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Abstract

Women s t i l l  play such a minor ro le  in  management in  the Federal Republic 
of Germany th a t a search fo r  the reasons must examine a-wide va rie ty  of 
fa c to rs  in  order to  ju s t ic e  the complexity o f the issue in  context. This 
paper looks at the pos itions o f women in  management today and discusses 
the impacts o f d if fe re n t b a rrie rs  to  th e ir  career development. The con­
sequences o f socioeconomic, educational, socio -psycho log ica l, and 
systemic ch a ra c te ris tie s  o f German business and socie ty fo r  the re c ru it ­
ment and promotion o f women in  management are reviewed,. and the im p lica ­
tions  o f emerging trends in  p o l i t ic s ,  both national and in te rn a tio n a l, 
and among the women in  management themselves are discussed.

Zusammenfassung

Ein Versuch, die deutliche Unterrepresentation von Frauen in  Führungspo­
s ition en  in  der Bundesrepublik zu erk lä ren , muß eine V ielzahl un ter­
sch ied licher Faktoren berücksichtigen, um der Komplexität dieser Frage­
s te llu ng  in  ihrem Gesamtkontext gerecht zu werden. In diesem A rtik e l 
w ird eine Einschätzung der gegenwärtigen S itua tio n  von Frauen im Manage­
ment vorgenommen sowie eine Analyse der verschiedenen E in flüsse , die ih r  
Vordringen in Führungspositionen erschweren. Dabei werden insbesondere 
die spezifischen Merkmale der bundesdeutschen G esellschaft und der Un­
ternehmen, sozioökonomische und -psychologische sowie bildungs- und 
systemtypische Aspekte be leuchtet. Mögliche Zukunftsperspektiven werden 
im L ich te  na tiona le r und in te rn a tio n a le r p o lit is c h e r  Entwicklungen und 
Veränderungen im Verhalten der Frauen im Management se lbs t be trach te t.



1. Facts and Figures

German women in  management are s t i l l  very few and fa r  between: the 
sp a rs ity  o f fa c ts  and fig u re s  on them re f le c ts  the lack o f a tte n tio n  
they have received so fa r  in  business and socia l science research. Only 

q u ite  re ce n tly  have the German media and research given the to p ic  more 
a tte n tio n , y e t the in fo rm ation  and re s u lts  are mostly in d iv id u a l is t ic  or 
b iographica l (see fo r  example M etz ler, 1985 and Edding, 1983). This 
paper th e re fo re  draws on and in te rp re ts  the meager data base to  describe 
the s itu a tio n  o f women in  management in  the Federal Republic o f Germany 
today, to  understand the c o n tr ib u tin g  fa c to rs , and to  develop a fe e lin g  
fo r  fu tu re  d ire c tio n s

Compared to  other European countries and the United S tates, the percen­

tage o f women in  managing po s itio n s  in  West Germany is  very small and 
has not changed s ig n if ic a n t ly  over the past twenty years^: only 

1.5 percent o f the leading po s itio n s  in  West German firm s are held by 
women. And even those are c luste red in  "female domains": 10 percent o f 
a l l  German personnel d ire c to rs  are women, in  the area o f finance and 
general adm in is tra tion  they hold 6 percent o f the leading p o s itio n s , in  
d is t r ib u t io n  only 2 percent (W irtschaftswoche 1985b, p. 70).

I t  is  in te re s tin g  to  note th a t no general statements can be made about 
the types o f sectors or companies in  which women have achieved higher 
management p o s itio n s . A survey conducted re ce n tly  by a leading German 

weekly newspaper, Die Z e it , reveals no c lea r pattern (Jungb lut, 1985 
p. 15). The fig u re s  vary ju s t  s l ig h t ly  from company to  company as the 
fo llo w in g  ta b le  shows:

(ta b le  1 about here)

This assessment holds tru e  even given th e --y e t u n s o lv e d -s ta t is t ic a l 
d i f f i c u l t ie s  o f d e fin ing  the group o f leading employees/managers; such 
an agreement on d e f in it io n s  seems to  be necessary in  order to  make v a lid  
inter-company, in te r -c o u n try ,-o r  even in te r -c u ltu ra l comparisons.



Table 1
The Representation of Women in Selected Major German Companies

I I I I I I IV V
8undesbahn 283 959 15 238 420 72
Siemens 194 292 52 721 3 505 19
Volkswagen 117 528 14 210 290 0
Ruhrkohle 114210 2 611 3 709 58

I = CompanyMannesmann 75 554 • 10 805 1 550 14
Veba 71 909 15 298 2 295 H.A. II = Employees in West Germany
Bayer 61 908 10 508 4 731 142 I I I  = Female Employees
Opel . 59 679 5 059 352 6 IV = Senior Managers
Karstadt
GHH

58 420 
54 560

39 050
7 680

567
930

11
N.A. V = Senior Female Managers

BASF 51 959 7 965 2 025 13
Salzgitter 44 700 5 326 200 1
BMW 44 692 6 224 260 3
Thyssen 40 671 3 024 C51 1
Coop 39 897 27 305 350 11
Deutsche Bank 38 760 19 692 2 780 50
Ford 36 405 2198 329 0
MBB 35 485 5 946 249 4
Audi 35 056 5 304 383 2
Hoesch 33 325 3 030 N.A. N.A.

