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Abstract—Under-representation  of women in  leadership
positions” is still a general phenomenon in Germany despite the high
number of implemented measures. The under-representation of
female executives in the aviation sector is even worse. In this context
our research hypothesis is that the representation and acceptance of
women in management positions is determined by corporate culture.
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HE under-representation of women in leadership positions

is till a general phenomenon in Germany. The German
Bureau for Statistics reports the highest rate of female leaders
in the private sector to that date. 27.7 % of top-management
positions are held by women. For small businesses, women
make 35 % of |eaders, but this number reduces to less than 17
% in medium-sized and large corporations on the executive
level. Either way, the numbers till fail to match the 45.6 %
rate of female persons employed [1]. Despite the high number
of implemented measures, the latest data show that in the year
2012, there is ill no significant increase of women in
management positions in Germany [2]—[6].

Various studies have aready addressed this problem and
have attempted to identify the reasons for the lack of female
ubiquity in high-level corporate leadership. Reference [7], for
instance, conducted an empirical investigation by surveying a
large number of female and male executives.

The female leaders were presented with a list of 13
conditions that may contribute to a person's career
advancement. The women were asked to rate on a 4-point
scale the level of importance of these conditions on their way
up. The mgjority of participants reported that "Consistently
exceed[ing] performance expectations', "Develop[ing] style
that men are comfortable with" and " Seek[ing] difficult or high
visibility assignments’ as critical to their success. By
presenting both female executives and male CEO's alike with
10 possible barriers to career advancement, a substantial
discrepancy in perception surfaced. For instance, 82 % of male
CEO's perceived a "lack of significant general management
experience”" as a key obstacle for women to advance on the
career path but only 47% of female executives agreed.
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Contrary, although roughly haf of female executives
considered women's exclusion from informal networks to be a
prominent cause for the small number of female executives,
only 15% of male CEO's felt this was true.

The researchers argue that the severe disparity of male and
female perception regarding the issue is a significant
determinant of why the glass ceiling continues to persevere
because CEO's are a crucial source for change of corporate
culture. If they fail to recognize the barriers that exist,
necessary improvement within the corporation cannot be
implemented. The perception on the progress made on
providing equal opportunities regardless of gender aso
diverges significantly depending on gender. The importance of
corporate culture is also consistent with the results from the
first survey where women felt that adapting to male style
ranked second highest in the list of things a woman needs in
order to succeed.

Reference [8], however, provides contrary empirical
evidence after similarly surveying 94 female and 70 male
leaders on their perception. The researcher explains this with
the fact that the participating women had obviously already
made it to higher level leadership positions and were therefore
unable to confirm such barriersto be exist.

Reference [9] investigated the cultural difference between
the United States and Germany on the national level in the
discourse about women's under-representation in top-
management positions. They argue that despite many
similarities in the cultural, socia and economic environment,
the subtle differences in the two societies render a
generalization of the two inappropriate. The cultural
differences are mainly attributed to the unique historical
backgrounds. For instance, the researches refer to the fact that
the United States has developed a deeply rooted culture of
activism and a commitment to enhance the status of minorities.

The study concludes that the disadvantaged status of women
in terms of career advancement has been recognized much
earlier in the US than in Germany: American organizations
fight more vigoroudy for women's rights and against
discrimination than in Germany. Finally, he resulting pressure
on the government has led to a very refined legidations in the
US in comparison to Germany, enabling women to enter jobs
on high executive levels. Despite al this, women in the US
have still not been able to break the glass ceiling. In the end,
the career advancement barriers to move up to the top
positions are similar in both countries.

