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Abstract 

Describes a survey of international City/County Management Association female members in professional, mid-level management, and upperlevel management positions to determine the factors they see as important to their career success. The questionnaire contained measures of three models (human capital, socio-psychological, systemic) which are cited as explanatory of the success achieved by women. The majority of women, regardless of position in the organization, attribute their success to variables that are within their purview. These include self-confidence, education, intelligence, competence on the job, hard work, and motivation. Assistance from others such as mentors was seen as important but not a significant factor in career advancement. Measures representing distribution of power and distribution of opportunity (systemic model indicators) were not viewed as being as important to career success as measures representing the human capital and socio-psychological models. The absence of a perceived importance of measures of the systemic model suggests that the socialization and education of women needs to stress the importance of these indicators in an overall strategy to achieve career goals.
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Introduction
The existence of a "glass ceiling" for women managers is well documented, particularly at the federal and state levels and in industry (e.g. [1, 2, 3, 4, 5, 6]). Similarly, numerous studies (e.g. [3, 7, 8, 9, 10, 11]) have investigated factors which contribute to (or inhibit) the success of women in federal and state government careers. What is not addressed in the literature is the perception of a "glass ceiling" at the local government level and other factors affecting the success of women managers and professionals in local government. This study addresses the gap in the literature at the local government level.

Many factors (e.g. the "glass ceiling" effect; education; gender-role stereotypes; mentors; access to power) have been identified as contributing to the success of female professionals and managers (see, for example, [3, 5, 8, 10, 11, 12, 13, 14, 15]). Based on the conceptual framework articulated by Newman[8] factors affecting the success of women can be linked to three models: human capital, socio- psychological, and systemic. Human capital theories attempt to explain individual achievement by looking at investment in one's future. This includes such factors as education, training, experience, and overall effort[3, 16]. Socio-psychological theories revolve around societal patterns that impact individual decisions. These theories include such concepts as gender-role socialization, gender-role stereotypes, and self-concepts[3, 5, 9, 10, 17, 18]. The systemic model seeks to explain differences in success based on two broad concepts - distribution of opportunity and distribution of power[6, 8, 11, 19]. Under distribution of opportunity Newman[8] includes gender access to training, information, and mentors. A natural extension of distribution of opportunity would be the glass ceiling phenomenon. Also, distribution of power would include access to power. A natural extension of access to power would be empowerment.

The purpose of this study is to explore success measures included in the human capital, socio-psychological, and systemic models to ascertain which cluster of measures and which models best explain the success of women professionals and managers in local government.

The study

The roster of female membership in the International City/County Management Association (ICMA) defined the study population of 792 professional and mid- and upper-level women managers in local government. The membership roster was stratified by state of residence. There were no members from either Alaska or Hawaii. Stratified, random sampling was employed to identify the 64.6 per cent (512) of the population designated to receive the questionnaire, cover letter, and postage-paid return envelope. The return rate was 66.6 per cent (341 completed surveys). The predominantly close-ended questionnaire contained measures related to career advancement, the participants' perceptions of how hard they had to work compared to others in the organization including a specific question about men, the role of mentors in their career success, a variety of other factors the literature identifies as related to career success (for example, education; motivation; the role of strong male and female figures), empowerment, and the existence of a glass ceiling in the organization. The questionnaire contained multiple measures which operationalize the human capital, socio-psychological, and systemic models.

Characteristics of study participants
The majority of the respondents (71.5 per cent) are in upper-level management positions such as department director and chief administrative officer. All geographic regions in the continental USA are well represented (see Table I). The typical respondent is 41 years of age and has worked close to 13 years in the public service - slightly over seven of those years have been with the present employer. A majority (51.3 per cent) said their careers in public service have been preplanned, and, for 76.5 per cent of respondents, the pattern of career history has been continuous. Three-quarters of the women hold the master's degree (typically the Master of Public Administration); 81.4 per cent said that education is an important factor in their career advancement. The majority (75.8 per cent) feel their prospects for advancement are excellent to very good. Respondents' median number of promotions over the previous five years was one.

Results of study

The initial results of the study are presented below as subsections. Variables measuring effort on the job, the role of mentors, other factors related to career success, empowerment, and the existence of a glass ceiling are discussed either singly or in clusters.

