promotions. Women were
found to have received fewer promotions than men with the same length of Government service and the same amount of formal education.
Ambition was ruled out as a difference that could be affecting promotions in that 64% of the women said they were planning to apply for
promotion as compared to 57% of the men.

One of the possible contributing factors was determined to be mobility. Women in the GS 9-12 grade range were found to be relocated an
average  of .60 times, whereas  the  men  in  the same grade range were found  to be relocated an average  of 1.01 times. The number of relocations
increases as the grade level increases, but the gap between the women and men stays the same. Comments made during focus groups seem to
indicate that there was an assumption that women's careers were subordinate to their husbands', therefore it would be pointless to ask them to
relocate for promotion. However, there was almost no difference in the percentages of men and women who refused to relocate. The question
this raises is whether mobility should be as an important criterion as it is for promotion.

In my own studies, promotion was primarily in the hands of management and outside the control of the individual whether they were male or
female. Individuals can influence their own performance, the competencies they bring to the work, and the quality to which they aspire. These
criteria represent, however, less than a third of all the factors taken into consideration in promotions.

Table 7.1 Promotion Criteria by Levels of Control
Frequency of individual citations within the category

Category of Promotion Outside the control Fully in control of
Criteria Total of the individual the individual Subjective
Performance                                         22                                                                      22
Seniority/age                               20                       20
Politics internal                                 18                            18
Politics external                                 18                            18
Personal characteristics and                               15                                                                                                                                                                                  15

Attitudes
Interpersonal and                               14                                                                                                 14
Communication skills
Competence                                                            11                                                                                                     11
Structural                               8                     8

Quality                                      3                                                       3
Total 130                65                    36                  29

Expressed in percent 100% 50% 28% 22%
Source: Blair, 1992

Family
Family is another factor involved in promotion decisions.  It was determined (accounting for other variables such as length of service, education,
number of relocations, leaves, and absences) that women with children were promoted less times (3.51) than women without children (3.57)
whereas men with children were promoted more times (3.88) than men without children (3.57). The men without children, however, were still
promoted more times than the women without children (US Merit Systems Protection Board, 1992).

These numbers support the premise that promotion offers are held back from women, sometimes based on factors that cannot be controlled and
without their being given a chance to address the issues involved.
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This may have a ring of truth to it, but it does not come from lack of desire
to not be sexually harassed but from the very complex nature of this phe-
nomenon. (In the US, most of this communication has occurred in the
courtroom and so takes on a legal quality rather than a practical quality
that can guide our living together.)

Older women who have sufficient experience to be aware of the kinds of
male behaviors that signal an escalation of intent need to be educating
younger women so that younger women can learn more quickly not only
what these behaviors are, but how to deal with them in the work setting in
ways  that are effective yet 'graceful',  that  is, not 'career-limiting'.  Over
time, with sufficient, consistent examples of responses to male behaviors,
new norms will emerge. This will take time.

7.2.6 Promotion and Advancement
The challenge is to assure that managers see the value that women bring
to the work so that women's promotions reflect this. When asked to name

When the manager'sthe individuals managers depend on when they have high profile assign-
reputation is on the line,ments (usually a time when a manager cannot afford to not use the best
women's pe,formance isavailable staff member for the job), managers named women far more

seen more clearly.often than the proportion of women in the organization - much to the
surprise ofeveryone (in over 65% ofresponses, managers called on women
more than 25% or more than 50% of the time, yet women represented less
than 25% of the professional women in the organization (Blair 1995a).
When the manager's reputation is on the line, women's performance is
seen more clearly.

7.2.7 Travel and the Family
In the organizations where I have worked, travel made up at least a third to
a half ofthe time ofthe professional. Sometimes it is higher even than this. Travel requirements inTrips are usually two or more weeks. The travel is to any and every place

international organiza-in the world and entails long intervals as well as great distances. Time
tions place additionaldifferences are more common than not. This places high stress on the trav- burdens on women

eler who has usually worked late the days and nights before the trip to
because  of their  role  in

prepare for it, and means that the individual often has to begin work imme- family care.
diately upon arrival. This places an enormous strain on family life regard-
less of whether the traveler is a man or a woman.

Women are more likely to require additional strategies during these ab-
sences from the home. Women have dealt with this in many ways. They
have hired live-in help. They have brought their children with them on
their travels (usually with a helper along, as well). They have understand-
ing husbands who handle the additional load at home with equanimity.

They postpone child-bearing to a time after they have established their
professional credentials that require travel. Women report this as a burden
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but not one that dissuades them from their work. (See Table 4.6, p. 99)

Men ofcourse have similar difficulties in traveling on such a rigorous sched-
ule, but they are more likely to have a wife to deal with the home and fam-
ily. Because the woman is more likely to be responsible for the family needs,
she is also more likely to feel the impact of travel than men.

This additional load on women in international organizations is never eas-
ily solved as travel is a necessary part of the work; it is where the critical
operational part of the work is done. It does lead to men sometimes feeling
that they should not send women into the field to "make it easier for them"
which holds back opportunities for women to show what they can do in the
most important aspect of the work ofthese organizations. Thus, promotions
are held up for them as well.

Family is very important in Asian and Latin cultures. Even in European
cultures, it is more emphasized than in U.S. culture. African cultures see the
family as part of the community and highly valued. With a multicultural
organization, these values place family needs squarely in the laps of women
(no pun intended). Family needs are

confused with lackMen, knowing the burdens that families normally place on women, often of commitment to
confuse this attention to family matters with lack of commitment to the the work.
work. It is an odd discontinuity that the same men most frequently say that
dedication is the quality that women bring to their work. Nonetheless, they
see family as a competitor to work and belonging to women. The family
obligations ofolder children such as going with the child to visit colleges is
taken as a more natural role for men and not seen as being in conflict with
the work. They miss the inconsistency of thoughts between not valuing
women's time with young children and valuing men's time with older chil-
dren.

Women do bear a greater burden of family responsibilities especially dur-
ing the early years of child-rearing, but they are creative in finding and
using strategies that allow family affairs to be attended to as well as the
demands of travel in their work. Once men recognize that the dedication of
women is inconsistent with the impression of lack of commitment simply
because men see women also attending to family matters, they are com-
pelled to alter their perspectives. (More recently, there is growing evidence
of men who also attend to family matters. This research did not explore this
phenomenon.)

7.2.8 Respect
The Webster's Dictionary begins by defining the word respect using terms
like honor and esteem. These words are not used much in the workplace. In
the workplace, people talk about four things when they talk about respect.
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First, they mention listening, those behaviors that say I am listening to you,
I want to hear what you have to say. Second, recognition ofprofessionalism

Respectful behavior is the- recognizing my contributions, my achievements and expertise. Third,
key to long term change.the conversation about respect includes descriptions of courtesy - polite-

ness, business like behaviors, good manners especially when things are dif-
ficult. Lastly, there are descriptions of behaviors that give one a sense that
the other person trusts you - a step beyond recognition of professionalism
to the level of trusting it takes to meet the needs of the situation. These
characteristics are reflected in the principles of the Practice Model as a part
of creating trust.

Table 7.2 Definitions of Respect

Definition of respect in Omega Definition of respect in TDI (in order of
(in order of frequency) (Blair, 1994) frequency) (Blair, 1995)

consult witWargument given active listening
consideration treated as professional
courtesy recognizes expertise
listen courteous
recognize contributions/achievement treats me for who I am
openly debate and discuss seeks my opinion
act on suggestions other

trust

assign responsibility/difficult tasks

professional/business like

While respect is not the complete answer to creating the same environment
for women as men in the workplace, it is the first and essential step - it is
necessary even if not sufficient. Respect covers gaps in knowledge about
specific discriminatory behaviors in the workplace. For example, if sexual
harassment behaviors cannot be catalogued for exclusion, respectful behav-
iors can be for inclusion. By their nature, respectful behaviors exclude ha-
rassment behaviors. It is impossible to both value and denigrate another
individual at the same time or make another feel imposed upon when you
are listening to them with real intent to hear their contribution. As respect
becomes a pattern, the entire environment for both men and women be-
comes one of acceptance, affirmation, and encouragement. Thus, respect is
the first step to guide behaviors in the workplace.

Across every culture I have dealt with, men and women define respect as
important and in terms that are very similar - so similar that respectful
behaviors are always interpreted as respectful behaviors regardless of the
cultures I have examined. (Now, I do not mean the symbolic forms of re-
spect like bringing a hostess gift to a dinner, but the behaviors that occur
between any two human beings.) Behaviors that signal that an individual is
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the Model
Several limitations of the Practice Model are suggested in this simple treatment of its use in two cases.  It is shown here in an international
setting where multiple cultural backgrounds prevail. What happens to the model when it is used in a mono-culture? The agenda used in these
cases is a limited one, i.e., behavior modifications around gender issues.  Can it be used for other agendas? Its usage was confined to a
relatively short period of time. less than one year in each case.  Can the model work as effectively over a longer period of time?

Use only with international organizations: This  is a most challenging limitation of the presentation. Multicultural groups assume that members
have different perspectives as they recognize the difference between their home culture and the culture of the organization and feel these
differences. Thus, being willing to consider other perspectives is natural even if difficult and more complex because of the number of interacting
cultures. Because of this, talking about perspectives is a natural way of defining and addressing issues. And talking is part of the conversation
that is to be created in the Practice Model. In a mono culture, this recognition of different perspectives may not exist from the start. When used
in a mono-culture, the challenge may include ensuring this recognition so that it seems natural to talk about different perspectives and so create
the opportunity to begin the conversation. This should be examined by experimentation in a mono culture. It suggests an extra step for the core
group at its beginning.

Limited agenda, ie., behavior mod(/ications around gender issues. Gender issues, almost by definition, have different meanings.   A core group,
working on these issues must come to a common understanding (sense of meaning) before progress can be made. There is a natural need to
converse at a deep, learning level. Would this be as effective if it were to be used for a problem such as the design of a new work flow? A work
flow is something that has to accomplish a specific activity. There is little interpretation of the meaning of an activity such as assembling a
television, and there may be lots of interpretation of meaning around an activity such as customer service. Testing the model in different agendas
is called for.

Relatively shon time-,»ames: By this, I mean that the studies took relatively short time frames for instituting overall behavioral changes within
an organization. Even the case of Omega where adequate time was given for the work of the core group to come to closure on the meaning of
their results, the full effect to the organization is not measured within this work. Does the Practice Model work beyond the core group? This
question can't be answered within the scope of this work.

Moreover, the least well-defined part of the Practice Model is the area called "build a learning environment." The activities described in a
process called Dialogue most closely match what is meant by this step. It is about "the skillful art of interweaving the intentions and guides of
the basket supported by a willingness to suspend one's own assumptions and listen deeply for what is wanting to emerge in each moment in the
conversation." (Gerard & Elinor, 1999) This is certainly a good working definition of the 'learning environment' of the Practice Model.

Dialogue is designed to build a 'container' in which staff feel comfortable enough to trust and engage in open communication. It can handle
over 100 participants, and it takes time. The transition may take as long as 5 years to integrate the new behavior patterns. lhis is a most exciting
option as it creates the behavioral environment in which respect must be present to permit it to work at all. This environment is what is being
created in the 'learning environment' of the Practice Model. Clearly, the effect is short-lived. The behaviors that are encouraged do not have
time to become permanent behaviors of the participants in other settings.  But it can be created for the time of the intervention to allow for
assimilation of the lessons about gender discrimination and the acceptance of gender as a real issue.

Dialogue demands that participants of the dialogue team are trained in dialogue technique. This aspect says that 'dialogue' is not something we
do naturally, but need some help in forming the right behavior patterns. Modeling helps, but direct teaching makes this significantly more
effective. In addition, Dialogue recognizes that this type of work takes time. In the Practice Model, the time needed for this type of skill
development was not offered by the client. They had need of faster results with fewer resources being expended in the process. They know that
they need to make decisions, and the thrust of the work must be to understand the issue sufficiently in order to develop a good action plan. The
fact that the process also allows them to enter into a dialogue on the issues in an open and learning manner provides them with some experience,
to 'remember' how to act in other settings.

This is a good place to start the refinement of what it means to 'build a learning environment' except that the process must be quicker than is
described in Dialogue. More time must be spent on refining this aspect of the model.
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listening, seeing, taking into account the views and opinions of the other
Respect is the commonare accepted at some level, verbal or non-verbal, that communicates re-

denominator.
spect. Behaviors that say the other person is important and of some value
communicate respect. It becomes the simple solution to all discrimination
- for gender, for race, for whatever, because it is behavior that values the
other person. It is also the beginning of all real actions to improve an
institution's environment.

Respect is also the definition of what is not sexual harassment. In my work,
there is one thing clear about sexual harassment and that is that people are
confused about it. Men are not alone in being confused about what is and
what is not sexual harassment. And their confusion stems from the confu-
sion women feel about it. There are times when women know clearly they
have been harassed, but there are also times when they are unsure. These
are the times when they send confusing signals to men - sometimes one

way, sometimes the other. And until there is greater clarity in women's minds
about what constitutes sexual harassment, there will continue to be confu-
sion in men's minds. The law can work to define it, but in the end, the
victim has to be the one who defines it for herself or himself. It Will take
time for this definition to develop clarity. (I would love to see all of the
efforts to define sexual harassment go into changing all behavior into re-
spectful behavior since it is perfectly inconsistent with harassment.)

Respect then can play a wonderful role during this time of transition. I think
that respect can play a wonderful role in all things for all time, but there is a
special need during this time and in these situations. When a man is in
doubt about how to treat a woman, and he wishes not to treat her in a ha-
rassing manner, he can rely on being interpreted correctly if he treats the
woman with respect. Yes, it limits behavior options - it usually eliminates

arrogant, judgmental, denigrating, bawdy (and on and on) behaviors. But is
this really limiting? Respect also creates the environment in which the great-

est creativity and innovation can occur - both desperately needed to solve
the problems of the late twentieth century.

International organizations have created their own rules for performing their
work in a defined and effective manner. When the rules (called articles)
were created, no one thought about gender issues. Today, with our new
understanding, there is a need to ensure that women are treated in the man-
ner that allows the business to proceed in a way that brings the best from
women. I believe that international organizations can create that environ-
ment by demanding that all individuals be treated with respect in all situa-
tions. The best aspect of this approach is that it creates the same quality
environment for men as well. Effective researchfor

organizations resembles
7.3 From the Model feminist research.
7.3.1 Organizational Research and Feminist Research
Feminist research is described as taking into account the whole context of a
situation; acknowledging and celebrating the relationships of those being
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studied and those studying; where those researching are aware of them-
selves in the research so that they are learning about themselves as well;
where personal experience is valued; where biases are acknowledged and
accepted as a natural part of knowledge; where there is an action orienta-
tion; where methods vary; and where no one in the research- either those
who study or those who are being studied - is superior to any other.

In organizational research, the organization is the context. It must enter the
study. The Practice Model does this particularly through the use of story.
In organizational research, the most effective research is done with the
members of the organization itself - at the least, they are participants in
creating the meaning. And as the organization is really defined as the com-
bined relationships of the members, it is hard to separate subject and ob-
ject.

The Practice Model works to build a learning environment. In this learning
environment, the participants are learning about themselves as they reflect
on the findings. Learning about oneself is contained in this. And in topics
like gender, this self-reflexive nature is important as often the participants
in the research need to change their own understanding before they are able
to change the organization.

The experiences and even the opinions of the participants are important in
the Practice Model. It allows the participants to be open to sharing their
experiences as a way to understand and appreciate the biases that are bound
to be a part of any human system. It adds to the quality of the product as
individuals become more aware of the filters they are applying to their work.
Moreover, personal experiences of the participants come out of the context
of the organization and are important data.

Organizations (except for R&D) conduct research in order to affect change
within themselves. Unless there were a reason to change, there would be no
incentive to divert resources to researching itself rather than production of
product. When research is conducted, it is done so with an action orienta-
tion. There can be symbols for superiority within an organization, e.g.,
rank, but they only get in the way of making changes. Legislation cannot
change behaviors. Even when it is about process (such as the many efforts
to do such things as 'business process innovation'), it is best done with all
parties (all ranks) at the table in a setting that creates, for the time, relative

The Practice Model hasequality.
many  of the  same  charac-

teristics  of those  describedThe Practice Model has been shown to be effective in creating change within
as femmist research.an organization. It is one example of how research can be conducted in an

organization, and it resembles the characteristics ascribed to feminist re-
search. If other models are used, they must likewise take on the characteris-
tics of feminist research if they are to be successful in affecting change
within an organization. Organizational development can include research.
Recognizing that the research called for has many feminist research quali-
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Sueeested Ouestions
When a dissertation is finished and the intensity of work is complete, many "if only's" begin to enter the mind. If only we could have had more

time with the TDI core group. If only we could have done focus groups at Omega with more of an appreciative approach. Finally, a small voice

begins to say, "But what about how well this or that went?" The process of assessment becomes more balanced, and the value of what was done

begins to even the scales with what could have been done better·or differently. Here is some of the thinking on both sides of the scale.

