CHAPTER 4

MEN'SWORK, WOMEN’S WORK:
GENDER DIVISION AND UNITY IN SELF-MANAGING TEAMS

4.1. Introduction

This chapter explores the interplay between gender divisions and gender unity in teams. Exploring
the tension between division and unity is critical for the analysis of gender in self-managing teams
because, ideally, teams are designed to unite workers (e.g., Katzenbach and Smith, 1993b).

Gender divisions, however, are built into al levels of the modern workplace, including teams, and
maintain various forms of gender segregation (Lorber, 1994). Such practices as occupational and
task-based segregation produce and reproduce gendering (Acker, 1990). While teamwork is
supposed to create group cohesion (Scholtes, 1988), little is known about the ways in which
gender shapes that process and how gender divisions are created and maintained in teamsthat are
supposed to foster unity.

Exclusive focus on gender divisions within teams may, however, obscure the various processes
that also serve to unite employees asagroup. While common interests may not automatically
generate a group consciousness, the possibility of developing a greater awareness of power
relations and, as a consequence, problematizing--if not politicizing--workplace relations still
remains. By providing aforum in which individuals are assured a voice, teamwork may
potentially help women and other subordinated groups articul ate their common interests. Many
activities in organizations challenge organizationa power relations based on gender, class, or race
(e.g., Halford, Savage, and Witz, 1997). In order to recognize those processes that directly or
indirectly contest the organizational (or team) status quo and that question the relations of
domination, one should consider both the processes that divide and those that unite team members.
In fact, | found that unity among team members seldom meant the creation of active political
alliances but, more often, involved a cautious articul ation of mutual experience which alowed
individuals to see their work positionsin asimilar light.

My purpose isto examine how gender divisions shape teamwork despite the explicit or implicit
objective of bringing employees together. | will also discuss the ways in which team members
seek unity in the face of existing gender divisions. The chapter is divided into three parts. In the
first part, | examine how gender shapes the division of tasks in teams and how this gender division
influences teamwork. The second part focuses on gender divisions embedded in technology and
technological skills and explores the ways in which workplace technology and technological skills
reproduce gender divisonsin teams. Thethird part considers the potentia of self-managing
teamwork to overcome these gender divisions and to foster unity among team members. This part
deals especially with physical space and spatial arrangements in the team-based office. | illustrate
how, by sharing their physical work space, teams may have reversed some traditional power
relations and brought women and men together as equals. It raises the question of whether a
common space devoid of traditional signs of power can facilitate more democratic team processes,
including more egalitarian gender relations.
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| address the gender division of tasks and technology thematically instead of discussing them case
by case in order to understand the gendered processes within and acrossteams. | will, however,
explicate the context of each division or dividing incident in as much detail as possible. After all,
in spite of many similarities among the four teams, the gendering of each team was unique and
should be understood contextually. For example, while each team had a different goal and
combined a diverse set of jobs, some tasks were gendered across all teams. By the same token,
some gendering processes appeared only in one team but nonethel ess significant, because team
memberstypically talked about them with great intensity and concern. Throughout this chapter, |
will specifically emphasize the meanings that team members themselves gave to various gender
divisons within their teams and discuss how these meanings shaped their work, their cooperation,
and their presumed unity. The gendered processes discussed throughout this study will serve as
windows through which | will examine also processes of race-ethnicity and class. As| will show
in this chapter, race-ethnicity emerges as an integral part of the production and reproduction of
team divisions in genera and gender divisionsin particular.

4.2. Team Theory and Practice: Tension between Unity and Division

Ideally, the goal of self-managing teamsisto reduce, if not remove, departmentalization and
disparity among members (Scholtes, 1988). A promise of egalitarian work conditions underlies
many aspects of self-managing teamwork. For example, central principles associated with team-
based organizations and teams--“workplace democracy,” “flattened organizational structures,”
“information sharing” and “ cooperation” --point toward the development of greater parity not only
between managers and team members but also among team members. Equality also is strongly
implied in most team guidelines for interaction and decision-making, for example, the principle of
“balanced participation” promotes the notion that “everyone should participate in discussions and
decisions’ (Scholtes, 1988: 6—18).26 Most importantly, teams are guided by the belief that they
can reach their greatest effectiveness and efficiency when the members can concentrate on the task
at hand and have “their respective titles, perks, and other stripes fade into the background”
(Katzenbach and Smith, 1993b: 114). In other words, team theories imply that unity and cohesion
among team members should take priority over hierarchical or departmenta divisions because
they enhance productivity and profitability. Asteam advocates Harrison and Conn (1994: 20) sum
up, “[i]n egalitarian organizations, respect is accorded to people who have ability, skill, and
knowledge, irrespective to where they stand on the hierarchical ladder.”

Ability, skill, and knowledge may be critical components of teamwork; however, they are not
valuefree. If some skills and knowledge are regarded as having greater value than others, those
members who come to teams with the less-valued skills may find themselves treated as
subordinates rather than equal team members. While optimizing ateam’ s skill and knowledge
composition enhances its overall productivity, it also can reinforce hierarchical distinctions among
members who represent different skills, functions, and departments, and create tensionsin a
presumably egalitarian environment.

26 For example, Acker (1998: 197) suggests that “less hierarchy and team functioning may well

provide some women workers with opportunities to function more as equals with men and to be assessed on
individual merit rather than stereotypical notions about women.”
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Team scholars and practitioners seldom take gender into account in their writings and thus, by
overlooking the gendered constitution of contemporary organizations, they present organizational
structures and processes as gender-neutral (Scholtes, 1988; Katzenbach and Smith, 1993a). While
not everyoneis silent on the issue of gender, those writers who do mention it (e.g., Y eatts and
Hyten, 1998) often conclude that gender isinconsequential for teamwork. Thisconclusionis,
however, embedded in the assumption that gender refers ssimply to ateam’s demographic
composition, that is, the sex categories of ‘men’ and ‘women’. Y eatts and Hyten’s (1998: 241-
242) treatment of gender is an example of this approach. In discussing team demographics, they
maintain that gender has no effect on self-managing team performance. Citing a study of sex
differencesin job attitudes, they conclude that “amost al the differences disappear[ed] when sex-
related differencesin perceived job characteristics, age and tenure, level of education, income, and
occupational level were controlled” (Lefkovitz, 1994, cited in Y eatts and Hyten, 1998: 241). Their
approach entails two assumptions about gender: that gender is avariable (a sex category) and that,
as such, it can be manipulated and measured (Alvesson and Billing, 1997). Using the example of
job-attitudes, the definition of gender as a variable overlooks the notion that tenure, level of
education, income, and occupational level are themselves gendered structures (Acker, 1990,
1992a) that shape work and job attitudes. The analysis of gender in teams solely as abiological
sex category of individual team members hides the existence of gendered processes and reinforces
the view of organizations and teams as gender-neutral. As a consequence, gendered processes that
critically impact teamwork remain unexamined. Instead, | understand gender as a congtitutive
element which shapes structures, processes, and interaction in ways that are separate from the
physical bodies of team members; for example, through skills, knowledge, and tasks.

4.3. Gendered Hierarchy of Skillsand Knowledge

Teams are designed to bring together diverse skills and knowledge to improve their task
performance and productivity. In service teams, the idea of combining skills goes along with the
notion of improved customer service. The purpose of ateam’s cross-functionality isto enable the
team to respond to all customer needs associated with the business transaction. Skills and
knowledge required for meeting customer needs may be varied but they are always gendered, as
are the jobs and occupations they represent. Teamwork therefore is not a gender-neutral activity
but can be understood as a situation in which the different, gendered skills and knowledge brought
to the team by the members are not only used for the team’ s purposes but also are given value.
The construction of what is valuable is thus a gendered process and, as | will demonstrate, remains
gendered even if the bearers of specific skills have equal organizational status.

The gender of skillsmay not be readily apparent. MerjaKinnunen (1997: 40), for example, notes
that white-collar workers often see themselves as mental workers and regard their occupation as
gender-neutral or suitable for both men and women because office work lacks physical strength
demands. She claimsthat this reveals a gendering process; that is, white-collar tasks are defined
by using the male body and masculine physical ability as a standard for job evaluation. Acker
(1990) argues that a masculine biasis built into the concept of a“job” itself and that job
descriptions and evaluations are embedded in the societal gender division of labor. The
bureaucratic task of evaluating jobs involves imposing concrete terms onto an abstract job or what
Acker (1989: 64) refersto as “ constructing a structure of empty places.” When jobs are evaluated
on the basis of the job characteristics and not based on the education, skills, or pay of the job
holder, what also becomes reproduced is the gendered hierarchy of jobs (Acker, 1989).
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Commonly used job evaluation practices expose a set of presumptions about its holder; for
example, that the job will be occupied by a disembodied worker whose commitment to the job is
full-time without any outside responsibilities. While the kind of work commitment embedded in
job requirements may not be within the ability of any human to fully meet, Acker (1990: 149)
argues that “the closest the disembodied worker doing the abstract job comesto areal worker is
the male worker whose life centers on his full-time, life-long job, while his wife or another woman
takes care of his persona needs and his children.” Thisfundamental process of gendering “the
job” (that is, paid work outside the household) reproduces masculinized job requirements and
preserves gendered job divisions (Britton, 1997).

The notion of a“masculinized job’ has been used to examine work organizationsin the U.S. and
abroad. For example, agroup of Finnish researchers found evidence of the masculinization of
jobs at various ingtitutional and organizational levels from collective bargaining to micro-level task
classifications (Rantalaiho and Heiskanen, 1997). Britton (1997) found that a masculinized
organizational logic shaped the training and task assignments of U.S. prison guards. In both a
men’s and awomen'’s prison, organizational policies defined maleness as the ideal and the only
legitimate quality of aprison guard. By emphasizing the guards' ability to respond to inmate
violence with force and physical strength, the prison policies implicitly assumed the * disembodied’
prison guard to be aman. Women were discouraged from becoming guards by job training that
focused disproportionately on prison violence (which, in reality, was not a common occurrence).
Female guards were neither perceived by training policies nor treated by prison supervisors as ‘real
officers and often were assigned to ‘safer’, more feminine tasks not involving the potentially,
although quite improbable, violent situations, such as clerical work (Britton, 1997: 809). Inthis
case, the seemingly gender-neutral organizational policies of training and assignments produced
and reproduced women'’ s secondary status as prison guards and thus barred their promotion to
higher (and better paid) positionsin the organizational hierarchy.

4.3.1. The Gender of Cross-Functional Skills and Tasks

Cross-functionality isan integral part of self-managing teamwork. Team advocates believe that as
previously single-functional team members devel op interchangeable skills, the team’ s flexibility
will increase (Katzenbach and Smith, 1993a: 66). Furthermore, understanding what other
functional areas do enhances the team members knowledge of the broader organization and the
available resources.