Effort on job
The literature (e.g. [8, 14, 20]) shows that, typically, women respond that they have to work harder than men to succeed (socio-psychological model measure). Respondents fit this pattern with 72.8 per cent saying that they are strongly or very strongly involved in their jobs and 83.2 per cent indicating that they perform extra work several times a week to every day. Similarly, 76.4 per cent said they work harder when compared to most people; 50.3 per cent responded that they work twice as hard as men at the same level in the organization.

Mentoring and success
A great deal has been written about the importance of mentors (systemic model measure) to success (e.g. [13, 21, 22, 23]) with the majority of these studies involving private sector organizations. When asked about the presence and role of mentors in their careers, the majority (75.4 per cent) of respondents said they have been guided by mentors at various points in their work history, most mentors were males, and having mentors is important to success. Difficulty in acquiring mentors was expressed by three-quarters of those who have been guided by a mentor. The role and importance of mentors, up to this point, is consistent with the literature. However, somewhat contradictory responses were provided when the questions suggested that mentors may have played a significant role in the career advancement of respondents. As can be seen in Table II, the majority of respondents are reluctant to ascribe credit to their mentors for their career success. A plausible interpretation of these responses is that most of the women are firm in their conviction that their abilities and efforts are the primary explanation for their success in local government management and professional positions.

Other factors related to career success

Similar findings to the role of mentors in career success resulted from the analysis of other factors related to career success (Table III). These 27 factors are representative of the human capital, socio-psychological, and systemic models discussed by Newman[8]. Respondents were asked to rank each factor as either none, minimal, moderate, high, or essential to their success. Because few women responded "none", the "none" and "minimal" categories are combined. Table III presents information on responses to these measures. Analysis of responses to the factors presents some striking outcomes consistent with the responses to the mentoring measures. Factors which are either innate characteristics of the person or are within the purview/control of the respondent are ranked high or essential. For example, self-confidence, education, intelligence, competence on job, interpersonal skills, hard work, motivation, and take advantage of opportunities are ranked high or essential by anywhere from 72.9 to 97.7 per cent of all respondents. On the other hand, factors representing things not in the purview of respondents (e.g. influence by others or the impact of legislation) are ranked low. For example, the ranking of affirmative action legislation as "minimal" by over three-quarters of respondents is consistent with the view that their hard work and competence are the reasons for career success. To acknowledge a large impact of affirmative action legislation might suggest that something other than their efforts and dedication resulted in career success. Also, the common view (albeit incorrect) that affirmative action related hirings and/or promotions implies that persons are not able to make it on their own merits possibly provides additional understanding of respondents' ranking of this factor.

Clustering of measures

Table IV displays the success measures which appear in Table III according to the three models which, according to Newman, explain career success of women. The percentage of measures represented in each model is as follows: human capital - 25.9; socio-psychological - 44.4; systemic - 29.7. Measure are further denoted according to the ranking (minimal, moderate, high, essential) assigned by a majority of respondents.

Although the human capital model had the fewest number of measures, almost 43 per cent of the measures were ranked high to essential. Thus, a greater percentage of these measures were considered important factors to career success compared with the socio-psychological model (one-third of the measures were ranked high to essential) and the systemic model (12.5 per cent were evaluated as high to essential). Apparently study participants have been socialized under the philosophy of intelligence, competence, and education as the keys to career success with other personal attributes (interpersonal skills, self-confidence, motivation, hard work) facilitating career progress.

Of those factors ranked as moderate to high in importance, systemic model measures are the greatest in number (37.5 per cent) followed by the socio-psychological model (one-third), and the human capital model (14.4 per cent). Only slightly different in ranking sequence is the assignment of minimal to moderate importance to success factors. Measures included in the systemic model were in the greatest numbers (50 per cent), followed by the human capital model (42.8 per cent), and the socio-psychological model (one-third). On the whole, respondents did not perceive the importance of factors under the systemic model which the literature (e.g. [9, 11, 24, 25]) identifies as important facilitators of career success for women.

Empowerment variables

Table V displays nine measures of empowerment[11, 26] which further delineate the role of systemic model measures in career success.

As can be seen from Table V, the majority of women managers and professionals answered the empowerment questions "correctly". That is, they responded that they have meaningful input and responsibility on the job. It appears that most respondents have access to power in their organizations.