The design of the focus groups in TDI worked extraordinarilv well. Using the principles of Appreciative Inquiry created an affirming

environment, one where a sensitive topic became comfortable to discuss, and one where a community was created. Using professional

facilitators and selecting them on the basis of their gender in relation to the gender of the participants of focus groups added to this positive
outcome. If I were to design things differently, I would have used Appreciative Inquiry principles for the Omega focus groups, rather than using

only previously identified issues to probe. This would have opened up the topics and allowed for more community building to OCCUr.

Allowing many voices to be heard was a challenge for each case. Large sample sizes were interviewed - sample sizes that represented more than

10% of the total populations. Cross-sections of staff and management were used to assure all levels were heard. Large numbers of direct

quotations were provided to the core group along with analyzed data resulting in the voices of those interviewed being heard with as little

interpretation as possible.

The treatment and awareness of the support staff as a separate group to be examined in a gender study resulted in telling data about the subtle

differences that lower rank adds to a gender study.  To look clearly at how women in an institute are treated, it is very illuminating to look at the

stories from women at different levels. Bringing them together in a room to discuss these stories resulted in understandings previously

nonexistent and is an important part of the design.

The use of quotations in both final reports added credibility to the final results as well as a human connection to the information presented.  It

was important for readers to hear the actual voices of the interviewed in order to have a personal understanding of what was then interpreted and

analyzed. Quotations facilitated this.

Similar to the use of quotations, stories allow the reader to connect with the human side the issues. Capturing stories was done through the

interviewing process, and the professional inter'viewers were better at capturing them than staff interviewers as in TDI. Learning from this aspect

of communicating the results, the use of stories in the dissertation itself appears to help the reader gain an understanding of the cultures and

situations being discussed and studied. In future, more emphasis on story gathering from staff as well as through the professional interviewer

should be done. The impact of stories cannot be overemphasized, and the ability to solicit and record stories can be learned. Incorporating this

teaching should be included in the design.

The content analysis of performance evaluations provided compelling insight into the issues of women.  This was an area that could have been

overlooked and its inclusion enriched the data significantly. Had sufficient female managers existed in each case, a comparison of these

evaluations to those of male managers would have added significantly to the results.

Analysis was limited to sex and rank in TDI due to time limitations. In Omega the differences noted in the various professional areas was

helpful in understanding what actions would be more or less effective. Using this same approach in TDI would have helped to sharpen their

action plan.

The raw data of both of these cases came primarily from extensive interviewing. As stated earlier, the large number of those interviewed and the
cross-section by rank assured good coverage and representation of the data. The open-ended nature of the interview protocol allowed for
freedom to express responses and so contained the possibility of incorporating new thoughts to the dialogue. The very nature of the open-

endedness of the interview data prevented a more rigorous treatment of the content as might be found in a survey approach. The result was that

the the issues were understood well and, through the use of quotations, achieved in the words of the client. resulting in the voices of those

interviewed being heard free of interpretation. Because of this approach, statistical rigor was delayed and the opportunity for probing based on

statistical significance was lost. (A second round of interviews was not an option.)

Because of the use of staff as interviewers   in TDI, some data was lost. Either because the interviewer was not sufficiently experienced to probe

adequately or because of hesitation on the part of the person being interviewed to share something with another staff member, information had
to have been lost. This was particularly true when it came to the stories that were shared in the interviews. It is always a decision of whether

staff are used in the interviewing process. There are pro's and con's. In this case, the value of the staff participation in interviewing was high
because it gave them immediate access to the data and thus immediate acceptance of the data as noted earlier in the chapter on TDI's process.

I found that the core group was successful in gaining fuller knowledge from the complete sharing of information at Omega. The relaxed retreats

at Omega led to excellent results in each case. The time being well compensated for in understanding and agreement of meaning. The lack of
time and interactive discussion in TDI had a negative effect on the study along with the lack of building of real relationships and full respect

within the core group of TDI.

Part of the lack of agreement of meaning came from the uneven distribution of power in the TDI core group which was not overcome during the

project. This resulted in a blockage of the sharing of information and experiences. In future, I would re-design such interventions

Continued on page 210
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ties about it can ensure more effective results in its application.

7.3.2 Power Versus Principles
The principles of the Practice Model work to create consensus by bringing
as much information as possible out for the group to use; where all the
information is valued, more options are created and made available; more
options give dissenters more flexibility to consider how their concerns can
be met and so find a common one that all can agree to; and, the more op-
tions presented, the more options created.

Although Omega is a hierarchical organization, the organization values in-
tellectual excellence over all. It is more important to Omega to have the
correct answer than to have a politically correct answer. In this setting, the
creation of a neutral, encouraging environment (the container created by
the principles) where ideas could be considered by the group was consis-
tent with the notion of finding the correct answen Omega's purposeful in-
clusion of dissenters that led to conversion became powerful influencers to
the rest of the organization. Omega's preference for orderliness and intel-
lectual precision actually enhanced the principles and added to results and
their acceptance within the core group.

By contrast, TDI, where relative power was important, got in their own
way of creating the container they needed to build toward unanimity. The
presence of a strong executive in the group made it harder as well. Power
on the core group did not convert the members of the core group to come to
a united decision about meaning let alone the organization, and unanimity
in the core group is key to converting the organization. TDI's reliance on
power worked against principles designed to create a group of peers in
conversation and ultimately led to a weaker solution.

If I am doing research in an organization that does not value the principles
of the Practice Model, I must work harder to establish a setting in which
these principles can operate for at least the time of the intervention

7.4 Suggested Questions
The wonderful thing about learning is that it is never over. Once one ques-
tion is answered, another question arises as naturally as one season follows
another. So, with this work, I would like to suggest a few more questions to
explore in the future.

1. What can Western women learn from non-Western women's study of
gender? So much has been written about gender by Western women. There
needs to be more serious consideration of work done by women from non-
Western countries that reflect their perspectives.
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Sueeested Ouestions (continued from page 208)

to more effectively incorporate the power aspect of culture by insisting on facilitating all sessions to bring out the voices of the lower ranked

members of the core team.

Moreover, if a client denies me continuous access to the core group, as in the case of TDI, I will withdraw my involvement. Partial involvement
leads only to partial results. Turn-around (conversion in understanding of the issues) of key players in the core group at Omega because of the
full sharing of information, time for dialogue, and creation of learning environment through time and good leadership, produced full results.
Balance of power and continuous listening to perspectives allowed for convergence of meaning.

As the facilitator of the studies I found that acknowledging my own biases as I recognized them helped the core groups to feel more comfortable
in acknowledging their own.  This led to openness in the sharing of experiences and the validation of others' experiences. Real, full dialogue is

not natural in most of the cultures in which I do my work. From this and my greater understanding of how dialogue works, I will spend more

time on teaching what it means to dialogue rather than depending solely on modeling.
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2. How have the changes made in these two organizations evolved over the
years since the research? Has the initial change grown to greater under-
standing of what it means to create good environments for men and women
to work together? Have these understandings been acted upon?

3. What would this work look like in an African culture that is so poorly
represented in the two cases in this book? We make many assumptions that
are hidden because we have not seen this in the light of the African experi-
ence. What would we learn from this exposure?

4. Is the Practice Model sufficiently tested? Should it be applied in other
settings as well as international settings?

5. What can international corporations learn from these experiences in
multicultural, international organizations where there is no legal impera-
tive to be equitable? Are there parallels that can allow them to leapfrog to
helping men and women in the workplace work as full partners right from
the start?

6. Knowing that respectful behavior as the norm is a natural first step to
eliminating sexual harassment, what else needs to be done to define what it
means to be sexually harassed so that men and women can know how to act
if they wish to avoid imposing this type of behavior on another? Can indi-
viduals easily assess behaviors to determine themselves whether it is sexual
harassment or not and how to deal with it? What role should older women
play in this 'game' from which they often feel they are exempt, yet have
most of the knowledge? How can they do this?

7.5 One Last Point
Social roles and the expectations generated from them impact women seri-
ously in international organizations where social roles of women play a
stronger part in defining them to their co-workers.

In normal, everyday society, we each are ascribed roles we can and should
play. Women are mothers, sisters, daughters, aunts. Men are fathers, broth-
ers. sons, uncles. We learn these roles through observation, and we know
how to deal with each other in these roles as they are a natural part of
growing up. But when we go to work, there is a change. Where everyday
society is balanced with men and women sharing the roles in roughly equal
numbers, in the workplace, the traditional power roles have been held by
men. They have created another social structure in which they have learned
to work with other men (usually in ways that reflect their social roles in
society as well, i.e., as competitors or team players). This too is a learned
set of behaviors that men learn from other men who either show them or
tell them how to work together. Being outside the home, the workplace
carries no natural role of power for women and social roles have a stronger
hand.

211



When women enter the workplace, two things are likely to happen. The
first is that they are assigned to non-power roles. Here they are placed in
positions that have no "real" effect and so are usually ignored for all practi-
cal purposes. This is not to say that secretaries, for example, are not power-
ful or not real. It is that men have decided that the secretaries are not com-
petitors in their games.

The second option is that women enter as professionals. It is this second

option that causes problems, because they are now playing the same role as
men and are real competitors. And they usually play the game a little differ-
ently. Since men must deal with them, they call upon the roles they know
from their everyday lives, the roles that society places on them. The women
become daughters or sisters at best for men, mothers at worst for men, or
lovers at worst for everyone.  None of these roles are adequate for the work
that the woman is trying to do. She loses regardless of which role she is
placed in, because she is limited by every one of these social roles when it
is being played in the business environment.

If she is considered a sister or a daughter, she must be taken care of. And
when women demand tobe given the same opportunities, men become genu-
inely confused. If she is considered a mother, she must be honored, but she
is often also expected to serve the needs of the man. When the woman
chooses not to serve in the manner that is asked or demands to know the
whole picture instead of the one the man believes she needs to see, the man
becomes confused. If she is considered a lover, she is valued only for her
beauty and willingness to please. And when she acts in ways counter to this,
the man is confused.

The woman can sometimes become confused as well. If she has been treated
with honor all of her life from her position as mother or sister, she will
become confused when she is treated as an adversary and denied access to
information or meetings or even having her say in those meetings she at-
tends. One of the greatest hurts experienced by professional women is when
they realize they are not being listened to.

They also suddenly become competitors, and the women have not neces-

sarily been prepared for this role. Women have not been given fullinforma-
tion before since they were considered needing protection and now they are
excluded from the information game in order to make their competitive
position more difficult. Only when they can be seen as members ofthe team
will they have any chance of getting the information they need.

With less emphasis on women's issues in most non-Western European coun-
tries, defining power roles for women that allow them in the workplace to
step beyond their social roles is more difficult, and this phenomenon is
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stronger in international organizations where there is a significantly larger
presence of men from such countries.

How can we define the role of women in the workplace so that their posi-
tion is easily understood and power can be assumed by the woman with all
of the attendant behaviors called for as a natural part of the culture of
everyone in the workplace? How can this be done? Who can do it? Is it
being done this very moment through the thousands of interactions be-
tween men and women in the workplace? Can it be done in anything other
than the whole of society?
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Exhibit 4.1: TDI -- Focus Group Questions
Introduce self and partner from the team. Model brevity in opening remarks and response tofirst question. State the purpose of the study and this session and how the session will beconducted:

1.   To help TDI create a more productive community for men and women at TDI

2. This session is to help us understand TDI better and the issues of women before
we begin our interviewing and to help us design the interview questions.

3.   We'll be taking about an hour and a half, two hours at the most for this.

4.   The results of this focus group will be used to develop the questions for theinterviewing which is the next step of the project. The final product of this
project is an action plan which the Task Force will be creating.

5.   We'll be posing a question to which we would like for you to answer the
question, allowing time for others to contribute as well.  If you wish to add tosomeone elses comment please wait until everyone who wishes has had a
chance to speak once on the question.  Do not feel that you must answer everyquestion, but please contribute as much as you can.

6.   We will be conducting this session in English.  But if at any time, you feel youwould be better able to express yourself in (the dominant language of the region),please feel free to do so. After you have said what you need to, I will ask thegroup to translate for you. Again, please feel free to use the other languageallowing time for others to translate for you. Any questions before we begin?

OPENING

Tell us how you got to TDI  - your path to this moment. Briefly tell us why you choseTDI.  (model this by answering briefly)

If TDI were a family where do you see your self? How fully a member of the family do
you feel?

What has been your most stimulating, satisfying professional proiect or contribution toTDI?

Exhibit 4.1: TDI - Focus Group Questions Page l uf 2



POSITIVE SUBSTANCE

You're having an exceptionallv good day at TDI - what's happening/going on for you?

Overall, what do you like most about TDI?

NEGATIVE SUBSTANCE

What is problematic for you?/what stops you from doing your best work?

What are the costs of these problems/situations  for you?  for TDI?

When TDI is working well, what does it look like?

GENDER

Please describe how women view/treat women at TDI.

Please describe how men view/treat men at TDI.

Please describe how women view/treat men at TDI.

Please describe how men view/treat women at TDI.

Probe for descriptions of and /or similarities and differences for men and women re:
In meetings, do you feel you can say what you want to say and be heard?
Do you get good feedback from your male colleagues?  can you go to them foradvice and counsel?  do you have a mentor?  is a mentor important in TDI?Are there family issues that because of them, you feel you are put at a disadvantage

to your male colleagues?
What behaviors are you seeing when you 1<now someone is treating you with

respect?
Describe a time when you observed (or experienced) something which made youuncomfortable.

Having looked at all the various issues that have come out in this session, what would
TDI look like if men and women were working as equal partners?

CLOSE

What else? Please define "Full partnership to achieve a more productive community.
"

a:
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Exhibit 4.2: Printout of Sorted Completed Thoughts
This  example  is from another  analysis  which was  looking  at  the  topic  of"Negotiations"(NEGOT) and how marg references were made to "listening".  the long set of charactersand monbers were  the  codes used to identify the critical variables we were watching in thisanalysis.   The   example  M  was for  male  and W was  for female.

August 14, 1997 13:26 NEGOT page 13. Listen
1. MNE002XX084 15 Open minded. Not take sides -
hear all views.
2. MOS003XX990 15 Able to listen to both sides.
Knowledgeable to both sides.  Willing to be
provided information. Describe problems. Explain
problems and solutions.
3. WEC002AF043 15 Good listener, to counterpart.4. MNE003XX290 15 Above all, need to listen to
others.
5. WOS004EU093 15 Open to all sides and
opinions.
6. MBL002XX990 15 Listen and modify if
necessary. (Though concerned with promotion,
sometimes have papered over the tough issues.)
7. MECOOlLA053 15 Listen to them.
8. MEC005LA043 15 Willing to listen and knows
what the other side wants.
9. MEC006XX990 15 Listen and really listen
10. WBL004EU134 15 Listen attentively toother side.
11. WBL014LA144 15 Ability to listen;
12. MDH005EU255    15   good listener is key
13. MDHOOSEU255 give the person allchance to explain  or they won't follow up; can't
just jump in
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Exhibit 4.3:TDI -- Interview Questions for Staff and
Managers

INTERVIEW QUESTIONS FOR STAFF

Introduce self. State the purpose of the study and this session and how the session will
be conducted:

1. To help create a more productive community for all persons at TDI.

2. This session is to help us identify the diverse issues of women & men working
together at TDI.

3. We'll be taking about an hour (75 minutes at most).

4. The results of this interview will be used to develop a report which will be given
to the Task Force on Women. The final product of this project is an action plan
which the Task Force will be creating. (If asked: they expect to be done by end of
calendar year.)

5. There will be no personal attributions made in the report.  We will keep this
conversation in confidence.

6. There will be a number of questions which I hope you will answer as best you can
from your experience at TDI.  I will ask for examples and clarification from time
to time.

7. The interview will be conducted in English.  If at any time, you feel there is a word
or phrase which is better expressed in Spanish, please do so and I will record that
answer and get assistance in the translation later. Any questions before we
begin?

Record: name, position (level indicator), department, country of origin, and
approximate age.

GENERAL QUESTIONS

OPENING

1.  What is the real mission of TDI as you see it in 1995?

What, if anything, worries you most about TDI? What excites you?

Exhibit 4.3: TDI Interview Questions for Staff and Managers Page 1 of 6



WORK ITSELF

2.     Many TDI staff take tremendous pride in their contributions to the Latin American
and Caribbean countries?  What has been for you a stimulating, satisfying
professional project or contribution?

Ask if FTC.  If so, what concerns do you have as a fixed term contract employee?
how does this impact your work?

Describe a typical day/week in your work. How many hours do you work at TDI?
What hours do you work? What makes it important to work after 6 PM?  Does this
change when you are on mission?