SEL 31 474 10 456 349 2
Krupp 30 937 4 977 704 N.A.
Unilever 29 252 9 324 2 065 70
IBM 27 507 4 644 2 827 90
Dresdner Bank 26 079 12 471 1 100 12

RWE 24 870 3 509 520 2
Kugelfischer 22 224 3 653 242 3
ZF Friedrichshafen 21 934 2 522 140 0
VIAG 18 748 2 265 335 1
Allianz 17 908 5 703 749 0

Horten 17 630 12 517 265 8
Prcussag 15 700 1 630 340 0
Telenorma 16 432 5 023 300 1
Henkel 16 138 4318 883 14
Conti-Gummi 15 529 2 840 228 2
Enka 15 254 2 951 398 2
Holzmann 14 650 1 502 250 0
Nixdorf 14215 3 782 500 0
Linde 13 907 2177 255 1
Degussa 13147 2 910 442 3

Springer 11 422 2 934 268 4
Wacker 11 277 2152 434 5
Rütgerswerke 11 111 1 700 313 2
Bayer. Vereinsbank 11 014 5 930 603 9
Bertelsmann 10018 4 659 546 10

Schering 10 397 3 357 795 42
Reemtsma 9 167 2 257 189 0
Mielo 0 974 2101 134 0
Beiersdorf a w o 3 100 170 10
Porsche 7 863 825 30 0

E. Merck 7 026 2 469 394 10
VEW 7 139 830 95 0
West LB 6 647 2 920 572 6
Volksfürsorge 5 449 1 776 20 0
Shen 4 123 496 124 0

Texaco 4 089 490 100 0
Neue Heimat 3 674 1 165 81 1
Esso 3 164 320 142 1
Melina 3 070 1 135 59 1
Ruhrgas 2 930 532 104 1

IG Metal! 2 571 1 492 20 1
BP 2 231 456 235 5
Mobil Oil 2 220 317 251 3
Gewcritschaftsbund 2 164 1 191 36 3

Source:
Michael Jungblu t "Wer waut sich  auf d ie  K a r r ie r e le i te r ? "  Die Z eit No. 3?, S ep t. 6 , 1935 , p. 15 
F igures given by the companies based on th e i r  own d e f in i t io n  of "manager".
N.A. = No answer
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This overview o f selected major German corporations shows th a t the to ta l
number o f women employed by a company is  not a re lia b le  in d ic a to r fo r
the proportion  o f women managers. For example, although women c o n s titu te

only 5.4 percent o f employees in  the German Railways, they hold 
2

17 percent o f management pos itions  In co n tra s t, in  the major r e ta i l  

chains where a high percentage o f the employees are women, there are few 
women managers. In Karstadt only one out o f every 3,550 female employees 
is  in  management.

The existence o f an equal opportun ity  philosophy in  a company also does 
not seem to  be a good p re d ic to r o f the actual o p po rtun itie s  fo r  women in  
management. The unions and th e ir  companies, fo r  example, which are 
id e o lo g ic a lly  commited to  e q u a lity  do not have p a r t ic u la r ly  good 

records: in  the Deutsche Gewerkschaftsbund (DGB: German Association of 
Trade Unions) where 55 percent o f the employees are female only 3 o f the 
ranking o f f ic ia ls  are women. The example o f IBM, however, shows how 
e ffe c tiv e  a c tive  e f fo r ts  to  promote women can be in  the German con text. 

A fte r in troduc ing  i t s  world wide equal opportun ity  program to  Germany in  
1976, IBM estab lished a f u l l  time o f f ic e  fo r  i t  in  1982. I t  is  too e a rly  

to  assess the impacts o f th is  o f f ic e ,  but a comparison o f data over 
almost a decade ind ica tes  an improvment a lready: w hile  the p roportion  o f 

women employed by IBM Germany has remained re la t iv e ly  constant during 
th is  period (1976:1690; 1985:1790) the percentage o f women in  management 

has increased. In 1976 1.6 percent o f senior managers and 3.3 percent o f 
middle managerns were women; in  1985 the fig u re s  had risen  to  3.2 
percent and 7.1 percent re sp e c tive ly .

Not only are women in  management scarce, but even th is  small e l i t e  o f 
working women is  not equally  paid to  th e ir  male colleagues: th e ir  

sa la ries  are roughly 20 percent lower than those o f male managers 
(W irtschaftswoche 1985b, p .70 ). The bigger the company, the higher her

rank, and the b e tte r her q u a lif ic a t io n  the higher is  her sa la ry . Yet, 
the income gap remains and increases w ith  the size o f the f irm  (see 

Diagram 1). U n fo rtuna te ly , research has on ly ju s t  begun to  document the 
d if fe re n t ia ls ,  and has not yet progressed to  the examination o f how the 
gap is  maintained.

2
The fig u re s  may be upwardly biased by the way in  which "manager" is  

defined.
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(diagram 1 about here)

2. Barriers

Why are there so few women in  management in  Germany? So l i t t l e  serious 

work has been done to  examine the b a rr ie rs  b locking women's access to  

and promotion in  the pu b lic  and p r iv a te  sector th a t the fo llo w in g  
discussion is  based la rg e ly  on in s ig h ts  gained from research conducted 
abroad, p a r t ic u la r ly  in  the United S ta tes, and conjectures about th e ir  

t r a n s fe ra b il i ty  to  the German s itu a t io n . Four general types o f b a rr ie rs  
can be id e n t if ie d :  socioeconomic, educationa l, soc io -psycho log ica l, and 

systemic. I t  is  essentia l to  recognize th a t these groups o f issues are 
trea ted  separa te ly only fo r  a n a ly tic a l purposes—the te n a c ity  and 

strength o f th e ir  impact in  p ra c tice  is  due to  th e ir  in te ra c t io n .Just as 

no one s in g le  type o f fa c to r  can be held responsible fo r  the present 
s itu a tio n , i t  w i l l  not s u ff ic e  to  work on reso lv ing  one aspect o f the 
problem in  is o la t io n ,  hoping th a t the other aspects w i l l  simply fo llo w  

s u it  and resolve themselves.