All of these studies point towards one major influencing
factor: corporate culture. Reference [10] was probably the first
to theorize organizational culture, a form of subculture that he
defines as a culture within a broader (macro) culture that
exhibits traits specific to the group environment from which
the subculture arises. Subsequently he addresses how cultural
change occurs either in a natural evolutionary process or as a
result of a consciously steered process into a desired direction.
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The change mechanisms and their efficacy depenbeostage
at which change is desired, whether the corporasoat the
"founding and early growth", its "midlife" or "maity and
decline" stage. "Cultural forces are powerful beeathey
operate outside of our awareness" [10]. The tawitedying
cultural assumptions are the reason why he propéses
established leaders to step back and observe theratu
setting of the corporation from a more objectivénpof view.
However, the intention to change corporate cultise
necessary but not sufficient for changes to traaspi the
desired form, because people in an establishedora
culture which they identify with, will be resistatd changing
whatever they are used to. Schein, thus, suggestgiement

what he calls dybrid, a person "representing what is neede

for the organization to survive, yet seen as aeatdptbecause
he is one of us' and therefore also a conservéneofvalued
parts of the old culture" [10:282] who will, due lbdis or her
high acceptance level, be able to bring about sudiiifts in
behavior, communication and other cultural trditsorder to
address a desired shift, the leader can systeratiramote
people from an intra-organizational subculture imftuential
key positions where they will contribute to changésothing
else, by their presence as such.

It was not until 2010 and 2011 that two projectsreve

initiated that explicitly addressed women's caszbrancement
opportunities in light of corporate culture. Refece [11]
studies why female executives often experienceltaifgheir
career advancements and connects this to corpoudtigre.
They conducted individual interviews about theiregas with
25-30 high-potential young leaders of both gendémsach of
the participating companies. Preliminary result®vshthat
companies have recognized the potential of feneslddrs and
the necessity to incorporate them. The study suggesasures
that can be taken by participating companies

The second projecalso studies the effect of corporate

culture on the career advancements of men and wonten
general conditions of the participating companiesjnstance
regarding human resources, were investigated. Keéigators
for equal treatment as a part of the respectivparate culture
were identified. They investigated the strategid atructural
level of HR management and the values, norms atitddss
identified as part of the corporate culture [12]

One reason for the low proportion of women in exieeu
positions might be the phenomenon of the self-cignof
human resource managers. In order to minimize doahtl
risks, they tend to make personnel decisions basedelf-

Except for disasters and scandals, the only wagttoduce
radical change is through "The Stages of Learniras,
proposed by Schein. After creating the motivationchange
(Stage 1), the responsible leader must orchesteate
environment, in which new concepts, new meaning®ldf
concepts and new standards for judgment can benddar
(Stage 2). A conscious shift in corporate cultusefinally
achieved as the newly learned concepts, meanings an
standards are internalized, incorporated into tmpany's
self-understanding and identity.

According to Schein's theory, the debate about wome
leaders seems to be the kind of a vicious cycle nwhe
researchers argue that women do not make it totdpe
Because the corporate culture in many companidsgisy
masculine, even though the best way to establigieraler
balance is for women to function as leaders ane nobdels.
This is especially true under the assumption timdy women
leaders are committed enough to address the g@ntlafance
and to instruct the learning process as postulayedkference
[10].

The under-representation of women in leadershiptipns
in the aviation industry is particularly surprisiag the industry
has a high share of female employees and givd$ déteuch
of being international and open. The study “Why’tlaomen
run airlines?” among nearly 200 airlines worldwstew that
there are only six women in Europe in CEO positifi§. It
is noteworthy that it is mostly new low cost carsig€LCC)
where women head the company as opposed to larger a
more traditional airlines which produce signifidgntess
female executives, if any at all. Despite the pesgive
number of female LCC executives, the landscape ooverd
management levels resembles that of large airlines.

Whether the number of female executives even nsattas
a question addressed by the Catalyst. It repogs Rbrtune
500 companies with the highest female rate perf86n%
better than those with the lowest. However, théirdison of
cause and effect is not clear-cut and neitherasabustness of
the conclusion.

Moreover, the interviews conducted by reference] [16
confirm the notion of a male-dominated logisticsdan
transportation industry. In this study it was fourhlat
horizontal mobility across business units within ainline
corporation,  cross-country  mobility and  workload
compatibility with family life were much easier falfill for
the male than for the female employees.