Following thismodel, all the case study teams had instituted guidelines for the membersto learn
from each other. The benefit of learning about other functions and one' s whole organization
through teamwork was articulated particularly by some members of the City County Account
Management team at Omni Insurance. 1n the management level team, cross-functions represented
an opportunity for the members to better understand their business.

And here you are getting a cross-section of all different things--you are going to
have marketing people, medical people, operational people and it's pretty nice.

Y ou'’ re getting a pretty good pick up of different things. So | find it very
educational (Roberto, Hispanic man, 32).

In addition, cross-training team members enhanced a team’ s ability to operate at full capacity even
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when a member was absent. With cross-functional skills, the members would be able to perform
each others’ functions, if not thoroughly, at least superficialy. For example, Lee, ateam member
and coordinator of the engineering subgroup in the Motorcol Customer Support Network (CSN),
explained hisideaof cross-functionality:

The way we used to work, you were assigned to maybe a set skill and you became
very efficient in that skill and you didn’t wander out of that skill range. In ateam,
you want to back up your team members, so what you have to do isyou haveto go
into across-training and you have to maybe step out of your skill range and learn
somebody else’ s skill range, maybe you' |l never be as efficient as they are but you
would be efficient enough to always give a customer an answer or know where to
find the answer. So you're not only learning your own skill range, but you're
learning the skill range of everybody on the team. So when somebody’s on
vacation or somebody’ s sick, you can back them up and still function. ... | think
probably for me, that’s the most exciting, to watch other people, to pick up other
skills and to be able to do other things. ... Everybody knows how to do alittle bit of
everybody’ s job and so, probably the most exciting is to watch other people get
promoted to other skill levels (Lee, white man, 44).

Another team member, Paul, expressed his wishes for greater task sharing among the team’ stwo
different functions, the information and engineering functions.

On the information side of the group, | would like to see more cross- functionalism
into the technical side of it and more cross-functionalism in the engineering side
into the information side. There isno reason that any of us can't take orders over
the phone and process sales orders and do things like that. Asfar as the make up
of the team, | think that's what | would like to see most. | would like to see all of
us to some extent be able to do everybody else'sjob (Paul, white man 37).

Similarly, in the Eastern Alliance Specia Projects team, training membersin cross-functional
skills meant that they could answer the phones for each other and respond to the customer with a
basic knowledge of each other’ stasks.

While cross-training team members was a clearly stated goal for the teams, members often talked
about achieving a state of full cross-functionality as an ideal that was yet to berealized. AsGloria
and Victoria, members of the Special Projects team described, an ideal cross-functional team
would entail knowledge of each other’sjobs:

Anidea team would be that everybody knew everybody'sjob. And everybody,
whenever the phone rang, you know if Gary had to—let's say he had to work at
home, because of another project he's working on— myself could answer Gary’s
phone and could do the things Gary does, but that's | think an unrealistic type of
dream world, if you will. Because | have worked on another team where we did
that and we had cross—trained and when the phone rang we were able to help. So,
that is agood make—up of agood team that everybody knows how to work
everybody'sjob (Gloria, white woman, 48).
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One where everyone knows something about the functions that each of us do.
Um...ateam that could come together every now and then and discuss goals, have
common measurements, uh....(silence) We do interact well, but to be able to help
each other out in the job if we needed help (Victoria, black woman, 46).

Although the Specia Projects had not yet reached an ideal cross-functiona state, they were
learning to perform each others' jobs. At the sametime, cross-training did entail some problems.
For example, it created frustration among team members as functional expertise wasto be learned
during a busy work day.

Cross-education isabig [goal]. Wedon't really talk about that much, but we have
brought it up in the past. It's going much smoother now (Mel, white man 32).

One of the things that we are doing is to do some cross-training and we' re working
that into it when we can but it's difficult to do alot of cross-training when you arein
as demanding ajob as we are most of the time (Gary, white man, 33).

Despite some problems, all teams believed that cross-education and cross-functional task sharing
enabled a quicker response to a customer. Cross-training was seen by many as the key reason
why a company would implement teams in the first place: cross-functional teams combine several
functions into same unit and thus enhance response rate, time, and productivity.27

Asdesirable agoal as cross-functionality may be, it often entails a built-in gendering process.
When departments, tasks, and skills are gendered (that is, involve feminine skills and/or
employees from a femal e-dominated occupation or department), the principle of cross-
functionality may exacerbate the gendered functional differencesinstead of upgrading skills and
redistributing responsibilities. For example, when team members represent masculinized or
feminized functional areas and tasks, their team responsibilities are likely to fall along the gendered
divisons. Thissituation was evident in the Motorcol Customer Support Network (CSN) team that
consisted of members, on the one hand, from engineering technical maintenance and, on the other
hand, information systems. Because the individual skills associated with each sub-group were
considered masculine or feminine, these functions were gendered. And, contrary to the
expectations of many team theories, the Motorcol CSN team was not able to overcome task
divisions through self-managed cross-functionality. Therefore, | argue that it was because of the
perpetual gender division of tasks (and the mostly failed attempt at cross-functional task sharing)
that the women were unable to become equally valued and fully empowered team members. In
the next section | will show how cross-functional task sharing provided a process that uncovered
the devalued nature of women’ s functions and provided evidence that cross-functionality was aso
agendering process.

4.4. Customer Service: Gendering through Task Division

The deep-seated, gender-based task divisions can persist in teams even under the policy of cross-

27 See, for example, Greenbaum (1995) for a critical discussion of the reengineering of the
workplace.

63



functional task sharing and often work to maintain gender hierarchy in teams. The Motorcol’s
Customer Support Network’ s gender division of tasksis one example. In the CSN team women
handled telephone orders, requests, and complaints (i.e., information systems), while male
engineers either designed products (engineering) or provided technical support (technical
maintenance). Using the terms of social-psychologists who have observed task-oriented groupsin
laboratories and work organizations, this division almost perfectly matched the traditional gender-
based allocation of expressive and instrumental (aka. relational and task-oriented) work (Meeker
and Weitzel-O' Neill, 1977).

A great deal of the information work performed by the women consisted of mediating among the
customer, the engineers, and the manufacturing department, such as conversing on the phone,
taking orders, and conveying the client’s wishes to the design engineers. Compared to the
engineers' tasks, the women’swork was relational and, typical of feminized customer service
jobs, involved the use of their personality. On the other hand, the engineering work carried a
strong masculine ethos that was not only evaluated differently by the men in these positions, but
also protected fiercely when it was threatened. As a consequence, the gendering of tasks
reproduced the gendering of the team.

That gender was a critical component of the team’ stask division was acknowledged by several
team members. For instance, Ellen, who worked in the information group claimed:

| think, in the information group there are four of us, whichis, al four of usare
women. | don’t think that’ s a coincidence, just by nature of the business. But we
have very strong working relations together (Ellen, white woman, 29).

While recognizing the gender division, Ellen also pointed out that sharing her sub-group work
with three women strengthened their work relations and, in some instances, united the four women
against their male colleagues in conflict situations. Consequently, the functional separation of men
and women gave many controversies a gendered meaning. For example, another member of the
information group, Jean, noted that:

Sometimes it feels like guys against girls; that the guys are on one end and the girls
are on the other side (Jean, white woman, 24).

The functional division among the team’ s subgroups was, therefore, not only a static gender split
but a dynamic process that allowed and encouraged the members to define conflicts in gendered
terms, which separated them into opposing camps on several workplace-related issues. The
gendered alocation of clerical tasks was one issue that provoked conflict and disagreement among
the CSN team members. Furthermore, clerical tasks, it turned out, were a point of continuous
contention and a source of gender conflict in all four case study teams.

4.4.1. Clerical Tasks as a Gendered Process

The persistent gendering of clerical work exemplifies the process of reproducing traditiona
gendered task divisions particularly in the Motorcol CSN team. As noted above, the work done by
women in the CSN information subteam consisted of clerical and relational tasks, including
making sure customers wishes were integrated into the design and manufacturing of the product.
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Clerical employeesin traditional bureaucratic organizations have been confined to performing
specific tasks while, according to its principles, ateam-based organization allows employees
(including clerical workers) more leverage to shape their jobs and learn new tasks through cross-
functional task sharing. The Motorcol Customer Support Network’s autonomy in molding itself
to meet customer needs was rather pronounced when it came to the members' tasks. Being part of
a self-directed team (and a team-based organization) provided the members a broader framework
of customer service than a conventional departmental structure.

A cross-functional team physically represents the business transaction which is handled by one
unit instead of being moved around through different departments (that now are represented in the
team). Inthe CSN, the different stepsinvolved in an engine purchase, from order entry to
manufacturing, were brought together. Because the CSN was arelatively independent unit and
held crucial responsibilities, such as engine design and monitoring the development of the product,
the subgroups were able to redefine many of their tasks. The opportunity to reinterpret their tasks,
however, proved simultaneously empowering and frustrating for the team. The built-in gender
division of information and engineering work became difficult to overcome as the team attempted
to cross-train the membersin the fundamentals of each group’stasks. The gendered nature of the
job of each subgroup and the processes that reinforced, instead of eroding, the gender division,
increased conflict in the team and reproduced the gendered power relations among the members.
From the point of view of task division, this self-managing team was not devel oping the kind of
egalitarian relations that teams are supposed to foster.

From the point of view of the women of the CSN team’ s information subgroup, their work roles
did not match Kanter’s (1977) description of secretaries as“office wives.” Facilitating the
communication between the customer, the engine designers, and the manufacturing department did
not follow the traditional division of labor between bosses and secretaries (nor did the resultant
officerelations). In asef-directed, customer service team, those performing traditiona clerica
tasks were not serving the other team members or their respective bosses but, first and foremost,
the customer. Besides, the direct dependence that characterizes the more traditional boss-secretary
relations (e.g., Eaton, 1996) was not perceived by the members as a part of teamwork. The
careers of the information associates were not necessarily tied to the successes or failures of the
other subgroups.

In spite of the team-based philosophy of the equality of tasks, in the daily work situations, women
found themselves treated by their colleagues asif they were the team'’ s secretaries. They also were
often mistaken by customers for personal secretaries of the men in engineering and field service,
which heightened their awareness and brought the gendered nature of clerical tasksto their
attention aimost daily. Ellen, an information associate, described this situation as the following:

The way we work, we have three little subgroups: field service, information, and
engineering. And for some reason, anytime intra-company, [that is] interdivisional
people, cal inand try to get in touch with the engineers, they have no problem, if
they don’t get the engineers, to call us up and say, ‘Is Paul at his desk, could you
look for me? Now, I've never ever known of an occasion when they have done
that the other way around, where they would call Lee and pull him off of hisdesign
project and ask him to look over his shoulder if I'm inthework area. ... They feel
like we, by nature of our position, have the time, apparently, to stop what we're
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doing, to write out a message and take it over to their areas. ... And | find it really
insulting, that they would do that. That’s one of my pet peeves (Ellen, white
woman, 29).