a) S oc ia l, c u ltu ra l,  and economic b a rrie rs

Women in  management must be understood w ith in  the wider context o f 

women's p o s itio n  in  the labor market in  Germany. I t  is  s t r ik in g  th a t the 
proportion o f women in  the labor fo rce  has grown much less ra p id ly  in  

post-war Germany than in  the United S tates. In fa c t ,  compared to  th e ir  
American coun te rpa rts , German women s ta rte d  o f f  a fte r  the war w ith  a 

re la t iv e ly  high percentage o f the labor fo rce . But, the leve l remained 
constant, w h ile  in  the United States a noteworthy increase in  p a r t ic ip a ­

t io n  can be observed, s ta r t in g  from a lower leve l than in  Germany and 
then s ig n if ic a n t ly  overtaking them. While in  the United States in  1950



Diagram 1
The income gap

Yearly (1984) salary o f male and female d iv is io n  managers/section 

managers re la ted  to  the to ta l number o f a company's employees 
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women represented 28.9 percent o f the labor fo rce  and rose to  42.8 per­
cent in  1982, in  Germany in  1950 women represented 35.1 percent o f the 
labor fo rce  and in  1980 they represented 38.2 percent (OECD, 1985 p. 14; 

Commission o f the European Communities, 1984, p. 13). In 1985, women 
c o n s titu te  the m a jo rity  o f the population (52 percen t), but only 

38 percent o f the working population in  Germany (Der ßundesminister fü r  
Jugend, Fam ilie und Gesundheit, 1984, p. 21). In l ig h t  o f th e ir  
p ropo rtiona l p a r t ic ip a tio n  in  the labor market as a whole, i t  is  not 

su rp ris in g  th a t women have not achieved very high leve ls  o f representa­
t io n  in  management—bu t, given the po s itions  they held in  management 
a fte r  the war, why are the fig u re s  so dismal today? Why is  th e ir  
progress "on ly  approximately equal to  the speed at which the next Ice 

Age is  approaching?" (Per Spiegel 1985, p .74 ). Two im portant fa c to rs  
help to  exp la in  th is  question: le g is la t iv e  and in fra s tru c tu ra l precon­

d it io n s .

A review o f German le g is la t io n  regarding women shows th a t the focus has 

been f i r s t  and foremost on achieving an equal treatment o f men and women 
in  soc ie ty  in  general, and only secondarily on women at work. Only very 
re ce n tly  have a few in i t ia t iv e s  been introduced s p e c if ic a lly  d irec ted  at 

achieving equal opportun ity  th a t could lay  the groundwork fo r  s ig n i f ic ­
ant improvements fo r  career development (e .g . proposals fo r  vo luntary 

p o s itiv e  action  plans: see section d) below). I t  is  no coincidence th a t 

the law g iv ing  husbands the r ig h t  to  p ro h ib it  th e ir  w ife  from working 
was not changed u n t i l  1977 (N ölleke, 1985, ,p. 134). Most measures have 
t r a d i t io n a l ly  concentrated on such provis ions as socia l s e cu rity , 
m atern ity  leave, d ivorce laws, and hea lth . (For d e ta ils ,  see 
Antal/Krebsbach-Gnath, fo rthcom ing). C le a rly , laws are an expression of 

the c u ltu re , and in  Germany (as discussed at greater length in  the next 
section) the cu ltu re  is  not ye t oriented to  women having a career 
perspective.

The most im portant in fra s tru c tu ra l p rov is ion  fo r  women who work is  
government subsidized c h ild  care. While compared to  the United S tates, 
c h ild  care is  heav ily  subsidized in  Germany, a luxury many Americans can 
only dream o f,  there remains a great deal to  be desired. More places are 

needed and the hours o f c h ild  care centers need to  be extended to  permit 
parents to work f u l l  time i f  they so choose. A fu r th e r co n s tra in t occurs
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once ch ild re n  en ter school: in  con tras t to  schools in  the United States 
and many other European cou n trie s , most German schools are based on 
ha lf-day-schedules, so combining fa m ily  re s p o n s ib ilite s  and a fu l l - t im e  

job remains a serious problem fo r  mothers in  general. And considering 
the long hours and f l e x ib i l i t y  required o f managers, th is  is  a 
p a r t ic u la r ly  s ig n if ic a n t d i f f i c u l t y  fo r  women seeking to  develop a 
career (Süssmuth 1983, p. 145).

b) Educational b a rr ie rs

Immediately a f te r  the war, women had op po rtu n itie s  to  enter management 

pos itions  in  the absence o f men, as a stop-gap measure when education, 

tra in in g , and sex simply could not p lay the determining ro le . Since 
then, however, i t  is  a genera lly  accepted fa c t th a t the leve l o f 
education and tra in in g  plays a s ig n if ic a n t ro le  in  shaping o p p o rtu n itie s  
fo r  promotion. The generations who attended Gymnasium (co llege  
preparatory secondary shool) and u n iv e rs ity  in  the immediate post-war 

period are today 's  top managers, and the students o f th a t period 
included few women. The e a r lie s t a va ila b le  s ta t is t ic s  on th is  issue show 

th a t o f the 106,449 students reg is te red  at the German u n iv e rs it ie s  in  
1949-50 on ly 18,850 were women, o f whom 5651 were studying humanities 
(S ta tis tis c h e s  Bundesamt, 1952 p. 71).

