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CHAPTER J 

Introduction: Live s and Careers 
of Women Managers in Hong Kong 
and Britain 

This book explore s the lives and careers of women manager s in Hong Kon g an d 
Britain. I n doing so, it seeks to examine why the particular patterns o f career pat h 
that exis t have emerged and how th e women themselve s understand and accoun t 
for thei r careers . The intentio n i s that such research should shed light on th e rol e 
played by culture, as compared to other factors, in influencing patterns of working 
life. I t i s argued tha t whil e cultur e play s a  crucial rol e i n makin g sens e o f socia l 
reality, it s role ca n be understoo d onl y throug h th e differen t network s o f socia l 
relationships tha t i t encourages . Culture , i t will be argued , i s not th e onl y caus e 
of suc h relationships , bu t rather , i s on e o f a  number o f processe s generatin g 
specific set s o f circumstances tha t predispos e individual s t o relat e t o eac h othe r 
in particular ways. Of special significance t o the lives of women manager s are th e 
varying set s of relationships tha t characteriz e an d giv e shap e t o th e construc t o f 
'family' i n th e tw o societies , an d th e variatio n i n th e natur e o f th e socia l 
relationships betwee n me n an d wome n i n Hon g Kon g an d Britain . 

The remainde r o f this chapte r outline s th e specifi c researc h aims , provide s 
definitions o f centra l concept s an d explain s th e organizatio n o f th e book . 

AIMS 

This b o o k provide s a  cross-cultura l compariso n o f w o m e n managers ' 
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experiences o f caree r an d work . I n s o doing , th e intentio n i s t o explor e th e 
relationships betwee n th e macr o an d th e micr o level s b y examinin g ho w 
cultural an d socia l processe s becom e manifeste d i n individuals ' lives . As a  par t 
of thi s overal l aim , ther e ar e a  numbe r o f secondar y aims . 

To Examine  Ho w Cultura l Difference s Ar e Manifeste d i n 
the Day-to-Da y Live s and  Experience s o f Individual s 

Existing researc h ha s identifie d dimension s alon g whic h cultura l difference s 
can b e measure d (Hofsted e 1980a) . Althoug h influential , b y concentratin g o n 
the macro-leve l comparisons , tha t researc h ha s focuse d les s o n wha t thos e 
dimensions mea n t o th e individual s involved . Consequently , misunderstanding s 
still occur . Fo r example , althoug h collectivis m i s discusse d i n th e literatur e a s 
a featur e o f som e societies , i t i s argue d her e tha t a  Wester n interpretatio n o f 
what collectivis m mean s ma y b e ver y differen t fro m tha t o f th e Hon g Kon g 
Chinese. A s thi s i s th e case , i t seem s probabl e tha t th e Hon g Kon g Chines e 
collectivist orientatio n i s rathe r differen t fro m th e collectivis t orientatio n 
identified i n man y Africa n societie s (Hofsted e 1980b ; Trompenaar s 1993) . B y 
examining jus t tw o societie s in-depth , th e intentio n i s t o achiev e a  detaile d 
understanding o f th e rol e cultur e play s i n th e live s o f th e member s o f thos e 
societies. 

To Examin e Ho w Wome n Managers  i n Hon g Kon g and 
Britain Experience , Interpre t an d Explai n Thei r Careers , 
Career Path s an d Caree r Choice s 

Secondly, thi s boo k seek s t o explor e h o w individual s interprete d an d 
experienced th e situation s the y face d i n thei r careers , wha t th e situation s mean t 
to the m an d wha t le d the m t o mak e th e particula r choice s tha t the y did . I n 
this way , th e boo k seek s t o establis h th e importan t an d influencin g feature s o f 
culture fo r th e wome n studied . B y startin g fro m th e premis e o f wha t wa s 
important t o thes e individuals , i t i s possibl e t o avoi d th e pitfal l o f imposin g 
particular cultura l biase s o n cross-cultura l research . Th e wome n i n th e sampl e 
have bee n abl e t o identif y wha t ha s been importan t t o the m throughou t thei r 
lives an d thu s thei r voice s ca n b e hear d throug h thi s research . Cross-cultura l 
research tha t i s reinterprete d int o abstrac t notion s an d model s ca n becom e s o 
far remove d from  th e experience s o f th e peopl e i t identifie s tha t i t ca n n o 
longer b e sai d t o b e explanatio n o f thei r lives . Thi s reinterpretatio n i n cross -
cultural researc h i s particularl y dangerou s becaus e th e interpretativ e proces s 
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involves th e researcher' s ow n cultura l assumption s an d biase s becomin g 
enmeshed i n th e developin g model . T o avoi d thes e biases , thi s boo k use s th e 
women's ow n explanation s o f thei r career s a s a  mean s o f constructin g a n 
understanding o f choice s befor e movin g o n t o dra w conclusion s o n th e wor k 
presented. I t i s wit h thi s ai m i n min d tha t th e tw o chapter s o f case-stud y 
material hav e bee n include d i n whic h thes e women' s voice s ca n b e hear d 
most vividly . 

Hofstede, perhap s th e mos t influentia l researche r i n th e field , use s a  hugel y 
male-dominated sampl e (Hofsted e 1980a) . Othe r researc h als o ha s utilize d 
groups o f international businessmen . W o m e n ar e ofte n scarc e i n thes e samples . 
This stud y seek s t o rectif y th e balanc e an d examin e ho w cultur e ha s affecte d 
a particula r grou p o f wome n an d th e rol e i t ha s playe d i n influencin g th e 
choices the y hav e mad e regardin g thei r career s an d families . 