Another information group member, Jean, commented on the gendered nature of their work:

| guessthey think “information” is secretarial, you know, answering the phones
and distributing paperwork (Jean, white woman, 24).

Expectations about which tasks were appropriate for women and men were still very much a part
of CSN’steamwork. For example, taking messages for the men was not part of the women's
official job description, yet they were expected to do so.

A discrepancy was evident in how the women of the information group and some men in the
engineering understood the idea of sharing tasksin teamwork. The women perceived that some
basic clerical tasks should be shared equally by all team members regardless of the subgroup to
which they belonged. These tasksincluded keeping an eye on the fax machine for incoming faxes,
sending and receiving faxes, answering the phones, and generally being available (i.e., present in
the office) for the customer. The engineers, however, had a more individual-based definition of
what constituted their work and which tasks should be shared as ateam. While devoted to
teamwork, they did not regard the clerical tasks as part of their job description.

The lack of willingness by the engineers to contribute to the basic tasks for running ateam was a
point of contention for the information group. This conflict manifested itself in trivial tasks that
had to be attended to daily, for example, keeping the team’ s fax machine working.

There are just little thingslike Ellen and | and Trina check the fax; we are the ones
that distribute the faxes. We are the ones who put paper in the fax. If we didn’t put
paper in the fax, we' d never get them, because | have never seen at one time any of
the gentlemen in the group put paper into thefax. . .. The point being that
everybody playstheir part in that group. Checking the fax machine; you know,
that’ s a part of the group’ s function and everybody can do it (Jean, white woman,
24).

While Jean along with her information group colleagues viewed the fax machine as a common
group task, they were constantly asked by the engineers to send faxes for them. The imposition of
the secretarial role made it difficult for the women to be perceived as equally competent team
members. Infact, it compelled them to seek reinforcement for their equal status from their own
subgroup. Ellen described working with her own group as an opportunity to deviate from the
power hierarchy in place, while interacting with the other sections required a more traditional
approach:

It's awonderful atmosphere to work in. And then we kind of branch out to deal
with the other subgroups within the team, you kind of get back to some traditional
roles. | mean | would approach Jean differently than | would approach Bryan or
one of the other guys to ask them to do something (Ellen, white woman, 29).
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In Ellen’ s opinion, the engineers did indeed have a different job, but the different nature of their
work did not necessarily shield them from participating in what she thought of as common team
tasks.

With most of the engineering guys, we do tend to approach them alittle bit
differently. And | think part of that is, they’ re not quite working at the same level
of “busyness’ that we are. And part of it is, they just don’t want to jJump in and
take on as much work. | feel that they see what’s going on. We kind of tiptoe
around that, but till try to get them to do some of the stuff that needs to be done
(Ellen, white woman, 29).

Evidently, however, the engineers viewed their job as either excluding them from taking part in
performing the clerical tasks or not providing them with the necessary skillsto fax and file. Some
of them were quite reluctant to extend the idea of cross-functional task sharing to secretarial tasks.
Frank, a members of the field service engineers’ sub-group, described his approach to sharing of
clerical tasks:

There may be grumblings about [technical maintenance], because it seems to not
aways [be busy]. If werein the office and the phones are ringing, we're really
busy; sometimes we're in the office and the phones don't ring, | feel like the Maytag
repair man, we're just sitting twiddling our thumbs, while other people may have
tons of work to do, order entry, checking orders, thingsthat | can't help out with. |
might be able to do alittle filing now and then, but then I'm always worrying about
if I misfile something and they're looking for it. “Oh, God what's going to happen?
Will it be the end of the world?’ So, it's hard to jump right in and help.

HAS THEIR BEEN ANY ATTEMPT TO TRAIN YOU TO DO THAT?

No. There's been, you know, statements like, "anybody can file." Y ou know, just
grab something.... Wéll, sure, | canfile, | know my alphabet, | can go through and
put numbersin order and that stuff, but just the knowledge of knowing where
everything isin the office, | don't know whereitis.

YOU DON'T KNOW WHERE THE FILING CABINET IS?

Weéll, | know where the filing cabinet is, but | don't know which particular orders
they want in which filing cabinet. (laughs) | mean....it'slike, | believe they've got
them divided up into regions and stuff, but nobody has ever gone through and said,
"OK, thisisour system. Thisiswhat we do with these. Thisiswhat we do with
those." And it would probably take no more than two, three days of me actually
doing the work, and | would be able to jump in and help out. But then the thing
comesin, what if I'm in the middle of this big stack of files, and all of a sudden the
phone starts ringing, and | get fifteen callsright in arow and I've got this stack of
files there that Tracy thought | wasfiling for her. And two days later because my
job picked up, they're till not filed, and she thought | would take care of it. Those
things run through my mind, and | just don't know where my job can interface. . . |
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think sometimes certain people, myself included, have motivational problems,
maybe that’sthereason | don’t file. It'samoativational thing. | really don’t want to
get involved (Frank, white man, 35).

In his self-reflexive comment, Frank came to admit he was reluctant to learn clerical tasks such as
filing. Hisaccount pointsto a gendering process through which the gender division of tasks that
already existed among the sub-groups became even more pronounced. While some men
performed some clerical tasks, most of them were inclined to stay away from filing and phone
serviceduties. Like Frank, they claimed inexperience in clerical work and thus were able to avoid
it. Thefact that neither the design engineers nor the field service engineers wanted to learn about
the information group’ swork also revealed the low value they placed on the culturally feminine
clerical skills. While Frank was clearly aware of the gendering of the team’ s tasks, he concluded
that the division was based on the job descriptions of the sub-groups:

| know the women have in many ways a more difficult job, because there’s alot
more of the paper work at the order entry stuff that they’ re doing, which shouldn’t
be that way, | guess as far as men and women. Buit that’s the position they were
hired into, and there aren’t very many men in that position, at least there are nonein
theteam. ... If | had to pick who is overworked, | would say that the ladies are
(Frank, white man, 35).

Frank’ s description also reveals another gendered dimension: the tasks held by the different sub-
groups had very different time pressures. Whilethe field service engineers' tasks did require them
to be available for customers, the stress of it was more sporadic than the constant flow of orders
and customers' needs that frequently overwhelmed the women in the information group. Frank’s
depiction of the field service' s work schedule through a metaphor of the idle repair man contrasts
with, for example, Jean’ s description of a busy work day:

A lot of times. . . we were so stressed to the maximum that we were working like
12 hours aday, even working six days and still not even barely catching up (Jean,
white woman, 24).

The continuously heavier workload of the information group was based on the nature of the tasks
that were done by the women. Paper work, answering the telephones, and attending to customers
required their continuous attention and tied the women to their desks. Keeping in mind the call for
cross-functionality, the women had asked for assistance from the other subgroups. After having
been rejected in several occasions, Ellen described that she smply stopped asking for help:

It'skindalike your dog. If you'retraining your dog and you hit him on the head
three or four times for doing something, he's eventually going to quit doing it. So,
you know, it's the same with us. | know Jean and myself have both asked on
different occasions to have help on something and just been told aflat “no.” Well,
we don’t get back and ask again (Ellen, white woman, 29).

The example of clerical work illustrates the process through which the gender division of the

feminized information and the masculinized engineering work became reproduced in daily work
practices. It was a process that not only caused tension among team members but also further
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divided the groups so that overcoming the gender division of tasks became exceedingly difficult.
Furthermore, this gendering process limited the team’ s ability to put into practice the idea of cross-
functional task sharing which, according to team advocates, is an important part of successful
teamwork. For the information group’s women, the engineers' reluctance to share tasks that were
directly related to the team’ s objective of improving customer service was incomprehensible.
Whileit is difficult to estimate to what extent the team’ sinability to share tasks affected its ability
to perform customer service, it islikely that it created conflict and eroded the cohesiveness among
the members.

In the case of the Motorcol team, cross-functionality was not a gender-neutral process but one that
further marginaized the feminine clerical tasks. The cross-functional sharing of tasks was
constructed in such away that those with higher valued skills, such as engineering and mechanical
competence, were able to determine which tasks were appropriate for them to perform and which
were not suitable. On the other hand, the members with the less valued, feminine skills, such as
clerical and phone service, rarely had that choice.

The evaluation of tasks was not an open acknowledgement among the CSN team members but
manifested itself as the engineers occupational-cultural understanding that some tasks were more
suitable for them than others. While men often deliberately keep their distance from the gendered
office technology, such as faxes and copiers (Webster, 1993), the CSN engineers appeared
reluctant to admit that gender was the basis of thelr task evaluation. Instead, some of them
reasoned they lacked the skillsto send afax and file papers or indicated that clerical work was part
of the information group’sjob because “that’ s the position they were hired into” (Frank, white
man, 35). The engineer’s claim of not being skilled in clerical work isinteresting also for another
reason. It goes against what many sociologists have argued about the social definition of skilled
work; that the concept of “skill” is embedded in the standards of masculinity (e.g., Kinnunen,
1997) and that gendering is an integral part of the reproduction of the image of men’swork as
skilled. Infact, Acker (1989: 94) arguesthat “the definition of male work as skilled is maintained
by contrasting it with female work which is, often by definition, not skilled.” Thus, it isquite
possible that, rather than an admission of incompetence, the engineers’ lack of skillswasaway for
them to dissociate themselves from clerical work. By referring to job descriptions, these men
were able to make a separation between their required work and administrative functions and to
overlook the fact that, in self-managing teams, some administrative or clerical tasks may always be
apart of one’'sjob (albeit, they may not be spelled out in the official job description).

The construction of clerical tasks as separate from other work was specifically evident in the case
of phone service. The next section will illustrate in greater detail how one specific clerical task,
phone service, revealed a set of gendering processes.

4.4.2. Doing Gender, Doing Phone Service

Phone service was another clerical task with a specifically strong gender-base across the case study
teams. Although al the case study teams were oriented toward customer satisfaction, phone
service emerged as atask that carried particularly distinct overtones of servitude, and thus projected
cultural femininity. The gendered nature of phone work was not only a source of the gender
division of labor in teams but also used as an explanation for it, thus reproducing the gendering of
phone work. Inthissection, | will discuss the meaning of phone service in cross-functional teams.
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The examples | will use come from the experiences of the team membersin both Eastern Alliance
teams (Specia Projects and Employee Credit) as well as the Motorcol Customer Service Network.
I will discussways in which the simple responsibility of answering the phone became perceived as
women's responsibility. | aso demonstrate how the division of phone service tasks became an
inflammatory issue and divided the members of one team on the basis of gender. The third set of
examples explores the gendering of phone service at the point of service and examines how
customers’ (implicit or explicit) notions of gender-appropriate occupations and behavior shape the
experiences of team members. Hence, the following account of phone service explores gendering
both within the teams and also at organizational boundaries. The examples| present throughout
the discussion are designed to illuminate how teams allocate phone service and also how they
negotiate the meaning and status of service work in general.