The fa c t th a t so few women attended the u n iv e rs ity  in  the la te  1940's 
and 1950's is  p a r t ly  responsible fo r  th e ir  absence from managerial ranks 

among the 50 and 60 year olds today. Gradual improvements can be 

observed: In 1960 23.9 percent o f the students o f German u n iv e rs it ie s  
were female, in  1983 th e ir  p roportion  had reached 37.9 percent (Der 

Bundesminister fü r  Bildung und W issenschaft, 1984, p. 115.) Women 

continue to  concentrate in  such areas as languages, and l i te r a tu r e ,  some 
in  law and medicine. Gradually more are moving in to  economics, although 
s t i l l  very few go in to  engineering. I t  is  te l l in g  th a t the data on 

students prepared by the o f f ic ia l  s ta t is t ic s  bureau d iv ides the courses 
of study pursued by men and women in to  two categories, and the overlap 

in p r io r i t y  areas is  very sm all. Engineering is  not even l is te d  among 

the top twenty areas o f study in  the women's category, but c a lc u la tio n  
shows th a t o f the to ta l number o f students in  eng ineering-re la ted
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studies in  German u n iv e rs it ie s  in  the f a l l  semester 1983-1984 (135,478) 
only 4 percent were women (S ta tis tis ch e s  Bundesamt, 1985 p. 366). German 
u n iv e rs it ie s  do not o ffe r  management studies per se as do other 
countries. Instead, students study "microeconomics" (B e tr ie b s w irt­
scha fts leh re) . The d iffe ren ce  is  not as great in  th is  area as in 

engineering, but s t i l l  s ig n if ic a n t:  o f the 63,010 to ta l ,  30 percent were 

women (as compared to  1 percent o f 10,120 in  1954-55: S ta tis tisch e s  

Bundesamt 1956 p. 93).

The increase in  numbers o f female college graduates and th e ir  very 
gradual expansion in to  less tra d it io n a l areas o f education more suited 
to management careers in  the pub lic  and p riva te  sector give reasons fo r  
hope tha t the younger generation o f women w i l l  achieve higher ranks than 

tha t o f th e ir  mothers or grandmothers (Slissmuth, 1983, p. 136). Two 
notes o f cau tion , however, are in  order here. Education is  no guarantee 
o f employment. In fa c t ,  female graduates are su ffe rin g  more from higher 
unemployment rates than are male u n iv e rs ity  graduates. While only 
25 percent o f the working population having a u n iv e rs ity  degree are 
women, they represent 45 percent o f the unemployed w ith  a u n iv e rs ity  
education (SPD-Bundestagsfraktion, 1985, p. 4 ). Second, i t  is  important 

to recognize tha t education and tra in in g , p a r t ic u la r ly  th a t obtained 
outside the company play a decreasing ro le  as one moves up the 
h ierarchy. As em pirical research has shown (see, fo r  example, Hegelhei- 

mer, 1982), companies re ly  predominantly on in - f irm  tra in in g , which 
im plies th a t i f  se lection  procedures f i l t e r  women out from the ou tset, 
they w i l l  not p a rtic ip a te  in the tra in in g  programs designed as a basis 
fo r  promotion. At the same tim e, however, the study shows th a t the 
weight placed on such measures o f q u a lif ic a t io n  is  inve rse ly  re la ted  to 
the po s ition  in the h ierarchy: the higher the p o s itio n , the less 

s ign ifica nce  is  attached to  such "o b je c tive " c r i te r ia .  The fac to rs  tha t 
receive more weight in promotion decisions fo r  higher management 
functions are less ob jec tive  and often based on tra d it io n a l male career 
pa tterns, so in e ffe c t they d iscrim ina te  against women. Among those 
l is te d  in the study are "professional competence, e ffec tiveness, 

professional experience, length o f experience, time w ith  the company, 
commitment to the job , and professional and regional m o b ility "  

(Hegelheimer, 1982 p. 62). To the extent tha t "o b je c tive " fa c to rs  and 
q u a lif ic a t io n s  such as education and tra in in g  th a t women can consciously
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acquire play a lesser ro le  in  decis ion making, other socio-psychologica l 
and systemic fa c to rs  take on increasing importance and create less 
e a s ily  surmountable b a rr ie rs  to  career development forwomen.

c) Socio-psychological b a rr ie rs

The socio-psychologica l b a rr ie rs  faced by women in  management in  Germany
probably do not d i f f e r  s ig n if ic a n t ly  from those faced by women in 

3
comparable Western in d u s tr ia liz e d  cu ltu res  . They have to  deal w ith the 
same kinds o f p re jud ice  based on stereopypes, m is in fo rm ation , fears and 
in s e c u r ity  (Werner/Bernardoni 1986). Women are not h ired or promoted 

because i t  is  believed th a t they are not capable o f tak ing  d i f f i c u l t  
decis ions. Or i t  is  argued th a t the investment on the pa rt o f the 

organ iza tion  w i l l  not pay o f f ,  since i t  is  expected th a t they w i l l  leave 

a fte r  marriage, when ch ild re n  are born, or when th e ir  husbands move fo r  
business reasons. The m o b ility  of-women is  au tom atica lly  assumed to  be 
lower than th a t o f men. Or i t  is  presumed th a t women are not career 

o rien ted , ju s t  task o rie n te d . These unspoken b e lie fs  p lay a sub tle  ro le  
in  the decisionmaking processes fo r  h ir in g  and promoting women (see fo r  

example Süssmuth, 1983, pp. 135, 138, 145). In Germany, as elsewhere, 
such pre jud ices are now gradua lly  disappearing w ith  increasing 
experience. Younger men today who have had more o p p o rtu n itie s  to  work 
w ith  women as colleagues or superiors tend to  hold less prejudiced views 

than those who have not done so. And at the same tim e, as women achieve 
higher q u a lif ic a t io n s  th e ir  career m otivation r is e s , d isproving more o f 
the p re jud ices. U n fo rtuna te ly , however, since such t ra d it io n a l a ttitu d e s  
have formed the basis fo r  systemic b a rr ie rs , as discussed below, s t i l l  

very few o p p o rtu n itie s  e x is t fo r  exposing male managers to  women in  
management and thereby breaking down s te reo typ ica l p re jud ice .