Although ther e i s a  large r bod y o f researc h explorin g Wester n women' s 
hves, ther e i s stil l a  relativ e deart h o f suc h materia l i n Hon g Kong . Muc h o f 
the researc h tha t ha s bee n don e tend s t o b e base d o n quantitativ e survey s 
(Westwood 1997) . Amon g th e smal l number s o f academic s workin g i n th e 
field, ther e ha s bee n a n increasin g cal l for mor e qualitativ e studie s (Westwoo d 
1997; Cho i an d Le e 1997) . I t i s partl y a s a n attemp t t o respon d t o suc h call s 
that thi s researc h ha s take n th e for m tha t i t does , thu s utilizin g th e rich , in -
depth analysi s o f a  qualitativ e approac h substantiate d b y it s locatio n withi n a 
broader, mor e quantitativ e enquiry . 

BACKGROUND DEFINITION S 

What I s Culture? 

The proble m an y discussio n o f cultur e face s i s tha t ther e i s n o agreemen t a s 
to wha t th e concep t actuall y entails . I n differen t fields , cultur e i s differen t 
things, an d eve n withi n simila r discussions , variou s author s mea n differen t 
things b y it . Just a s th e conten t o f 'culture ' varie s ove r tim e an d space , s o d o 
its definitions . Definition s hav e range d from  th e erroneousl y narro w t o th e 
meaninglessly broad . A  popula r statemen t (se e fo r exampl e Ajiferuk e an d 
Boddewyn 1970 ) i s tha t ther e ar e a s man y differen t definition s o f cultur e a s 
there ar e author s o n it . Man y definition s o f cultur e separat e i t int o a  serie s o f 
different layer s (e.g . Sath e 1985 ; Hofsted e 1980a) . Sath e (1985 ) suggest s tha t 
there ar e thre e layer s o f culture . A t th e mos t over t level , ther e i s manifes t 
culture whic h i s eviden t i n behaviou r an d language , suc h a s dress , gestures , 
mannerisms, bod y language , verba l languag e an d pattern s o f behaviour . Th e 
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next leve l i s expresse d values , whic h refer s t o ho w th e peopl e o f a  cultur e 
rationalize an d explai n thei r behaviour . Finally , a t th e deepes t an d leas t easil y 
observed level , cultur e als o include s th e basi c assumption s abou t th e worl d 
that peopl e hol d an d th e basi s o n whic h the y act . 

Although i t i s tru e tha t ther e i s a  vas t rang e o f definition s o f culture , th e 
majority o f thes e ca n b e classifie d a s one o f two types . Th e firs t o f these i s th e 
area o f attitude s an d values . I n effect , thi s refer s t o th e personalit y o f a  group , 
be i t a  societ y o r som e smal l socia l grou p o r club . I t is , therefore , th e share d 
attitudes an d value s whic h mak e on e grou p wha t i t i s an d whic h distinguis h 
it fro m othe r groups . Th e secon d are a ofte n subsume d withi n th e us e o f th e 
term 'culture ' ha s become know n a s 'artefacts' . I t i s thi s notio n o f cultur e tha t 
might lea d u s t o describ e someon e a s 'cultured' . Artefact s ar e th e product s o f 
cultural values : paintings , literature , film s an d s o on . However , mor e tha n 
this, othe r artefacts , o r cultura l products , ar e th e organization s an d institution s 
of society . Triandi s (1972 ) term s thi s 'objectiv e culture' . Objectiv e cultur e i s 
the tangibl e product s o f cultur e tha t ar e manifestation s o r evidenc e o f th e 
subjective cultur e hel d b y th e member s o f th e group . 

Although artefact s ma y b e cultura l i n th e sens e tha t the y ar e th e outwar d 
manifestations o f culture , the y reflec t culture , the y reinforc e it , the y suppor t 
and maintai n it , ultimatel y the y ar e no t culture . Therefore , ar t an d socia l 
institutions ar e cultural  but no t culture,  and ar e a  usefu l mean s o f discoverin g 
the distinguishin g attitude s an d value s o f a  society o r grou p tha t ar e otherwis e 
difficult t o discern . S o w e wil l als o b e discussin g th e cultura l a s th e outwar d 
manifestations o f th e values , attitude s an d norm s o f th e tw o culture s t o th e 
extent tha t the y ad d t o ou r understandin g o f th e operatio n o f cultur e o n 
women managers ' lives . 

As ha s bee n suggeste d above , notion s o f cultur e ar e product s o f tim e an d 
place. Whil e ther e ar e a  variet y o f definition s o f cultur e a t an y on e time , 
these hav e als o varie d i n emphasi s ove r time . Fo r man y years , cultur e ha s 
been th e are a o f interes t fo r anthropologists . However , fo r a  lon g tim e thi s 
was wher e i t remained , an d i t wa s rarel y discusse d withi n th e othe r social -
science disciplines . Withi n thi s usage , cultur e wa s th e descriptio n o f wha t 
characterized particula r societie s o r tribes . Withi n sociology , th e majo r 
theoretical dilemm a ha s been , an d stil l is , tha t o f structur e versu s agency . 
Culture ha s ofte n becom e subsume d withi n thi s debat e rathe r tha n figurin g a s 
a majo r are a i n it s ow n right . I n fact , ver y often , cultur e ha s bee n use d a s 
synonymous wit h structur e an d consequentl y ha s bee n frequentl y neglecte d 
within sociolog y (Arche r 1988) . However , cultur e i s no t simpl y synonymou s 
with structur e no r i s i t just a n epiphenomeno n o f structure . Tha t is , cultur e i s 
not simpl y produce d b y structure , i t i s not a  by-product generate d entirel y b y 
structure wit h n o abilit y itsel f t o influence . 
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There i s a vast amoun t o f literature date d from  th e mid-nineteent h centur y 
through t o th e mid-twentiet h centur y tha t investigate s wha t cultur e i s an d 
introduces cultur e a s a  concep t explainin g a  society' s wa y o f life . 

Culture o r civilisation , take n in it s wide ethnographic sense , is that 
complex whole which includes knowledge, belief, art , morals, law, 
custom an d an y othe r capabilitie s an d habit s acquire d b y ma n a s a 
member o f society . 