Reference [16] also suggests approaches

like the

cloning. In addition to personality, this procetsoaaddresses formalization of mentoring to get women to access

gender-specific personnel decisions [13]. If s&hing is
general practice in a company's organizationaliogytthis can
constitute an insurmountable barrier for womenggleeiling).
A company's culture and value system — particuldmdy of its
executives — therefore appear to possess a sgmificfluence
on women's career advancement prospects. [6], [15],

The subculture relevant to this debate is, of aauthe
female gender. Although the approach is
comprehensible, the path towards change is rakwer s

traditionally male sectors. The interviews alseigdid that the
very deeply rooted and solidly established malevoets are
largely inaccessible for women, which makes a amrable
impact because informal contacts are vital in @@®s career
advancement and the informal setting helps nemningli
gender.

Reference [17] surveyed men and women on their

utterlgommitment to their company and to the logisticdustry as

such.
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He was able to find that the level of commitmensvaigh
for both groups and that that they were equallycathd.
However, there was a noticeable difference betwaen and
women above the age of 40. Women older than 4Qtele
were fewer opportunities for career advancementwiomen
and minorities. Men perceived the opportunities drto be
equal.

Reference [18] found in an extensive survey of #34ale
logistics managers that women are largely satisiiredheir
positions in the logistics industry.

Although there exist studies on women in logistitse
focus on women leaders in the field is limited, exsally
regarding data for Germany. Women in aviation danst a
topic that has barely been addressed in the acadienature,
leaving a vast range of possibilities for initiahda further
investigation.

As a result, we intended to analyze the under-sgmtation
of women in management positions in the aviatiatugtry in
Germany. For this purpose, a logistics companyénaviation
sector has served as our project partner. At ptetien
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Furthermore there is no interviewer effect, anchimpiality
and quantity of the data are very high due to esiten
coverage of the online format. Moreover, this apploallows
for scalability regarding other companies.

For the qualitative part of the study, semi-struetuexpert
interviews were used.

A. Qualitative Expert Interviews

In preparation for the design of the online quesiare as
well as the preliminary investigation of differdevels of the
company's corporate culture, we conducted guidegergx
interviews with the members of its board of direstand the
HR managers.

B. Evaluation of documents

We plan to evaluate accessible documents whichaognt
for instance, the recruiting process and the coripan
leadership compass/philosophy as a source for sspou
values. Thus, further formal and informal structuref
corporate culture can be elicited and comparedéorésults

analyzed company has only 9 % of the higher managem from the standardized survey.

positions filled with women. In this context, ouesearch
hypothesis is that the representation and acceptainvomen
in management positions is determined by corpocateire.
The research project aims (a) to identify the pgaestultural
factors hindering women to advance to managemesitigs,
(b) to create awareness of these barriers amongxéautives
and (c) to make suggestions for improvement measu
relevant for a sustainable increase in numbers and
acceptance of women in management positions imfaion
industry in Germany.

Il.  METHODOLOGY

Based on the academic research and a first enlpsticdy
of our pilot partner, we defined our research higpsis on
elements in a corporate culture promoting or impegdihe
career development and the number and acceptareenoén
in management positions.

By means of both qualitative and quantitative instents
we intend to gain insights on why the number of wanin
executive positions is so low. These results weppssed to
be used to define measures on how the number ofewam
executive positions can be sustainably increasewelk as
their acceptance in the company.

The aim of triangulation is to obtain higher vatydiand
insight [19].

By means of semi-structured interviews the vala¢tiudes
as well as the decision-making processes of thedeeysion
makers (Board members, HR executives) were analyzed

The quantitative part of our research consisted aof
standardized online survey to all employees rankechigh
potentials or high performing employees. The surves
conducted via an online tool and distributed via afm
individually to all selected employees. The resjgorate was
76%. This method has various advantages. The tepden
responses in accordance with social norms is low.

re

C.Development of an online questionnaire

The target group for the online questionnaire wate
managers as well as high potentials and high paifay
employees of the company at hand. We addressedédtiie
and male individuals with our survey in order tdaib a direct
comparison between genders. Moreover, a corpofstion
Culture is, according to Schein, “a pattern of sbabasic
assumptions learned by a group as it solved itblenes of
external adaptation and internal integration, whiels worked
well enough to be considered valid
and, therefore to be taught to new members
as the correct way to perceive, think, and feeteilation to
those problems” [10]. Hence, corporate cultureramgported
by all members of the organization. A survey ondgressed
to women could bear the risk of losing essenti&rimation
along the way. Roughly 574 employees were surveyed.

