Problems in Review

Unless managers help female (and minority)
employees to be more assertive when faced

with subtle discrimination, the problems won’
g0 away and the employees might

If.asked ‘to rate their most taxing
problems at work, most managers
would probably put those involving
managing people at, or near, the
top. of itheir list. One reason “people
problems’’ . are so.difficult is that
every - individual ‘is different, no
problem is the same, - and destructive
behavior is hard to diagnose and cure.
But another major role is that

the manager may . also ‘be part of the
problem. Incidents-of subtle discrim-
ination in ‘organizations: because

of sex (or race) have all the fore-
going difficulties-and more,; in that
by definition ‘they are hard to
recognize. ‘But small and petty

as they may seem, they can have
serious and destructive con-
sequences. HBR ‘sent this case to a
selection of subscribers: for their
opinions. on the issues it raises

and on how to deal with them:
Whois to blame in such incidents!?
Are they a serious problem? Is

there anything management can- do
to prevent subtle discrimination! In
the commentary following the case,
the author discusses the respondents’
replies as well ‘as tactics managers
can use to-deal with such problems
when they occur.

Ms. Rowe is special -assistant for
women and work to the president
and chancellor of the Massachusetts
Institute of Technology. She has
wiitten extensively on issues of
the economics of human services
and is ‘a member of the State
Manpower Services Council in
Massachusetts. The case was written
by Eliza G.C. Collins, HBR

senior. editor.

Mary P. Rowe

Case of the
valuable vendors

Harry Fenway is one of the best
computer salesmen:on the eastern
seaboard. He sells equipment for Data-
Run Corporation, one of the largest
computer manufacturers in- the
world. His sales record is impressive:
The company, which has-lagged in
recent years because of growing
competition, is just ready to test-
market a minicomputer model with
which it hopes to recapture its
share of the market. The company
expects big things of Harry for this
project launch; to top management
he is nearly indispensable.
Gwen Barrettis:an up-and-coming
junior salesperson whom the com-
pany hired in a trainee program

specifically to:increase the number
of ' women employees in sales. The
computer industry has: historically
been a good employer of women;
especially in systems analysis. Lately,
Data-Run headquarters had decided
there should be more women in sale
and had made it-a high-priority
development program: for division
managers. One of the main reasons
for this emphasis, aside from EEO
goals; is that recently more women
have been found in buyer positions
in companies acquiring new comptite
equipment; Gwen has really hit it

off with one such buyer already. -

One'hot, steamy day, Gwen asked
to:see the division manager, Sam
Finch: She and Harry had just
returned from a sales trip to a large
manufacturing company in Connec-
ticut, United Chemicals, Inc., where
they signed a contract they had been
trying to get for months. It was'a
great coup; Finch, very pleased, thinks
“they obviously work well together.”
When Gwen asked to see him;
Finch got ready to welcome a happy
worker. What greeted him was an
unhappy woman.

Harry, Gwen says, is the worst
kind of macho, male chauvinist pig.
His symptoms, she reports,; are
offensive: he berates. his wife; he
makes too many inquiries into her
(Gwen’s) personal life; in front of -
senior men they meet on the trip,
he acts as if she were his property;
he'is patronizing; he tells'dirty jokes
to other men in her presence; and -
he interrupts her when she talks.
Twice he has failed to introduce
her to people they meet.

Gwen' complains that she’d tried
to stay reasonable and calm about it
and had overlooked Harry’s behavior
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because he was ‘'such a good salesman
_and she felt she could learn about
the business from him. But, she tells
Finch indignantly, she feels alter-
nately invisible and like a showpiece:
Up to now, she had accepted the
situation, but on this last trip she
overheard a UCI buyer asking Harry
why on earth Data-Run would send
out a woman. Gwen hoped Harry
would mention her magna cum laude
45 a math major and her excellent
sales record. Instead, she heard Harry
insinuating to this buyer that he had
_been sleeping with her. That did it.
She insists that she would not work
with Harry again. She wants to be
transferred. V ,
Sam Finch listens to Gwen and
_ then asks Harry to come in, telling
Gwen he’ll see her later. Much to
Sam’s surprise, Harry does not get
defensive at all. In fact, he is
astounded that Gwen has asked

for a transfer. He thinks she’s
overreacting to a few one-liners

that maybe were a little blue. But,
he says, she's a big girl and if she’s
going to play in the big leagues, she’s
going to have to take it like a man.
Harry laughs. He thinks Gwen is a

_ really sweet kid and brightens

things up a lot; but he wouldn’t
worry if he were Sam. He advises
Sam just to talk her up, and she'll:
come around. .