(Tylor 1913 , p . 1 ) 

This vie w remain s influentia l today . Muc h o f thi s earl y wor k o n cultur e 
was a n attemp t t o understan d th e mechanism s throug h whic h societie s wer e 
held togethe r a s identifiabl e units . Fo r instance , religio n form s a  par t o f thi s 
cohesive mechanis m an d consequentl y figured  strongl y i n thes e analyse s 
(Durkheim 1984 ; Malinowsk i 1944) . 

Outside anthropology , cultur e becam e o f increasin g sociologica l an d 
economic interes t afte r Japan' s rapi d ris e t o economi c success . Th e 'Japanes e 
miracle' demande d explanation : ho w ha d thi s country , destroye d b y war , rise n 
to suc h height s s o rapidly ? On e explanatio n pu t forwar d wa s it s unique cultur e 
that produce d a  natio n o f apparentl y obedient , loyal , committe d an d hard -
working worker s (Morishim a 1984) . However , thi s argumen t ha s als o bee n 
refuted (Koik e an d Inok i 1990) . 

More recentl y still , wit h th e ris e o f multinationa l companies , busines s 
people ar e increasingl y comin g int o contac t wit h busines s communitie s o f 
other cultures . Consequently , awarenes s of , an d sensitivit y to , cultura l differenc e 
is essential , an d thi s i s reflecte d i n th e rapi d ris e o f cultural-awarenes s trainin g 
and relate d scheme s whic h businesse s ar e takin g mor e an d mor e seriously . 

In man y ways , thi s relatively recen t chang e ha s meant th e demis e o f cultur e 
as a  theoretical discussion . Th e academi c an d theoretica l dimensio n o f cultur e 
is bein g overlooke d a s cultur e become s a  mor e popula r concep t o f practica l 
necessity i n business . Loo k fo r instanc e a t th e no w highl y influentia l wor k o f 
people i n thi s field:  Hofsted e (1980a , 1984 , 1988 , 1991 , 1994) , Bon d (1986 , 
1991), Trompenaars (1994 ) an d others . Thes e author s hav e produce d influentia l 
academic texts , bu t the y hav e als o ha d mor e popula r succes s i n th e form s o f 
business book s o r a s consultants . 

Thus perhap s w e ar e losin g sigh t of , o r mayb e neve r reall y cam e t o term s 
with, cultur e a s a n academi c concep t i n a  moder n sense . Rathe r w e see m t o 
be transposin g cultur e t o th e mor e lucrative , bu t les s academicall y rigorous , 
domain o f busines s an d consultancy . Th e definition s to o hav e becom e mor e 
popularized. 
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. .  .  the essenc e of culture i s not wha t i s visible on th e surface . I t is 
the share d way s group s o f peopl e understan d an d interpre t th e 
world. S o th e fac t tha t w e ca n al l liste n t o Walkman s an d ea t 
hamburgers tell s us that ther e ar e some nove l product s tha t ca n b e 
sold o n a  universa l message , bu t i t doe s no t tel l u s wha t eatin g 
hamburgers o r listenin g t o Walkman s mean s i n differen t cultures . 

(Trompenaars 1993 , p. 3 ) 

The diversit y o f definition s ha s encourage d th e vagar y o f thei r use . H o w 
culture i s viewe d i n differen t circumstance s i s inextricabl y tie d t o wh y i t i s 
examined. Fo r example , withi n business , ther e i s ofte n wha t migh t b e 
considered a  functionalis t vie w o f culture . Cultur e i s see n a s par t o f th e 
operation o f a  business and , a t th e macr o level , a s an environmen t fo r busines s 
and organizatio n tha t generate s a  sens e o f cohesion . Interes t i n cultur e ma y 
also b e concerne d wit h ho w t o brin g particula r phenomeno n about , ho w t o 
make thing s wor k despite  culture, ho w t o ge t roun d cultura l barriers . Anothe r 
concern i s with changin g culture s an d ho w on e ca n chang e a  culture t o mak e 
an organizatio n mor e successfu l (e.g . Drenna n 1992) . 

Perhaps i n thi s context , i t i s easy t o forge t tha t cultur e i s also a  mechanis m 
of powe r an d control . Cultur e reflect s an d reproduce s powe r differential s a s 
different group s hav e differen t degree s o f influence o n th e for m an y particula r 
society's o r group' s cultur e actuall y takes . Thu s cultur e i s no t jus t abou t 
harmony an d ho w w e liv e an d wor k together , bu t i t i s also about manipulatio n 
and contro l i n th e interest s o f som e group s ove r others . Fo r instance , cultur e 
is concerne d wit h th e exercis e o f powe r an d ma y b e sai d t o operat e agains t 
the interest s o f groups suc h a s women o r particula r socia l classes . Consequently , 
culture canno t b e see n simpl y a s a  neutral , unbiase d sourc e o f cohesio n an d 
harmony. Som e hav e th e opportunit y t o influenc e cultur e mor e tha n others . 
One exampl e o f thi s powe r influenc e ca n b e see n throug h th e assertio n tha t 
culture playe d a  significant part , thoug h probabl y no t all , i n explainin g Japan's 
unprecedented economi c growth . Th e rulin g elit e an d the Japanese governmen t 
were abl e t o emphasiz e certai n element s o f thei r culture , suc h a s loyalty , an d 
manipulate others , suc h a s filial  piety , t o creat e a  for m mos t suite d t o thei r 
interests. Consequently , th e filial  piet y wa s transpose d t o th e organization , 
and th e enforce d loyalt y tha t thi s brough t coul d thu s b e utilize d (Morishim a 
1984). Ii i thi s way , ther e ha s bee n a  controlle d metamorphosi s o f a  cultura l 
attitude. Cultura l engineerin g i s therefore a  possibility (thoug h no t necessaril y 
desirable), an d som e group s ar e mor e abl e t o manag e tha t engineerin g tha n 
others are . Cultura l engineerin g i s constantly referre d t o indirectl y i n business . 
An organization' s leadershi p want s t o chang e tha t organization' s cultur e an d 
says so. Surprisingly , thi s rarely raise s outrage i n itself , though th e actua l proces s 
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it entail s ma y do . I n fact , thi s admissio n o f a  desir e fo r cultura l chang e i s a 
confession tha t attempt s wil l b e mad e t o chang e attitude s an d behaviou r en 
masse. Thi s i s a  confessio n o f cultura l engineering . 