To analyze the corporate culture, we follow Edgelnedn’s
3-level-model. Schein identifies three distinct disv in a
corporate culture: artifacts and behaviors, espbuaies and
fundamental assumptions.

Artifacts are externally visible elements of corgier
culture, such as the organizational structure, rré@y rituals,
behavioral patterns, but also the architectureypical office
buildings and uniform professional attire.

These aspects of culture are apparent for outsideveever
it is not always decipherable what the true purpasel
background of such presentations are. On the mil-lthe
corporate culture model contains the value systeat the
company has acquired over the years. Values a@lysnly
present on a higher level of consciousness of thanization's
members. Finally, on the lower stage of the mo@&ehein
locates the fundamental assumptions. Fundamental
assumptions refer to the larger environmental cariteat the
company finds itself in or to the key features afrman
relationships.
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Artefacts and Viewable structures and processesin a
Behaviours company
Espoused Strategies, goals. philosophy
Values
Unconscious, oftennot visible
Assumptions

Fig. 1: 3-level-model by Edgar Schein

The assumptions are not subject to the memberstaess,
although they are, at the same time, obvious andaugely
unquestioned. The assumptions compose the true afoee
corporation's culture and are explanatory for tlspoesed
values and the shape of the artifacts of cultueg #re built
upon them.

Accordingly, we identify for each level specificusters.
This was also vital in order to test our hypothesEsr
instance, all levels have a cluster with the thePnesence
versus performance-based compensation. The special theses in
the field of artifacts ar@resence culture have many meetings

For the investigations of these, reference [10pnamends
extensive psychoanalytic interviews with the orgation's
members. The broad application of this approachthia
organizational context reaches limits quite easilgerefore,
the espoused values are questioned using an aszogame.
For instance, the subjects are given the beginoifirgsentence
and are asked to complete it based on their uradetisty of it.
An example of such a sentence completion task'As
particularly good employee is ..." where four out of eight
possible responses must be chosen that most closeth the
experience of the interviewee.

A further thesis in the clustéresence versus performance-
based compensation would be The performance of an
employee and manager is appreciated higher the longer they
are present in the office.

The evaluation of the online survey and the expert
interviews will follow at the end of September.

The study provides results regarding the questiow h
corporate culture — in the way that it is cultichtby an
organization's executives — influences the numbed a
acceptance of women in leadership positions. Wee@xto
elicit the influencing factors in terms of careelvancement
conditions for women. The significance of attitudend
acceptance towards women in leadership is likegnerge as
a key factor in the debate.

Also, we aspire to extract the reasons for careenrces
and the lack thereof, as well as the personal p&ore
regarding men's and women's career paths. We fortre

EXPECTEDRESULTS

in the evening. In this case, especially women who have familgXpect clear answers to the question whether waanerable

responsibilities have problems to attend meetimgs in the
evening. As a result women are less visible forigiea-

makers and human resource managers. A feelin@thaiman
is less available for projects could also ariséhi perception
of colleagues and supervisors.

For identifying the espoused values, we plan tolyaea
documents of the company, such as the company'sipeis
about their mission statement. Furthermore, we tqreshe
interviewees on their subjective perception onithgortance
of selected features and attributes for investigathe second
stage.

The answers were collected using a Likert scale;
procedure to measure personal perception. Onesthesa
guestion from the clusté®resence versus performance-based

compensation, of the level of espoused values would be:

Employees can only work productively while present in the
office. The belief that employees who are physically prese
for a longer time also perform better is still pa@nt in

to exploit their own career potential or whetheeythare
impeded by external conditions.

For this, factors are identified that are conducioe
repressive for a corporate career, such as thesrcatage at
which children are born, or the career stage wileeemost
promotions have occurred or which cultural facpscific to
the company have influenced the career of womera to
particularly high degree. We also expect to detsbtch
conditions women themselves perceive as especially
conducive or repressive regarding their own careers

a
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