~ Sam talks to Gwen again: No
way, she says; Harry is a dyed-in-the-
wool MCP and it just isn’t worth

it to hang around. She can find a

job elsewhere, there’s no problem
with that. The computer industry is
wide open for someone with her

a number of job offers already. Sam
tries more persuasion. She responds
that he doesn’t really understand
either, does he? It's not only she;
she adds, the women buyers don’t
think Harry’s patter is so great

_ cither; she’s talked with a number
of them and they,; too; find Harry
offensive:

In fact, Gwen says to Sam, she
bets that in the future Harry’s sales
record will not be as great as it

has been in the past. And it's just
Possible that the minicomputer test
launch could be affected. Think it
9ver, Sam, she says, and let me

capabilities and training; she has had :

know how it comes out. I'm flexible,
but:some things just aren’t worth it.
What can Sam do? He needs
Gwen for the sake of his EEQ record,
as well as for the simple fact that
she is an ‘excellent salesperson: He
needs Harry for his experience, and
he also needs to test that new
product. What ‘would you do if
you were Sam?

The purpose of:the “Case of the
Valuable Vendors” was to raise
questions about subtle discrimination
as a management problem. Most
major U.S. corporations have been
"managed primarily by white males,
many of whom have been working
very hard to open opportunities to
others. And many of these managers
are still struggling to employ women
and minorities more effectively. But
minority and female newcomers to
these corporations frequently complain
of the “coldness of the atmosphere’’
and of prejudice, even when man-
agement feels certain that no overtly
illegal discriminatory practices persist.
Puzzled top managers have begun

to ask, “What, if anything, is

subtle discrimination?”’

The case then asks the reader:
Is:there a problem here? Is Harry
behaving in a sexist fashion?Is Gwen
just-imagining discrimination? The
management concerns are several:
(1):is this situation serious; (2)
what is it about, and whose problem
is it; and (3] what should be done?
(Although the case raises questions
about sexism only, it could as easily
have dealt with issues of race,
religion, handicap, age, or national
origin—all of which are very fre-
quently raised in allegations of
prejudice. In my experience, however,
discrimination because of race or
sex is by far the most.common.) ,

HBR sent this case to 250 male
and 250 female subscribers, in New
York, Chicago; and Los Angeles, for
their anonymous comment. The 42
women and 61 men who responded
were not intended to be a "“repre-
sentative sample’” of U.S. managers.
Analysis of the readers’ comments,
therefore, simply suggests the opinions
and feelings of contemporary
management.

First, I present the respondents’
opinions-on the case, with some
analysis of the ‘similarities and
differences between male and female
responses. Second, T discuss the
issues, the case, and the comments,
from the perspective of having dealt
with and consulted on several
thousand similar cases.

HBR readers comment on

“the critical issues

Before discussing the readers’ com-
ments as a whole, let us look briefly
at how they feel about the three
main issues the case raises:

1. Is the issue between Gwen and
Harry a serious management prob-
lem? Nearly all respondents think
Data-Run management has a serious
problem on its hands. However,
readers vary widely in defining that
problem. ‘About one-fourth believe
the case is mainly about a personality
conflict or lack of professionalism.
Many comment simply that Data-Run
is facing an incident of discrimina-
tion; about three-quarters mention
the ““equal opportunity’’ aspects of the
case. However, that phrase generally
connotes-different things to different
people..Some people think in terms
of EEQ goals; many people think
in terms of lawsuits.

In this case, many of the respon-
dents believe that the environment
for women will affect Data-Run’s
ability to meet EEO goals. But only
a few raise the possibility ‘that Gwen
might go to court. There is, then;
an-overall view that the story
represents some kind of serious
problem; with equal opportunity
aspects. But within this broad
consensus there is wide disagreement
about the kinds of questions the
case presents.