How do you manage your family life with your work load?  how do your
responsibilities at home impact your effectiveness at work?

3.       True or false:  When you ask a question about doing your job, it is answered to
your satisfaction.  Why?

4.     What if there is something really important to you that you want/need to get done
in TDI - how do you go about it?

5. What strengths do women bring to the work, what weaknesses?  Men?

For Administrative women (only)

6.      What do your supervisors expect from you as part of your job?

What hours has your boss said that you must be available for their work?  how
does this affect you?  is this normal, exceptional, regular, infrequent?  are you
given overtime for this?  comp time? what arrangements must you make,if any, to
accommodate these demands?  what are they asking you to do during this time?
do you get enough advance notice to  plan your work well?

7.      How do you learn how to do a new task when it is assigned? What follow-up
feedback do you get?

For those who broke through  the 10 barrier to professional (only)

8.     Describe your path and how you achieved this grade level.

How did you get there?  how did it happen that you achieved professional status?
how did you do it?  how do you know that you are now valued in your position?
what contributions are you able to make today?  in what ways has this promotion
pleased you or displeased you?
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PROMOTIONS

9.     How do people get promoted?

How are staff selected, evaluated for promotion? Are there certain kinds of
experiences that help develop a person for management?

How useful is a mentor?  What is a mentor at TDI?

What do you need to do if you want to get into another position?  Even if this is a
lateral move?

10.    What does it mean, in TDI, to be rewarded?  What are the rewards?  How do  you
get them?

RESPECT & BEHAVIOR

11. Citing specific behaviors, how do you express respect to others?  How do others
treat you with respect?

Define what sexual harassment means to you. Using this definition, have  you
seen or experienced inappropriate behavior between men and women. Please give
an example. Describe a time when you observed (or experienced) something
which made you uncomfortable.  If you had been this person, what would have
been an appropriate sanction for the perpetrator of the action?

Other possible probes, use only if needed.
Are there times when you are treated, during the work day or at TDI functions, in
a way that makes you fearful, intimidated, uneasy? Please give an example of this
treatment. (women only)

Have you ever seen something that made you wonder - or feel uneasy, about how
a man treated a woman? Please give an example. (men only)

12.     Use 2 words  for each interview.  (Select any pairing from below.)   Rotate words so all
words are used at   least 5  times    Ask to  describe for  each gender  to  get equal numbers  of
responses for both genders for  each word.

You have just seen a man being (use two words, one at a time).  What is he doing?

You have just seen a woman being (use the same two words, one at a time).  What
is she doing?

forceful/trustworthy competent/mean
offensive/professional collaborative/compedtive
assertive/traditional
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WORKING RELATIONSHIPS

13. Please describe an excellent working relationslup you have experienced with the
other gender.

How do you build effective working relationships in TDI?

If a colleague is the other gender, how do you build this relationship?

What impact does rank or culture have on how people build relationships?

14.     True or False: Assignments are influenced by gender.  Why? (This might be
volatile)

In meetings, who has control and how is it demonstrated?  How are
meetings structured, who participates, how are decisions made?

15.    How is change implemented in your department or work unit?

16. What policies or pressures have to be officially in place, and implemented to
reinforce an effective and productive working environment for everybody?

CLOSE

17. Including Latin and Caribbean country cultures, male and female cultures,
developed and developing country cultures, Latin and Anglo cultures, in what
ways can TDI tap the skills and create a balanced environment among these
cultures?

How can TDI articulate a clear vision with clear roles?

What aspects of the Latin culture could be used positively to achieve this
balance?

Do you know of any model organizations in the International community
which are achieving this creative balance?

18. Please complete:  "If I were President of TDI, I would..."

What should managers attend to and implement?

What can staff accomplish that managers cannot?

19.    In one word, what do you bring to TDI?
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MANGEMENT INTERVIEWS

1.      What is the real mission of TDI as you see it in 1995?

What, if anything, worries you most about TDI? What excites you?

Many TDI staff take tremendous pride in their contributions to Latin American
and Caribbean countries.  What has been for you a stimulating, satisfying
professional project or contribution?

When TDI is working at its best, what is happening?

2.      What must managers do to ensure that the mission is accomplished?

How can TDI change with the times while maintaining its core identity?

3. What makes a good manager?

How do you select managers, evaluate them ? What are the critical experiences
that develop a person for management?  How do you know that a manager is
successful?

How useful is a mentor?  What is a mentor at TDI?

If you saw a person you judged as high potential, what traits would that person
have?

True or False: Women are invisible in TDI.  Why? (this might be volatile)

4. Where would you like to see TDI in the next 10 years? What characteristics of
people will be needed to bring TDI into the 21st century?

5.      How do you implement real change in TDI?

How do you introduce change? Who manages it?  What are the reasons TDI staff
accept change?

What policies have to be officially in place and implemented?

What informal behaviors and norms have to be reinforced?

What can staff accomplish that managers cannot?
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6. Including Latin and Caribbean country cultures, male and female cultures,
developed and developing country cultures, Latin and Angle cultures, in what
ways can TDI tap the skills and create a balanced environment among all these
cultures?

How can TDI articulate a clear vision with clear roles?

What aspects of the Latin culture could be used positively to achieve this balance?

Do you know of any model organizations in the International community which
are achieving this creative balance?

7.      In one word, what do you bring to TDI?

In one word, what would you like to see TDI achieve from this project?
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Exhibit 4.4: TDI WORKING SESSION NOTES

Working Session for the Task Force on Women of TDI

SEFIEMBER

OBJECTIVES

1.     To  understand the findings
2.  To be able to talk about the findings in your own words and to share opinionsabout them
3.  To know what to pay attention to next
4.  To gain a sense of what "Calls out to you"

AGENDA

Morning
Introduction (15 minutes)
Strengths on which to build (.5 hour)
Context in which women and men work (.5 hour)
Organization (2.0 hours)
Morning wrap-up

Afternoon
Administrative Staff perspectives (1 hour)
Work  Environment (1.5 hours)
Assessing our energy (.5 hours)
Plans for briefing those not here (.25 hours)
Wrap-up for the day (.25 hours)

GROUND RULES

1.  Findings are preliminary - the numbers are indicative and may change beforethe final report.
2.  All responses are valid for today's purpose.
3.  Recognize that there is not enough time to complete discussions on these

findings, but more can be scheduled.
4. This document is not designed to stand alone.
5.  The format of the tables are in working draft form and does not represent theway in which they will be presented in the final report.

C
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Working Session forthe Task Force on Women in the TDI

September

Findings from the interviews have been summarized for review.  They are
presented here in their initial form.  Some of the findings are yet to be incorporated
so numbers may vary between these and the final tables. The format of the tables
are in working draft form and do not necessarily represent the way in which theywill be presented in the final report. The document is marked draft to emphasize
this point.

This document is not designed to stand alone. Care should be taken if it is shared
with those who were not a part of this working session.

Findings are presented in five sections:

Strengths on which to build
Context in which women and men work
Organization
Administrative staff perspectives
Day to day work environment
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STRENGTHS ON WHICH TO BUILD

Mission has high consistency across all staff.

Financing
and Focus on ResponsiveEconomic technical Social to political Resource Unsure ofdevelopment assistance sectors reality transfer mission OtherMate           511             15            10             8            8             7            2

Female           41                 16               19                19                3                 3                0
Total              47                 15                13                12               6                 5                1

Economic development 'To facilitate economic development in our region.  How wecan help member countries improve the quality of life for
people in these regions." (m)

'TDI's mission is to contribute in a meaningful way to
political socio development and well being our Region using afundamental principle which is partnership and doing so ina way that respects the identity and values of those
involved." (w)

Financing and technical "One constant - to be financial intermediary betweenassistance provider of funds and our client countries." (m)
"A cauldron of knowledge for helping countries." (m)

Focus on social sectors "I see TDI as a catalyst, not the biggest player but a strategicone which  can pay attention to those issues not of concern tocommercial banks, such as the welfare of the region and thegreater good of ib population." (w)
Responsive to political reality "Bank doesn't seem as important because the sectors have

changed, and TDI has adapted to the situation in the
countries." (w)

Resource transfer '1'Tess says we must (do more).  (They mean for us to give)seminars, purvey best practices, push countries in directionthey might not otherwise go.  Our real value has to be morethan a resource transfer." (m)
Unsure of mission "Same as ever was but in an environment of uncertainty as tothe role TDI should assume in light of the changes our

region." (m)

Additional pages were provide for the other issues. Each was similarly formatted butadapted to the data as appropriate.

1   All numbers are percentages unless indicated otherwise.
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Exhibit 4.5: Detailed Tables for TDI

How to Read the Detailed Tables

The detailed tables are an intermediate product used in analyzing large
amounts of text to assist the researcher in locating trends.  They are supplied
to give some additional insight to the careful reader but are NOT designed to
stand alone from the text.  Care must be taken in reading these tables.

1.  All tables are presented as percent responses, by level, gender, and
category.

2.  Percentages add up horizontally.

3.  Columns are presented in order of frequency (in percentage) of all
responses from highest to lowest.

4.  For each level, the response category with the highest percentage of
responses is shaded. In the case of a tie, all are shaded.

5.  The "Other" category has been minimized in each case and reflects
those comments that did not fall into the identified categories but did
not have sufficient homogeneity within it to suggest another category.

6.  Results may be skewed when there are few responses for a level.  As a
result, the reader is advised to attend to the summary figures by
category and by gender rather than give undue attention to the
responses by level.

7.  Responses from female personnel managers have been blanked to
protect confidentiality. Responses are reflected, however, in the
summary lines.
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Table 4.5.1: How staff define the mission of TDI
(percent of responses, by level, by gender - sum liorizontally)

Economic Financing Focus on Talked Resource Unsure of Other Total
Gender/Position develop- and tech. social about, but transfer mission

ment assistance sectors no defini-

tion

n%n %n% n % n % n % n % n %
Men        31 52%

' 8 13% 6 10% 5 8% 5  8% 4 7%  1 2% 60  100
%

Women      15 41% 6 16% 7 19% 7 19% 1  3% 1 3% 0 0% 37 100
%

Total 46 47% 14 14% 13 13% 12 12% 6 6% 5  5%  1 1% 97  100
%

Administrative 2 40% 0 0% 0 0% 3 60% 0 0% O O% O 0% 5   100

%
Professional 26 52% 6 12% 9% 18% 7 14% 1 2% 1 2%  0 0% 50  100

%
Manager 7 41% 4 24%        1 % 6% 2 12% 0 0% 3 18% 0 0% 17 100

%
Executive     11 44% 4 16% 3% 12% 0 0% 5 20% 1 4%  1 4% 25  100

%
Total 46 47% 14 14% 13% 13% 12 12% 6 6% 5 5% 1 1% 97  100

%

Source:  Interviews with TDI staff

1 Shading represents the response category that was most often mentioned by each group.
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Table 4.5.2: What gives staff excitement at the TDI
(percent  of  responses,  by  level,  by  gender  -  sum  liorizontally)

The work The people The Other Total

Gender/Position institution

n % n%n % n %n%
Men    16 64%' 7 28% 1 4% 1 4% 25 100%
Women                                      18 64% 5 18% 4 14% 1 4% 28 100%

Total 34 64 12 23% 5   9% 2 4% 53 100%

Administrative 1 25% 1 25% 1 25% 1 25% 4 100%

Profcssional 29 739b 7 18% 4 10% 0 0% 40 100%

Manager 3 38% 4 50% 0 0% 1 13% 8 100%

Executive 1 100% 0 0% 0 0% 0 0% 1 100%

Total        34           64% 12 23% 5   9% 2 4% 53 BO%

Source:  Interviews with TDI staff

1 Shading represents the response category that was most often mentioned by each group.
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Table 4.5.3: Requirements for promotions
(percent of responses, by level, by gender - sum horizontally)

Things the Non- Things the Things Total
Gender/Position individual transparency individual uncontrolled

should have can do by the
individual

n % n % n % n % n %

Men      15 36%1 11 26% 7 17% 9 21% 42 100%

Women     15 29% 15 29% 16 31% 6 12% 52 100%
Total 30 32% 26 28% 23 24% 15 16% 94 100%

Administrative
1 8% 5 38% 6 46% 1 8% 13 100%

Professional 23 35% 19 29% 10 17% 13 20% 65 100%
Manager 6 40% 2 13v 6 40% 1 7% 15 100%
Executive2

0   0% 0 0% 0 0%   0 0% 0 100%

Total 30 32% 26 28% 22 24% 15 16% 93 100%
Source:  Interviews with TDI staff

1 Shading represents the response category that was most often mentioned by each group.
2   Executives were not asked this question.
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Table 4.5.3.1: Things the individual should have to get a promotion (expansion of Table 4.5.3)
(percent of responses, by level, by gender - sum horizontally)

Relationship Competence Performance Solid Mentor Seniority Total

Gender/Position with boss (or / Experience reputation
others in
power)

n % n % n % n % n % n % n %

Men      6 40961 5 33% 1 7% 1 7% 1 7% 1 7% 15 100%

Women    12 80% 2 13% 1 7% 0 0% 0 0% 0 0% 15 100%
Total 18 60% 7 23% 2 7% 1 3% 1   3%   1   3% 30 100%

Administrative O 0% 1 100% 0 0% 0 0% 0 0% O 0% 1 100%
Professional   15 65% 4 17% 2 9% O 0% 1   4% 1 4% 23 100%
Manager 3 50% 2 33% 0 O% 1 17% 0 O% O 0% 6 100%
Executive2

Total 18 60% 7 23% 2 7% 1 3% 1   3%   1   3% 30 100%

Source:  interviews with TD1 staff

1 Shading represents the response category that was most often mentioned by each group.
2   Executives were not asked this question.
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Table 4.5.3.2: Non-transparency (expansion of Table 4.5.3)
(percent of responses, by level, by gender - su,i, horizontally)

Process is non- 1 don't know Total
Gender/Position transparent what the

process is

n % n % n %
Men 8 73%1 3 27% 11 100%
Wonnen 8 53% 7 47% 15 100%

Total 16 62% 10 38% 100%
26

Administrative 4 80% 1 20% 5 100%
Professional   11 58% 8 42% 19 100%
Manager 1         50% 1 50% 2 100%
Executive2

Total 16 62% 10 38% 100%
26

Sotirce:  1,iterviews with TDI staff

1 Shading represents the response category that was most often mentioned by each group.
2   Executives were not asked this question.
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Table 4.5.3.3: Things the individual can do to help get a promotion (expansion of Table 4.53)
(percent of responses, by level, by gender - sum horizo,itally)

Ask Take a test Engineer a Be assertive Be aware Fight Perform Total
Gender/Position (secretaries) promotion

n % n % n % n % n % n % n % n %
Men 1 14% 1 14% 1 14% 3 43%1 1 14% 0  0% 0 O% 7 100%
Wonnen 5 33% 3 20% 3 20% 0 0% 1 7% 2 13% 1 7% 15 100%

Total 6 27% 4 18% 4 18% 3 14% 2  9% 2 9% 1 5% 100%
22

Administrative 3 50% 2 33% 0  0% 0 0% 1 17% 0 0% O O% 6 100%
Professional 2 20% 1 10% 3 30% 1 10% 0 0% 2 20% 1 10% 10 100%
Manager 1 17% 1 17% 1 17% 2 33% 1 17% 0 0% 0 0% 6 100%
Executive2

Total 6 27% 4 18% 4 18% 3 14% 2  9% 2 9% 1 5% 100%
22

Source:  Interviews with TDI staff

1 Shading represents the response category that was most often mentioned by each group.
2   Executives were not asked this question.
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Table 4.5.3.4: Things which are uncontrolled directly by the individudal (expansion of Table 4.5.3)
(percent of responses, by level, by gender - sum horizontally)

Nationality/ Based on Mixed up with Power Total
Gender/Position politics nnerit reclassifi-

cation

n % n % n % n % n %
Men 6 67%1 1         11% 1 11% 1 11% 9 100%
VVonnen 4 67% 2 33% 0 0% 0 0% 6 100%

Total 10 67% 3 20% 1 7% 1 7% 15 100%

Administrative 1 100% 0 0% 0 0% 0 0% 1         100%

Professional 8        62% 3 23% 1 8% 1 8% 13 100%

Manager 1 100% 0 0% 0 0% 0 0% 1         100%
Executive2

Total 10 67% 3 20% 1 7% 1 7% 15 100%
Soltrce:  Interviews with TDI staff

1 Shading represents the response category that was most often mentioned by each group.
2   Executives were not asked this question.
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Table 4.5.4:     How do we get feedback to reinforce good performance
(percent   of  responses,   by   level,   by   gender  -   simt   ho,izontally)

Receive Receive little  Bank lacks Give Fear of being Support staff don't Total

Gender/Position feedback    or no feedback mechanisms feedback punished or receive right kind of
new approach feedback

n % n % n % n%n%n  %n%

Men 5 38%  0 0% 3 23% 3 23% 2 15% 0  0% 13 100%
Wornen 5 29% 7 41% 1 6% 1 6% 1 6% 2  12% 17 100%