One in te re s tin g  d iffe re n ce  was found by Jud ith  Buber Agassi between the 
changes in  men's a tt itu d e s  to  women's ro les in  Is ra e l,  the north eastern 
United States and the Federal Republic o f Germany. While i t  was 
genera lly  tru e  th a t "the more education they (men] have, the more l ik e ly  
they are to be progressive on the issues o f women's ro le s . The exception 
was the men o f West Germany, who do not seem to  have p ro fite d  from the 
women's movement. They l ik e  th e ir  wives to  go to  work but s t i l l  hold 
f irm ly  to  the notion th a t women should put th e ir  fa m ily  du ties f i r s t  and 
should have less responsib le paid jobs than men. These a tt itu d e s  are so 
prevalent among educated German men th a t German women w i l l  have to  make 
a concerted e f fo r t  to educate them" (see the discussion fo llo w in g  H.B. 
Schöpp'-Schi 11 in g ' s c o n tr ib u tio n  in  Farley, J . ,  1985, no page).
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d) Systemic b a rrie rs

Companies in Germany--through th e ir  general personnel po licy--have  also 
produced and b u i l t  up "systemic b a rr ie rs " which tend to  make i t  more 

d i f f i c u l t  fo r  women to  climb the corporate ladder. The image companies 
p ro je c t through th e ir  advertis ing  and pub lica tions ( i . e . ,  companies 
s t i l l  are a "man's w orld") and job advertisements in  p a rt ic u la r  
discourage women from applying. Despite a law recommending non-sexist 
job a d ve rtis in g , firm s in  Germany reveal th e ir  preference fo r  male 

managers in  advertisements d irected  to  men. There is  no gender-neutral 
term fo r  "manager" or "superv isor" in  German; instead the commonly used 

form (re f le c t in g  re a li ty )  is  masculine and adding the fem inine ending 
must be a conscious decision (e .g . L e ite r /L e ite r in ;  M e is te r/M e is te r in ).

4
Job requirements im p lic ite ly  f a i l  to  acknowledge career breaks and the 
fa c t th a t employees may have ch ild ren  who need caring time from th e ir  
parents. C r it ic s  observe th a t the economic order o f socie ty in  general 

and business in p a rt ic u la r  is  based on a p o la riza tio n  o f ro le s , whereby 
the standard requires managers (males) to  focus so exc lu s ive ly  on th e ir  
job th a t women must f u l f i l l  the other socia l and economic ro les in 
soc ie ty . Such a system assumes th a t women who enter in to  the t r a d it io n ­

a l ly  male economic ro le  continue to f u l f i l l  th e ir  other ro le s : the 
in d iv id u a l women, not the economic and business system are expected to 
adapt. "Since a 'u n ita ry ' ro le  is  demanded o f men, women are assigned 
the 'double ' ro le . This double ro le  cannot f i t  smoothly in to  the 
processes o f an economically determined r e a l i ty ,  so i t  keeps women in 
the secondary, lower p o s itions" (Beck-Gernsheim, 1980, p. 146). Women 
are very often d irected to  assignments which in  the long-run are 
dead-ends, they are also o ften "o ve rq u a lifie d " fo r  th e ir  jobs and times 
between promotion, as some companies acknowledged in  expert in te rv iew s, 
tend to be longer compared to  th e ir  male colleagues (Krebsbach- 
Gnath/Schmid-Jörg, 1985). Hidden quotas in  favor o f men are not 'the ru le  
but they s t i l l  e x is t in  tra in in g  programs o f big companies (Krebsbach- 
Gnath/Schmid-Jörg, 1985 p. 85 )).

The m atern ity  leave re fe rred  to  e a r l ie r  was introduced in  the physical 
and socia l in te re s ts  o f women and to encourage the b ir th  ra te  in  Germany 
(which is  extremely low); any impacts i t  might have on career 
p o s s ib i l i t ie s  are la rg e ly  in c id e n ta l.
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Except fo r  the la s t example, these b a rr ie rs  cannot be labeled "open 
d is c r im in a tio n ". They are a tt itu d e s  which have more or less become a 
corporate norm, a cornerstone o f the corporate cu ltu re  (see fo r  example 
Assig/Hoss, 1985, p. 32-33). In order to  e ffe c t change, problem 
awareness has to  be heightened and new or revised procedures fo r  
personnel recru itm e n t, t ra in in g , and promotion have to  be estab lished at 

a l l  management le v e ls . A f i r s t  step in  th is  d ire c tio n  are the gu ide lines 
developed by the Federal M in is te r fo r  Youth, Family and Health. These 

gu ide lines are q u ite  s im ila r to  those already developed in  the United 
Kingdom and Canada and the "Code o f Social P ractice" w r itte n  by the 
European Communities. They suggest special measures fo r  re c ru it in g ,  

tra in in g  and con tinu ing education and also give p ra c tica l advice on 

developing a sense fo r  the problems faced by female employees. The 
impact o f these gu ide lines cannot ye t be estimated because they were 
only ju s t  published in  1985 and they were d is tr ib u te d  by the M in is try  
fo r  vo lun ta ry  ra th e r than mandatory a p p lica tio n  (Der Bundesminister fü r  
Jugend, Fam ilie und Gesundheit, 1985).