2.-What kind and whose problem
is it¢ Most readers think that; at
base, Harry is in some way seriously
at fault. These readers find him “a
bully,” "a super-pig,’" “monumentally
insensitive,”’ an MCP,” “deficient,”
“inadequate,” and ““unable to cope
with 'women.” Many readers find
Harry’s behavior “typical,” but
conclude’ that since times: are chang-
[Continued on page 44]
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ing, Harry’s behavior is insupportable.
Although some male readers suggest
that Harry’'s personalized, joking sales-
manship used to be effective, readers
of both sexes think he is very
quickly becoming obsolete.

Respondents also ‘widely:blame
Gwen for her behavior in this situa-
tion, for her “defensiveness’” and
‘“Immaturity,’” and for not having
dealt directly with Harry. However,
women, far more than men, blame
CGwen. On the average, by the time
the case came to Sam, readers had
found both Gwen and Harry at fault,
About half the women and one-
fi fth of the men also find fault with
Sam. Some of these respondents feel
that if Sam had been on his toes,
the problem would not have arisen:
Others think Sam made the problem
wrorse by his handling of it.

Nearly all readers feel Harry is
irnzitially the most seriously to blame:
However; only one or two criticize
Harry’s handling of the complaint
as voiced to him by Sam. That is,
though most think he had mis-
behaved on the road; few find fault
writh his manner of discussing the
problem with Sam. It is Gwen and
Sam who get the blame for the
handling of the situation; almost
nobody thinks that Gwen or Sam acted
correctly. However, male and female
readers vary somewhat in their
amnalyses of Gwen and Sam.

The women’s tesponses: are gen-

erally quite critical; most are con-
cermed with analyzing behavior.
Nearly half of the women strongly
criticize Gwen’s handling of the case.
Half also criticize Sam’s behavior.
Female responses are typically: “Gwen
should have worked out her Harry
problems: with Harry”; “Sam

should not have let Harry tell .

him what'to do.”

Most: male respondents: are much
less critical of the protagonists and
simply concentrate on what should
h appen now. On the other hand,
male respondents who' do criticize
G wen or Sam tend ‘to couch: their
criticisms: somewhat differently. from
the females. Men'are much more
likely to describe the personal at-
tributes of Gwen and Sam than to
analyze their behavior. This is
especially true with respect to Gwen,

who received. the more: frequent
comments; Thus: the most typical
male criticism is in the form:
“Gwen is a women’s libber,” or
“Sam is: an inadequate manager.”
Women respondents:tend, first,
to recognize Harry’s objectionable
behavior and, second, ‘to criticize
Gwen’s and Sam’s handling of the
scene. Most women then make sug-
gestions about what Sam and Gwen
should do now. Most male respon-
dents, first, either simply prescribe
a general solution’ or point out
Harry’s offensive attributes and,
second, criticize: Gwen’s ‘inadequate
attributes. Finally, most men then
prescribe specific solutions for Sam.
3. What should Data-Run: do?
Nearly all readers comment very
thoughtfully on how to handle Gwen
and Harry, and many carefully give
the rationale for their suggestions.:

The responses vary somewhat between
men and women: respondents; the
variety within each sex’is,"however,
considerable. Male readers’ responses
range from ““Good-by Gwen!” to
“Tell Harry to shape up, and he
will.” From women ‘came: comments
ranging from “Profit-making means
get rid of Gwen'! to frequent sug-
gestions for assertiveness training
workshops for Gwen and sensitivity
training for everyone in the company.
Perhaps the most striking dif-
ference in-the responses lies in
whether a given reader is hopeful or
hopeless about: Gwen and Harry
being-able to work together. Both
male and female respondents express
a range of opinions-about whether
Harry and Gwen could or should
continue to work together, and
whether Sam: should deal with
them at the same time.

Only one-third of the resporidents :

counsel sitting'down  with: Gwen
and: Harry together. Most of the rest
{and especially- men) think Sam
should meet separately with each.
One-fifth of the men and half the
women would thereafter firmly re-
assign . Gwen and:Harry together,
““for. the good: of the company,”
after attempts either to mediate or
to lay down the:law. Others:would
at least “give it'a try.”” But most men
and some women think that Harry

and Gwen would be absolutely unable
to work as'a team. (Some men
further counsel that Gwen should
deal with: women buyers; Harry

with men:) :

The women are more apt than the
men: to suggest that Sam seek outside
advice in handling this problem:
Many women characterize subtle
discrimination as extremely pervasive
and tenacious and comment fre-
quently on the high personal price
they have paid and still- pay from
having to deal with subtle sexism.
Such women seem to feel it will
take a long-term effort to create an
equal opportunity: environment at
Data-Run.