Total 10 33% 7 23% 4 13% 4 13% 3 10%           2 7% 100%
30

Administrative 2 50% 1 25% 0 0% 0 0% 0           0%             1 25% 4 100%
Professional 5 25% 6 30% 2 10% 3 15% 3 15% 1  5% 20 100%
Manager 3 50% 0 0% 2 33% 1 17% 0          0%            0 0% 6 100%
Executive2

Total 10 33% 7 23% 4 13% 4 13% 3    10%    2 7% 100%
30

Source:  Interviews with TDI staff

1 Shading represents the response category that was most often mentioned by each group.
2   Executives were not asked this question.
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Table 4.5.5:     How to build working relationships
(percent of responses, by level, by gender - sum horizo„tally)

Sencillo/ VVorked Seek Same for Face-to- Be Compro- Share Clarity in TotalGender/Position open & together/ -

advice/ either face yourself mise or profes- workingrespectful/ exposure  help/ take gender save face sional togethercourtesy/ initiative
knowledge about

dignity task/

expecta-
tions

n % n % n % n % n % n % n % n % n % n %
Men 6 21%1 5 18% 5 18% 3 11% 3 11% 3 11% 1 4% 1  4%  1  4%  28

100%
Women    12 27% 11 24% 5   1196 5 11% 3  7% 3 7% 3 7% 2  4%  1  2%  45

100%
Total 18 25% 16 22% 10 14% 8 11% 6 8% 6 8% 4 5% 3 4% 2  3% 73 100%

Administrative 1 17% 3 50% 0 0% 0 0% 0 0% 1 17% 0 O% 1 17% 0 0%  6
100%

Professional  16 25% 13 20% 10 16% 7 11% 6 9% 5 8% 3 5% 2 3% 2 3% 64 100%
Manager 1 33% 0 0% 0 0% 1 33% 0 0% 0 0% 1 33% 0 0% 0 0% 3 100%Executive2

Total 18 25% 16 22% 10 14% 8 11% 6 8% 6 8% 4 5% 3 4% 2 3% 73 100%
Source:  Interviews with TDI staff

1 Shading represents the response category that was most often mentioned by each group.2   Executives were not asked this question.
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Table 4.5.6:     Work and family management
(percent of responses, by level, by gender - sum liorizontally)

Problems but No problem Problems but Full-time Total
Gender/Position have no strategies spouse who

stategies handles

n % n % n % n % n %

Men 10 34%1 8 28% 6 21% 5 17% 29 100%
Women    16 50% 8 25% 8 25% 0 0% 32 100%

Total 26 43% 16 26% 14 23% 5 8% 61 100%

Administrative 3         50% 1 17% 2 33% 0 0% 6        100%

Professional   20 43% 14 30% 10 22% 2 4% 46 100%
Manager 3         33% 1 11% 2 22% 3 33% 9 100%
Executivez

Total 26 43% 16 26% 10 23% 5 8% 61 100%
Source:  interviews with TDI staff

1 Shading represents the response category that was most often mentioned by each group.
2   Executives were not asked this question.
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Table 4.5.7: Respectful behavior
(percent of responses, by level, by gender - sum liorizo,ttally)

Active Treated as a Recog-nizes Courteous Treats me Seeks my Other Total
Gender/Position listening profes-sional expertise for who I am opinion

n % n % n % n % n % n % n % n %
Men       12 32%1 7 19% 6 16% 4 11% 4 11% 2 5% 2 5% 37 100%
Women     17 34% 11 22% 6 12% 7 14% 3 6% 5 10% 1 2% 50 100%

Total 29 33% 18 21% 12 14% 11 13% 7 8% 7 8% 3 3% 87 100%

Administrative 1 13% 3 38% 0 0% 3 38% 1 13% O 0% O 0% 8 100%
Professional    21 34% 11 18% 10 16% 6 10% 6 10% 6 10% 2 3% 62 100%
Manager 7 41% 4 24% 2 12% 2 12% 0 0% 1 1% 1 1% 17 100%Executive2

Total 29 33% 18 21% 12 14% 11 13% 7 8% 7 8% 3 3% 87 100%
Source:  Interviews with TDI staff

1 Shading represents the response category that was most often mentioned by each group.
2   Executives were not asked this question.
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Table 4.5.8: Examples of Harassment
(percent of respmises, by level, by gender - sum horizontally)

Verbal (jokes, Work-related      Not seen or Physical Perceptions On mission Total
Gender/Position flirtation, "no"

intimidation,
etc.)

n % n % n % n % n % n % n %

Men 6 33%1 0 0% 5 28% 6 33%1 0 0% 1 6% 18 100%

Women    17 39% 13 30% 8 18% 2 5% 4 9% 0 0% 44 100%
Total 23 37% 13 21% 13 21% 8 13% 4 6% 1 1% 62 100%

Administrative 5        56% 3 22% 2        22%        0         0% 0 0%   0 0% 9 100%
Professional   18 38% 11 23% 9 19%         4          9%         4          9%          1          2% 47 100%

Manager 0 0% 0 0% 2         33% 4 67% 0 0% 0 0% 6 100%
Executive2

Total 23 37% 13 21% 13 21% 8 13% 4 6% 1 1% 62 100%

Source:  Interviews with TDI staff

1 Shading represents the response category that was most often mentioned by each group.
2   Executives were not asked this question.
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Exhibit 6.1: Questions for the Focus Groups at
Omega

QUESTIONS

1. What are the major reasons for which you are rewarded at Omega?

2. Are these the same as those used to determine promotions?

3. What are the major difficulties you encounter in doing your work at
Omega?

4. Are any of these related to being a woman? (asked of women's groups)or Do women face any additional barriers? (asked of men's groups)

5. Has there ever been a time at Omega when you observed or experienced
something that made you feel uncomfortable?

6. Why do you think there are so few women in management in Omega?

7. Do you have particular problems because you have a family and mustwork? How does Omega help you in this?

8. How would you desaibe the culture of Omega?

9. Do you have any questions for me?
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Exhibit 6.2: Interview Questions and Protocol for
Omega

Survey Topics:

personal responses confidential support staff as well as
professional

all regarding Omega push but say if need more 34021
time - going over an hour

DEMOGRAPHICS - NOTE BEFOREHAND
Name
Indicate whether Asian, A#ican, South American or "Western "
Age (estimate)
Level
Organization Unit
Gender
Length Of time at Omega (ask in the interview)
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CULTURE AND BELIEFS

1          What is success in Omega and what characteristics must a person have tobe so? Are these the same characteristics as needed for promotion?
37         If you had a woman professional as a staff member who showed great
promise, what would you recommend that she do to assure that she had successand achieved her full potential?  for a woman support staff?
5          What are the costs for being successful?  are the costs different for supportstaff versus higher levels?  How many hours do you work in an average day?What do you think is expected?  what do you expect of others?
Eourry

6         What are the behaviors you observe when you feel that someone is
treating you with respect?

7          How often do you have a performance discussion with your manager?(with the people you supervise?)  Are you included in discussions that impactyour daily work?

8         When you ask a question about doing your job is it answered to yoursatisfaction?  If yes, what happens that makes it satisfying?  If not what makes is
unsatisfactory?

: 11        Do women contribute equally with men in meetings?  What do you seethat leads you to that conclusion?

81        How do you set the salary for a new recruit who is a professional in a non-core area?

PROMOTIONS AND LEADERSHIP

12 For Senior Managers only -  How do you identify potential managers?

43        How do you dedde which support level candidates go forward?

47        Are you concerned that (the young professionals) are set in the first 2
years?

13         Describe the ideal leader. Imagine all women division chiefs - describe.
OR why are there no department directors who are women?
15 How important is it to be a good negotiator? What attitudes must a
negotiator have? What skills must a person have to be a competent negotiator?
17 What strengths do you see that women bring to their work? what
weaknesses?
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44         How do you make sure that women are developed fairly?
45        How are candidates proposed to Review Committee?

46         (Women) Have you ever asked for an assignment or a promotion andbeen turned down?

20 For women managers     Do you feel as comfortable promoting a woman
as a man?  Do you feel you have to defend the promotion more?
42        How did the grading exercise affect your women non-core professionals?
TRAVEL ASSIGNMENT - Customize these questions
21         What are the criteria for selection of a travel assignment leader and thenumber 2? Alternative - How are people assigned to key tasks/high profile
assignments?
22        Do member countries welcome women on the travel assignment?  Whatcountries don't?  How do they express that?  How does Omega respond?  Whatstrengths and weaknesses do women show with borrowers?
23        What is the climate between colleagues while on travel? hazards, pluses.
(Are there any restrictions imposed on travel assignments given to women

: professionals?)
RELATING WrrH COLLEAGUES

26        If a good working environment in Omega demands collegialrelationships, how do you build these relationships?  If the colleague is adifferent gender, how do you build these relationships?
27 For women only - Have you ever felt intimidated, fearful, or uneasyduring the work day?  M yes, describe. If no, has anyone ever told you that theyhave?  Tell me about your friend's experience? What happened to her or him?
28 For women only - Has anyone ever asked you about your personal life atwork, i.e., what are your intentions about having a family?
29        For men only - Have you ever seen something that made you wonder orfeel uneasy about how a male colleague treated a woman?
RECRUITMENT - MANAGERS

30         Why do you think there were only 8% women among the recent recruits?
RECRUITMENT - OTHER

33       Is Omega an attractive place to work?
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35        Why do you think that women don't apply to Omega?
SUGGESTIONS

36        Do you have any suggestions for what Omega should do to assure thatwomen receive equitable treatment?

39 Are there other issues for support staff which we have not covered?

40        Anything else you would like to tall< about or ask about?
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Exhibit 6.3: First Retreat Agenda and Sample Pages
of Handout for the Day

Agenda for the First Retreat

Morning:
Driving forces in Omega and exploring where they collide with
women's careers.

Afternoon: Exploring
where women are impacted

Costs

equity
relations with colleagues
SL specifics

Where women and men see things differently
meetings
strengths and weaknesses

where Omega gets cheated.
negotiation
member countries

have as much data ready as possible for use in the session.
likely to be 5 to 10 pages so is not so long that the working group
cannot absorb it in the timeframe.

the group will learn and understand the data
they will gain the key insights

morning will be on norms, values, beliefs, moral ways you must be,
ie, the culture.
afternoon will be on topic areas exploring the meaning of the culture
through manifestations of it.
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Study of Practices at Omega in Areas of Concern to
Women

DRAFT Preliminary Findings

Working Group on the Status of Women
July
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Study of Practices at Omega in Areas of Concern to Women

First Retreat

Objectives

To understand the preliminary findings
To be able to talk about the preliminary findings in their own words and to share opinions
about them
To know want to pay attention to next (not action plan)
To gain a sense of what "calls out to you"

Introductory Comments

1.    Findings are preliminary.   (some of the last interviews are not yet in the database) --
the numbers are indicative and may change before the final report

2.   The cases will be better selected for the next time.
3.   We are here to understand the findings and not to come to conclusions, thus, all

responses are valid for today's pUIpOSeS; no one has to define their opinions, questions
are for clarity only.

4.    Recognize that there is not enough time for complete discussion of this, but you can
have other times as you choose.

5.    The format of the tables are in working draft form and do not represent the way in
which they will be presented.

Note: these papers should not be copied and shared with those outside the working groupas there will be major changes in the final presentation and early release willlead
to confusion.
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Success

Work   "Being in a position of responsibility where you feel you're contributing to the
mission of Omega." (Woman)

Promotion/Grade/Career Ladder "...promotions, no other way to obviously define it see it." (Woman)

Respect/Power "Respected by colleagues. This respect is easily discerned, by your reputation
gets known.  Good and bad reputation follows you throughout."  (Man)

Personal "Family life also important; wouldn't sacrifice family life for »b. There are lin
advancement in the hierarchy; the ladder is an institutional measure."  (Man)

Other "Success- white, Anglo-Saxon men, prestigious school, bright and who has
connections." (Woman)

Personal Characteristics "Frankly, nationality can help. If European, British, French, German, or Amer
have better chances."  (Man)

"Educadon, advanced degrees in professional ranks. [There is a] premium on
over experience."  (Man)

Behaviors "Long hours will get promotion; be loyal; and you can't look wimpish."  (Nor.

"Be able to express yourself effectively, succinctly, and clearly, [in both] verba
written form. Crystallize thoughts to influence how things go on."  (Man)

"Innovative to a point, but nothing revolutionary." (Woman)

"Behind the Scenes" "Support has to work harder for support.  It' s who you kiss up to, not necessa
how good you are or your performance evaluation." (Woman)

Other   CASE:  "[I] took the exam for an editing position, and was not even interviewc
When I asked to see the results it was almost perfect.  I was the only person wfinished both parts [of the exam].  Then I was told I should have let him know
interested in the position; that it might have helped." (Woman)

"A professional as a mentor can carry you right on up on their wings.  If you c
have one, you get stuck.  [This is] especially hard for secretaries." (Woman)
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Success (continued)

Grouping Responsesl PercentageDefinition of Success 234
Work                                                                                                           86                       39%
Promotion/Grade/Career Ladder                                                                           71                            32%
Respect/Power                                                             18                8%
Personal                                                                                                      21                         9%
Other                                                                                                          26                       11%

What's Needed 483
Personal Characteristics 337 70%
Behaviors 103 21%
"Behind the Scenes"                                                                                                     12                              2%
Other                                                                                                           31                         6%

A similar set of tables and quotations were provided for each of the areas explored.

r                        1Responses are individual ideas coming from the interviews.  Thus, one interview may result in
muldple or no responses on a topic.
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Exhibit 6.4: Summary with Notes from the Session Used to
Brief Non-participants

Study of Practices at Omega in Areas of Concern to Women

DRAFT-Preliminary Findings

Annotated from Work Session of the First Retreat

Worldng Group on the Status of Women
11lly
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Working Group on the Status of Women Preliminary Findings Only

Study of Practices at Omega in Areas of Concern to Women

Annotated from Work Session - the First Retreat

Objectives

To understand the preliminary findings
To be able to talk about the preliminary findings in their own words and to share opinions about them
To know want to pay attention to next (npt action plan)
To gain a sense of what "calls out to you

Introductory Comments
1.   Findings are preliminary.  (some of the last interviews are not yet in the database) -- the numbers are

indicative and may change before the final report
2.    The cases will be better selected for the next time.
3.   We are here to understand the findings and not to come to conclusions, thus, all responses are validfor today's purposes; no one has to define their opinions, questions are for clarity only.
4.     Recognize that there is not enough time for complete discussion of this, but you can have other times

as you choose.
5. These annotated notes are for helping in the discussion between the members who participated andthe ones who did not. This document is not designed to stand alone.
6.    The format of the tables are in working draft form and do not represent the way in which they will be

presented.

Note: these papers should not be copied and shared with those outside the working group as there will bemajor changes in the final presentation and early release willlead to confusion.

Instructions for Use

This piece has been designed to allow participating members of the working session to brief those who
were unable to participate. It allows the non-participating member to provide comments to the group on
the same questions.

This piece has been annotated in the following way:

Major topics are in bold.

Data is then presented as in the original working session.
Introductory and subsequent comments by the facilitators are included where appropriate.

Comments by the group are presented in a box.
General comments by the  group on the topic are done in italics.
Directed comments by the group to questions are listed under the question posed. Questions are                          'underlined.
Space is provided for the reader to add his or her own comments at each question.

Environment
success and fitting into Omega
characteristics
behaviors
Economists over other professionals - men managing women and in areas for which they do nothave technical competence which forms a ceiling within these areas for the women.
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Working Group on the Status of Women - Preliminary Findings Only

Success

Work    "Being in a position of responsibility where you feel you're contributing to themission of Omega." (Woman)

Promotion/Grade/Career Ladder "...promotions, no other way to obviously define it see it" (Woman)

Respect/Power "Respected by colleagues. This respect is easily discerned, by your reputation.  This
gets known.  Good and bad reputation follows you throughout."  (Man)

Personal "Family life also important; wouldn't sacrifice family life for job. There are limits to
advancement in the hierarchy; the ladder is an institutional measure."  (Man)

Other "Success- white, Anglo-Saxon men, prestigious school, bright and who has
connections." (Woman)

Personal Characteristics "Frankly, nationality can help. If European, British, French, German, or American,
have better chances."  (Man)

"Education, advanced degrees in professional ranks. [There is a] premium on degree
over experience."  (Man)

Behaviors "Long hours will get promotion; be loyal; and you can't look wimpish." (Woman)

"Be able to express yourself effectively, succinctly, and clearly, [in both] verbal and
written form. Crystallize thoughts to influence how things go on."  (Man)

"Innovative to a point but nothing revolutionary." (Woman)

'Behind the Scenes "Support has to work harder for support  It's who you kiss up to, not necessarily
how good you are or your performance evaluation." (Woman)

Other   CASE:  "[I] took the exam for an editing position, and was not even interviewed.
When I asked to see the results it was almost perfect  I was the only person who had
finished both parts [of the exam].  Then I was told I should have let him know I was
interested in the position; that it might have helped." (Woman)

"A professional as a mentor can carry you right on up on their wings.  If you don't
have one, you get stuck  [This is] especially hard for secretaries." (Woman)
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Working Group on the Status of Women Preliminary Findings Only

Success (continued)

Grouping Responsesl PercentageDefinition of Success 234
Work                                                                                                    86                      39%
Promotion/Grade/Career Ladder                                                                      71                           32%
Respect/Power                                                         18                8%Personal                                                                                               21                        9%Other                                                                                                    26                      11%

Whays Needed                                                                                                            483
Personal Characteristics 337 70%
Behaviors 103 21%
"Behind the Scenes"                                                                                                         12                                2%
Other                                                                                                    31                        6%

Suggest that "Behind the Scenes" be changed to "infonnal alliances".