These notion s o f cultura l chang e impl y tha t cultur e ca n b e generate d an d 
directed. Thi s ma y no t b e possibl e t o th e degre e tha t som e migh t wish . Cultur e 
is b y definitio n evolutionar y i n nature . Wha t cultur e i s toda y reflect s wha t 
has bee n goin g o n in , an d around , tha t societ y o r grou p i n th e past . Cultur e 
is inherentl y a  historica l construc t an d thu s canno t b e change d overnight . 
History canno t b e simpl y forgotten , no r wil l i t just g o away . However , ove r 
time, powerfu l socia l group s ar e mor e abl e t o shape , t o varyin g degrees , wha t 
the cultura l value s o f th e futur e wil l be . Cultur e i s mad e u p o f th e peopl e 
who exis t withi n it . Som e o f thos e peopl e hav e a  greate r chanc e o f strongl y 
embedding thei r interest s withi n a  cultur e tha n others . However , thi s doe s 
not mak e everyon e els e passiv e empt y vessel s t o b e socialize d int o th e rulin g 
group's cultur e unwittingly , the y als o engag e i n th e changin g an d shapin g o f 
cultural value s an d norms , thoug h thei r powe r t o shap e ma y b e o n a  lesse r 
scale. 

So i n summary , cultur e seem s t o operat e a t a  number o f levels . I t i s clea r 
that cultur e is , at least in part , concerne d wit h powe r an d control . Th e meanin g 
of th e ter m 'culture ' varie s a s its usag e span s differen t discursiv e arenas . I t wa s 
also suggeste d tha t currentl y ther e i s a  tendenc y fo r th e dialogu e surroundin g 
culture t o b e movin g awa y fro m academi c an d theoretica l discours e toward s 
a mor e popular , applie d concep t withi n th e domai n o f business. Finally , whil e 
there i s nothin g wron g wit h thi s move , i t serve s t o giv e th e impressio n o f a 
vague concep t o f harmoniou s value s whic h ignore s man y academi c area s o f 
debate an d exploration . 

What I s Management ? 

There i s a  vas t bod y o f literatur e tha t define s wha t managemen t is , wha t 
managers d o an d differen t approache s to , an d style s of , management . (Se e fo r 
example Drucke r 1989 ; Fayo l 1949 ; Ker r e t al . 1960 ; Kotte r 1982 ; Billsberr y 
1996; Mintzber g 1973 , 1990. ) I t i s no t th e ai m her e t o provid e a n exhaustiv e 
review o f thi s literature , bu t simpl y t o outlin e th e concep t briefl y fo r ou r 
purposes here . 

Management, despit e no w bein g widespread , ha s emerge d a s a  stron g 
force i n a  relativel y brie f perio d o f tim e (Drucke r 1989 , 1990) . Managemen t 
is no t a  separat e functio n bu t i s a  process commo n t o al l function s withi n a n 
organization. Generally , 'management ' i s deemed t o be th e ar t o f getting thing s 
done withou t actuall y doin g th e tas k onesel f (Eyr e 1993) . A  manage r control s 
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and organize s thos e wh o ar e actuall y doin g th e physica l work , an d thu s 
management i s a n intellectua l occupation , relian t o n paperwor k (o r a t leas t 
communicated ideas ) rathe r tha n physica l work . Fayo l (1949 ) suggest s tha t 
there ar e five  mai n element s t o management . Thes e are : plannin g action ; 
organizing resource s (materia l an d human ) require d fo r th e organization' s 
activities t o tak e place ; commandin g personne l (i n orde r t o ge t th e maximu m 
out o f employees fo r th e interest s o f the organizatio n a s a whole); co-ordinatin g 
the activitie s o f th e organization ; an d controllin g th e proces s t o ensur e tha t 
everything occur s accordin g t o plan . Fayol' s definitio n act s a s a  basis fo r man y 
modern definition s o f management tha t continu e t o identif y a  range o f simila r 
activities a s th e responsibilit y o f managemen t today . Managemen t i n som e 
organizations doe s literall y refe r t o position s i n whic h th e tas k i s t o manag e 
other people . However , managemen t i n othe r organization s ma y impl y nothin g 
more tha n tha t i t i s a  positio n abov e a  certai n poin t i n th e organization' s 
hierarchy (Ashburne r 1994) . The abov e indicate s tha t managemen t i s a generi c 
term tha t cover s a  multitud e o f activities . Managemen t i s b y n o mean s 
homogenous no r ar e manager s themselves . Thi s diversit y mean s tha t i t i s 
difficult t o fin d a  commonl y agree d definitio n o f management , bu t a  usefu l 
way t o examin e i t i s b y distinguishin g 'management ' fro m 'doing' . I n th e 
context o f thi s book , managemen t incorporate s no t jus t organizationa l an d 
individual variatio n i n concept s o f management , bu t als o cultura l variation s i n 
conceptions o f wha t managemen t i s an d th e natur e o f effectiv e management . 
As w e wil l g o o n t o se e th e variou s individual s withi n th e sampl e i n thi s 
study represen t a  range o f managerial activities , approache s an d circumstances . 
What unite s the m al l i s th e fac t o f thei r wor k bein g concerne d wit h gettin g 
tasks don e throug h th e supervisio n o f others . 

What I s a  Career ? 