The male readers more often
recommend that Sam simply. give a
warning to Harry to shape up. Many
men appear to believe that such
advice might actually work:" Many
also note that “times have changed;
American business is simply not
going to be sexist'in the future.”

In many ways, male and female
responses are similar. Both sexes call
for Sam' to check .out the facts, to
“examine his own motives and
feelings,” to “'take a position of
leadership.”” ‘And both look forward
to a- future with many more wome
buyers and- salespeople:

Men and women' contributed
equally eloquent and caring letters
about the strong feelings cases like
these arouse in them, and they share
the single most.common response;
“QOf course Harry is-an MCP, but
Gwen will meet many more.”” Both
sexes appear basically. to: feel that
managers must deal with these issue
and not run away from them or
pretend they do not exist.

Also, men: and women' respon-
dents equally mention:the anger;
bewilderment, and fear people: ex-
perience from recent changes in
women’s roles, and many contribut
good ‘ideas for companies to deal
with:these changes. These ideas
include strong statements of commit-
ment from the top; in-house and
out-of-house training. programs,
specific training for people like Harry
continued monitoring by people ‘
in Sam’s shoes, and various in-house,
equal opportunity support systems,
[Continued on page 48]
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such as'the building of a women'’s
network.

Subtle discrimination in
organizations

The majority of respondents conclude
that'this case is serious and that it

has important equal opportunity
aspects. T-agree. I also agree with
those ‘who think that personality
conflict and professionalism. are
important components of the case and
deserve Sam’s concern. However, the
equal opportunity issues seem to

me the most critical. And T think
U.S. corporations need to get to the
point where these unequal opportunity
problems are dealt with by managers,
rather than by judges and govern-
ment agencies.

In my six years at MIT, I have
come to believe that though the law
plays a legitimate role in achieving
equal opportunity, the most critical
problems are not and should not be
covered by the courts. Regulations
and legislation that cover affirmative
action and equal opportunity open
doors and set limits to abuse. And
this kind of regulation is needed *
{although it could be vastly improved}.
But the law is not and cannot be
sufficient to guarantee freedom from
subtle discrimination, which I am
persuaded is now the major equal
opportunity question facing large
corporations and: institutions in the
United States. : ;

But by its nature subtle discrimi-
nation is very difficult to address.
One can define discrimination. For
the purposes of this article; let me
define it as the damaging stereotyping
of an individual with respect to
irrelevant characteristics of any group,
race, or sex to -which the individual
may belong. Subtle discrimination

‘refers to covert, nonobvious, or

‘petty’’ behavior, most of which
could never be taken to the courts
because it seems so trivial oris:so
difficult to prove. Defining this

| problem in: the abstract is, however,

much easier than recogmzmg itin
practice;

When minorities and women {of
white males) feel they are being ‘
discriminated against, people of




f1arvard Business Review

-:'September-October 1978

goodwill may differ completely in
heir judgments of what is happening:
The courts are currently wrestling
with major, relatively clear-cut dis-
crimination issues, with no social
consensus in sight. Subtle and ap-
parently petty discrimination problems
are all the more difficult. If itis so
_difficult a problem to recognize,
_why then do we need to look at it?

 Damaging effects of subtle discrimina-
tion: Womien {and minorities} have

. said for years that in very subtle

_ ways white-male work environments

_can be extremely difficult for non-

 traditional members. Several writers

_ and analysts suggest that “micro-
aggressions’’ and-‘‘micro-inequities”’
in the aggregate constitute formidable
support to racism and sexism.!

; The damage done by these

_incidents occurs in varying ways and
for varying reasons.- Among the most
damaging patterns that I have
observed is that such incidents, if
unchecked, often lead to yet worse

behavior. In addition, unlike some
other work problems, discriminatory
incidents are unpredictable and

catch- women and minorities' off
guard, Since they have to be ignored,
denied, or dealt with, they take up
time and psychic energy. Also they
may. prevent something better from
happening; for instance, Harry should
have been training Gwen.