What does this mean about the environment?

Environmem - Rings to Remember
1. Transparency **2
2. History in Department *
3. Arbitrariness (impacts transparency) **
4. Work Load *
5. Job Grading Methodology ***
6. Unsatisfactory Performance

(ratios same for men and women?)
7. Technical competence only necessary, not sufficient (other professionals as well ?)8. Narrow range of acceptable behavior for women. ****
9. Performance evaluation

How does this impact on women?

Environment's Impact on Women
1. Women stay with the work and ignore career activities. Men more inclined to keep eye oncareer***
2. Anything that works against diversity works against women. **
3.  Upward - bound success limits options for job enrichment.
4. Career ceilings hold women down. (Includes time in grade.) **
5. Reticence is not rewarded and may increase women's natural tendency to be so.6. Economist belief in fungibility does not extend to other professionals.
7.  Anything that works against women works against men. (health, etc.) **

Reader Comments:

1 Responses are individual ideas coming from the interviews.   Thus, one interview may result in multiple or no
responses on a topic.
2Asterisks represent the number of votes received by the point from a voting exercise described at the end of this// paper.
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Working Group on the Status of Women - Preliminary Findings Only

"Success" is presented here as only a sample of what was provided. Approximately 12 different
presentations of the data were presented.

At this point, the group were asked to do a surnmary of the day for them with the following results. They
were asked to do it as an energy check.

Energy Check

The group was asked to note the five things from their discussions about which they felt they had some
energy. The asterisks in the lists above represent the pointS that were checked and the number of checks
each received.  The list in numeric order is presented here for those which did receive checks.

1. Narrow range of acceptable behavior for women. ****
2.       Job Grading Methodology ***
3.       Women stay with the work and ignore career activities. Men more inclined to keep eye on

career***
4.     Transparency **
5. Arbitrariness (impacts transparency) **
6.       Anything that works against diversity works against women. **
7. Career ceilings hold women down. (Includes time in grade.) **
8.       Anything that works against women works against men. (health, etc.) **
9.        Experience not values, especially women's experience - leads to devaluing of women. **
10. Perpetuates underemployment of staff **
11.       Loss of productivity  **
12.   Recruitment **
13. Lose innovation during time of resource constraints *
14. Formulate wrong policies leads to loss of people *
15.    History in Department *
16. Work Load *

Plans for Briefing Others

Worldng Group members are encouraged to share their impressions of these preliminary findings freelyin verbal form.   (Note that shanng of these notes is discouraged as they may lead to confusion when the
final results are presented and because they have not been prepared with wide, unfacilitated review in
mind.)

If you wish to add your comments to the whole, copy the relevant pages and send to (the project leader).These additional points will be summarized for the working group.  Be sure to add your five votes to the
points.
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Exhibit 6.5: Detailed Tables for Omega

How to Read the Detailed Tables

The detailed tables are an intermediate product used in analyzing large
amounts of text to assist the researcher in locating trends.  They are supplied
to give some additional insight to the careful reader but are NOT designed to
stand alone from the text.  Care must be taken in reading these tables.

1.  All tables are presented as percent responses, by level, gender, and
category.

2.  Percentages add up horizontally.

3.  Columns are presented in order of frequency (in percentage) of all
responses from highest to lowest.

4.  For each level, the response category with the highest percentage of
responses is shaded.  In the case of a tie, all are shaded.

5.  The "Other" category has been minimized in each case and reflects
those comments that did not fall into the identified categories but did
not have sufficient homogeneity within it to suggest another category.

6.  Results may be skewed when there are few responses for a level.  As a
result the reader is advised to attend to the summary figures by category
and by gender rather than give undue attention to the responses by
level.

7.  Responses from female personnel managers have been blanked to
protect confidentiality. Responses are reflected, however, in the
summary lines.
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Table 6.5.1: Qualities of Leaders
(percent of responses, by level, by gender - sum horizontally)

H.R./Inter-
personal Cornrnuni-

Gender/Position Leadership Skills Managernent Other cation Technical Listening Total
Men n%n% n% n % n%n%n%n%

Executives    19 30%1 7 11% 13 20% 17 27% 7 11% 1 2% 0 0% 64 100%
Managers 5 38% 5 38% 1 8% 1 8% 0 0% 1 8% 0 0% 13 100%
Personnel Managers 10 18% 9 16% 16 29% 9 20% 4 7% 5 9% 1 2% 54 100%
Economists 12 26% 13 28% 10 21% 3 9% 3 6% 5 11% 0 0% 46 100%
Other Professionals 8 53% 1 7% 3 20% 3 20% 0 0% 0 0% 0 0% 15 100%
Other Support 3 19% 6 38% 2 13% 3 19% 1 6% 1 6% 0 0% 16 100%

Summary: Men  57 27% 41 19% 45 21% 36 18% 15 7% 13 6% 1 0% 208 100%
Women

Managers    14 30% 14 30% 9 20% 4 9% 1 2% 3 7% 1 2% 46 100%
Section Chiefs 7 23% 5 17% 8 27% 1 3% 2 7% 2 7% 5 17% 30 100%
Personnel Managers          -         -            -                        -

2

Mid-level Professionals     13 27% 11 22% 12 24% 0 0% 6 12% 4 8% 3 6% 49 100%
Economists 8 27% 4 13% 8 27% 4 13% 4 13% 2 7% 0 0% 30 100%
Other Professionals           10      24%         10      24%           12 29% 5 12% 2 5% 1 2% 2 5% 42 100%
Admin Officers 3 23% 6 46% 0 0% 2 15% 1 8% 0 0% 1 8% 13 100%
Admin & Staff Asst. 3 14% 5 23% 6 27% 5 23% 1 5% 0 0% 2 9% 22 100%
Other Support 15 35% 12 28% 5 12% 4 9% 5 12% 0 0% 2        5% 43 100%

Summary: Women 73 27% 67 24% 60 22% 25 9% 22 8°/o 12 4% 16 6% 275 100%

Summary: Total  130 27% 108 22% 105 22% 61 13% 37 8% 25 5% 17 4% 483 100%
36% of responses from executives, managers, and personnel managers
48% of responses from economists, other professionals, section chiefs, mid-level professionals, and administrative officers
16% of responses from other support and administrative and staff assistants

Source: Interviews with Omega staff
1 Shading represents the response category that was most often mentioned by each staff level.
2 Responses from female personnel managers are not reported to protect confidentiality. Their responses are reflected in the summary lines.



Table 6.5.1.1: Leadership Skills as a Quality of a Leader (expansion of Table 6.5.1)
(percent of responses, by level, by gender - sum horizontally)

Character Aware of big
(integrity, picture and Intelligent and

honest, fair, what is going aware of the Adaptable and
Gender/Position mature) on work Inspires Has vision flexible Total

Men    n%n%n%n%n%n%n%
Executives 8 42%1 4 21% 0 0% 5 26% 2 11% 0 0% 19 100%
Managers 5 100% 0 0% 0 0% 0        0%           0        0%           0 0% 5 100%
Personnel Managers 4 40% 1 10% 2 20% 1 10% 1 10% 1 10% 10 100%
Economists 4 33% 5   42%     0 0% 3 25% 0 0% 0 0% 12 100%
Other Professionals 2 25% 1 13% 3 38% 1 13% 1    13%     0 0% 8 100%
Other Support 3 100% 0         0%             0 0% 0 0% 0         0%             0 0% 3 100%

Summary: Men 26 46% 11        19%            5 9% 10 18% 4 7% 1 2% 57 100%
Women

Managers 6 43% 1 7% 4 29% 1 29% 2 14% 0 0% 14 100%
Section Chiefs 4 57% 1 14% 1 14% 0 0% 1    14%     0 0% 7        100%

Personnel Managers            -           -               -
2

-          -

Mid-level Professionals 5 38% 2 15% 1 8% 1 8% 4 31% 0 0% 13 100%
Econornists 4 50% 1 13% 3 38% 0 0% 0    0%     0 0% 8 100%
Other Professionals 4 40% 1 10% 3 30% 1 10% 1 10% 0 0% 10 100%
Admin Officers 0 0% 1 33% 1 33% 1 33% 0         0%             0 0% 3        100%

Admin & Staff Asst. 0 0% 2 67% 1 33% 0 0% 0    0%     0 0% 3 100%
Other Support 9        60%            1 7% 2 13% 0 0% 2 13% 1 7% 15 100%

Summary: Women 32 44% 10 14% 16 18% 4 10% 10 14% 1 1% 73 100%

Summary: Total 58 45% 21 16% 21 14% 14 13% 14 11% 2 2% 13(1 100%
37% of responses from executives, managers, and personnel managers
47% of responses from economists, other professionals, section chiefs, mid-level professionals, and administrative officers
16% of responses from other support and administrative and staff assistants
Source: Interviews with Omega staff

1 Shading represents the response category that was most often mentioned by each staff level.
2 Responses from female personnel managers are not reported to protect confidentiality. Their responses are reflected in the summary lines.



Table 6.5.1.2: Human Resource/Interpersonal Skills as a Quality of a Leader (expansion of Table 6.5.1)
(percent of responses, by level, by gender - sum horizontally)

Values and Approachable,
supports staff as draws others Team player and

Gender/Position individuals out, accessible cooperation Total
Men                                        n         %             n         %             n         %             n         %

Executives 4 57%1 1 14% 2 29% 7         100%
Managers   3 60% 2 40% 0 0% 5         100%
Personnel Managers             8        89%            1        11%           0 0% 9         100%
Economists   10 77% 2 15% 1 8% 13 100%
Other Professionals 1         100%             0          0%              0 0% 1         100%
Other Support 6        100%            0         0%             0 0% 6         100%

Summary: Men 32 78% 6 15% 3 7% 41 100%
Wornen

Managers 11 79% 1 7% 2 14% 14 100%
Section Chiefs                           4           80%               1           20%              0 0% 5         100%
Personnel Managers              -           -                -           -                           -                -

2

Mid-level Professionals         8        73%            3        27%           0         0%            11       100%
Economists                          3         75%             1         25%            0 0% 4         100%
Other Professionals                8          80%              0          0%              2         20%             10        100%
Admin Officers                         3          50%               2          33%              1 17% 6         100%
Admin & Staff Asst.                   3            60%                 1            20%                1 20% 5         100%
Other Support                             8            67%                 3           25%                1             8%                 12          100%

Summary: Women   48 72% 12 18% 7 10% 67 100%

Summary: Total   80 74% 18         17%            10 9% 108 100%
31% of responses from executives, managers, and personnel managers
48% of responses from economists, other professionals, section chiefs, mid-level professionals, and administrative officers
21% of responses from other support and administrative and staff assistants
Source: Interviews with Omega staff

1 Shading represents the response category that was most often mentioned by each staff level.
2 Responses from female personnel managers are not reported to protect confidentiality. Their responses are reflected in the summary lines.



Table 6.5.1.3: Management Skills as a Quality of a Leader (expansion of Table 6.5.1)
(percent of responses, by level, by  gender - slim horizontally)

Organized Sense of Can make a
(planning, responsibility decision and

time Takes and follows has good
Gender/Position management) initiative Delegates through judgment Total
Men     n%n%n%n%n%n%

Executives 6 46%1 3 23% 1 8% 1 8% 2 15% 13 100%
Managers 1 100% 0 0% 0 0% 0 0% 0 0% 1 100%
Personnel Managers 4 25% 7 44% 2 13% 2 13% 1 6%  16 100%
Economists 5 50% 2 20% 1 10% 0 0% 2 20% 10 100%
Other Professionals 1 33% 1 33% 1 33% 0 0% 0 0% 3 100%
Other Support 0 0% 0 0% 2 100% 0 0% 0 0% 2 100%
Summary: Men         17   38%     13 29% 7 16% 3 7% 5 11% 45 100%

Women
Managers 3 33% 2 22% 2 22% 2 22% 0 0% 9 100%
Section Chiefs 1 13% 1 13% 4 50% 1 13% 1 13% 8 100%
Personnel Managers2          -         -
Mid-level Professionals 2 17% 3 25% 2 17% 3 25% 2 17% 12 100%
Economists 4 50% 1 13% 2 25% 1 13% 0 0% 8 100%
Other Professionals 2 17% 3 25% 3 25% 4 33% 0 0%  12 100%
Admin Officers 0 0% 0 0% 0 0% 0 0% 0 0% 0 100%
Admin & Staff Asst. 0 0% 3 50% 1 17% 1 17% 1 17% 6 100%
Other Support 1 20% 0 0% 2 40% 2 40% 0 0% 5 100%
Summary: Women 13 22% 13 22% 16 27% 14 23% 4 7%  60 100%

Summary: Total 30 29% 26 25% 23 22% 17 16% 9 9% 105 100%
37% of responses from executives, managers, and personnel managers
50% of responses from economists, other professionals, section chiefs, mid-level professionals, and administrative officers

12% of responses from other support and administrative and staff assistants
Source: Interviews with Omega staff

1 Shading represents the response category that was most often mentioned by each staff level.
2 Responses from female personnel managers are not reported to protect confidentiality. Their responses are reflected in the summary lines.



Table 6.5.2: (Partl) Costs of Success at the Omega
(percent of responses, by level, by gender - Slim horizontally)

Long hours
and sheer
volunne of Health and Games to be Sub-

Gender/ Position Family work Personal life stress played Total
Men n % n % n % n % n         %              n

Executives 4 36%1 0 0% 2 18% 2 18% 0   0%      8
Managers 1 33% 0 0% 0 0% 1 33% 1 33% 3
Personnel Managers 9 69% 0 0% 0 0% 1 8% 1        8%             11

Economists 7 23% 9 29% 8 26% 0 0% 1 3% 25
Other Professionals 1 5% 4 20% 2 10% 2 10% 1 5% 10
Other Support 1 17% 2 33% 1 17% 2 33% 0   0%      6

Summary: Men 23 27% 15 18% 13 15% 8 10% 4 5% 63
Wornen

Managers 12 29% 8 20% 7 17% 5 12% 2        5%             34

Section Chiefs 6 32% 1 5% 2 11% 1 5% 3 16% 13
Personnel Managers2 1 0% 0 0% 1 0% 0 0% 0   0%     2
Mid-level Professionals        8       28%           10 34% 2 7% 2 7% 3 10% 25
Economists 1 11% 2 22% 1 11% 1 11% 1 11% 6
Other Professionals 5 14% 4 11% 0 0% 0 0% 6 17% 15
Admin Officers 1 7% 4 27% 0 0% 7 47% 0        0%             12

Admin & Staff Asst. 2 13% 4 27% 2 13% 1 7% 2 13% 11
Other Support 2 18% 3 27% 1 9% 0 0% 0   0%      6

Summary: Women 38 22% 36 20% 16 9% 17 10% 17 10% 124

Summary: Total 61 23% 51 20% 29 11% 25 10% 21 8% 187

27% of responses from executives, managers, and personnel managers
61% of responses from economists, other professionals, section chiefs, mid-level professionals, and administrative officers
12% of responses from other support and administrative and staff assistants
Source: Interviews with Omega staff

1 Shading represents the response category that was most often mentioned by each staff level.
2 Responses from female personnel managers are not reported to protect confidentiality. Their responses are reflected in the summary lines.