In general, phone serviceis “interactive service work” (Leidner, 1993) that requires an employee
to accommodate the customer as much as possible. Most interactive service jobs assume a power
relation between the customer and the employee in which the customer sets the parameters of the
interaction and the employee, if only for the duration of the service situation, conforms to the
customer’s needs.28 The ability to accommodate in customer interaction is gendered: the cultural
image of women as empathetic and docile makes them attractive for service work.

Telephone service is yet another occupation that started as a male-dominated job and has since
been feminized (others include secretarial occupations, food service, bank telling and teaching).
Although the early telephone operators were men or errand boys, the work became feminized.
Men were thought to be unsuitable for the job because of their rude demeanor, although other,
more realistic explanations have been offered, including the docility of young women and their low
wages (Reskin and Roos, 1990:13). Nevertheless, women are still assumed to be more capable
than men to perform service work that requires compliance (Hochschild, 1983; Leidner, 1991).
Women's culturally defined skills of nurturing and care-giving make them suitable for interactive
service jobs that, as a consequence, are largely gender-typed. The sex-typing of service work aso
assumes that employees engage in gender-appropriate behavior. For example, Elaine Hall (1993a
339) demonstrates that gender isintegrated into waitering so that as the women and men table
servers do their jobs, they “do gender,” that is, they act in such way that met and reinforced
cultural expectations of appropriate feminine and masculine behavior (e.g., women flirting or
deferring while men remained more reserved and “ professiona”).

Because most work tasks are gendered, a discrepancy between the gender of the worker and the
gender of the job may cause conflict in the worker. Hall (1993a: 342) notes that “gender atypical
workers experience more than being a different sex; they encounter a gendered work role that may
conflict with their gender behaviorsin other roles.” A situation in which the gendered behavior
required by the job clashes with the gender identity of the worker resultsin attempts to bring these
two dimensionsinto alignment internally by “creating a correct gendered persona’ (Acker, 1992:

28 Thereisagreat deal of variation in the ways in which the worker and the service recipient

negotiate their relationship; not all interactions warrant the customer a dominant position in respect to the
service worker. The concept of the “customer” does, however, acquire a newly significant meaning in the
“team-based organization” because it is used by the management to reorganize how work is done and, in some
cases, even the entire production or service process. | will return to this point later in this chapter and discuss
the implications for gendering team-based service work.
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253) and externally by reframing the job’ s gendered requirements. The male insurance sales
agentsin Robin Leidner’s (1993: 202) study of interactive service work provides an example of
this strategy. The insurance sales agents, whose jobs required culturally feminine skills, such as
accommodating to the client, smiling and deferring, and even swallowing occasional insults
without losing one' stemper, redefined their job as strongly masculine. They argued that the sales
work, in fact, demanded determination, self-motivation, and persistence and that it was unlikely a
woman could endure in the job. Thus, the salesmen were able to restore the balance between what
they did and how they saw themselvesto fit the cultural masculine idedl.

The female-dominated Eastern Alliance Employee Credit team is a good example of the gendering
processes associated with clerical work as al team members were involved in phone service.
Phone-based customer service (both in the team and the organization) was performed by women
who were considered as “naturally” appropriate for the task. The idea of women’s natural
suitability for phone service was held and protected--and thus reproduced--by both women and
men in the Employee Credit team. Some women described themselves as more fitting to phone
work because of their ability to empathize with the customer. The team’s organization of tasks
also revealed a broader acceptance of the gendered connotations of phone work. For example, the
team had reorganized its task division to accommodate one man who felt uncomfortable working
on the phones. And while another man had |eft the team because of frustration with clerical tasks,
it was understood as normal for him to feel frustrated. Maryanne, an Employee Credit team
member described the | atter case:

| think that he [the male member who had | eft the team] had a hard time doing
support work because he knew alot about computers and the systems and stuff.
And | think it was, he thought he should go on to higher things. And in this
support position, you are like down here [points down] and he knew alot. Hewas
too smart for that position (Maryanne, white woman, 37).

Maryanne' s description not only reveals the gendering of clerical work from the point of view of a
man being frustrated about with ‘ support work’ but also that for Maryanne, it appears natural that
he should have felt that way. The extent to which phone service can be informally associated with
women is demonstrated quite vividly in the example from the other Eastern Alliance team.

4.4.2.1. Telephones as women's responsibility

My earlier discussion on the gender division of clerical tasks in the Motorcol Customer Support
Network illustrated that ateam may be unable to overcome a gender division of tasksin spite of
the egalitarian ideas associated with self-management when the occupations that are brought
together under one unit are themselves gendered, such asinformation work and engineering. Itis,
however, somewhat surprising that telephones service was associated with women even in the
teamsthat did not directly entail agender division of labor (e.g., clerical and technical tasks). The
Eastern Alliance Specia Projects team is an example of ateam where women and men team
members were both doing phone service and technical tasks. Infact, it wasthe lack of clearly
defined division between administrative and technical tasks that provided the context for a Situation
in which answering the phone became a source of gender division.

At the time of the field study, the Eastern Alliance Special Projects team members were engaged
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in across-training effort to learn about each others' tasks. Their goal wasto be able to temporarily
cover for an absent team member at |east to the extent of being able to offer an intelligent response
to phone inquiries outside one’ s own area of expertise. In this context, phone service did not
directly resemble the stereotypical clerical task of an operator or a secretary for another person. In
fact, the team’ s objective was to help solve technical problems of their “internal customers,” that
is, other members of the organization who would call in their requests for help. Therefore,
answering the phones was part of everybody’sjob; however, as a duty, the job was gendered.
Victoria, amember of the team, explained that while the phone tasks were distributed equally, her
mal e team mates often assumed that the women would take responsibility for the phone calls:

| think, right now the way the team is structured, you have the guys who do this
specialized little thing, and then you have the ladies who perform the same type of
functions. Occasiondly. . . we havethislittlejoke. . . well get, the ladies, you
know...” OK, the frat brothers are around the round table.” Well call them frat
brothers (laughs) because some mornings they'll get together and pull up achair
around that little table and they might talk about fishing and they talk about hunting.
And there aretimes I'll get up and go over where Gloriaand Barbara are, as welll
look at each other and we'll go "frat brothers!” (laughs)

But they go to lunch together. They cannot go to lunch separately. And with a
team, like in our group, we have specific lunch times. It was all set up that way
because someone needed to be there to answer my calls. So I'm supposed to go at
11:30 am. Gloriagoeswhen | come back. WEell, it got to a point where the guys,
they all would go, al four of them. There are only seven in the group which means
that we would have to handle dl of their calls. And Barbara, Gloria, and |, we have
independent schedules. We do our own thing. If Sheila has, if she has something
to do in the interim, we expect John to handle her calls. But if he's out with the frat
boys, we take on that load. And sometimes, it's just the two of us, Gloriaand
myself; Barbara's out to lunch. So we made a comment in one of our team
meetings. We said, "OK, we need to look at the lunch times. Do you haveto go at
the sametime?' And it was like, oh, Lord, we had just stabbed someone in the
heart. And Md says, "I think that people, when it's time to go to lunch, you ought
to be ableto go to lunch.” And wait a minute, we're not saying you can't go eat.
It's just that you're supposed to be here to answer Mel's phone or Gary's phone or
viceversa. Butif youreall gone. .. So then they sent Gloriaalittle note to thank
her for answering their calls, but they still go at the sametime. It'slike, "Areyou
guys ready to go?' And | mean, they're gone! So, we just deal with it, we do our
own thing. But you know, the guys still segregate themselves (Victoria, black
woman, 46).

While the team had clear guidelines on covering the phones, the men’s casual approach to the
phone duties caused friction in theteam. Victoriainterpreted the men’sinformal activity, such as
lunch time get-togethers, to signify a gendered division of labor because it pushed the
responsibility for receiving phone callsto the women. Thus, while all team members’' job
descriptions included phone service, the task became gendered through the informal social
practices. Theinformal meetings among men were also quite stable and protected, as is shown by
their insistence on being able to maintain the lunch routine.
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The dispute over phone duties reveal s a concrete situation in which the members' equal status
came into question. Although the men may not have been aware of the gendered meaning their
female colleagues were giving to their lunch gatherings, the situation nonetheless pointsto a
gendering process that emerges through the task division. In addition, aview of gender balance as
fluid and situational emerges through the conflict. At least from the point of view of the women,
there were some teamwork situations that encouraged a perception of all members as equal, while
other situationsinstigated a gender imbalance of power. The controversy over the responsibility
for answering the phones also provides a snapshot into a gender division of informal social
interaction. Theinformal lunch gathering among the Specia Project team’s men could potentially
[imit the women’ s access to information shared by the team leader and his male colleagues. While
there is no direct indication that the informal networking has benefitted the men or left out the
women in the Special Projects team (as the all members engaged in mixed-sex social activities
together), the situation is a classic example of the kinds of gendered advantage structures that exist
in the workplace and are maintained through informal socia activities. For example, liris Aatio-
Marjosola' s (1994) study of the organizational production of cultural gender stereotypesillustrates
that, despite high credentials, women may be bypassed for promotion because they are “ cultural
outsiders,” that is, they do not share informal socia networks with men (see aso, Hadlett, Geis
and Carter, 1992). Thelabd of an “outsider” can be permanent asit is reproduced through
everyday interaction that excludes women (asin Aaltio-Marjosola s[1994] case). Nevertheless,
the production of exclusionary labels and images also can take place among women if they share a
position of power. | will return to this argument in Chapter 5, when | examine the production of
gendered symbols and discuss how some often-used team symbols, such as the “family,” were
not only gendered but also entailed (exclusionary) assumptions regarding race-ethnicity.

4.4.2.2. Phone work as a source of gender conflict

Although some women in the Eastern Alliance Special Projects team felt frustrated about the
allocation of phone service, their grievances continued to be openly discussed and negotiated
among the team members. The situation was quite different in the Motorcol CSN team, where a
phone conflict polarized the femal e information team against the male engineering subgroups and
eventually reached a stalemate.