Incidents of subtle discrimination
may produce a negative Pygmalion
effect: if Harry assumes Gwen is-an
ornament or.a sex object, she may
begin to behave like one. These
incidents may also produce negative
role modeling: if women buyers see
Gwen passively accept Harry's
offensive comments, they may: lose
confidence themselves. Because the
experience of each race and sex is
so unique to itself; subtle incidents
of discrimination simply emphasize
the differences and sustain systematic
barriers between people of different
races and sexes. These barriers can
be serious for' management. For

instance, I often see evidence that
it is hard for men and women,
minority and nonminority, to judge
accurately each other’s performance.
These incidents cause damage for
a number of reasons: they are so
subtle the victim may work in con:
stant uncertainty, often in emotional
turmoil; often blaming himself or
herself. People judge such incidents
so differently that dealing with them
may worsen communication still
further, and there are few institution-
alized, appropriately weighted forms
[Continued on page 52]
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of redress for such subtle and petty
incidents. It is, as some readers
comment, “too much” for Gwen to
£0. to Sam. But, unhappily, as she
doesn’t know how to seek appropriate
redress at Data-Run, Gwen imagines
going still further, in effect; to leave.
Subtle incidents of sexism and
Iacism may appear insignificant to
white ‘males, but their apparent
pettiness can. be misleading. When
white males get harassed and mis-
treated, as they do, they are generally
aware of it-and see it as unjust and
as - unrelated ‘to themselves. But the
difference with subtle discrimination
is that it is made up of incidents

all hitting the same sore spot, a

s$pot that cannot be changed.

In case you are a white male
reacder who has read this far but
cannot understand why subtle dis-
crirnination ‘is important; try this
idea. Think back to your childhood
and adolescence, and remember the
one thing you were most sensitive
about. Were you always being

your skin, your muscles, your

personal problem.

over you.

behavior.

compared to your older brother?
Were you touchy about your nose,

“cowardice” in some situation? Let's
say you still are touchy about this

Now try to imagine that everyone
around:-you at work knows ‘this is
your weak spot and keeps referring
to it obliquely .and directly, con-
sciously and unconsciously: Now
imagine that every professional
mistake you make and every pro-
fessional shortcoming is still attributed
to your failure to be as good as your
brother [or whatever you saw as
your weak spot}. Imagine that your
brother, or people you saw as better
than you, are always in positions

If you were éver ‘sensitive in this
way about something irrelevant to
performance that you could not
change, you perhaps can appreciate
how threatening Harry appeared to
Gwen, and how damaging was his

Coping with discrimination: By an
large most respondents feel that
though Harry is the original problem,
Gwen must deal with it. She should,
as. some teaders say, have “tried
with tact, and humor” to “earn
Harry’s respect.” She should have
taken a firm stand, for instance, abou
introducing herself. - As one reader
comments, Gwen “should not have
tried to overlook Harry’s behavior,
when she realized she was really
becoming upset.”. She should have
tried instead to find an appropriate
time to lay out to Harry her concerns
and if necessary she should have
spoken with him several times.
I would not, myself, have sug-
gested the direct confrontation some
readers recommend (several say, “Le
him have it”). Gwen should first
~have tried a gentler, straightforward
approach. But I agree with those
who comment, “Gwen must learn to
handle this herself”; “Gwen will
meet people like Harry everywhere;
there is no place to hide.”
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Many people ‘who work with
women’s problems in organizations
think that if women are going to
succeed, -they have to be able to

earn the respect of colleagues who
harass them. Most believe that this
is best done by excellent work and
maintaining a professional demeanor.
But it.isn’t easy to take on the
responsibility of dealing in a mature
way with someone who is harassing
you. And some women and minorities
are offended by what they see as
further injustice in this prescription
for success, since it requires a victim
to bear the original aggression-and
then seek her or his own redress

as well.

Many blacks and women might
be perfectly willing to try to defend
and assert themselves, but at the same
time they know that they will pay
for their self-defense. Many white
males expect a subtle deference from
minorities and.- women, not asser-
tiveness: One has to:be willing to
be called aggressive, bitchy, uppity,
castrating, and -humorless—and, under-
standably, many people hate being
thought of in these ways more than
being pushed around. In any case,
any reader who ‘wishes Gwen were
more assertive needs to be prepared
for what happens when she actually is.