3. P o litic a l background relevant to promoting (or not promoting) women
in management

In order to  understand how the b a rrie rs  discussed above have in fluenced 
women in  management in  West Germany in  p a r t ic u la r  the s p e c ific  socio­
c u ltu ra l and socio-economic h is to ry  o f Germany must be taken in to  

considera tion . I t  con tribu tes to  exp la in ing  why women have made so 
l i t t l e  q u a n tita tiv e  and q u a lita t iv e  progress in  the labor market, why, 
in  comparison to  other Western in d u s tr ia liz e d  countries they c o n s titu te  
such a small p roportion  o f workers in  general and o f managers in  
p a r t ic u la r .

U n til the la te  1960's the p o l i t ic a l  c lim ate was qu ite  conservative, 

which im p lies an in te re s t in  m aintain ing the tra d it io n a l ro le  o f women 
as mothers and housewives. Working women, and espec ia lly  working 
mothers, were seen as needing p ro tec tio n  ra the r than promotion; th e ir  

in te re s ts  and needs were not trea ted  as issues re q u irin g  p o l i t ic a l  
ac tion . Unlike such countries as Sweden or the German Democratic 
R e pub lic , th e re  were no p o l i t ic a l  trends, soc ie ta l in te re s ts  or economic
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necessities in  West Germany which could serve as an impetus to  increase 

the number o f working women. On the con tra ry , in  s p ite  o f programmatic 
statements procla im ing the importance o f equal o p p o rtun ity , the German 
labor unions have always concentrated on bargaining fo r  wages and sa la ry 
leve ls  s u f f ic ie n t  to  support a fa m ily , so th a t the socia l goal o f 

one-income fa m ilie s  has remained a determ ining fa c to r  in  th e ir  bargain­
ing p o lic y  (P in l,  1978). Industry  has not sought to  exert pressure on 

women to  en ter the workforce because during periods when more labor was
needed than c u rre n tly  a va ila b le , fo re ig n  workers were brought in  from 

5other European cou n trie s .

As compared to  o ther cou n trie s , women themselves have not pushed very 

hard to  enter the labor market e ith e r out o f f in a n c ia l necessity or 
ideology. On the one hand the soc ia l se cu rity  system provides re la t iv e  

se cu rity  in  Germany, so th a t even unmarried or divorced mothers are not 
abso lu te ly  forced to  work. And on the other hand the re la t iv e  lack o f 
p o l i t ic a l  a tte n tio n  to  a c tiv e ly  promoting women's in te re s ts  in  the labor 
market is  not unrelated to  the nature o f women's movement in  Germany, 

which has never re a lly  pushed such issues. The women's movement in  th is  
country has i t s  roo ts  p r im a r ily  in  the students ' movement o f the 1960's , 

and did not come in to  i t s  own u n t i l  the e a rly  1970's, when i t  disassoc­
ia ted i t s e l f  from the broader students ' movement (Schenk 1983, p. 90). 

Since then, i t  has concentrated on such issues as health (p a r t ic u la r ly  
a b o rtio n ), research and education (women's s tu d ie s ), peace, and loca l 
se lf-h e lp  o rgan iza tions. Due to  these varied is s u e -s p e c ific  focuses and 

to  the fa c t th a t they have been pursued in  a very decentra lized fash ion , 
the women's movement has not "been able to  . . .  u n ite  to  tra n s la te  
th e ir  new knowledge in to  e ffe c t iv e  p o l i t ic a l  pressure" (Schöpp-Schil- 
l in g ,  1985, p. 135). There are no real equivalents to  such American 
p o l i t ic a l  action organ izations as NOW (National Organization fo r  Women) 

or WEAL (Women's Equity Action League) in  Germany to  date. The issues 
re la t in g  to  e q u a lity  at work in  general received very l i t t l e  a tte n tio n  
from groups in  the women's movement and the concerns o f women in  
management in  p a r t ic u la r  have, i f  recognized at a l l ,  been considered too

The jobs f i l l e d  by such fo re ig n  workers were almost e xc lu s ive ly  
un qua lified  manufacturing p o s itio n s . They did not re a lly  represent a 
serious option fo r  women, o ften being in  heavy in d u s tr ie s  and o ffe r in g  
l i t t l e  opportun ity  fo r  lea rn ing  and promotion (see also the discussion 
fo llo w in g  H.B. Schöpp-Schi 11 in g ' s co n tr ib u tio n  to  Farley, J. 1985, no 
page).
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marginal and e l i t i s t  to  deserve support. Although the s ig n ifica n ce  o f 
these issues is  g radua lly  being understood, p a r t ic u la r ly  as the need fo r  
women in  decisionmaking pos itions  to  in fluence  policy-making in  a ll 
socia l in s t i tu t io n s  is  being recognized, promoting women's careers, 
s p e c if ic a lly  women in  management, w i l l  probably remain a "non-issue" or 
an issue o f very low p r io r i t y  fo r  the German women's movement as a 
whole.