In addition to the gendered clerical tasks, such asfiling and order entry, the task of answering a
ringing telephone divided the team aong the lines of gender. Shortly before my visit to Motorcol,
the company had provided phone mail service for al team members and had changed the previous
phone policy that had required everyone to answer phones for each other. The strife had begun
from the engineers’ assumption that their job did not entail taking other team members' phone
calls. Lee, the coordinator of the engineering team explained the situation as follows:

In the very beginning when we first started it...everybody was trying to answer al
the phones. We said, “we'll try it thisway for whole year and see how it works.”
So, wetried that and what it ended up being was we found out that we lost alot of
time stopping what we were doing just to seeif our light was blinking, and if you
were doing calculation, it was hard to get back to where you were. And alot of
times when we would answer the phone for someone like in information group, the
best that we could do for the customer would be, “1’ll have someone get back at
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you, | don’t have that information right at hand.” We found out that that was
worse than them going to voice mail and getting back at the end of the day with the
right information. So we tried that for awhile and it worked until we started
increasing our business; then the next thing we were doing, answering alot of our
telephones, getting alot of things done, looking at the lights.

So now what we' ve done, if it’sinformation, the information phonesring; if it's
engineering, the engineering phonesring; if it's after market [i.e., thefield service
sub group], the after market phonesring. And normally there’' s always one person
in information group and one person in engineering and one person in after market,
so they’ re present to catch the phone or if nobody’ sthere, it goesinto voice mall
and they get back to the person before the end of the day. And we started that about
amonth ago and it seemed-- the whol e time we' re meeting about thisto find out
everybody’ sfeelings on it-- and it seems like right now we' ve just had some
meetings about it that the information group likes it because their phoneisringing a
third of the time now, everybody’ s phones are ringing third of the time now. And
the engineering group likes it because they’ re not being constantly interrupted and
looking to seeif it’stheir phonethat’sringing. So, it seemsto be working right
now (Lee, white man, 44).

Lee s account of the anew policy of allocating the phone service tasks portrays a consensua
process which, in the end, benefits everyone.

However, for some other team members--mainly those in the information group--the phone
conflict had a different meaning that had to do with the basic principles of cross-functional
teamwork. To Karen, the information group’ s coordinator and the CSN team |eader, the fact that
the engineers were reluctant to respond to all phone calls (instead of only answering those that
were directed to them) revealed their desire to remain separate from the team:

| think, as agenera rule, we are afairly cohesive team. Asfar asbeing ableto
work together, get along together in agroup, | think we do that pretty well. | think
we haven't grown like | would have liked to seen us grow over the past year. |
think there are conflictsin the group that don't get addressed, that need to be
addressed ...

SUCH AS?

We have a couple of members of the team who we have allowed by choice to sit
outside of the team, | think, and not fully participate. | don't think we have done a
real good job of trying to pull themin. And if their choice is not to participate, then
| think, the team needs to address that issue aswell. We haven't done yet, | don't
think.

At least my vision of what the team should be, is that we should be able to respond
to the customer in atimely fashion and we should be able to do that because we
have a certain pool of resources, that cross-functionally could do the same kind of
things. What | struggle with arethingsthat...; | see people handing off, that they
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should be able to go off and do that without the hands off. Because, | think, when
you hand off, you build up queue time and you sell your response to your
customer. . .. For example, Keith and Vernon are drafters, very siloed; that’s what
they wannado. That'sall they wannado. There are times when we need them to
interact directly with the customers. They are very reluctant to do that. Vernon, in
particular, is very reluctant to get on the phone. And he would much rather walk
over to Paul and have Paul make the phone call rather than him pick up the phone
and make the phone call. ...If there was that direct communication between Vernon
and whoever the customer is, then it wouldn't have that middle person in there who
could inadvertently ask the wrong question, get the wrong answer, fill more queue
time and not fully understanding what the whole question is, not being able to
communicate with the person. So | have avision that would say, anybody in that
team should be able to make that call, you know. And we haven't been ableto
make that happen (Karen, white woman, 40).

In Karen’s view, phone service should have been a part of every team member’sjob. For her,
those members who did not pull their weight were also communicating their wish to not be
involved in teamwork, at least in itsideal form of everyone working together. Whilein Lee's
view, the phone system was working well, Karen had a different understanding of the situation:

| think one of the problems that we had recently was over phone coverage. And
that really created some stresses in the group. And | am not sure, in my mind, we
have really cometo aresolution. We get some feedback from the regional sales
officesthat phones weren’t being covered. And that got interpreted to be, well,
[that] the four of usweren’t answering the phone. So it kind of got fed back that
way. That created some real strife between the information group and the
engineering group. Because the information group pretty much made sure that the
phones are covered. Asamatter of fact, when the guysin the field can't get hold of
the engineering group, they call the [information group’ s| women and they don't
likethat. They say flat out they don't like being treated as go-betweens. Y ou know,
they have arole, they have ajob to do and it's not to chase after the engineering
side, to make sure they are answering the phone (Karen, white woman, 40).

Some of the CSN engineers wanted to avoid phone work, but not all men had similar experiences
with clerical work or, for that matter, attitudes toward clerical tasks. Karen's example of Paul, the
member of the engineering group who was asked to make phone calls for his engineer colleagues,
isindeed interesting. Paul’ swork in the subgroup involved quoting and pricing product
modifications, which required him to maintain a constant phone interaction with customers. In
that capacity, he had a specific role that bridged clerical and engineering tasks. Paul’soriginal job
involved customer service and phone interaction, which had encouraged the draft engineersto give
him additional clerical tasks. Although Paul had expressed his support of the information group’s
suggestions concerning clerical task sharing, he felt distressed about having to also take on others
administrative tasks. Much like Karen, Paul described this situation as aresult of alack of cross-
functional task sharing among all team members:

There are times when avolume of information has been thrown at me: calls,
e-mails, faxes. There are thingsthat othersin the engineering group can do just as
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well or better than me. And because we are kind of "cubbyholed", alot of what |
doisvery urgent and | may have five different things that | have to get done today
and | can do three of them, which three do | do? Now thereisno reason | shouldn't
be able to take those other two and hand them off - say “here, you know, you need
to quote thisand this’ and it might put an hour of hold in each office day, but at
least we get off five of them answered that day.

That's just probably my biggest frustration. But on the other hand, | also, | try to
put myself in their [the drafting engineers'] place, and we did make adea with
them. Y ou know, we made a deal that they would be insulated from the phone
callsand things. And that was based on the theory that everything could be
channelled through me. But it just didn't ... in practical application, it just hasn't
worked that way (Paul, white man, 37).

Paul’ s work situation resembled that of the information group and, as such, it gave him aunique
position to examine the pressures it entailed and the value it was given by the team members. Like
clerical workersin general, he was required to perform severa different tasks while under time
pressures. Clerical work such as phone serviceis characterized by a digointed work flow. Also,
the fact that the customer service employees have to be available when the phone rings reduces
their ability to control their own work pace. Thelack of control and the devalued nature of
customer service work had become evident to Paul and, as he talked about involving the drafting
engineersin customer service work, he pointed specifically to the lack of authority customer
service tasks implied:

| would like Keith and Vernon to function more, | guess, intuitively and fill more
of acustomer servicerole. Anditisavery intimidating roleto bein. Because you
are having demands made on you from all different angles, and you are not aways
sure what you should be doing, what you have got the authority to do. Y ou know,
you are kind of jumping in over your head and, alot of times, what | would like, |
would like the rest of the engineering team to function more like that. Y ou know,
"Do what I've gotta do, to get it done" -attitude (Paul, white man, 38; emphasis
mine).

It is evident that service work was considered even by Paul asless prestigious because it involved
an element of submission to the customers wants and needs, the multiple pressures of various
departments, and the lack of authority. Although the two engineersin question did not directly talk
about their lack of enthusiasm about service work, Keith, for example, argued that his specific
drafting tasks required him to focus on the design at hand without the interruption of phone cals.

The drafters grievances about noise (and the extra task of answering the phone) may have been
well-founded; however, the fact that the engineers’ privilege to have a silent work environment
was protected by their supervisor while, at the same time, the information group’ s work load was
increasing, was disconcerting. The engineers special protection caused othersto feel mistreated.
Karen, for example, clamed that the Situation was frustrating the other team members:

| think that creates some frustration within the whole team. Because that adds more
work to other members of the team. Plus, it creates this protective cloud all around
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this person; thisindividual that’s part of the team. ... And | don't think that is good
for the group. You know, | think if you are ateam you are willing to jump in here
and do whatever it takes to deliver, you know. For us, it isoptimal customer
satisfaction too.

HASANYBODY BROUGHT THAT TO THE TEAM'SATTENTION?

That's another one where we bring in that, we talk about it, we try to figure out
waysto do it, but we just don’t quite get it there. So | am not sure; | mean part of it
is the leadership issue within the group, you know. We have to pull them forward
and make that happen. Part of it's the willingness on the individual team members
to wanna make that happen. So both of those el ements have to be there and | don't
think that those elements were there (Karen, white woman, 40).

From Karen, | also learned that the current resolution to the phone conflict had not been negotiated
in the most democratic way possible. According to Karen:

The phones got changed without the consensus of the whole team. . . They changed
the phone system and never talked to the four of us[i.e., the information team] how
they were gonna change the phone system.

OH?

And our take on it was, “well, you know, if you wannado that kind of thing, you
really probably should have talked to the whole team first.” Becauseit's become
such a sore point in the group, so we just kind of let it go right now. For onething,
we fedl like we can do so much within the group, but at some point you’ ve got to
say, thisiswhat we're gonnado. If you don't buy into it, then, maybe, you aren't a
right fit for the team. We haven't been willing to do that yet.

ARE YOU PLANNING TO?

Yeah. | think wewill deal with that issue. There are some things going on, some
potential changes in the way the group is structured, that probably are going to force
usinto that change. But we have kind of had that in a holding pattern, waiting on
some input from sales and marketing. And the really funny part of it is, you know,
they did al this change and we haven’t heard any negative comments coming back
from the regional sales offices. So, you know, as long as they are not getting any
firefrom it, they think they’ ve made the right decision. And maybe they have.
Maybe we were the ones that were way off base.

WHAT WAS YOUR POSITION?
My belief is, that when that phone rings, it should be answered by someone,
period. You arein afront-end customer service group. You don't redly have a

cluewho iscalling in on that phone. For that phone to ring and go into a voice mall
situation is unacceptable. Someone should be picking up that phone. Now, maybe,
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cross- functionally, it doesn't make whole lot of sense for me to answer an
engineer's phone; someoneis calling on the engineer, they probably have atechnical
question. But if you've got five people sitting there who are al from particularly
engineering group and their phone is ringing, somebody should pick that phone and
try to answer their question (Karen, white woman, 40).