Let us imagine that Gwen
pleasantly, humorously, firmly, gently,
consistently, and, if necessary, re-
peatedly -objects when Harry is
aggressive. If Harry is sufficiently
able and emotionally healthy, he will
try to change. Gwen will learn to
trust him, Data-Run will be well off,
and the good model of male-female
relations will tend to spread.

But imagine Harry is not in such
good shape. When they sense com-
petition from a woman, some men
begin ‘to sexualize work relationships
in order to reestablish traditional
male-female dominance patterns. If
Harry was beginning to do this and
sees Gwen as “‘rejecting’’ him, he may
become hateful and angry, even-
|consciously or: unconsciously)- venge-
ful. ‘At the least, he may be simply
bewildered, back off, and spread the
word ‘that she is a prickly bitch.-
Sam, in_this scenario, might have
been met not by a fuming Gwen but
by a hostile, grouchy Harry. Or Sam

let-alone one out on the road with

might have heard about it first- whe
other salesmen refused to work with
other junior women, since: Gwen
was seen-as ‘‘castrating.”

It is also possible that Harry, wh
has never before had a female peer;

him, was afraid of becoming friendly
with Gwen. Perhaps Harry had been
holding Gwen at arm’s length, in h
locker-room way (the only way he

knows); so his wife would not murd
him for his wandering eye or thought:

If Gwen is“assertive” and suc-
cessfully establishes a respectful
relationship with Harry, he ‘may
find himself sincerely attracted to he
Even. though Gwen might know
nothing of Harry's esteem, Sam migh
hear of “the affair’” from Mrs.
Fenway or other salespeople. In that
case,:Sam will have to-have the
wit to-backtrack, find out what
happened, and then help support
Gwen in having been assertive in
the first place:

Obviously, Gwen needs to-hold
her head high and explore the possi-
bilities for making a place for hersel
‘And, plainly, U.S. corporations need
the largely unexplored talents of
women. ‘Although no one can an-
ticipate the consequences of corpora
“Gwens’" becoming independent
adults, all of us in U.S. corporations
and institutions are going to have to
deal with them.

As it happened, Gwen went to
Sam. She may have felt proud of
herself for not. quitting outright—
for “hanging in.”:Or she may have
been taught as a child that when
she was harassed; she should appeal
to authority rather than fight for
herself. Then again, she may

have decided to grin and bear it, as
long as she could. And then, perhaps
feeling that her behavior was strong,
she went to Sam, not to ask for
help like a weak female but to “take
an independent stand.”

What Gwen cannot see, howeve
is that she needs support to deal
with the kind of harassment to
which she was: subject. She cannot
see that asking for help is not being
weak and that what she was doing
was not strong. Gwen probably can

[Continued on page 58]
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not see clearly what she could have -
been 'doing, what options were
open to ‘her.

Sam’s job at this point is very
important. He needs to understand
wh'y Gwen came in and to help her
seethat asking for help may be a
firs t step-in being appropriately
assertive ‘and not the last before
goimg out the door. Sam also ‘needs
both to help Gwen become more
assertive and, at the same time, to
not undermine her independence or
make her feel unsupported. How can
Sarm do this?

I agree with those respondents
whoo think that Sam should initially
hawe tried to find out exactly what
wasgoingon. Then he should have
takeen hold of the situation in a
more assertive way himself. Many
readers feel that “Harry was calling
all “the shots’” and resent Sam’s lack
of - leadership before and during this
incident. This is a critical point.

If two requirements for equal
opportunity are that women and
mimnority employees should strive for
excellence and assert themselves,
another is clearly that top manage-
memnt should take a strong, consistent,
outspoken stand on opening doors
and preventing abuse.

Sam -and his supervisors should all
along have been talking casually
and firmly about equal opportunity
and Data-Run’s need for all the talent
it 'can find. They should have been
making ‘their opinions and policies
on. equal opportunity so well known
throughout the company that Harry
would have been immediately un-
cornfortable about his behavior,
whien called on it. And they need to
affirm to women: and minorities,
many of whom have been taught
nottobe assertive with white males,
that reasonable self-expression will
be - supported.

In the case: sitnation, Sam has
good strategies open to him. The first
is - to work with Gwen at length so
that she will feel she can handle
Harry hemself. Sam could discuss ‘with
her possible ways to stick up for
herself. ‘He could ‘role play with her
how she will respond next time and
should let her know that he will
back her in every reasonable and
responsible action she takes.