Presence of glass ceiling

One of the surprising results of the study was respondents' answer to the glass ceiling questions. Taking into account that the majority responded that they work harder than most people and that they work twice as hard as men at the same level, the expected assessment of the existence of a glass ceiling would be an overwhelming "yes". However, only 33.6 per cent of the women acknowledged a glass ceiling in their organization. Of those saying "yes", a little over half (51.4 per cent) indicated that the glass ceiling recurs. Further analysis reveals that more professionals and mid-level managers say a glass ceiling exists compared to upper-level managers (chi square = 12.996, df = 2, p < 0.002). Also, more younger women said a glass ceiling exists compared to older women (F = 7.87; p = 0.005). Since upper-level managers have "made it" and tended not to have "come up through the ranks" of the organization they are currently working in (mode = 1 year; median = 4 years), they may not see the glass ceilings below them in the organization. Indeed, the trend of the data suggests that the longer a professional or mid-level manager works for her current employer, the greater is the tendency to say a glass ceiling exists.

Hypotheses testing and analysis

In an attempt to understand better responses to the success factors (Table III), including mentoring and empowerment, analysis of variance was employed with the success factor as the dependent variable and the various demographic variables (age of respondent, tenure in organization, region of organization's location, position in organization) as independent variables. Also, contingency tables provide the basis for further analysis of relationships. All hypotheses posed a statistical relationship between the particular success factor and each demographic variable. The probability of error level adopted is 0.05. Only statistically significant relationships are reported in Tables VI-IX and discussed below.

Table VI displays the relationship of four success variables and respondents' tenure in their current organization. The success variables represent the socio-psychological and systemic models. Further analysis reveals that upper-level managers tend to have shorter tenure in the organization followed by mid-level managers and professionals. Additional analysis of the relationships reveals that upper-level managers downplay the importance of mentors and female relatives compared to mid-level managers and professionals. Risk taking behaviours tended to be more salient with upper-level managers, followed by mid-level managers.

Region where respondents' organization is located and statistically significant success variables are reported in Table VII. These data suggest that there are some regional differences in the perceived importance of success factors. The socio-psychological and systemic models are represented in the list. Greater in-depth analysis shows that respondents from the South-east rank "knowing the right people" and "being in the right place at the right time" as more important. Perhaps this perspective is symbolic of the "good ol' boy" system that is commonly believed to be a significant factor in the south.

"Take advantage of opportunities" and "encouragement by female relative" was ranked higher by respondents from the Southwest. The historical view that the West or South-west allows more opportunities may be a reasonable explanation for this finding. Similarly, the role of female relatives may be more salient owing to the perceived openness and progressiveness of the western USA.

The statistical relationship between motivation and region displays no sharp pattern between the five regions represented. It appears, though, that respondents from the Midwest followed by those in the South-east ranked motivation higher. It may be that women in the more established and tradition-bound regions think that their motivation was critical to achieving success in these parts of the nation.

Table VIII provides information on the statistical relationships between the success variables and respondents' position in the organization. The majority of success variables in this analysis are representative of the systemic model. Additional analysis shows an inverse relationship between position and respondents' ranking of their prospects for advancement. Professionals and mid-level managers view advancement prospects more positively than do upper-level managers. This relationship is expected in that upper-level managers have "made it" and may have few or no rungs remaining on their career ladders in their chosen profession. And the fact that upper-level managers tended not to perceive a glass ceiling in their organization may be similarly explained.

The relationship between position in the organization and respondents' impact on organization decision making is an inverse one, also. Upper-level managers indicate more impact, followed by mid-level managers and professionals. This inverse relationship holds true for the pattern of responses to the question about being an active participant in decision making. These relationships are expected in that individuals at higher levels in the organization tend to have more power and greater input into day-to-day and long-range decisions.

Not surprisingly, greater numbers (42.6 per cent) of respondents in upper management tended not to have same sex role models. The pattern of none or minimal responses to the measure of the importance of same sex role models is inverse with upper-level managers indicating the least impact followed by mid-level managers and professionals. This relationship may be explained by the virtual non-existence of women at high levels when the study's upper-level managers entered public service. And a paucity of women at high levels today continues to make it difficult for women to have other women at high levels in the organization to look to for inspiration and guidance.