From Karen’ s description, one gets a sense that the process of negotiating the phone conflict
further deepened the gendered task division. The protection of the drafters uninterrupted work
flow entailed an implicit evaluation that their jobs were more important than the rest of the team’s
jobs. The evaluation assigned those who designed engines more status than those who served
customers. Because the engineers drafting job lacked the feminine, relational element of customer
service (see e.g., Fletcher, 1998)--that is, interacting with the customer on the phone--the engineers
were able to physically withdraw from the team and concentrate on the design at hand.
Furthermore, the ability to fully concentrate on one' s task was regarded by the engineers not only
asacritica condition of their job but also as an entitlement, which they protected. For othersthe
engineers “full concentration” appeared as a privilege which they did not share and , therefore, the
ability to outwardly exhibit full concentration became, to a degree, a symbol of a protected status.

The way in which gender shaped the phone conflict and its resolution was sometimes clear but,
other times, less obvious. The more clear and evident gendering took place in the construction of
cross-functionality in such away that clerical work--phone service in particular--became
depreciated while engineering acquired a protected status. Although the team may have been only
acting within the parameters of cultural normswhich assign clerical skills and tasks alower status
than technical skills and tasks (see, e.g., Aatio-Marjosola, 1994), it was clear that the context of a
self-managing team was not a sufficient catalyst for a serious re-evaluation of clerical work in
relation to the other members' jobs. Asaresult, the hierarchy of the members' job statuses
remained untouched.

On the other hand, the phone conflict had some less obvious gender effects that may be interpreted
not only as areproduction of gender bias but aso as potentially empowering for the women. The
fact that the team practiced cross-functionality unidirectionally meant that, while the men did not
learn about customer service, the women had acquired an understanding of the technological
make-up of the product they were selling. Asthe following commentsiillustrate, the context of a
self-managing team had indeed encouraged the women to perform cross-functionally even though
the men hesitated to do the same:

And | am not technicd at al, I’'m kinda here to facilitate the process of getting the
orders placed and getting the stuff direct to the factory. And, you know, not only
can the technical guys help me come up with questions to ask the customersto
make sure we are getting them exactly what they want, but sometimes | fed likel
can give them [the engineers] just an outside view or the most simplistic view
whatsoever, but they’ ve overlooked it from being so embroiled down in the nitty
gritty details of it. Sothat'sjust, I’ve learnt something every day that way. That's
probably my favorite part of the whole teamwork, isthe variety (Ellen, white
woman, 29).

| know that | feel alot more comfortable asking the information group for help,
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though, than | do the engineering group ... | think some of it is because of the
sensitivity of theissue of sharing workloads in the engineering group. The
information group, aslong asthey are able to do it; | mean, you know, we trade
back and forth pretty easily. If Ellen isunsure about something or Jean or Trinalay
it on my chair, most of thetime, | could take care of it pretty quickly. But thereis
never any discussion over, “Oh, thisisnot my job!” Or, “well, | shouldn't be
doing this.” But with the engineering group there is more attention there about:
"Well, thisisn't really what I’m doing or what I’ m supposed to be doing,” or |
can't hand something to one of the engineering people and say, “call this customer,
get this straightened out.” But, in alot of cases, | can take that very same thing,
which might be atechnical issue and hand it to someone in the information group
and they can, they will take it and run (Paul, white man, 37).

In the light of these testimonies, it is difficult to argue that working in a self-managing team simply
and uniformly reproduced women'’ s secondary status, although the gender division of tasks points
inthat direction. Asmost processes in the work place, the phone conflict also entailed adiaectical
situation: although the clerical tasks continued to be devalued in the team, the cross-functional task
sharing had helped the information group to learn some of the engineers' technical knowledge,
which the women were able to display to the customer while doing phone service. Thus,
interacting with the customer on the phone gave the information group an opportunity to portray
themselves as technically knowledgeable. In other words, as they picked up technical skills, the
women felt they had improved customer service and “upskilled” their job.29 Unfortunately,
though, their sense of enhanced skills (and the opportunity to exhibit the) was curbed by the
attitudes of some customers whose expectations of gender appropriate behavior and sex-typed jobs
revealed yet another gendering process associated with phone service.

4.4.2.3. Gendering at organizational boundaries: Customer service and gender expectations

Thusfar, | have discussed the gendering of phone work as instigated by internal gender relations
and taking place within teams. However, the customers and their preconceived notions about the
sex-typing of service work were an integral part of the gender divisions experienced by several of
the team members | interviewed. Phone service also exposed the different treatment that men and
women received from customers which, in some cases, reinforced the secondary status of phone
workers. The female members could negotiate the team’ sinternal gender hierarchy with their

mal e teammates; however, when they were in the role of a customer service agent, they had to
accommodate the customer, even when the customer’ s attitudes about gender-appropriate behavior
devalued their expertise.

Women who performed phone-based customer service in both the Motorcol CSN team and the
Eastern Alliance Employee Credit team experienced gendering at the organizational boundaries. |

29 Joan Greenbaum (1995) discusses the upskilling of office jobs as part of the reorganization of labor

process that has characterized management practices since the 1980s. She points out that while the
integration of tasks and the enhancement and upskilling of jobs is associated with “the new humanistic
management style,” the underlying objective of these practices is to reduce labor costs. The result, she says,
is “more challenge and responsibility for some clerical workers, but fewer workers overall, meeting the
objective of cutting total labor costs” (Greenbaum, 1995: 88).
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discussed earlier how the women in the CSN information subgroup were constantly mistaken by
customers to be secretaries and were expected to locate members of the engineering group who
were not at their desk. For example, Paul, whose work straddled both the engineering and the
information group, noted that outsiders often assumed that the information associates constituted a
secretarial pool for the engineering groups:

| know for afact just from my own observations of the last year working with the
group, that the femalesin our group are percelved and treated differently externally
of the group, than the males are... | think that people outside the group expect the
men to function in more of atechnical and leadership capacity, and they expect the
women in the group to function more in aclerical, secretaria role. People would
come into the group and, while they wouldn't dream of handing me something and
saying, "Get this faxed off for me", they would go to any of the women in the
group and do that. And thelir justification for it is, well, yeah, but thisisthe
information part of the group.

... | never get anybody calling me saying,"Hey, can you find Ellen or Jean for me?"'
And most of the time what they [the Information group] are doing is more urgent--
asfar astimeliness--than what | am doing. So you would think that it would be the
opposite, somebody [from outside] would call and try to find them, “I got to get
something shipped today.” | think they'd be on fire to get a hold of them but |
never get anybody call me, saying find Ellen or Jean for me. So thereisthis
perception that, that they “service” us. Thereisa perception that what wedois
more important or more urgent than what they do. And there is also this perception
that they are at our disposal and you can seeit. | mean you can just seeit.

ISTHERE ANYTHING BEING DONE TO CORRECT THAT?

No. No. Other than, if somebody calls looking for me and they call Jean and say,
find Paul, | have encouraged them [the women)] to do what they think they ought to
do about that. You know, if they don't likeit, tell them [the customer], “L ook, |
don't know where heis, let me put you back in hisvoice mail.” But the conflict
thereisthat we are a customer service group (Paul, white man, 37).

Paul added that when customers were requested to call the operator instead of the information
group if they needed to speak with him, most of them had “joked it off” and thus reasserted their
image of the information associates as clerical support.

Apart from some disapproving customers, the external expectations of appropriate sex-typed job
functions may not have had the kinds of internal effects were the CSN team not a service team.
However, in this case, the team’ s very objective of customer service set the parameters for the
phone policy and, as aresult, confined the information associates to the phone tasks (to restate
Paul’ s words, “the conflict there is that we are a customer service group”). Theteam’s customer
service orientation, therefore, was referred to as the underlying rational e for maintaining the
gendered task division, which not only negated the team’ s attempt at cross-functionality (by
relieving the technical side of the team from performing service work) but also made it difficult for
the women to gain equal status among their male colleagues. Interestingly enough, while the label
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of “serviceteam” had a confining impact on the information group, it seemed to have no effect on
the customers' perceptions of the male members’ functions. For example, Paul addressed the
issue of external expectations and gender advantage:

Thereisno doubt in my mind that externally to the organization or externally to our
immediate managers, | am definitely perceived as far exceeding what | am in the
group. .. [When] people come in, they immediately come to one of the men to
introduce themselves. If we arein agroup, they defer to one of the men; | mean
they assume that one of usisin charge. Most of the people | talk to on the phone ...
Inalot of cases| am in a situation where they may be asking me technical
guestions that would be on my expertise. | am not an engineer and | will tell them,
you know, let me get you an engineer, | am not an engineer. But | know that they
make certain assumptions about the extent of my credentials and | think they do
that, because | am knowledgeable by product and sincel anaman and | am
discussing these issues, | must be an engineer.

On the other hand, when they get one of the femalesin the group, | think they tend
to believe that they function at alower level than they really do; they are order-entry
clerks. When in readlity they are functioning on amuch higher technica level ... So
many times, someone will call and say, well | have got this problem, let me speak
to Paul. And Ellen or Jean will say, “WEell, | can fix that.” “Oh, well, just have
Paul call meback.” [laughs] That'slike the assumptionisthat it is presupposed
that there is no way they could even tackle this one, you know, that sort of thing.
And alot of times, it is some thing they can take care of (Paul, white man, 37).

Paul’ s comments illustrate how customers and other organizational outsiders had a continuous
impact on the association of “customer service” with women and feminine skills while excluding
technical skills from the definition of service. The juxtaposition of “technology” and “ service”
within a customer service team resulted in reinforcing the service role of women even though all
the team members were supposed to be involved in customer service.

The customers and outsiders’ assumptions that men were team leaders and women were their
followers characterized the phone-based customer interaction in the Eastern Alliance Employee
Credit team. In many ways, this female-dominated team matched the stereotypical image of the
feminized occupation of phone-based customer service. The fact that the lending agents also had
to make decisions about large sums of money, however, contradicted this stereotype. It wasthis
particular feature of their work that presented problems with some customers, whaose assumptions
of gender appropriate work caused some women to have to bring amale voice on the line.

Shelley, who had worked as alender for severa years and had accumulated a rather high lending
limit (see Ch. 3 for discussion on lending limits) said that customers often requested amale
lending agent to handle their |oan decisions:

We still have, in this day and time, and including employees, depending on who
they are, we still have people that have a problem talking to afemale. Mostly men.
Something as simple as if you make a decision and they don't agree with your
decision, they'll say, “May | speak with your supervisor? Is hein?’--assuming the
supervisor or the next level isamale counterpart. And that isinside and outside
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[customerg], although it's not as much as it was two years ago, or five years ago, or
whatever. It'sseemslikeit isevolving, but you still have that certain amount, and
sometimes, it's gonna be someone who has less experience. And we don't have a
problem within the group, within a certain level, of playing supervisor. A lot of
times customers don't really want to talk to supervisors. They want to talk to
someone who is different; a different person on the phone, period. We do have
certain people within the group that are designated override personnel who have a
little bit more lending authority . . . If it's someone who just wantsto talk to an
override officer, | would just find one of the other females. Since I'm an override
officer, that would aso have override authority. If it's somebody that's just being
male chauvinistic, | would just let them speak to Chuck.