In counseling both' supervisors
and supervisees, I have found ‘this
tactic “very - effective. It is ‘incumbent
on any manager who wants minor-
ities and women to handle incidents
of discrimination effectively them-
selves to be very explicit about such a
policy. But it is sometimes difficult
for managers to convince their
employees to try to  assert themselves
responsibly. If Gwen is reluctant to
try, Sam will have to try to convince
her that she has to help herself,

- ‘because ‘she will find “Harrys”

everywhere. Sam’s other major strategy
may be to find mentors and advisers
for Gwen. :

Obviously, Sam needs to talk
further with Harry, as well; to discuss
the real meaning of equal opportunity,
of decent manners, and of the chang-
ing world. Sam could also explicitly
ask Harry to train Gwen well and
then role.play with him how he could
do it. One reader suggests that Sam
should get Harry and Gwen to
prepare a skit to present at the
annual meeting, which -would help
teach others about male-female
training situations.  Other readers
point out that Harry could make a real
name for himself as a successful '
innovator if he 'would learn how to
train newcomers. These suggestions
may help Gwen and may also
help Harry feel that he has something
to gain (besides protecting his job)
from changing his behavior.

Sam ‘might also encourage Gwen
to seek out other women for support.
More and more managers are learning
that responsible women’s networks
are ‘a powerful aid to furthering
nonpolarized equal opportunity.
In-house ‘women’s luncheon groups
tend to give fanatics (if any} a place
to let off steam, while giving leverage
and support to responsible women
with responsible concerns.

Like many other management
people, I'am no longer interested in
academic debates about role models
versus mentors. I see daily evidence
that minorities and women thrive
best when supported-and inspired by
a variety of mentors and models, male
and female, black:and white, peer
and superior. What Sam can do is to

_mobilize any available support for

Gwen, including himself.

‘separate Gwen and Harry until he ha

I would not encourage Sam to

tried hard ‘to help them both to
work- together. Until Sam decides
that Harry cannot change, he should
presume that “equal opportunity”’
means that in the long run we have
to ‘get along by race and sex and that
each good example breeds the next.
~If Harry turns out to be in really
bad shape; Sam must remember that
it'is not legal to retain a suipervisor
s0 racist or sexist that he could not
place a'black or woman with him.
If ‘Harry’s 'sexism has deep emotiona
roots, Harry may need clinical help
and:Sam may need to support him
to get it. Of course, Sam ' may need
some support himself. He should
probably keep his top management
informed of his EEO concerns and
seek their advice. And if Sam comes
in for advice; his supervisor should
commend ‘Sam for seeking ‘counsel
with "his problem: As the responses
from some readers illustrate, Sam is an
easy scapegoat for anger, when much
of the actual source of anger is
tension ‘about changing sex roles.

Learning from
readers’ responses

What can managers learn from-the
respondents’ opinions? One point
of relevance to top management
is that different managers will react
to these cases in extremely diverse
ways. If a .company wants to have a
reasonably well-integrated policy in
this arena, management will have to
work hard for it. ‘
If the respondents to this case are
at-all representative, many U.S.
managers are becoming aware of
subtle :equal opportunity ‘- problems,
and many are committed to solve
them through creative personnel
management. However, the respon-
dents were much more sophisticated
with respect to outside training
programs and consultants than with
respect to direct fostering of assertive
ness in women. Fostering assertive-
ness may then be an important
subject for:top managers to discuss
among themselves with an eye toward
forming company policy in .this area.
If top management is committed to
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Career Opportunities for
Financial Analysts

The World Bank in Washington, D.C:is
seeking highly qualified Financial
Analysts to work in the field of
international development: The primary
function is the in depth financial analysis
of projects proposed for financing in fields
such as public utilities; transportation, -
agriculture and industry, including
appraisal of economic; organizational,
managerial, and operational
arrangements. Frequent travel to assigned
developing countries is necessary.

REQUIREMENTS

® Advanced degree in finance; :

® At least five years’ financial experience
in project financing with management
implications; preferably in developing
countries; : :

® Commandof English and French or
English and Spanish; and

@ Strong communications and
interpersonal skills.