During th e 1960s , i n th e phas e o f initia l sociologica l interes t i n 'careers' , th e 
term wa s deeme d t o refe r onl y t o tha t whic h wa s pre-planne d an d activel y 
sought i n a n attemp t t o reac h a  long-ter m goal . A  caree r wa s classifie d a s a 
series o f sequentia l occupations , eac h o f whic h represente d upwar d mobilit y 
towards a  goa l (se e fo r exampl e Wilensk y 1961 ; Slocu m 1966) . Th e origin s 
of such a n analysi s were ver y muc h withi n th e confine s o f the male-dominate d 
sociology o f th e 1960s . Career s wer e define d i n term s o f th e mal e experienc e 
of a n occupatio n o r professio n an d th e pattern s o f his  employmen t the y 
encapsulated. A s a  consequenc e o f this , wome n wer e disadvantage d i n th e 
sense tha t i f th e pattern s o f thei r employmen t differe d fro m thos e o f men , 
they woul d b e considere d imperfect . Thus , a  wid e rang e o f mor e recen t 
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hterature o n wome n an d caree r discusse s th e nee d t o redefin e th e concep t 
totally (e.g . Evett s 1994a) . 

From wha t w e no w kno w o f th e characteristic s o f women' s workin g 
lives i n Britain , i t i s readily apparen t tha t th e conventiona l definitio n o f caree r 
does no t len d itsel f t o th e analysi s o f women' s workin g lives . Thi s definitio n 
would exclud e significan t number s o f working wome n a s they frequently  suffe r 
downward mobilit y an d period s ou t o f th e labou r marke t becaus e o f thei r 
role i n th e famil y o f child-reare r an d home-make r (De x 1987) . Ther e i s les s 
information o n caree r model s i n Hon g Kong . However , i t i s clea r tha t fo r 
our interests , th e definitio n outline d abov e i s fa r to o narrow . 

The definitio n utilize d i n th e forthcomin g chapter s follow s mor e closel y 
the usag e o f Spilerma n (1977 ) an d Havema n an d Cohe n (1994 ) wh o conside r 
career within th e broade r contex t throughou t th e lif e cycle . In suc h a  definition , 
factors outsid e pai d employmen t ar e brough t int o th e picture , thu s sheddin g 
further ligh t o n wh y pattern s emerg e a s the y do . I n som e economi c contexts , 
current trend s ar e toward s fewe r peopl e bein g employe d i n th e traditiona l 
manner an d mor e peopl e experiencin g unemploymen t an d non-standar d form s 
of employment . Unde r thes e circumstances , th e traditiona l concep t of 'career ' 
may no t b e appropriat e fo r me n eithe r an d i s relegated t o explainin g a  workin g 
life o f th e past . Fo r ou r purposes , i t i s no t necessar y t o ente r int o vas t detai l 
on wha t constitute s a  'career ' an d t o redefin e ou r notion s o f it . Rather , th e 
focus i s to understan d th e wome n managers ' involvemen t i n pai d employment , 
the route s tha t the y hav e take n t o b e i n thei r curren t position , an d ho w the y 
experience an d perceiv e thei r ow n workin g hve s an d 'careers ' i n relatio n t o 
other aspect s o f socia l life . Thu s w e ar e abl e t o examin e wor k historie s tha t 
are no t necessaril y orderl y an d progressiv e pattern s o f employment . T o 
understand women' s involvemen t i n pai d employment , i t ma y b e necessar y 
to loo k a t what Evett s (1994a ) term s 'caree r contingencies' . Famil y an d persona l 
life, whil e no t bein g a  par t o f a  caree r i n pai d employment , ma y wel l hav e a 
significant impac t o n th e choice s an d decision s mad e abou t tha t path , an d 
consequently requir e examinatio n i f w e ar e t o understan d wh y w o m e n 
encounter th e experience s a t wor k tha t the y do . Th e choice s wome n mak e 
regarding thei r employmen t canno t b e full y understoo d i f we d o no t understan d 
the circumstance s i n whic h th e decision s wer e made . I f thos e circumstance s 
take plac e outsid e th e environmen t o f pai d work , w e nee d t o kno w thei r 
significance. Consequently , th e onl y wa y t o understan d women' s workin g 
lives i s t o loo k a t thei r path s throug h lif e tha t hav e brough t the m t o wher e 
they ar e today . Thi s definitio n an d premis e form s th e basi s fo r th e followin g 
research. 
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METHODOLOGY 

T o reiterate , th e centra l concern s o f thi s boo k are : 
• t o examin e ho w cultura l difference s ar e manifeste d i n th e day-to-da y hve s 

and experience s o f individuals ; an d 
• t o examin e ho w wome n manager s i n Hon g Kon g an d Britai n experience , 

interpret an d explai n thei r careers , caree r path s an d caree r choices . 

This boo k i s base d o n a  stud y usin g a  cross-cultura l sampl e o f manager s 
drawn from  th e tw o societie s o f Hong Kon g an d Britain . Muc h o f the existin g 
comparative stud y o f women ' s experienc e ha s tende d t o utiliz e solel y 
quantitative methodologies . Moreover , tha t whic h ha s se t ou t t o explor e th e 
relationship betwee n cultur e an d work-relate d value s ha s als o bee n base d o n 
questionnaires, usuall y formulated from a  Western perspective . Hofstede' s wor k 
is a n exampl e o f thi s (Gambl e an d Gibso n 1999) . Despit e th e developmen t o f 
some questionnaire s designe d specificall y fo r us e i n a n Asia n contex t (e.g . 
Chinese Cultur e Connectio n 1987) , th e questionnair e approac h t o thi s kin d 
of cultura l dat a ha s bee n criticize d (Beye r 1993 ; Gambl e an d Gibso n 1999) . 
Gamble an d Gibso n sugges t tha t thi s kin d o f researc h ha s thre e essentia l 
requirements. Firstly , th e responden t shoul d b e abl e t o expres s strengt h o f 
feeling o n th e issue s tha t the y identif y a s bein g mos t significant . Secondly , 
they shoul d no t b e abl e t o detec t wha t th e researche r i s lookin g for , an d 
finally, ther e shoul d b e som e mean s o f corroboratin g wha t wa s bein g said . B y 
combining th e us e o f bot h th e quantitativ e questionnair e approac h an d th e 
qualitative interviews , thi s book hope s t o achiev e al l three o f thes e aim s whil e 
also providing th e opportunit y fo r thes e freely  expresse d opinion s t o b e heard . 