Table 6.5.2; (Part2) Costs of Success at the Omega
(percent of responses, by level, by gender - stim horizontally)

Expectations
Loss of of long hours Unpaid OT

Discriminatory integrity in spent at the forsupport Sub-
Gender/Position behavior sonne forrn Other Omega level Total Total
Men                                             n           %             n % n % n    %                    n            %

Executives                            0 0% 0 0% 3 27% 0 0% 0 0%  3  11 100%
Managers  0 0% 0 0% 0 0% 0 0% 0 0%  0  3 100%
Personnel Managers            0 0% 1 8% 0 0% 1 8% 0 0%  2  13 100%
Economists                           0 0% 4 13% 1 3% 1 3% 0 0%  6  31 100%
Other Professionals 2 10% 2 10% 4 20%1 2 10% 0 0%  10 20 100%
Other Support                        0 0% 0 0% 0 0% 0 0% 0 0% 0 6 100%

Summary: Men 2 2% 7 8% 8 10% 4 5% 0 0%  21  84 100%
Women

Managers  2 5% 1 2% 0 0% 4 10% 0 0%  7  41 100%
Section Chiefs 4 21% 2 11% 0 0% 0 0% 0 0%  6  19 100%
Personnel Managers2            0 0% 0 0% 0 0% 0 0% 0 0% 0 2 100%
Mid-level Professionals 1 3% 0 0% 2 7% 1 3% 0 0%  4  29 100%
Economists                           0 0% 1 11% 1 11% 1 11% 0 0%  3  9 100%
Other Professionals             10 29% 3 9% 3 9% 3 9% 1 3%  20 35 100%
Admin Officers                      0 0% 2 13% 0 0% 1 7% 0 0%  3  15 100%
Admin & Staff Asst.                0 0% 3 20% 0 0% 1 7% 0 0%  4  15 100%
Other Support                        0 0% 0 0% 3 27% 0 0% 2 18%  5  11 100%

Surnmary: Women   17 10% 12 7% 9 5% 11 6% 3 2% 52 176 100%
Summary: Total 19 7% 19 7% 17 7% 15 6% 3 1% 73 260 100%

27% of responses from executives, managers, and personnel managers
61% of responses from economists, other professionals, section chiefs, mid-level professionals, and administrative officers
12% of responses from other support and administrative and staff assistants
Source: Interviews with Omega staff

1 Shading represents the response category that was most often mentioned by each staff level.
2 Responses from female personnel managers are not reported to protect confidentiality. Their responses are reflected in the summary lines.



Table 6.5.3: (Part 1) Strengths of Women
(percent of responses, by level, by gender - stim horizontally)

Breadth of
Dedication Compassion Organiza- perspective,
and level of and tional and in-sight, and Professional Sub-

Gender/Position effort sensitivity managerial flexibility skills Total

Men n % n % n % n % n         %             n

Executives 5 22%1 3 13% 1 4% 0 0% 5 22% 14
Managers 0 0% 1 20% 1 20% 1 20% 1 20% 4
Personnel Managers 1 14% 0 0% 0 0% 2 29% 3 43% 6
Economists 3 38% 0 0% 0 0% 1 13% 0   0%     4
Other Professionals 0 0% 0 0% 0 0% 2 29% 0   0%     2
Other Support 0 0% 0 0% 2 40% 0 0% 1 20% 3

Summary: Men  9 16% 4 7% 4 7% 6 11% 10 18% 33
VVornen

Managers 4 15% 4 15% 4 15% 4 15% 0        0%           16
Section Chiefs 1 20% 1 20% 1 20% 0 0% 0   0%     3
Personnel Managers           -          -              -          -              -          -              -          -                                        -

2

Mid-level Professionals     2 17% 0 0% 0 0% 2 17% 3 25% 7
Economists 0 0% 0 0% 0 0% 0 0% 0   0%     0
Other Professionals 0 0% 0 0% 2 67% 0 0% 0   0%     2
Admin Officers 4 44% 4 44% 1 11% 0 0% 0   0%     9
Admin & Staff Asst. 0 0% 4 44% 4 44% 0 0% 0        0%            8

Other Support 3 19% 4 25% 2 13% 1 6% 0 0% 10
Summary: Women  16   18%     17 19% 16 18% 8 9% 4        5%           55

Summary: Total 25 17% 21 15% 20 14% 14 10% 14 10% 94
47% of responses from executives, managers, and personnel managers
32% of responses from economists, other professionals, section chiefs, mid-level professionals, and administrative officers
21% of responses from other support and administrative and staff assistants
Source: Interviews with Omega staff

1 Shading represents the response category that was most often mentioned by each staff level.
2 Responses from female personnel managers are not reported to protect confidentiality. Their responses are reflected in the summary lines.



Table 6.5.3: (Part 2) Strengths of Women
(percent of responses, by level, by gender - sum horizontally)

Evenness of
temper,

Attention to Other tolerance, Negotiation Communi- Sub-
Gender/Position detail strengths cooperative skills People skills cation skills Total Total
Men n%n%n% n % n % n%n n%

Executives 1 4% 1 4% 2 9% 3 13% 1 4% 1 4%  9  23 100%
Managers 0 0% 0 0% 1 20%1 0 0% 0 0% 0 0% 1  5 100%
Personnel Managers 0 0% 0 0% 0 0% 1 14% 0 0% 0 0% 1  7 100%
Economists 1 13% 1 13% 1 13% 0 0% 0 0% 1 13% 4  8 100%
Other Professionals 1 14% 3 43% 0 0% 1 14% 0 0% 0 0% 5  7 100%
Other Support 1 20% 0 0% 0 0% 1 20% 0 0% 0 0% 2  5 100%

Summary: Men 4 7% 5 9% 4 7% 6 11% 1 2% 2 4% 22 55 100%
Women

Managers 4 15% 2 8% 3 12% 0 0% 1 4% 0 0%  10  26 100%
Section Chiefs 1 20% 0 0% 0 0% 0 0% 1 20% 0 0% 2  5 100%
Personnel Managers            -         -                       -                        -                                     -                                  -              -             6      100%2

Mid-level Professionals 2 17% 1 8% 0 0% 0 0% 2 17% 0 0%  5  12 100%
Economists 0 0% 0 0% 0 0% 1 50% 0 0% 1 50% 2  2 100%
Other Professionals 0 0% 0 0% 0 0% 0 0% 1 33% 0 0% 1  3 100%
Admin Officers 0 0% 0 0% 0 0% 0 0% 0 0% 0 0% 0  9 100%
Admin & Staff Asst. 0 0% 0 0% 0 0% 0 0% 1 11% 0 0%  1  9 100%
Other Support 2 13% 1 6% 0 0% 0 0% 0 0% 3 19%  6  16 100%

Summary: Women 9 10% 4 5% 3 3% 1 1% 6 7% 4 5%  27  88 100%
Summary: Total  13 9% 9 6% 7 5% 7 5% 7 5% 6        4%            49 143 100%

47% of responses from executives, managers, and personnel managers
32% of responses from economists, other professionals, section chiefs, mid-level professionals, and administrative officers
21% of responses from other support and administrative and staff assistants
Source: Interviews with Omega staff

1 Shading represents the response category that was most often mentioned by each staff level.
2 Responses from female personnel managers are not reported to protect confidentiality. Their responses are reflected in the summary lines.



Table 6.5.4: Constraints for Women
(percent of responses, by level, by gender - Slim horizontally)

Organizational Perceived
(coming out of personality

Gender/Position Family the structure) Cultural traits Other Total

Men                                    n        %             n         %             n        %             n        %            n         %            n        %
Executives 17 63%1 6 22% 4 15% 0 0% 0 0% 27 100%
Managers 3 43% 1 14% 2 29% 1         14%             0 0% 7 100%
Personnel Managers 4 67% 1 17% 0 0% 0 0% 1 17% 6        100%

Economists 0 0% 1 50% 0 0% 0 0% 1 50% 2 100%
Other Professionals 1        100%             0 0% 0 0% 0    0%     0 0% 1        100%

Other Support 0         0%               0 0% 2 67% 1        33%             0 0% 3 100%
Summary: Men 25 54% 9 20% 8 17% 2         4%             2         4% 46 100%

Women

Managers   15 52% 1 3% 7 24% 6 21% 0 0% 29 100%
Section Chiefs 1 33% 2 67% 0 0% 0         0%             0 0% 3 100%
Personnel Managers           -          -                            -                                           -          -              -          -              6       100%2

Mid-level Professionals      0        0%              0 0% 0 0% 3 100% 0 0% 3 100%
Economists 0 0% 1 100% 0 0% 0         0%             0 0% 1 100%
Other Professionals 0         0%               0 0% 1 100% 0         0%             0 0% 1 100%
Admin Officers 0         0%               0 0% 1 50% 1         50%            0 0% 2 100%
Admin & Staff Asst. 0 0% 4 100% 0 0% 0    0%     0 0% 4 100%
Other Support 0 0% 1 33% 0 0% 2 67% 0 0% 3 100%

Summary: Women 16 31% 14 27% 9 17% 13 25% 0 0% 52 100%

Summary: Total  41 42% 23 23% 17 17% 15 15% 2 2% 98 100%
77% of responses from executives, managers, and personnel managers
13% of responses from economists, other professionals, section chiefs, mid-level professionals, and administrative officers
10% of responses from other support and administrative and staff assistants
Source: Interviews with Omega staff

1 Shading represents the response category that was most often mentioned by each staff level.
2 Responses from female personnel managers are not reported to protect confidentiality. Their responses are reflected in the summary lines.



Table 6.5.5: (Partl) Definitions of Respect
(percent of responses, by level, by gender - still horizontally)

Consulted, Recognize
argument given contributions and Act on

Gender/Position consideration Courtesy Listen achievements Suggestions Sub-Total
Men    n%n%n%n%n%n

Executives                             3 20% 0 0% 3        20%               1 7% 2         13%              9

Managers   1 13% 1        13%            0         0%               1 13% 1         13%              4
Personnel Managers 9 50%1 3 17% 1 6% 0 0% 0         0%              13
Economists                          1 5% 4 19% 7        33%               0 0% 3         14%             15
Other Professionals                4 24% 5 29% 0 0% 2 12% 1 6% 12
Other Support                         0 0% 6 67% 1         11%               0 0% 0    0%      7

Summary: Men  18    20%      19    22%      12    14%       4 5% 7         8%              60
Women

Managers   11 34% 1 3% 6         19%               3 9% 5         16%             26
Section Chiefs                          3 27% 2         18%             1          9%                2 18% 0    0%      8
Personnel Managers2            0 0% 0 0% 0    0%      0 0% 0    0%      0
Mid-level Professionals 6 35%               1 6% 3         18%               1 6% 2         12%             13
Economists                            3 43% 0 0% 2        29%               0 0% 1         14%              6
Other Professionals                0 0% 1 100% 0    0%      0 0% 0    0%      1
Admin Officers                     7 41% 5 29% 2         12%               2 12% 0         0%              16
Admin & Staff Asst.                 1 6% 8 47% 4        24%               2 12% 0         0%              15

Other Support                            2 12% 9 53% 2         12%               3 18% 0         0%              16

Summary: Women 33 28% 27 23% 20 17% 13 11% 8 7% 101

Summary: Total  51    25%      46    22%      32    15%       17 8% 15 7% 161

17% of responses from executives, managers, and personnel managers
77% of responses from economists, other professionals, section chiefs, mid-level professionals, and administrative officers
6% of responses from other support and administrative and staff assistants
Source: Interviews with Omega staff

1 Shading represents the response category that was most often mentioned by each staff level.
2 Responses from female personnel managers are not reported to protect confidentiality. Their responses are reflected in the summary lines.



Table 6.5.5: (Part2) Definitions of Respect

Professional
Openly debate Assign responsibility and Sub-

Gender/Position and discuss Trust and difficult tasks businesslike Total Total
Men    n%n%n%n%n n%

Executives 5 33%1 0 0%  0 0%  1 7% 6  15 100%
Managers 4 50% 0 0%  0 0% 0 0% 4  8 100%
Personnel Managers 2 11% 0 0%  2 11%  1 6% 5  18 100%
Economists                            1 5% 2        10%               0 0% 3 14% 6  21 100%
Other Professionals                1 6% 0 0%  3 18%  1 6% 5  17 100%
Other Support 0 0% 1 11% 1 11% 0 0% 2  9 100%

Summary: Men 13 15% 3 3%  6 7%  6 7% 28  88 100%
Women

Managers 2 6% 4   13%      0 0% 0 0% 6  32 100%
Section Chiefs 0 0% 3        27%               0 0% 0 0% 3  11 100%
Personnel Managers2 0 0% 0    0%      0 0% 0 0% 0  0 100%
Mid-level Professionals 0 0% 1 6%  2 12%  1 6% 4  17 100%
Economists 0 0% 0         0%                1 14% 0 0% 1  7 100%
Other Professionals 0 0% 0         0%                0 0% 0 0% 0  1 100%
Admin Officers 0 0% 0 0%  0 0%  1 6% 1  17 100%
Admin & Staff Asst. 0   0%     1    6%      1 6% 0 0% 2  17 100%
Other Support 0   0%     1    6%      0 0% 0 0%  1  17 100%

Summary: Women   2 2% 10 8% 4 3% 2 2% 18 119 100%

Summary: Total  15 7% 13    6%       10 5% 8        4%            46 207 100%
17% of responses from executives, managers, and personnel managers
77% of responses from economists, other professionals, section chiefs, mid-level professionals, and administrative officers
6% of responses from other support and administrative and staff assistants
Source: Interviews with Omega staff

1 Shading represents the response category that was most often mentioned by each staff level.
2 Responses from female personnel managers are not reported to protect confidentiality. Their responses are reflected in the summary lines.



Table 6.5.6: Relative Ease for Women to Informally Develop Collegial Relations
(percent of responses, by level - sttin horizontally)

Other

Gender/Position Easy to do commentst Hard to do Total
Women                                    n         %            n        %             n         %             n         %

Managers    11 79%2 3 21% 0 0% 14 100%
Section Chiefs 5 45% 2 18% 4 36% 11 100%
Personnel Managers3              -           -                          -                           -               -           -
Mid-level Professionals 6 32% 9 47% 4 21% 19 100%
Economists                           0 0% 1 100% 0 0% 1 100%
Other Professionals 1 50% 1 50% 0 0% 2 100%
Admin Officers 2 40% 2 40% 1 20% 4 100%
Admin & Staff Asst.                    -              -                   -                                   0
Other Support 2 25% 4 50% 2 25% 8 100%

Summary: Women 31 48% 22 34% 11 17% 64 100%
28% of responses from executives, managers, and personnel managers
59% of responses from economists, other professionals, section chiefs, mid-level professionals, and administrative officers
13% of responses from other support and administrative and staff assistants
Source: Interviews with Omega staff

1 Examples include: "Have to be open to tailor your behavior to their expectations." "Maybe if were more women, would feel less
constrained to talk about personal things." "No women in this division. All colleagues are men."  " I don't make much an effort
in terms of socializing, coffee, etc."

2 Shading represents the response category that was most often mentioned by each staff level.
3 Responses from female personnel managers are not reported to protect confidentiality. Their responses are reflected in the

summary lines.



Table 6.5.7: How Women Develop Collegial Relations
(percent of responses, by level - sum horizontally)

Personal
characteristics Through the Other

Gender/Position and behaviors work commentsl Total
Wornen                                      n            %                n          %                n          %              n          %

Managers                     0 0% 7 78% 2 22% 9 100%
Section Chiefs                      0 0% 3 100% 0 0% 3 100%
Personnel Managersi          0 0% 0 0% 0 0% 0        100%

Mid-level Professionals 2 29% 3 43% 2 29% 7 100%
Economists                          0 0% 0 0% 1 100% 1 100%
Other Professionals              0 0% 1 50% 1 50% 2        100%

Admin Officers                    1 50% 0 0% 1 50% 2 100%
Admin & Staff Asst. 6 100%3 0 0% 0 0% 6        100%

Other Support 10 63% 3 19% 3 19% 16 100%

Summary: Women   19 41% 17 37% 10 22% 46 100%
20% of responses from executives, managers, and personnel managers
33% of responses from economists, other professionals, section chiefs, mid-level professionals, and administrative officers
48% of responses from other support and administrative and staff assistants
Source: Interviews with Omega staff

1 Examples include: "If he [Dept. head] doesn't want collegial atmosphere won't happen."  "Has to  come from top, or you're taking a big risk."
2 Responses from female personnel managers are not reported to protect confidentiality. Their responses are reflected in the summary lines.
3 Shading represents the response category that was most often mentioned by each staff level.