The World Bank offers a competitive
package of salaries and benefits. Please
send detailed resume quoting Reference
No.79-4-30249(a) to:

THE WORLD BANK
Recruitment Division

1818 H:Street, N.W.
Washington, D.C. 20433

equal opportunity, it will insist that
support for women and minority
employees: come directly from line
maanagets; not just from consultants.

Do male and female managers’
- responses we received vary with
respect to this case concerning a
woman? There are :apparent: differ-
ences, but it is hard to. tell from these
d ata whether they represent systematic
differences in management style.
Men appear to-have identified mainly
with Sam, ‘women ‘with ‘both Gwen
and Sam, which makes sense because
of the story. This fact may explain
the women'’s greater interest in
analyzing the past'and in the much
longer responses they sent in.

Women:also appear ‘to have ex-
perienced the whole case as more
painful, This might help to explain
why fewer women responded: -More
women may want just to deny or
forget the problem. But those who
did answer might have had good
reason to want to work out some
particular part-of the case (including
the occasional ‘woman who felt
‘“Gwen should just go”).

Several hypotheses could: be put
forward about the overall significance

in the differences between male and
female responses, but they need
judicious' consideration.

It may be that in  general men are
more willing to stereotype people—
or it may be true in this case only
because ‘the subject appeared to be
sexism.

Similarly, women may be more
likely to analyze behavior—but they
may also be more prone to stereotype
men in:a reverse-sexist:situation. It
is.interesting that male respondents
were less likely to assign blame:and

-more likely just to “get on with:it.”"

Again we do not know if women
managers: systematically ‘blame more,
or only in cases so close to home.

The male respondents were more
likely: to imagine Sam could solve
the problem just by ordering Harry. to
change. More women imagined that
Sam, Gwen,.and outside helpers
need to address the problem in some
depth. Perhaps this ‘difference reflects
a male delusion of power, or an
unwillingness'to deal with ‘the emo-
tional complexities of the case. Or
perhaps it simply reflects the different
experiences men and women have
had in dealing with male-female
situations and their different: percep-
tion of:likely outcomes to Gwen's
and Harry’s conflict.

That is, male ‘managers may.
correctly perceive that many men: like
Harry will:change their -overt
behavior if Sam takes a hard enough
line. Female, managers may correctly
perceive: that Gwen will also have to
deal with ‘Harry’s real ‘feelings as
well as ‘his overt behavior, and: that
Gwen and Sam need all the outside
help they can get because it takes so
long to change feelings and attitudes:

Men were more likely to feel that
Gwen and Harry ‘would-have to be
separated: Perhaps men feel this way
because they have not had as much
experience’in-having to get along with
women . colleagues in. work: situa-
tions. ' Women {especially HBR-readers)
have had-a great deal of experience
in having to get along with:male
colleagues. And they know at.a
personal level that it'can.and needs
to-be done.

More female:than male respon-
dents found fault with the way Gwen
handled the situation. Perhaps more

3

men-find ‘Gwen’s behavior ““normal’
possibly: fewer of them see that
Gwen :should have handled Harry
directly: Or it could be that many
more women than men expect wome
to be perfect superwomen, able to
handle every situation, including
harassment; on their own. Perhaps
they simply believe Gwen will have
to be a superwoman, in order to
succeed in our unequal environmen

Perhaps-the major point to be
learned from the readers is how muc
support middle managers actually
need in dealing ‘with these new
personnel questions. Many are still
very unsure how they will be expecte
to react to’ the real-life situations
they face.

Company. presidents and chief

-executives should, therefore, be sure

that commitment to equal opportunit
is-explicit; frequently voiced; and
frequently discussed when managers
are evaluated: They should make sur
that their managers have all the
resources -they need, such as in-hous
and out-of-house training programs,
films, skits, and workshops. A chief
executive can do much to support
responsible minority and women'’s
networks {joining them for lunch,
offering a. small budget to help them

“with recruitment; helping to: sponsor

an outside -speaker; seeking their
representation and advice on: com:
mittees, ‘and so forth). ‘
Finally, top  management-should
exemplify the- mentorship role: with
blacks and 'women: And: it should
review, strengthen; and support
procedures that are obviously im-
portant to equal opportunity: (such
as the grievance procedure and
posting systems). But most of all,
top management should support
its managers -as they step off into
a new world. They need counsel if
they blunder and: praise and a bonus
if they do well.