The quantitativ e surve y stag e collecte d dat a fro m a  final  sampl e o f 40 1 
male an d femal e manager s (16 4 i n Hon g Kon g an d 23 7 i n Britain) . Thi s wa s 
designed t o provid e a  broad pictur e o f attitudes an d caree r issue s fro m a  wide r 
group tha t coul d the n b e explore d i n dept h throug h th e interview s wit h a 
sub-sample o f wome n draw n from  th e survey . Thi s resulte d i n 4 5 interview s 
(23 i n Hon g Kon g an d 2 2 i n Britain) . Withi n a  broa d genera l structure , th e 
in-depth interview s wer e largel y structure d b y th e interviewee s t o enabl e th e 
respondents t o se t th e agend a b y identifyin g th e issue s an d factor s tha t ha d 
been significan t fo r them . Th e interview s sough t t o establis h th e women' s 
career experience s an d t o uncove r thei r understandings , explanation s an d 
interpretations o f thei r ow n career s an d caree r choices . I n thi s way , th e 
methodology mad e i t possibl e t o examin e th e underpinnin g attitude s whic h 
explain behaviou r an d hel p u s understan d th e reasonin g behin d it . Man y 
existing studie s provide , sometime s vast , database s o f response s t o attitudina l 
and behavioura l questions . However , withou t a n additiona l qualitativ e stage , 



Introduction 11 

these studie s hav e bee n unabl e t o understan d wha t answerin g i n a  particula r 
way actuall y mean s t o th e individual s an d collectivitie s involved . Thu s th e 
meaning containe d withi n a n answer , whic h i s precisely wher e understandin g 
of cultura l variatio n emerges , i s lackin g i n suc h research . Here , th e specifi c 
aim i s t o understan d wha t th e behaviou r mean s t o th e individual s involve d 
and therefor e seek s tha t rationa l (an d cultural ) basi s fo r behaviour . 

Questionnaire Desig n 

The questionnair e wa s divide d int o a  numbe r o f sections . Th e first  thre e 
sections consiste d o f attitud e statements . Th e statement s wer e concerne d wit h 
attitudes, firstly  abou t societ y generally , secondl y abou t wome n i n work , an d 
finally question s regardin g w o m e n i n th e respondent ' s o w n work in g 
environment. Th e reasonin g behind thes e division s was primaril y a  theoretica l 
one. Taye b (1988 ) ha d argue d tha t on e o f the mai n problem s wit h pas t researc h 
into organization s i n differen t culture s wa s thei r failur e t o disentangl e th e 
organizations' cultur e from  th e nationa l culture , resultin g i n a  confused analysi s 
of a  mixture o f th e two . T o avoi d thi s conflation , th e genera l attitud e sectio n 
and thos e concerne d specificall y wit h th e respondent' s organizatio n wer e 
separated. However , i t seem s plausibl e tha t organizationa l cultur e i s no t 
constrained t o th e organizatio n alone . Ther e i s n o reaso n t o assum e tha t 
organizational cultur e doe s no t actuall y see p ou t o f the organizationa l contex t 
to permeat e organizatio n members ' perceptio n o f the outsid e world . Similarly , 
organizational cultur e i s inevitabl y shape d b y attitude s an d value s brough t i n 
from outsid e b y th e individual s wh o com e t o it . Thus , th e distinctio n whic h 
Tayeb demands , i s somewha t blurred . I n addition , b y askin g question s abou t 
general socia l attitudes , th e distinctio n ca n b e mad e betwee n wha t individual s 
believe abou t societ y i n genera l an d wha t actuall y goe s o n i n thei r workplace . 

The fourt h sectio n o f the Britis h questionnair e consiste d o f a  work histor y 
diary t o gaug e th e entir e caree r o f bot h th e wome n an d th e me n contacted . 
This diar y showe d ho w lon g a n individua l ha d bee n i n an y on e occupatio n 
and th e reason s fo r an y change s i n th e career . A  mor e limite d caree r histor y 
was implemente d i n th e Hon g Kon g questionnair e t o gai n informatio n o n 
first job s an d th e lengt h o f tim e spen t i n ke y post s i n managers ' careers . 

The final  sectio n o f th e questionnair e sough t demographi c informatio n 
about th e respondent , includin g age , sex , ethnicity , plac e o f birth, educationa l 
background, socia l clas s background etc . This sectio n als o sough t mor e detaile d 
information abou t th e curren t workplac e o f th e individua l i n term s o f sector , 
size, an d th e proportion s an d distributio n o f me n an d wome n withi n thei r 
own organization . 
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In-depth Qualitativ e Interview s 

A sub-sampl e o f female, questionnair e respondent s wa s selecte d fo r interview . 
Those selecte d fo r intervie w wer e al l those wome n wh o expresse d a  willingnes s 
to b e interviewe d an d wer e availabl e fo r intervie w durin g th e specifie d 
interview period . Thi s lac k o f specificatio n o f th e sampl e wa s dehberat e i n 
order tha t th e selectio n proces s di d no t contai n cultura l bia s a s to th e categone s 
that I , boun d b y m y ow n cultura l assumption s a s a  female Wester n researcher , 
felt woul d b e important . 

The intervie w schedul e wa s designe d t o prob e ho w th e responden t fel t 
about an d explaine d thei r career , wha t the y sa w a s th e source s o f influenc e 
and hindrance , th e particula r event s an d experience s encountered , an d th e 
reasoning behin d th e choice s the y ha d made . Thi s secon d stag e o f researc h 
provided a  mechanis m throug h whic h th e implication s o f th e questionnair e 
results coul d b e explore d mor e qualitatively . 