As regards the q u a lita t iv e  status o f women in  the labor market, a number 
o f fa c to rs  serve to  exp la in the lack o f progress. As ind ica ted above, 
the improvements in  the q u a lif ic a t io n  o f women through education and 
tra in in g  has been very slow, so women lack one o f the main p re requ is ites  

to  climb the corporate ladder. Further there have been so few ro le  
models fo r  younger women to  im ita te . As already mentioned, a fte r  World 
War I I  a considerable number o f women occupied top management pos itions 
and n o n -tra d itio n a l pos itions  in  German in d u s try , p a r t ic u la r ly  in  
family-owned small and medium-sized businesses. But since th is  was 
usua lly  due to  the fa c t th a t they in h e rite d  these pos itions  in  the 

absence of men a fte r  the war, no s h i f t  in  values from the tra d it io n a l 
socia l s tru c tu re  ensued because i t  was genera lly  seen as a temporary, 

stop-gap so lu tio n  to  a demographic problem (Merkl 1976, p. 132). In 
times of low economic growth and high unemployment the fa c t th a t the 
concept o f women's careers has not ye t made s ig n if ic a n t progress in  
replacing the tra d it io n a l concepts o f women at work as in te rim  measures 

(u n t i l  marriage or due to  demographic s h if ts )  is  p a r t ic u la r ly  im portant. 
U n til the idea th a t women are long-term  partners in  a l l  ranks o f the 

labor market is  thoroughly c u ltu ra l ly  accepted and correspondingly 
le g a lly  anchored, they w i l l  always be hired less o ften and f ire d  more 
often as a means o f dealing w ith  unemployment. Unless co rre c tive  steps 
are taken, i t  is  an tic ipa te d  th a t "the small gains made by women in  

management in  the la te  60's and e a rly  70's can n e ith e r be expanded nor 
maintained. Women are usua lly  replaced by men, and the achievement o f 

improved q u a lif ic a t io n s  w i l l  change l i t t l e "  (Slissmuth, 1983, p. 136).
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4. Outlook

What can be expected in  the next ten years? W ill more women move in to  

more q u a lif ie d , b e tte r pa id, more varied  po s itions  in  the foreseeable 
fu tu re?  There is  some p o l i t ic a l  action  being taken at a number o f 

d if fe re n t le ve ls  which give cause fo r  optimism.

The major German p o l i t ic a l  p a rtie s  are awakening to  the power o f the 
female vote ; the "gender gap" discovered in  the United States is  making 
i t s e l f  f e l t  in  th is  country, to o . While the conservative c o a lit io n  

c u rre n tly  in  power is  basing i t s  p o lic y  p r im a rily  on appeals to  
tra d it io n a l fa m ily  values and ro le s , seeking to  encourage women to 

remain at home, i t  is  also try in g  to  appeal to  working women (e .g . 

W irtschaftswoche 1985a, pp. 34-48). As mentioned above, the Federal 
M in is try  fo r  Youth, Family, and Health re cen tly  commissioned the 
B a tte lle  In s t itu te  in  F rankfu rt to  develop a set o f gu ide lines fo r  equal 
opportun ity  measures fo r  use in  the p u b lic  and the p r iv a te  sector (Der 

Bundesminister fü r  Jugend, Fam ilie und Gesundheit 1985). In th is ,  as in  
other areas o f business-government re la t io n s , the mood remains a n t i-  
re g u la to ry , so such gu ide lines are submitted pure ly fo r  vo lun ta ry  

a p p lica tio n . In fa c t ,  the conservative c o a lit io n  in te rp re ts  the equal 
r ig h ts  a r t ic le  o f the c o n s titu tio n  to  p ro h ib it  the passing o f mandatory 

a ff irm a tiv e  action  le g is la t io n . The Social Democrats (c u rre n tly  in  the 
opposition at the federa l le v e l)  are more a c tiv e ly  promoting the 
in tro d u c tio n  o f mandatory measures, and they are exp loring  the p o s s ib il­

i t ie s  o f a ff irm a tiv e  action programs, p a r t ic u la r ly  in  those sta tes in  
which they are in  the m a jo r ity . The Green Party took a major leap in 

1984 when i t  e lected an all-women governing board at the nationa l 
parliam entary leve l (see fo r  example K le in , M icha lik  1985, p. 128)6. In 

ad d itio n , i t  proposed an a n ti-d is c r im in a tio n  law in  November 1985. The 
t ra d it io n a l p a rtie s  have had occasional women at the m in is te r ia l le v e l,  

and the pressure from women in  the pa rty  and in  the e le c to ra te  to  make 
women more v is ib le  in  p o l i t ic a l  organs is  growing. The long-term  e ffe c ts  
o f th e ir  representa tion are tw o -fo ld : they serve as ro le  models fo r

JWhile one o f the purposes o f th is  move (to  provide an impetus fo r  
placing women in v is ib le  leadership p o s it io n s ) , appears to  have had some 
e ffe c t i t  is  not yet c le a r whether the cla im  th a t women w i l l  have a 
substantive impact on the d ire c tio n  o f p o lic y  has been met. No 
d e f in it iv e  study o f the p o licy  content and decisionmaking s ty le  o f the 
1984-1985 period has ye t been conducted.
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other women and accustom the German people to  seeing women in  pos itions  
o f leadersh ip ; and at the same time they in te g ra te  women's issues and 
concerns in to  the established p o l i t ic a l  system, take them out o f th e ir  

marginal po s itio n s  and le g it im iz e  th e ir  s ig n ifica n ce .

Not on ly domestic fa c to rs  give hope fo r  improvements--the impact o f 
externa l fa c to rs  must also be taken in to  considera tion . There are two 
such main sources o f externa l in fluence  on West German p o lic y  towards 
women: o ther in d u s tr ia liz e d  co u n trie s , p a r t ic u la r ly  the United States 
and Sweden; and in te rn a tio n a l o rgan iza tions, p a r t ic u la r ly  the European 
Communities.

The experiences o f o ther countries in  seeking to  deal w ith  problems o f 

women in  the labor market do not go unnoticed in  Germany. The highest 
v i s i b i l i t y  is  achieved by developments in  the United States and Sweden. 