EVEN THOUGH YOU HAVE MORE EXPERIENCE?

Even though | have more experience . . . Sometimes they just need to hear it from a
man.

HOW DOES THAT MAKE YOU FEEL?

How does it make me... I've been in this business for so long, | quit worrying
about it. Although, I think it's funny now, whereas at one point, it used to make me
angry. | just fed like that's something you have to deal with. It doesn't happen as
often asit used to, so obvioudly things areimproving. It'sjust, there's going to be
that certain amount of it there all thetime, just like bigotry or anything else. | don't
think you will ever get rid of that or hunger totally. 1 mean it's gonna always be a
certain small percentage, hopefully a small percentage, of that out there (Shelley,
white woman, 44).

The gendered expectations of customers, in Shelley’ s case, discounted her work experiencein
favor of aless experienced man. Her experienceisfairly typical in commercia banking even at
higher levels of managers where the number of women has increased--albeit at the same time as
the industry has become more service-oriented and decentralized, reducing both the status and the
authority of bank managers (Bird, 1990). Despite the apparent feminization of banking, it
continues to bear amasculine air of financial matters. As Chloe Bird (1990: 164) notesin her case
study of bank managers, “women in commercial banking still sometimes encounter customers
who insist on seeing a man.”

The effects of Shelley’ s experience may not have been as divisive to the Employee Credit team as
the gendered customer expectations were for the Motorcol CSN team due to the nature of

customer service. Inthe former, the employee-customer relationship remained much more
anonymous than in the latter, as all transactions were handled over the phone through a routinized
process. Anonymous customers, therefore, did not impose an internal status or arole for the
women lenders in the Employee Credit team. However, as Shelley explained, this treatment did
have potential individual effects, although she herself had rationalized that the attitudes were smply
apart of the job and reflected a broader socia inequality between men and women.

Other team members acknowledged the situation and even took advantage of the team’s sex
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composition when they were confronted with a difficult customer. The following comments of
Chuck and Richard describe how perceptions of gender could be used instrumentally in customer
interactions:

If you get an irate employee or an irate customer who may be very forceful and
may try to step... | think sometimes, that they may back down to a man rather than
awoman. ... Sometimes| think that they may fed like they can step on acertain
person, where Dianne is not like that but | feel like sometimes Richard may be able
to offset the Situation alittle better than Dianne can. And that may be one out of a
hundred. But I think, there’s sometimes that a man, it's just like there sometimes
that when you get an irate customer in, instead of getting a man, you need a woman
to talk to offset the situation.

CAN YOU GIVE ME AN EXAMPLE? HAS THAT HAPPENED TO YOU?

Yeah. | mean, maybe some time when | may get upset or | may be at the end of
my rope, that they may need someone, just a different voice on the ling; that’s not,
not a man that may be trying to dominate the conversation; someone that can
maybe sympathize with them but then just help straightening up: “Here is what we
need or hereiswhat we don’t” and go with it that way. Because| fed like
sometimes--and | am just thinking of me, Pete, and Richard--sometimes we may
lose our patience a little quicker than somebody like Michelle or Sandrawho's
great, too. They can go ahead and comfort the customer, but then tell the customer
what needs to be done rather than being dictated, maybe, by me and Pete and
Richard do sometimes (Chuck, white man, 25).

| know people have said that a person won't take a“no” from awoman, and they
wanna hear from a manager or would like to talk to aman, and that’ s happened
before, not so much here but it almost seems like that if a man tells somebody that
the situation isthis, they would sometimes take it more than if awoman told them.
That’ s chauvinistic whatever it would be, but that’ s the only thing | could tell you
that being a man would have an impact around here, | mean, obviousy we'rea
minority around here (Richard, white man, 52).

Bringing aman or awoman onto the telephone to either assert force or calm the customer
undoubtedly reproduces gender stereotypes both externally for the customer and internally for the
team. However, this stereotyping may have not affected the internal divisions of tasks among the
team members, as all of them performed phone service work. Instead the impact might have been
more internalized by the women who had to endure such trestment and tailor their service persona
accordingly. | will discuss the demand of presenting a service-friendly personain more detail as|
explore emotional labor within teams.

The gendered nature of phone work did indeed shape the gendered task division of the Employee
Credit team in one specific incident that warrants detailed examination. In Ch. 3, | mentioned that
Richard, who was a team coach and an assistant to Dianne, the team leader, had acquired the coach
position after a brief period as a phone service agent. Working on the phone had been difficult for

83



Richard, aformer branch manager who had been laid off after his branch closed as aresult of a
merger. In addition to the obvious difficulties associated with demotion from a manager to phone
service, working on the phones also made Richard, awhite man in his 50s, a gender atypical
worker (Hall, 1993a). Compared to the rest of the team that was made up of women and two
young men in their 20s, Richard’ s sex, age, and managerial experience did not fit into the sex or
age typing of phone service. | contend that because there was an obvious discrepancy between the
gendered nature of phone service and Richard’ s past experience (including hisinexperiencein
phone service), he was promoted to be ateam coach. The coach’sjob, interestingly, wasto train
the phone workers and to listen in on their interactions with customers.

The fact that Richard was promoted to a coach after having worked on the phones for only ten
months reveals the deskilled nature of phone work. In fact, he noted that the training he received
for the job was minimal and that it was assumed that he would easily pick up the basics of phone
work.

| think | had about 15 minutes training to go from sales finance to coming onto the
phones, since I’ d never worked on the phones before, where you' re going to be on
the phone all day long, take applications, thisand that. Each individual stepis
nothing new but together it’s alittle different than what I’ ve been accustomed to
and the training was a little slim but you just had to pick it and you did. Of course,
you had the other team members assist you along the way, it really is not the same
thing, | guess... throwing out to sink or swim, it wasn't that bad. Therewasreally
no formal training to start from what | was doing to starting the new position as a
loan person on the phones (Richard, white man, 52).

However, Richard assumed that women were naturally good at doing phone service, which also
explained their numbersin the job.

Asyou can tell from walking around here, women are taking over this type of
work, ... or | guessthey always have done the telemarketing stuff, not
telemarketing but telephone work, and so | think it’s, ...There are alot of women
out here so obvioudly they find it enjoyable and something that they can do well. |
think women, most women have a good phone demeanor, are very compassionate
when they’ re talking to people. . . Of course | sort of got in here by the back door
just because the way things had happened but some of the other fellows have got
here just by joining the group and actually applied for that and they’ re enjoying [it].

... | wasin branchesfor 20 years... Back then | had tellers. And | didn’t really
know, | couldn’t do their job, | couldn’t go back and work the teller window, |
didn’'t haveto, and... But here, | think | do a better job asacoach. | think you're
expected to know everything they do now. In order to coach someone, | guess,
[you] need to now what you' re telling them to do so, there are differences. Herel
need to know every part of their job, in abranch, as an example, | did not, | could
just oversee and assume that my people were doing what they were supposed to
and | had the blind faith that they were (Richard, white man, 52).

Although Richard’ s caseisasingle incident, | argue that it reveals an underlying gendered logic of
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task division. Despite the fact that many of the woman lenders had years of experience on thejob
compared to Richard’ s ten months, none of them was considered for the supervisory, “coach”
job.30 Thisincident suggests that the promotion structure within the team was gendered. Richard
was seen (and saw himself) as atypical for the phone service job (see his comment about doing a
better job as a coach than as a phone lender) that was predominantly held by women and younger
men (who would later seek better opportunities). It was thus gender-appropriate for him to be
promoted to the coach position once an opportunity presented itself. That the team failed to
consider awoman lender for the coach position demonstrates that phone service jobs are unskilled.
In other words, phone service requires stereotypically feminine qualities of ‘ pleasant demeanor’
and that those feminine qualities exclude a possibility for alender to be in a supervisory position,
requiring her to monitor and control the other team members. Although Richard was awell-liked
coach and arespected colleague, the gender implications of the situation did not go unnoticed.
Brenda, alender and ateam member, talked about the incident as the following:

One of the males, you know, had aredly difficult time keeping up at one point and
it was just recognized that that was, what he was doing, which was the same thing
that everyone else was doing, the consultance; he just wasn't strong in this area
because he just had to work in areally fast pace. And so, hewasjust placedina
different position that he was more suited to work, | don’t think I’ ve seen that
happen with any of the women. Y ou know, you're down in [loans], you’ ve got to
get up (Brenda, black woman, 42).

As Brenda noted, there was slim opportunity for awoman to become a coach, particularly if she
did not master her phone service job, while inexperience and substandard performance were not
barriers for the managers to offer such a position to aman. For women, experience in a phone job
did not lead to upward mobility while a man with different type of job experience was seen as
gender-atypical for the job. Asa consequence, phone service remained defined as afeminine (and
feminized) task, which communicated to the women that despite their equal status, the gendered
nature of their job counted against them for higher level jobs. Furthermore, the fact that Brenda
chose to describe the situation as involving an anonymous male rather than naming Richard,
reflects an underlying recognition of the power relationsin the team. For Brenda, Richard was no
longer a coworker but a coach who had the power to unobtrusively monitor the team members
(for example, by silently listening in on the their phone calls), which further exacerbated the
gendered relations of dominance and subordination in the team.

4.4.3. Organizational Status and Gendering of Tasks

The common characteristic of the three teams | have examined so far is that they all operated at the
lower levels of the organization and their tasks included routine customer service at the point of
service. However, the fourth team, the City County team at Omni Insurance, differed from the
other three in significant ways. Asateam of middle managers, the City County team members
jobs neither involved direct interaction with the customers nor clerical work, as most members had
their own designated secretaries (many members shared secretaries). Also, compared to the other

30 The job of ateam coach is basically ateam leader position. The concept of “coach” tends to be

more suitable for the rhetoric of equality inherent in the team practice. In reality, a coach is a supervisor and
often, as in the Employee Credit team, adds another supervisory level into the team’s internal hierarchy.
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three teams, the City County team had a more influential position within the organization because it
handled alarge client that generated high revenue for Omni. In other words, the organizational
position of the City County team and the jobs that constituted it were different from the Eastern
Alliance and Motorcol teams.

Although the City County team may have avoided the kinds of gender divisions (and conflict) that
shaped the work of the other three teams, the team did not avoid gendering processes. The key to
understanding the different gendering of the City County team is its management level position.
The higher hierarchical status of the City County team, combined with the skilled, knowledge-
based jobs, ensured that all members were considered expertsin their respective areas and,
therefore, equally important for achieving the team’ s objective of successfully managing the City
County’ s account.