Each o f th e 4 5 interview s wa s tape-recorde d wit h th e permissio n o f th e 
interviewee an d subsequentl y full y transcnbed . I n orde r t o maintai n anonymity , 
pseudonyms ar e use d throughou t th e book , an d detail s tha t woul d identif y 
specific companie s hav e bee n removed . 

THE CENTRA L ARGUMENT; WOMEN'S EXPERIENC E O F 
MANAGEMENT 

The argumen t propounde d i n thi s boo k i s tha t ther e ar e distinctiv e caree r 
paths fo r wome n manager s i n Hon g Kon g an d Britain . Thes e differen t path s 
emerge becaus e o f the wa y i n whic h th e wome n organiz e thei r workin g live s 
vis-a-vis their family hves . A serie s o f processes an d attitude s mak e thes e differen t 
sets o f arrangement s possibl e an d als o mak e the m th e probabl e choic e fo r th e 
women managers . Thes e processe s exis t a t a  numbe r o f levels . Firstly , i t wil l 
be argue d tha t th e process o f industrialization create s particular set s of condition s 
that impac t upo n women' s careers . Secondly , difference s a t th e socio-politica l 
level mea n tha t wome n m  Hon g Kon g an d Britai n ar e actin g with m rathe r 
different structura l contexts . Finally , difference s a t th e leve l o f cultura l value s 
in Hon g Kon g an d Britai n predispos e wome n t o act , respon d t o event s an d 
interpret thei r career s i n differen t ways . W e ca n understan d th e variation s i n 
career path s an d caree r experience s depicte d i n thi s stud y onl y throug h 
exploring th e comple x interactio n amon g al l three o f these levels . What make s 
this particularl y interestin g i s th e clea r relationshi p betwee n th e attitudes , th e 
processes an d th e experience s o f th e women . Thi s interrelationshi p suggest s 
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that neithe r th e macr o no r th e micr o leve l explain s o r determine s pattern s o f 
social life , bu t rathe r tha t i t i s the interactio n amon g thes e level s whic h result s 
in th e particula r configuration s o f relationship s tha t giv e shap e t o socia l fife. 
Studies suc h a s those o f Hofstede' s o r Trompenaars ' ar e inadequat e t o explai n 
these women' s caree r pattern s an d experience s becaus e the y focu s solel y o n 
the leve l o f culture . 

W o m e n manager s i n Hon g Kon g see m t o follo w a  differen t patter n o f 
career path tha n wome n manager s i n Britain . Th e questionnaire s an d interview s 
have helpe d t o understan d no t just tha t thes e pattern s exis t bu t why . Cultural , 
historical an d economi c processe s combin e no t t o determine  th e caree r path , 
but rathe r t o predispos e individual s t o ac t i n particula r way s an d t o ten d t o 
experience thei r surrounding s i n som e way s rathe r tha n others . 

In particular , th e role s o f wome n i n th e family , an d th e degre e t o whic h 
that famil y lif e exist s i n isolatio n from , o r a s par t of , othe r socia l structures , 
are fundamenta l i n mouldin g th e wa y wome n mov e int o an d ou t o f the labou r 
market. W e kno w tha t th e famil y provide s th e contex t fo r valu e formatio n 
and th e developmen t o f selves , ye t w e hav e see n tha t rapi d economi c growt h 
and rapi d industrializatio n presen t a  particula r se t o f problem s fo r thi s proces s 
in Hon g Kon g tha t ar e no t presen t i n Britai n wher e industrializatio n ha s bee n 
slower an d mor e gradual . 

Family an d famil y relationship s ar e o f considerabl e importanc e i n Hon g 
Kong. Thei r influenc e ca n gai n a n individua l entr y t o a n organizatio n an d 
influence ho w fa r the y progres s withi n it . Additionally , th e famil y play s a 
large par t i n motivatin g th e individua l t o achieve , s o aspiratio n i s realize d 
through famil y succes s an d survival . I n contrast , i n Britain , highe r level s o f 
individualism encourag e th e achievemen t o f individua l goal s t o becom e th e 
motivation t o succeed . 

Economy, education , legislatio n an d clas s ar e al l significant . However , 
the individua l behaviour s whic h defin e th e natur e o f thes e structure s var y 
significantly betwee n Hon g Kon g an d Britai n becaus e o f the combine d effect s 
of th e natur e o f historica l processe s an d cultura l attitude s (whic h themselve s 
are influence d b y eac h other) . I n additio n t o th e socia l structure s o f societ y 
and it s historica l roots , perhap s wher e cultur e i s mos t clearl y visibl e i s i n th e 
manner i n whic h individuals , o r group s o f individuals , relat e t o eac h other . I t 
is thes e relationship s tha t mak e cultur e visibl e withi n structure . I t i s thes e 
relationships tha t join peopl e togethe r int o group s whic h w e se e a s structures , 
whether tha t i s th e organization , th e famil y o r an y othe r apparen t 'structure' . 
It i s thes e relationship s whic h diffe r culturally , an d s o buil d differen t skeleta l 
forms, whic h giv e shape t o socia l life . Thes e relationship s ca n serv e t o motivat e 
individuals t o succeed , bu t the y als o ca n hav e les s positiv e implication s fo r 
career progression . 
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The centra l figurations  o f relationship s tha t she d ligh t o n th e particula r 
experiences an d understanding s tha t wome n hav e o f thei r managemen t career s 
are th e natur e o f th e famil y figuration  an d th e natur e o f th e relationship s 
between me n an d women . Thes e set s o f relationship s m  conjunctio n wit h 
historical an d economi c processe s encourag e particula r type s o f orientation s 
to wor k whic h ar e reflecte d m  th e experience s o f th e career s an d th e natur e 
of th e caree r paths . 