Although competence on the job is seen as important by respondents, upper-level management ranked it higher than respondents at lower levels in the organization. This perception may be a result of the overall view of respondents that they have to work harder and be exceptionally competent to succeed.

The trend of the relationship between the role of mentors and advancement and position in the organization is for professionals to agree more readily, followed by mid-level managers. Almost 62 per cent of upper-level managers disagreed or strongly disagreed with the statement "having a mentor ensures advancement". This is consistent with other results of this study which indicate that respondents at higher levels in the organization feel that their achievements are attributable to their competence and dedication to a career goal.

Table IX reports relationships between success variables and age of the respondent. (These success measures represent the systemic and human capital models.) Further analysis revealed that, as expected, respondents' view of their prospects for advancement is positively related to age. As age increases the view of advancement opportunities is less optimistic. This, too, is predictable in that younger employees tend to have been in the organization a shorter amount of time and make up the group of professionals. These entry-level ( and close to entry-level) employees have their careers ahead of them, so to speak, and have ambitions to move up their career ladders.

Conclusions

What have we learned from and about women in local government professional, mid-level and upper-level management positions? And which model (human capital, socio-psychological, systemic) best explains our study group's perceptions of the factors which contribute to success? The following summarizes the analysis of responses to closed-ended questions and comments offered to an open-ended question which asked respondents to share any additional thoughts.

One interesting discovery is that success in achieving an upper-level management position in local government does not equate to number of years of service in the same organization. Department directors and chief administrative officers have been with their organizations relatively short periods of time. Another interesting point is the women studied attribute a major role to their educational achievement and most hold the Master of Public Administration degree.

Responses to questions about the role of mentors to career success and advancement were somewhat contradictory. Many comments offered at the end of the questionnaire were disturbing. The fact that that many women mentioned women do not want to be mentors warrants particular attention and heeds a warning. Some said that women are not supportive of each other because of jealousy. Competition within organizations was given as a reason why women seem unwilling to mentor. Unless women train and mentor other women, there will only be a few successful women in local government.

Of the factors identified as most important (ranked high or essential) to success, the larger percentage fall under the human capital model, followed by the socio-psychological model. Undeniably, these factors are important. However, there appears to be a lack of understanding of the importance of distribution of opportunity and distribution of power (systemic model) in terms of various measures which operationalize these concepts. The roles of in-service training and organized women's networks, in particular, are viewed as relatively unimportant. The majority of study participants answered affirmatively when asked specific questions measuring empowerment. Since empowerment results from a sharing of power, and men tend to be the holders of power, perhaps respondents view distribution of opportunity and distribution of power as synonymous with male power-holders in their current or previous work environments.

About two-thirds of study participants questioned the existence of a glass ceiling. Many women said that discussions about barriers to advancement are excuses for not trying harder. The majority of those denying the existence of a glass ceiling are in upper-management positions. The combination of the views that women are reluctant to mentor, and that glass ceilings are non-existent, suggests that women who "have made it" may suffer from the "queen bee syndrome"[27]. That is, women in positions of authority have worked very hard to achieve career goals and feel other women should work equally hard under the same conditions.

When analysing statistical relationships of the various success measures and demographic variables (length of tenure in the organization, region of the organization's location, position in the organization, age of respondent) two human capital, five socio-psychological, and 11 systemic measures were identified. Of these, only one measure was a duplicate. "Encouraged by female relative" is statistically related to length of tenure in the organization and location of the organization. Responses of upper-level managers lend support to the queen bee syndrome explanation. These respondents tend to downplay the role of mentors and encouragement by a female relative, and view competence on the job, their decision-making roles, and prospects for advancement positively.

This research reveals that younger women at lower levels in the organization more readily acknowledge the barriers of glass ceilings, and value mentors compared to older women at higher levels. However, other important factors (e.g., involvement in professional organizations, organized women's networks, in-service training) are not highly valued and, apparently, not included in a strategy to achieve career goals.

As would be expected, no single model explains the success of study participants. Respondents identified success factors under the human capital and socio-psychological models as more important than success factors representative of the systemic model. The relative under-valuation of measures clustered under the systemic model suggests that women's socialization and education need to emphasize the importance of mentors and mentoring in career success. Similarly, the role that can be played by professional organizations and organized women's networks needs underscoring. If larger numbers of women are to achieve career goals they must utilize all strategies available to them.
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