Table 6.5.8: How Collegial Relations are Developed by Men
(percent of responses, by level - sum horizontally)

Formally, work·
Gender/Position Informally related Other cases Total
Men   n%n%n%n%

Executives   32 54%1 26 44% 1 2% 59 100%
Managers 4 44% 5 56% 0 0% 9 100%
Personnel Managers         18 67% 9 33% 0 0% 27 100%
Economists  23 68% 11 32% 0 0% 34 100%
Other Professionals 2 67% 1 33% 0 0% 3 100%
Other Support 9 82% 2 18% 0 0% 11 100%

Summary: Men 88 62% 54 38% 1 1% 143 100%
66% of responses from executives, managers, and personnel managers
26% of responses from economists and other professionals
8% of responses from other support
Source: Interviews with Omega staff

1 Shading represents the response category that was most often mentioned by each staff level.



Table 6.5.8.1: How Men Informally Develop Collegial Relations (expansion of Table 6.5.8)
(percent of responses, by level - sum horizontally)

Personal Is different for Cohort of some Other
Gender/Position Strategies behaviors Women sort comments Total
Men   n%n%n%n%n%n%

Executives  11 34%1 8 25% 0 0% 6 19% 7 22% 32 100%

Managers 1 25% 3 75% 0 0% 0 0% 0 0% 4        100%

Personnel Managers 11 61% 5        28%             1         6%              1 6% 0 0% 18 100%
Economists  10 43% 7 30% 4 17% 1 4%  1 4% 23 100%
Other Professionals        0 0% 0 0% 1 50% 1 50% 0 0% 2 100%
Other Support 3 33% 2 22% 4   44%     0 0% 0 0% 9        100%

Summary: Men 36 41% 25 28% 10 11% 9 10% 8 9% 88 100%
61% of responses from executives, managers, and personnel managers
28% of responses from economists and other professionals

10% of responses from other support
Source: Interviews with Omega staff

1 Shading represents the response category that was most often mentioned by each staff level.



Table 6.5.9: (Part 1) Women's Descriptions of Harassment
(percent of responses, by level - sum liorizontally)

Gender Overt sexual Poor mgmt or Sub-
Gender/Position harassment harassment abuse of rank Rude behavior Total
Women                                        n           %               n          %               n          %               n          %              n

Managers   10 22%1 7 16% 9 20% 9        20%            35

Section Chiefs 8 44% 3 17% 3 17% 1 6% 15
Personnel Managers2            -          -              -          -              -
Mid-Level Professionals 5 28% 2 11% 2 11% 0    0%     9
Economists 4        31%            1 8% 4 31% 0    0%     9
Non-Economists 1 20% 1 20% 3 60% 0    0%      5
Admin Officers 2 12% 6 35% 0 0% 5        29%            13
Admin & Staff Asst. 3 17% 3 17% 2 11% 8        44%            16

Other Support 4 17% 6 25% 7 29% 1 4% 18

Summary: Women 38 23% 31 18% 31 18% 28 17% 128

33% of responses from manager and personnel managers
42% of responses from economists, other professionals, section chiefs, mid-level professionals, and administrative officers
25% of responses from other support and administrative and staff assistants
Source: Interviews with Omega staff

1 Shading represents the response category that was most often mentioned by each staff level.
2 Responses from female personnel managers are not reported to protect confidentiality. Their responses are reflected in the summary lines.



Table 6.5.9: (Part 2) Women's Descriptions of Harassment
(percent of responses, by level - sum horizontally)

None Inconsiderate Sub-
Gender/Position Belittlement perceived jokes None seen Total Total

Women n%n%n%n%n n%
Managers 6 13% 1 2% 1 2% 2 4% 10 45 100%
Section Chiefs 2 11% 1 6% 0 0% 0 0%  3  18 100%
Personnel Managers2             - -              -          -

Mid-Level Professionals 1 6% 6 33%1 1 6% 1 6%  9  18 100%
Economists 2 15% 0 0% 2 15% 0 0%  4  13 100%
Non-Economists 0 0% 0 0% 0 0% 0 0% 0 5 100%
Admin Officers 3 18% 0 0% 1 6% 0 0%  4  17 100%
Admin & Staff Asst.                 1            6%               1 6% 0 0% 0 0%  2  18 100%
Other Support                         2 8% 3        13%            1 4% 0 0%  6 24 100%

Summary: Women  18 11% 13 8% 6 4% 3         2%             40 168 100%
33% of responses from manager and personnel managers
42% of responses from economists, other professionals, section chiefs, mid-level professionals, and administrative officers

25% of responses from other support and administrative and staff assistants
Source: Interviews with Omega staff

1 Shading represents the response category that was most often mentioned by each staff level.
2 Responses from female personnel managers are not reported to protect confidentiality. Their responses are reflected in the summary lines.



Table 6.5.10: (Part 1) Men's Descriptions of Harassment
(percent of responses, by level - sttin horizontally)

Rude and Belittling
Reasons and Inconsiderate overbear-ing behavior, Sub-

Gender/Position excuses behavior behavior patronizing None seen Total

Men    n%n%n%n%n%n
Executives   11 24%1 9 20% 5 11% 4 9% 2 4% 31
Managers   0 0% 1 20% 1 20% 1 20% 0    0%      3
Personnel Managers 8 22% 1 3% 4 11% 7 19% 6         16%            26

Economists 3 21% 0 0% 4 29% 0 0 5 36% 12
Other Professionals               0 0% 3 30% 1 10% 1 10% 1         10%             6

Other Support                         0 0% 3 30% 0 0% 1 10% 0    0%      4

Summary: Men 22 18% 17 14% 15 12% 14 12% 14 12% 82
72% of responses from executives, managers, and personnel managers
20% of responses from economists and other professionals

8% of responses from other support
Source: Interviews with Omega staff

1 Shading represents the response category that was most often mentioned by each staff level.



Table 6.5.10: (Part 2) Men's Descriptions of Harassment
(percent of responses, by level - sum horizontally)

Cultural Overt sexual Inconsiderate Sub-
Gender/Position manifestation Disparagement harassment jokes Crude behavior Total Total
Men                                        n         %              n          %             n         %            n         %             n         %             n             n         %

Executives  4 9% 3 7% 3 7% 2 4% 2 4% 14 45 100%
Managers 1   20%1     0 0% 0         0%            0 0% 1 20% 2 5 100%
Personnel Managers 2         5%              4 11% 2 5% 2 5%  1 3% 11 37 100%
Economists 2 14% 0 0% 0 0% 0 0%  0 0%  2  14 100%
Other Professionals 0         0%              1 10% 0 0% 2 20% 1 10% 4  10 100%
Other Support 3   30%     0 0% 2 20% 1 10% 0 0%  6  10 100%
Summary: Men 12   10%      8 7% 7 6% 7 6% 5 4%            39 121 100%

72% of responses from executives, managers, and personnel managers
20% of responses from economists and other professionals
8% of responses from other support
Source: Interviews with Omega staff

1 Shading represents the response category that was most often mentioned by each staff level.



Table 6.5.11: (Partl) Skills Needed for Successful Negotiation
(percent of responses, by level, by gender - slim horizontally)

Presentation
and persuasion Understand Sub-Strategic Understanding

Gender/Position skills importance Personal traits approach and empathy Collaborative Total

Men                                               n          %              n % n % n%n%n%n
Executives 3 17%1 3 17% 2 11% 2 11% 0 0% 0 0% 10
Managers 1 14% 0 0% 2 29% 0 0% 0    0%     0    0%     3
Personnel Managers 5 21% 6 25% 0 0% 3 13% 2 8% 2 8% 18
Economists 6 19% 1 3% 4 13% 2        6%             2         6%             3         9%             18
Other Professionals                 1 6% 4 22% 2 11% 1 6% 4 22% 2         11%            14

Other Support 3 21% 3 21% 1 7% 0 0% 0 0% 2         14%             9

Summary: Men 19 17% 17 15% 11 10% 8 7% 8 7% 9 8% 72
Women

Managers 6 20% 3 10% 3 10% 5 17% 4 13% 3         10%            24

Section Chiefs 4 17% 5 21% 2 8% 3 13% 2 8% 2 8% 18
Personnel Managers               -          -              -         -             -                                                  -                         0          -

2

Mid-Level Professionals         2 7% 5 18% 7 25% 3 11% 3 11% 4         14%             24
Economists 3 18% 2 12% 2 12% 2 12% 3         18%            0         0%             12

Other Professionals 0 0% 0 0% 0 0% 0 0% 1 100% 0 0% 1
Admin Officers 4 50% 1 13% 1 13% 1 13% 0 0% 0 0% 7
Admin & Staff Asst.                  -            -                                               -           -
Other Support 1 11% 0 0% 2 22% 1 11% 0 0% 1         11%             5

Summary: Women 20 17% 16 13% 18 15% 16 13% 13 11% 10         8%             93

Summary: Total 39 17% 33 14% 29 12% 24 10% 21 9% 19 8% 165

35% of responses from executives, managers, and personnel managers

55% of responses from economists, other professionals, section chiefs, mid-level professionals, and adrninistrative officers

10% of responses from other support and administrative and staff assistants
Source: Interviews with Omega staff

1 Shading represents the response category that was most often mentioned by each staff level.
2 Responses from female personnel managers are not reported to protect confidentiality. Their responses are reflected in the summary lines.



Table 6.5.11: (Part2) Skills Needed for Successful Negotiation
(percent of responses, by level, by gender - sum horizontally)

Interpersonal Knowledge of Country
Gender/Position skills Listening Toughness subject relations Management Total
Men    n%n%n%n%n%n%n%

Executives                            1 6% 2 11% 2 11% 2         11%             1 6% 0 0% 18 100%
Managers 1 14% 1    14%     0 0% 2 29% 0 0% 0 0% 7 100%
Personnel Managers 0 0% 0         0%              1 4% 3 13% 0 0% 2 8% 24 100%
Economists                         3 9% 3        9%            2         6%             2 6% 4 13% 0 0% 32 100%
Other Professionals               1 6% 2 11% 0        0%             0         0%             1 6% 0 0% 18 100%
Other Support                         1 7% 2 14% 2         14%             0 0% 0 0% 0 0% 14 100%

Summary: Men   7 6% 10 9% 7         6%              9 8% 6 5% 2 2% 113 100%
VVornen

Managers   1 3% 2 7% 3         10%             0 0% 0 0% 0 0% 30 100%
Section Chiefs 3 13% 0         0%              1         4%              1 4% 0 0% 1 4% 24 100%
Personnel Managers2           -          -              -                                      -
Mid-Level Professionals 1 4%     1 4% 0    0%     1    4%     1 4% 0 0% 28 100%
Economists 0         0%             1 6% 2         12%             1 6% 0    0%      1    6%      17   100%
Other Professionals 0 0% 0 0% 0    0%     0 0% 0 0% 0 0% 1 100%
Admin Officers 1 13% 0 0% 0         0%              0 0% 0 0% 0 0% 8 100%
Admin & Staff Asst.               -             -
Other Support 2 22% 1 11% 1 11% 0 0% 0 0% 0 0% 9 100%

Summary: Women 8 7% 5 4% 7        6%             3         3%             1 1% 3 3% 120 100%

Summary: Total  15 6% 15 6% 14 6% 12 5% 7 3% 5 2% 233 100%
35% of responses from executives, managers, and personnel managers
55% of responses from economists, other professionals, section chiefs, mid-level professionals, and administrative officers
10% of responses from other support and administrative and staff assistants
Source: Interviews with Omega staff

1 Shading represents the response category that was most often mentioned by each staff level.
2 Responses from female personnel managers are not reported to protect confidentiality. Their responses are reflected in the summary lines.
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Study of Practices at Omega in Areas of Concern to Women
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Working Group on the Status of Women Preliminary Findings Only

Study of Practices at Omega in Areas of Concern to Women

Annotated from Work Session of July -the First Retreat

Objectives

To understand the preliminary findings
To be able to talk about the preliminary findings in their own words and to share opinions about them
To know want to pay attention to next (npt action plan)
To gain a sense of what "calls out to you

Introductory Comments

1.    Findings are preliminary.   (some of the last interviews are not yet in the database) - the numbers are
indicative and may change before the final report.

2.    The cases will be better selected for the next time.
3.   We are here to understand the findings and not to come to conclusions, thus, all responses are validfor today's purposes; no one has to define their opinions, questions are for clarity only.
4.    Recognize that there is not enough time for complete discussion of this, but you can have other times

as you choose.
5. These annotated notes are for helping in the discussion between the members who participated and

the ones who did not. This document is not designed to stand alone.
6.    The format of the tables are in working draft form and do not represent the way in which they will be

presented.

       7.   A
thick, vertical black line in the left-hand margin indicates a section thai has been changed since the

draft was distributed.

Note: these papers should not be copied and shared with those outside the working group as there will be
maJor changes in the final presentation and early release w l lead to confusion.

Instructions for Use

This piece has been designed to allow participating members of the working session to brief those who
were unable to participate. It allows the non-participating member to provide comments to the group on
the same questions.

This piece has been annotated in the following way:

Major topics are in bold.

Data is then presented as in the original working session.
Introductory and subsequent comments by the facilitators are included where appropriate.

Comments by the group are presented in a box.
General comments by the group on the topic are done in italics.
Directed comments by the group to questions am listed under the question posed. Questions areunderlined.
Space is provided for the reader to add his or her own comments at each question.
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Working Group on the Status of Women Preliminary Findings Only

Success

-Being in a position of responsibility where you feel you're contributing to the mission of Omega." (Woman)
"...promotions, no other way to obviously define it, see it" (Woman)

"Respected by colleagues. This respect is easily discerned, by your reputation.  This gets known.  Good and bad
reputation follows you throughout."  (Man)
"Family life also important; wouldn't sacrifice family life for job. There are limits to advancement in the hierarchy;
the ladder is an institutional measure."  (Man)
"Success- white, Anglo-Saxon men, prestigious school, bright and who has connections." (Woman)
"Frankly, nationality can help. If European, British, French, German, or American, have better chances."   (Man)
"Education, advanced degrees in professional ranks [There is a] premium on degree over experience."   (Man)

"Long hours will get promotion; be loyal; and you can't look wimpish." (Woman)
"Be able to express yourself effectively, succinctly, and clearly, [in both] verbal and written form. Crystallize
thoughb to influence how things go on."  (Man)
"Innovative to a point but nothing revolutionary." (Woman)

"Support has to work harder for support.  It's who you kiss up to, not necessarily how good you are or your
performance evaluation." (Woman)

CASE:   "[I] took the exam for an editing position, and Was kiot even interviewed.  When I asked to see the results it
was almost perfect  I was the only person who had finished both parts [of the exam].  Then I was told I should
have let him know I was interested in the position; that it might have helped." (Woman)
"A professional as a mentor can carry you right on up on their wings.  If you don't have one, you get stuck.  [This
is] especially hard for secretaries." (Woman)

Grouping Responsesl Percentage
Definition of Success 193 100%

Work                                                                                                             87                       45%
Promotion/Grade/Career Ladder                                                                      43                          22%
Personal                                                                                               22                      11%
Respect/Power                                                                20                10%
Informal Alliances                                                                                         12                         6%
Other                                                                                                     8                       4%
Success is not an Issue in Fund                                                                                                  1                                    1%

f                    1Responses are individual ideas coming from the interviews.  Thus, one interview may result in multiple or no
responses on a topic.
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Working Group on the Status of Women - Preliminary Findings Only

Success (continued)

Suggest that "Behind the Scenes" be changed to "informal aUiances".

What does this mean about the environment?

Environment - Things to Remember
1. Transparency **2
2. History in Department *

              3.
Arbitranness (impacts transparency) ***

4. Work Load **
5. Job Grading Methodology ***
6. Unsagfactory PeIformance

(ratios same for men and women?)
7. Technical competence only necessary, not sufficient. (non-economists as well ?)8. Narrow range of acceptable behavior for women. ****

               9. Performance evaluation*

How does this impact on women?

Environment's Impact on Women
1. Women stay with the work and ignore career activities. Men more inclined to keep eye oncareer****
2. Anything that works against diversity works against women. **
3. Upward - bound success limits options for job enrichment
4. Career ceilings hold women down. (Includes time in grade.) **

                5. Reticence is not rewarded and may increase women's natural tendency to be so.*6. Economist belief in fungibility does not extend to non - economist.7.  Any ing thal Wodgs against women works against men. Olealth, etc.) **

Reader Comments:

To succeed. in the narrow sense of career advancement, you have to prove yourself.  For that you needopportunitv to prove yourself. Opportunity comes in important assignments and exposure. These tendto be given to persons from industrial countries. with connections.(godfathers), who are loval and
hardworking and are strictly orthodox in their ideas.

Women tend to be less visible: aside from generally being more soft-spoken, they are less inclined toblow their own horns, draw attention to themselves, etc.  (This is closely related to '*games to be
played" under":Costs" (page 10): I believe believe women find games more distasteful.)  They alsofind it harder to form alliances with their (male) bosses.

2A5terisks represent the number of votes received by the point from a voting exercise described at the end of this
paper.
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Working Group on the Status of Women Preliminary Findings Only

A total of 22 pages of such updates were included in this sampling.

Energy Check

The group was asked to note the five things from their discussions about which they felt they had some
energy. The asterisks in the lists above represent the points that were checked and the number of
checks each received.  The list in numeric order is presented here for those which did receive checks.