Additionally, th e wa y m  whic h peopl e relat e t o other s i n societ y ha s a n 
impact o n thei r action s with m it . Consequently , understandin g an d examinatio n 
of th e collectivis t environmen t o f Hon g Kong , a s compare d t o th e mor e 
individualistic natur e o f Britain , i s crucia l i n explainin g th e difference s i n 
patterns o f attitude s an d career s tha t hav e emerge d i n thi s researc h Th e 
consequences o f thi s explai n wha t th e individual s ar e hopin g t o achiev e 
through wor k an d als o ho w the y vie w th e peopl e the y encounte r a t wor k 
and aroun d the m a t home . Th e mor e individualisti c stanc e foun d i n Britai n 
combined wit h th e particula r natur e o f family relationship s generate s pressur e 
for wome n t o hol d multipl e role s o f housewife , mothe r an d manage r Often , 
the role s conflict , an d ther e ar e limite d opportumtie s t o ga m assistance . I n 
Hong Kong , th e mor e collectivis t cultur e combine d wit h a  rathe r differen t 
set o f relationship s withi n th e famil y mean s tha t bot h th e organizatio n an d 
the famil y ten d t o b e viewe d mor e broadl y tha n the y ar e i n Britain , an d tha t 
networks sprea d amon g member s o f th e famil y beyon d nuclea r group s an d 
among organizations . Withi n th e contex t o f thes e famil y networks , domesti c 
roles stil l res t ver y muc h o n th e shoulder s o f wome n However , ther e i s a 
network o f suppor t tha t enable s som e wome n t o concentrat e o n thei r 
management careers , knowin g tha t th e role s o f mother an d housewif e ar e stil l 
well take n car e o f throug h othe r mechanism s tha n solel y thei r ow n labou r 
In Hon g Kong , thi s networ k o f suppor t i s furthe r enhance d b y it s economi c 
situation vis-a-vis  th e countrie s aroun d i t Consequently , th e stead y suppl y o f 
cheap foreig n labou r provide s domesti c assistanc e withou t significan t los s o f 
income Th e combinatio n o f a  collectivis t orientatio n an d a  diffuse perceptio n 
in th e cas e o f Hon g Kon g an d th e individualisti c orientatio n an d th e specifi c 
perception o f th e socia l worl d i n Britai n seem s t o encourag e thes e particula r 
configurations. 

Much pas t researc h ha s aime d t o isolat e th e variou s dimension s o f culture . 
Although suc h a  model ma y b e necessar y i n orde r t o understan d th e natur e o f 
culture, a  true pictur e canno t reall y be achieve d unles s thes e ar e al l reassemble d 
together again . Throug h a n examinatio n o f th e interactio n o f cultur e a s a 
whole, rathe r tha n o f isolate d dimensions , thi s researc h ha s bee n abl e t o tak e 
part i n thi s reassembly . Cultur e ca n trul y b e understoo d onl y b y investigatin g 
the wa y i n whic h th e variou s element s o r dimension s operat e i n conjunctio n 
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with eac h other . Understandin g o f eac h aspec t add s t o th e understandin g o f 
the others . 

STRUCTURE OF THE BOOK 

Following thi s introduction , Chapte r 2  explore s th e issue s raise d i n existin g 
literature o n wome n managers . Mos t o f the existin g literatur e revolve s aroun d 
a relativel y limite d rang e o f areas . Thes e broa d area s ar e explore d an d th e 
gaps an d limitation s i n existin g researc h identified . Chapte r 3  move s o n t o 
explore th e literatur e o n culture , h o w i t ha s bee n measure d an d studie d 
previously. Th e chapte r the n examine s wha t w e kno w o f th e specifi c culture s 
of Hon g Kon g an d Britai n an d thei r attitude s t o women . 

Chapter 4  describe s th e caree r path s an d th e caree r pat h experience s o f 
the sample s o f wome n manager s i n Hon g Kon g an d Britain . Chapter s 5  an d 
6 the n provid e a  number o f cas e studie s tha t illustrat e th e natur e o f th e caree r 
and th e wa y i t was experienced an d understood b y th e woman manage r herself . 
These ar e divide d b y marita l an d famil y statu s i n orde r t o illustrat e th e crucia l 
differences i n th e manne r i n whic h th e event s surroundin g marriage , childbirt h 
and child-rearin g ar e organize d i n Hon g Kon g an d Britai n an d th e differin g 
impacts tha t thi s ha s upo n th e career . Becaus e o f th e importanc e o f famil y 
structure an d th e divisio n o f labou r i n th e family , Chapte r 7  take s thi s a s it s 
focus. Th e chapte r take s u s chronologicall y throug h th e famil y hve s o f thes e 
women showin g th e famil y contex t a s children , a s the y gre w u p an d movin g 
on t o th e organizatio n o f famil y hf e i n adulthood , an d th e impac t o f al l o f 
these stage s o n th e women' s workin g lives . I n thi s way , w e explor e th e 
significance o f th e famil y throughou t thes e women' s live s s o a s t o star t t o 
explain th e caree r experience s an d pattern s illustrate d i n th e earlie r chapters . 

Finally, Chapte r 8  seeks t o explai n th e pattern s presente d b y demonstratin g 
how ou r understandin g o f women' s career s mus t recogniz e th e interactio n 
among th e thre e level s o f industrialization, socio-politica l contex t an d cultura l 
values. I t i s argue d tha t cultur e i s just on e o f a  number o f level s tha t togethe r 
form a  mode l tha t explain s women' s experience s o f management . Failur e t o 
consider factor s a t othe r level s ha s resulte d i n deterministi c stance s toward s 
culture o r industrialism . However , i t i s argue d her e tha t i t i s th e wa y tha t 
these level s interac t tha t result s i n th e specifi c combinatio n o f circumstance s 
within whic h experienc e an d choice s ar e embedded . 
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