P o licy  makers and a c t iv is ts  in  Germany observe the issues which emerge 
in  these countries and the experiments conducted to  resolve them. The 

discussion about a ff irm a tiv e  action programs, fo r  example, has been 
in fluenced both p o s it iv e ly  and nega tive ly  by reports from the U.S.: 
supporters po in t to  the increase in  the 1970's and 80's in  the numbers 
o f women in  higher po s itions  and in  the areas in  which they have 
t r a d i t io n a l ly  been underrepresented; opponents c ite  the studies 
c r i t ic iz in g  the bureaucratic side e ffe c ts  and weaknesses o f a ff irm a tiv e  

action and po in t to  the instances in  which i t  is  now being dropped in  
the U.S. At the same tim e, Germans, conservatives as well as l ib e ra ls ,  
are proud o f the achievements o f th e ir  socia l w elfare s ta te  and fee l 

th a t in  many ways the socia l net developed in  th is  country is  b e tte r 
than what the American system o ffe rs  i t s  c it iz e n s .

Second is  the in fluence o f in te rn a tio n a l o rgan iza tions. West Germany 
became a signatory to  the United N ation 's  re so lu tio n  against a l l  forms 
of d isc rim in a tio n  against women in ’ 1980—although i t  took another 4 

years before the concomittant law was then passed by the federa l 

parliam ent. In the short run, the impact o f th is  move is  symbolic ra the r 
than re a l,  but exactly  such symbolism is  needed to  prepare the ground­

work fo r  long-term  changes in  a tt itu d e s  and the law. The European 
Community has a much more d ire c t and regu la r impact. For example, the 
law cn equal opportun ity  passed in  1980 in  Germany was set in  motion by
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the 1975 d ire c t iv e  o f the European Communities re q u ir in g  such le g is la ­

t io n  in  a l l  o f the member co u n trie s . The same is  tru e  o f the new law on 
parental vs. maternal leave. The European Parliament is  becoming an 
in c re a s in g ly  vocife rous and progressive proponent o f equal treatm ent fo r  

men and women. This can be explained by a number o f fa c to rs . Women are 

p laying a fa r  greater ro le  in  the European Parliament than in  the German 
na tiona l parliam ent. In the form er, 19.75 percent o f the elected 

representa tives are c u rre n tly  women, and in  the la t te r  only 10 percent 

(Commission of the European Communities 1984c, p. 8 ). These women at the 
European leve l are p a r t ic u la r ly  e ffe c t iv e  because they are also tak ing  
the ch a ir o f various p o lic y  committees (Commission of the European 

Communities 1984c, p. 29) and because they are a c tiv e ly  co lla b o ra tin g  on 

these issues w ith  women from other countries across pa rty  l in e s . 
Furthe r, they have recognized the importance o f sharing in fo rm ation  
about na tiona l and in te rn a tio n a l in i t ia t iv e s  and d iffu s in g  i t  at the 
loca l leve l to  m obilize  a c t iv i t ie s  in  the member c o u n tr ie s .?

An a d d ition a l reason enabling the European Parliament and the Commision 
o f the European Communities to  promote such progressive measures fo r  
equal opportun ity  is  c le a r ly  th a t they are fre e r  to  take such bold steps 

than are th e ir  counterparts a t the na tiona l or s ta te  le v e l,  who are more 
d ire c t ly  sub ject to  the pressure o f the e le c to ra te  and other in te re s t 

groups and who, i f  the measure they propose is  passed, must ensure i t s  
funding and implementation. The d ire c tiv e s  developed by the European 
Community are not implemented d ire c t ly  by the Community, but ra th e r are 

passed on to  the member countries w ith  the s t ip u la t io n  th a t they be 
in tegra ted  in to  na tiona l le g is la t io n .  The Community then monitors the 

actions o f the cou n trie s , rebukes them i f  action is  not taken or is  
u n sa tis fa c to ry , and cases can be brought to  the European Court o f 

Ju s tice . C le a rly , the impact is  not v ia  such sanctions, but ra th e r v ia  
the impetus provided by the idea. When the European Parliament pushes a 

proposal, when an issue is  taken up by the European Commission, the idea 
takes on a new leg itim acy and l i f e  at the nationa l leve l i f  i t  is  picked 

up there by the re levan t a c t iv is ts ,  in  or outside government (Warner 
1984, p. 142). The symbolic value o f the European Community actions in  
such cases is  worth as much i f  not more than i t s  legal power.
__
'O f very great value in  th is  process is  the new sle tter "Women o f Europe" 
oublished in  the languages o f the member countries by the Commission of 
the European Communities.
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I t  is  to  be hoped th a t in  the foreseeable fu tu re  one more source o f 
in fluence promoting women in  management w i l l  emerge: the women in  

management themselves. One instrument in  th is  process is  networking at 
the na tiona l and at the in te rn a tio n a l le v e l.  This has s ta rted  already 
years ago. The "Verein b e ru fs tä tig e r Frauen" (Association o f Working 
Women) is  probably the o ldest example o f such a network. The WiB (Women 

in  Business) Club in  Hamburg, the Frankfurt-Forum (Network o f fo re ign  
and German women managers) in  F rank fu rt or the German Section o f the 
EWMD (European Women in  Management Development) have s ta rted  th e ir  
a c t iv i t ie s  ju s t  re c e n tly . But, probably because o f th e ir  o b je c tive s - 
-mutual support and in fo rm a tion --the y  are more an inform al and u n o ff ic ­
ia l a c t iv i t y  than a p o l i t ic a l  pressure group. "S e lf-h e lp " groups in  

Germany have been a tra d it io n a l form o f action fo r  women, but usua lly  
re s tr ic te d  to  the "female" domains o f hea lth , c u ltu re , and c h a r ity . Now 

women are using the too l in  which they have experience to  deal w ith  a 
new challenge: careers.
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