1. Narrow range of acceptable behavior for women. ****
2.         Loss of productivity ****
3.      Women stay with the work and ignore career activities. Men more inclined to keep eye oncareer****
4.       Job Grading Methodology ***
5. Arbitrariness (impacts transparency) ***
6.     Transparency **
7.       Anything that works against diversity works against women. **
8. Career ceilings hold women down. (Includes time in grade.) **
9.      Anything that works against women works against men. (health, etc.) **
10.     Experience not values, especially women's experience - leads to devaluing of women. **
11. Perpetuates underemployment of staff **
12.   Recruitment **
13. Lose innovation during time of resource constraints  *
14.     Formulate wrong policies leads to loss of people *
15.   History in Department *
16.    Work Load **
17. Performance Evaluation*
18.    Reticence is not rewarded*
19. Good ideas from women are not asked for, lost, or heard*

&
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Exhibit 6.7: Second Retreat Materials

Agenda for the Working Session - the Second Retreat

September

Objectives for the working session

To understand the preliminaIy conclusions coming out of the interviews.
To develop a preferred future for Omega in the areas of concern to women.
To develop a set of principles to guide development and evaluation of the Action Plan.
To provide adequate direction and input for the detailed development of the Action Plan.

Day 1 Looking Ahead

9:00 Overview of the Day
9:20 Developing the Preferred Future 1

12:30 Lunch
1:30 Discussing the Conclusions
3:45 Reviewing the Preferred Future against Conclusions
4:00 Developing the Principles
4:50 Wrapping-up and List of Ideas for homework
5:00 Close

Day 2 Developing the Itinerary
9:00 Overview of the Day
9:10 Mapping Ideas to the Preferred Future
9:45 Reviewing the Map

10:00 Developing Broad Plans for the Preferred Future
(done in small  groups for Assigned Pieces)

12:30 Lunch
1:30 Reporting to the Full Group and Critique
4:30 Concluding Guidance for Madelyn
5:00 Close

Although the two days include large segments of time devoted to specific tasks, each taskwill be guided to assure clarity and productivity.

1 The term Preferred Future will be defined as a part of the working session. It's development will be done from  directed questions which will draw upon your review of the Conclusions.
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LDetailed notes such as these were produced to guide the enure retreat to assure that
the objectives were met in full.)

Ilay-li
9:00 -- Overview of the Dav --
Objectives,
Agenda and what will be doneIngistics of the place
Time frame of the sessions
Norms: sticking to the time frame, speaking one at a time where possible, respecting
differences of opinions, bringing our strengths and using them appropriately.

9:20 - Develoninv the Preferred Future
Introduce activity of describing the Preferred Future

Individual reflection on what you would prefer after reading the conclusions -- not to worry ifhaven't thought about this too much.

The year is 2003 and Omega has successfully completed implementing the 10 year plan to
assure that women are treated equitably.

Questions:

1. Persons who work for Omega report it to be a supportive place to work. What specifically
happens in Omega that leads to this kind of description?

2. Managers in Omega practice good human resource management and are now measured ontheir ability to aCt in this way.  What are managers doing?

3. Omega is meeting the challenge of building high quality working relationships between
men and women.  What has it been doing? define as clearly as you can see it.

Hand out three questions and put group into pairs.Interview each other on these questions and record the answers write on the piece of paper
with the questions (30 min)

Break taken during this time so Iong as they are ready to report back to the group by 11:15.
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Study of Practices at Omega in Areas of Concern to
Women

Packet for Working Session on Action Plan Development
The Second Retreat

Working Group on the Status of Women
September
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Study of Practices at Omega in Areas of Concern to Women

Packet for Working Session on Action Plan Development

for September

Contents

Opening Comments

Agenda for the Working Session

Conclusions from the Study on Practices in Omega

Draft Principles for Guiding the Development and Evaluation of Policies, Practices, andActions

Attached: Detail Data Tables  (same as Exhibit 6.5)
Updated Materials from July Working Session (the First Retreat) (same as
Exhibit 6.6)
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Opening Comments

Introduction

These notes are designed as backup to the Working Session on Action Plan Development.
This document is not designed to stand alone. Findings are still preliminary. The format is
in working draft form and does not represent the way in which they will be presented.

Note:   these papers should not be copied and shared with those outside the working group
as they are  not designed as final presentation materials and early release will lead to
confusion.

Instructions for Preparing for the Working Session

The results of the interviews led to nine major conclusions.  They are presented here.
Each major conclusion is followed by the points that led to it and should be read as if
they were headings to paragraphs or sections of the final report Often the points
build on one another but not always.  The main purpose is to present the conclusions
that could be drawn from the results or the relevant literature.  Thus, each conclusion
or point is backed up by either quotations, summary data, or literature references.
This backup information will be used in the final report although it is not presented
here.

After reading each major conclusion and its points, take a moment to jot down some
notes to the question at the end of the section. Although it is not necessary to do this,it will better prepare you for the working session.  At the least, think about the
question.

The draft principles will be thoroughly discussed in the working session and require
no particular action beyond reading beforehand.

The attached detail tables contain additional analysis from the practices study.  Thedata is presented by level as well as by sex. The numbers are all percentages ofresponses and add horizontally to 100% for each row.  In this way, you can see where
each level and sex differed from others in terms of emphasis of response. (Please
remember that they should be read in terms of where people placed their emphasis in
responding.)

Exhibit 6.7: Second Retreat: Materials Page 5 of 9



Agenda for the Working Session

September - The Second Retreat

Objectives for the working session

To understand the preliminary conclusions coming out of the interviews.To develop a preferred future for Omega in the areas of concern to women.
To develop a set of principles to guide development and evaluation of the Action Plan.To provide adequate direction and input for the detailed development of the Action Plan.

Day 1 Looking Ahead

9:00 Overview of the Day
9:20 Developing the Preferred Future2

12:30 Lunch
1:30 Discussing the Conclusions
3:45 Reviewing the Preferred Future against Conclusions
4:00 Developing the Principles4:50 Wrapping-up and List of Ideas for homework
5:00 Close

Day 2 Developing the Itinerary
9:00 Overview of the Day9:10 Mapping Ideas to the Preferred Future
9:45 Reviewing the Map

10:00 Developing Broad Plans for the Preferred Future
(done in small  groups for Assigned Pieces)12:30 Lunch

1:30 Reporting to the Full Group and Critique4:30 Concluding Guidance for Madelyn5:00 Close

Although the two days include large segments of time devoted to specific ta ks, each taskwill be guided to assure clarity and productivity.

2The term Preferred Future will be defined as a part of the working session. It's development will be done from
directed questions which will draw upon your review of the Conclusions.
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Conclusions from the Study of Practices in Omega-- Draft Summary

The mmy findings from the interviews have been summarized here under nine broad
conclusions. The points do not include much on the culture of Omega except where it is
needed for understanding.   Read with this in mind.

The broad conclusions are:

1.           There is discrimination against women in Omega. just as there is discrimination
against women throughout society.

2. Omega loses when it treats women as second class citizens.
3. Non-economist women are discriminated against at multiple levels.
4.        Support Stafwork in the most difficult environmenL
5. Member countries can work as effectively with women as men from Omega.
6.      Women are at a disadvantage in promotions.
7. Sexual Harassment is not rampant but does exist and in many forms; gender

harassment predominates.
8. Family obligations do not compromise commitment.
9. Recruitment works to limit the number of women interested in Omega.

1.   There is discrimination against women in Omega.
Individual quotes are important because thev are indicative of the general
atmosphere. Gender harassment should be included here as well.
1.       fresults of Salarv and Promotion Studv.)
2.        Job grading of female dominated jobs.   (see the project manager for report onjdkigmdingl
3. More severe regarding procedures required for many promotions in these female

dominated jobs.
4.       All males in the sexual harassment review process.
5. Apparent policies that restrict support staff from returning to Omeea at levels

that reward additional education or experience gained outside Omefza.
6.      Preferring and rewarding aggressive behaviors while women are held to a more

narrow range of acceptable behaviors limit expression of even assertive
behavior let alone aggressive.

7.       Assertiveness gets described as aggressiveness and then seen as a character flaw
while judging the same behavior in men as positive.

8. Expecting support staff to behave as respondents and not initiators or actions.
9.        Rudeness to women, particularly junior and SUppOIt level.
10. Judging women by stereotype rather than individual capability and commitment
11.    Discussions with women that avoid professional topics by focusing on family,

clothing, etc.
12.    Failing to guide women in advancing in Omega.
13.    Assuming that women are less committed to work and Omega than men.
14. Treating women's time for family differently than men's time with family.
15. Tolerating derogatory jokes and stories about women.
16. Assuming husband may restrict woman's availability without assuming a wife

may restrict a man's availability. (e.g. asking if woman has husband's actual or
tacit permission to commit time to Omega).

17. Excessive deference, courtesy or condescension due to gender.
18.    Giving men deference of professional positions where women are assumed to be

in lower positions.
19. Undercutting professional status with discriminatory comments.
20. Dismissing women's views and opinions until men incrportae the views in their

own comments and don't give credit to the woman for her contribution.
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21. Excluding women from informal groups for lunch or other activities.   It is not
even seen that they should be included.  The same is true for some men.

22. Women viewed as second-income job; men as career (even for economists).

2. Omega loses when it treats women as second class citizens (More can be cited,
but these can be seen from the data directly.)

Substantive Contribution, technical excellence and corporate knowledge are lost or
weakened:

1. Women's contributions become less innovative and less assertive about their
ideas as Omega fails to reward their contributions and sacrifices.

2. Women's technical strengths, which on average are recognized as somewhat
higher than men, are lost as women choose to leave Omega for other more
promlsing opportunities or are diminished in effectiveness when women choose
to be less assertive. Needs to be quantitativelv verified.

3. Corporate knowledge is lost when women choose to leave Omega. Needs to be
quantitatively verified.

Productivity is decreased:
1.        Omega does not get the full benefit of women's organizational skills when they

are not assigned responsibility, delegated to, or when their sphere of influence is
not clear.

2. Women's group and interpersonal skills are reduced or lost when they are
submerged as participants (but not leaders) in competitive, win-loose groups.3. Women's skill in identifying pragmatic proposals and resolutions are not used to
their potential when women do not lead teams and missions or are not listened to
when a member of a team.

4.         Failure to include women in informal conversations or social activities (lunches,golf, etc.) keeps them from being as informed as they should be about Omega's
explicit and implicit agendas to maximize their contribution.   Make more explicit.

5. When Omega doesn't get technically best talent in the right places. this is a
misallocation of resources.

The Best Talent
1.       The reputation of Omega's treatment of women hurts its image and retards efforts

to recruit highly qualified women.

How would the work of Omega change if everyone worked at his or her maximum
potential?
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Draft Principles for Guiding the Development and Evaluation of
Policies, Practices, and Actions

Note: The questions posed here are for purposes of guiding our discussion.  It is not
necessary to consider them in preparatory reading.

General  questions:  do  these  principles  capture  the  most  important  points  Of  guidance  you
want to consider as we develop the action plan?   are  they clear?

Policies and procedures must be defined so that their purpose is clear.

Policies and procedures should be defined to eliminate gender discrimination and are
equitablQ in their application to staff, regardless of gender, nationality, or race. However, in
the short term, extraordinary, '*inequitable" activities tO COIreCt current inequities may need to
be tolerated.

Specific question: what should correct mean in this principle?   does it mean redress,
eliminate, or simply attend to?   what is  the propoer role for extraordinatry measures?

Policies and procedures should be defined in such a way that they are transparent (clear and
accessible) in application.

Policies and practices should allow for full and easy communication to all audiences
including women being considered in recruitment.

Specific question: There is a difference between being accessible and being communicated.
Is it clear as stated?

Policies and procedures should build upon the strengths of Omega culture.

Policies and procedures should be defined so that they take advantage of the positive
contributions women and men bring to the work environment of Omega.

Policies and practices developed should be guided by the principle of flexible simplicity. (a
concept which tries to maximize the options available while minimizing the numbr of
specific policies).

Policies and practices should be developed with clearly stated responsibility and
accountability for management, staff, the institution, and other appropriate, participating
panies.

Policies and practices developed should seek to leveragi every existing resource, person, or
organization available.

Specific question: what are the  likely organizations that might be  affective in this?   are they
ones  that should  be overtly  considered in the  development  of the action plan?

Policies and practices should be defined with means to provide practical and real
measurement of performance against the objectives with a locus for monitoring.

{
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Exhibit 6.8: Second Retreat: List of Ideas from Interviews
There were five pages Of ideas in total from the interuiews.

Ideas from Interviews and Other Sources

1.           Responsible for Women's Issues

1.        Have czar, advisor - head of women to honcho the action plan2. Encourage establishment of identity group in Omega for purposes of support,monitoring the action planning, information sharing of management3.     Create a ten year plan of five years of rapid, intense acuon and five years ofmoderate action and encouragement4. Establish measures to monitor progress of the plan: number of women in seniorpositions, distribution of rank within class, distribution of substantive positions(mission leader, management)
5. Take proactive role in HR
6. Monitor status and progress, use statistics to pressure Omega for progress7. Develop monitoring plan (measures) for distribution of mission assignments

2. Recruitment

1.    Realize that female economists are a limited resource and establish an
aggressive approach to these women: offer incentives, hire spouses, assist
spouses.

2. Aggressively recruit high level women from outside
3. Open recruitment panel to women and men of color and non-economists4.    Establish a series of questions to be asked and not asked in interviews5.     Make the recruiting process more friendly and attractive to candidates6.     Work at reducing the subjective response to candidates so that selection is basedmore on objective measures
7. Market Omega by changing internal image8. Market Omega externally
9.     Review and change promotional material
10. Set recruitment targets and monitor progress

3.        Promotion

1. Career management workshops for women only at alllevels
2.     Training on interpersonal skills as relates to management skills and should beon performance evaluation
3. Institute policy/program for high visibility assignments across the board.  Whenasked to serve in one of these assignments must be recognized on performanceevaluation and must be given support for their regular work, espedally forsupport staff
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Exhibit 6.9: Second Retreat: Products of Second Retreat and Worksheet to be Usedin Further Deliberations
There were a total of seven pages Of issues and actions produced in the Second Retreat.

Initial Action Plan Pieces

Who's Involved/
Issues and Actions Affected How Measure? Advocates Dissenters Strategies
Defining job in time and space Personnel office Use of options Staff with family Managers who manage A system of time accounting (i.e.,more broadly (flexi-job, flexi- Personnel Managers Staff survey constraints by direct observation BRS)time) and control, not by A system of back-up provision1. Change personnel policies OUtput (now in place)2.  Provide technology for off- Staff surveysite, off-hours work

Leave policies (family leave, Benefits Admin. Use of programs Directly affected Managers who will Regular staff surveyextended w/0 pay program) Personnel Dept. Staff survey staff have less control of Existing leave systems1. Change personnel policies resources

Family care programs Staff benefits Levels of enrollment Staff who give family ? Inclusion in Omega space planningEmergency daycare Staff working group Staff survey care
Cost/benefit justificationsRegular daycare for development Possible staff• "family" defined more and oversight attendance

broadly improvement• support systems may
include on-site and off-site
services

• monetary support by
employer is necessary
component (possibly
salary-scaled)• includes child and elderly
care

1.   Create regular and emergency
care facilities
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...

Worksheets  for De, etopmental Purposes
 

The following table of all of the action areas identified went on for 34 pages and served as a working sheet for committee.
Table 4: Initial Action Plan Pieces with Annotations

FAIWILY

A.   Defining job in time and space more broadly:  (1) flexi-job (part-time, job sharingl), and (2) flexi-time (work at home, bunching hours)
Whog Involved/

Issues and Actiozis Affected How Measure? Advocates Dissenters Strategies1. Change personnel policies Personnel office Use of options Staff with family Managers who manage A system of time accounting (i.e.,
2. Provide technology for off- Personnel Managers Staff survey constraints by direct observation BRS)site, off-hours work

and control, not by A system of back-up provisionOUtput (now in place)
Staff survey

Group Comments:

a)   May increase image of BRS because will offer benefit to staff
b)   Staff attitude survey needs to be done every year
c)    People seen as indispensable are support staff; huge constraint on support staff; secretaries are one of the easiest positions to job-share; voice mail would solve problemof backup; while night pool is one idea, why not a day pool?d)    In regard to backup, fixed costs are great for (core job), therefore backup system is very unrealistic; sharing eight hours will compound inefficiency; some jobs cannot bejob shared; certain country economists could be shared, but those are not "high priority" ones; therefore, by choosing job shared (or part-time) positions, you eliminateyourself from high priority (visible) ones
e)   Have to question assumption that you can't have people sharing jobs with high fixed costsf) Dissenters would include those who think Omega sees overtime as a free goodg) Changing personnel policies may not be enough; "stigma" may still be attachedh) Administrative responsibilities; who's responsible; who will say 'no' to requesti) Wouldn't exdude any positions too early in this process; look at flexiblyj)      Fund may begin to demand 8 hours from a part-time person

1 Job sharing defined very broadly including 6 month/6 month, as well as, 4 hours/4 hours
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