The team’ s status was reflected especialy in the meanings the team members gave to task
divisions and how they explained the link between gender and specific tasks. For example,
because of the assumed skilled nature of the individual jobs, the designation of some tasks as
“women’swork” was not as evident as in the other teams. And although taking notes during the
team meetings was carried out by awoman, the task itself was not defined by the membersasa
secretaria job, thereby disclaiming its gendered nature. Many members mentioned that the
feminine secretarial task of taking notes was indeed performed by a woman, Margaret, but they
(including Margaret herself) interpreted this task as Margaret’ swish. Thus, note-taking was
defined as enjoyment rather than a gendered task:

| know Margaret takes the minutes and that may be perceived as a, you know
"woman's responsibility” but she volunteered to do that, you know. | think she
enjoys doing that to me. Like she volunteered to type the minutes when | make
them, legible to the outside community. So she chose that responsibility. | really
don't, | don't see thingsthey say, thisisawoman's job or thisisaman's job to do
(Anthony, black man, 39).

Y ou see Margaret, ...Did she do the minute taking and all that during the meeting
and everything, isthat a gender thing? There was awoman who did it before. |
wouldn’'t do it if they paid me amillion dollars. Not because | am awoman but
because | wouldn’'t do it (laugh) (Martha, white woman, 36).

| do them because | have my portable system, my laptop, and | have a printer and
all the rest of the stuff that goes along with it. We had a guy taking them for a
while. And | just started taking them after awhile since his computer just wouldn’t
operate correctly so I'd just bring my laptop. . . | like the computer, | mean it gives
me something to do while I’ m sitting there, and do that instead. . . That was not
gender related at al. 1t was just something that happened. And Bob will [say]:
“Well now that you've taken the notes, | will take them back to my secretary...”
[Margaret:] “Get away from me!” “1 am not your secretary, number one. And
number two, | can give them to my secretary” (Margaret, white woman, 54).

Although the team members resisted the idea of gender division of task, the value placed on
secretarial duties came across clearly. While Martha expressed her dislike of taking notes,
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Margaret associated her voluntary note-taking with “something to do” and referred to her
managerial position (“I can give them to my secretary”) when another team member challenged
her. | suggest that the organizational position of the members and the skilled nature of their work
allowed the interpretation of note-taking as a voluntary task instead of a gender-typed job. And
although the gendering was revealed in the low value of the note-taking job, it is possible that
devaluing the task did not have the kind of effect on Margaret asit might have in alower-level
team.

An example from the Motorcol CSN team illustrates this point. Jean, ateam member, described a
situation in which she was asked to take notes:

| know one time when | started up here, | wasin ameeting and it was like the
product review meeting. And because | was about the only female in there, they
turned around and said, “ Can you take the minutes?’ | waslike, you know, there
were awhole lot of other people that were more educated, who were on a product
line and had more experience; not that | didn't mind, but just the general assumption
that because | was the only female in there that | was going to take the minutes, and
type them up and distribute them. (laugh)

AND, DID YOU?

| did because Marty [unit manager] signs my check (laugh). And that'swhy | did
it (Jean, white woman, 24).

In short, Margaret’s emphasis on the voluntary nature of her task was made possible by her
organizational position asamanager. While Jean suggested that she would not have agreed to take
notes had it not been her boss who asked her, her organizational position limited her ability to
resist the gendering of the task, which Margaret was able to do. While Jean was frustrated when
her male coworkers associated the note-taking job with her sex, her position did not alow her to
openly challenge them, which Margaret did.

4.4.3.1. The gender of relational tasks

Even though many team members perceived the City County team as devoid of gender bias,
gendered task divisions also characterized thisteam. Tasks that entailed maintaining the team’s
external and internal relations were performed by women, and they were openly devalued by the
team. The men’stasks, such as financial management, were seen by some members to warrant
leadership in the team.

In general, team members viewed relational tasks as less valuabl e than work that could be
measured in generated income for the company. Margaret’s position as the manager of
community and government relationsis an example of the different values placed on the two types
of tasksin theteam. Because Margaret’stask of maintaining the team’ s relations with the local
and state government legisators was not quantifiable, she was rendered a secondary status within
the team. Although Margaret herself preferred to remain on the sidelines during meetings (and
take notes), it was a so quite apparent that because her expertise did not carry a direct monetary
value for the team, her contribution was often overlooked by the others. This situation was
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evident, for example, to Martha, a product manager and team member.

[Margaret’ 5] role is with legidlative and community relations and sometimes she
goes off and | get afeeling that the team doesn’t sense the value of her contribution.
And sometimesiit’ll make me alittle, you know, weary, but the team hasto be
considerate and | think that’s a struggle * cause sometimes she may feel less than
what she needs to feel to be a satisfied team member (Martha, white woman, 36).

The lower value of arelationship-building task came through in team meetings, where often the
different functiona areas of the team were in conflict with each other. Marthanoted that because
of her “community relations’ job, Margaret was often intimidated by team members that
represented other, presumably more important functions in the team.

Margaret, when she’ s talking, she gets run over alot... For some reason Margaret
isallowed to be run over and then she gets real aggravated, and she'll say she's
aggravated. . . Margaret is not responsible for any functional thing, her position, her
role in the company is nebulous, and I’m not saying anything bad about it, it’s non-
guantifiable, she'sarelationship builder. I’ve known Margaret for years. .. She
must be good at what she does * cause she's been doing it for along time but don’t
aggravate her, don't let her fed like what she' s saying is not important ‘ cause she's
gonnahave a problem with it and it will Slow down the progress of the team. But
her perspective is very important in my opinion because it does make uslook at the
overhang, or that political umbrellathat we have to [take into account]. Where |
feel like she' s very necessary as part of the team, and alot of time, when you look
at the political situation, you look at the operational situation Cynthiais responsible
for, you look at Brad, and then you have this product perspective, you aren’t gonna
reach the same decision using your own set of criteria, and that’s where we fight.
And generally, you are generally not going to highly weight the political criteria, it's
going to be weighted and considered but it may not blossom as aresult, and that
may be something that’s frustrating to her. That’skind of an “aha” to me, | hadn’t
really thought about that (Martha, white woman, 36).

Margaret’ s efforts to be recognized as a va uable team member had not been fruitful by the time of
my field research. In her view, ignoring the political parameters of serving a municipal client was
risky even if community relations had no direct remunerative worth. The fact that this was not
recognized by the team caused Margaret a great deal of frustration:

Part of the problem, | think, isthe kind of work that | do. Omni isavery internally
driven affair. [The team members] look at the company, they look at things; they
just had amajor breakthrough at the meeting last week. Because they recognized
the need and saw the value of dealing with the decision makers. . . What [the team]
isdoing for the longest time, [is looking] strictly at the numbers, you know. . . You
can't give anumerical valueto what | do. . . They don't understand they’re only
dealing with 90% of the group [City County]. And guess what, the 10% that
they’re not dealing with isthe 10% that can tell them to take ahike. . . Thereisno
redeeming quality in my being here. | personally won't sit in any more meetings
where | am being made to fedl that whatever my contribution is, it isinsignificant
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(Margaret, white woman, 54) 31

The*“insignificance” of Margaret’ s contribution points to a dichotomy of relational versus
remunerative work. The fact that non-quantifiable tasks were considered as less important than
quantifiable tasks that generated direct monetary returns (or were perceived to do that) concretely
exemplify the values of capitalist enterprises and, thus, also reveal the bottom-line of team efforts.
When teams are scrutinized within the context of corporate profit-making, the rhetoric of their
egalitarian potential appears overly optimistic. Asthe City County team’s case demonstrated,
teams may reproduce internal task hierarchies on the basis of their perceived economic importance,
which consequently correspond to the power hierarchies of the overall organization.

Asfor gender implications, atask division along the lines of productive and reproductive work
disadvantages women in teams. Aswomen dominate |ow-skilled, low-paid service occupations
that ssimulate their household reproductive tasks, their tasks within teams are already positioned as
second tier to those that produce quantifiable results (often regardless of the sex of the worker).
Because Margaret’ srelational tasks did not have an immediate dollar value for the team, they were
perceived by the members as less significant. Without arguing that Margaret was sidelined
directly because she isawoman (which may be the case), | suggest that her treatment illustrates a
gendering process of devaluing relationa tasks that are performed by women, despite the level of
their position. Thus, the underlying criterion of productivity for evaluating team tasks sets the
parameters for unequal power and influencein teams. Aslong aswomen'sjobs are perceived as
relational, interactive, and having to do with ‘reproductive’ activities (including administrative
assistance and clerical tasks), they occupy a secondary status even in such presumably egalitarian
structures as self-managing teams.

While awoman in a manager position may be able to resist gendering (as Margaret’ s interaction
with her coworker illustrated), the relational nature of her task can relegate her to aless powerful
position compared to tasks that generate profit. While Margaret’s position illustrates this process,
other tasks in the team a so reflect thisdivision. As| discussed in Ch. 3, the team’ stask structure
was heavily dominated by the marketing department (that was represented at four different levels)
whose members claimed responsibility for acquiring the sizable City County account and thus
were entitled to the key positionsin the team. The team’s leadership, for example, was seen asa
direct extension of the account manager position and thus was not within the reach of other
functions. Brad, the former team leader who had stepped down but still had an informal
leadership position, outlined the connection between the account manager job and the team’s
leadership:

| have always been essentially the leader of the team from the beginning in this
organization. | guessin the health insurance industry that we are in, the account
manager or the sales person is always |ooked upon as the leader of the group, the

31 Margaret’s frustration about her role in the team had prompted her to discuss the need for a

community relations function in the team. The team had spent several meetings in the past determining
whether she was a full member or an ‘ad hoc’ member. The team discussed this question also in the meeting |
observed. Later, intheinterview, Margaret interpreted the team’s views as favorable to her full membership.
On the other hand, as an outsider, | interpreted the discussion as highly ambiguous and unclear about the
degree of her membership.
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initiator. You are the facilitator, you devel op the agenda, you are the one that drives
it, you are the one that goes out and gets the support. . . My role has always been, |
guess as leader of the team, the group appointing me leader of the team, and asa
result, | have been aleader ever since. However, until the recent change last year,
my position, when | was promoted to sales manager, we hired Anthony, who is
now the account manager and | am trying to move himin into aleadership position
in the team (Brad, white man, 36).

It was clear to the team membersthat the relatively informal but nonetheless very influential
leadership position was tightly connected to the job of the account manager. This pre-structured
team hierarchy precluded the leadership aspirations of, for example, Cynthia, whose sole job was
managing the operations of the City County account (for example, enrollment, claims, and
reimbursements), including about 40 female employees in the day-to-day operation of the account.
Asamatter of fact, Cynthia did express interest in the leadership position, although some of her
teammates doubted her ability to do the job, as the following comments reveal .

We elected Brad as aleader and that’ s not an anointed position. We now have to
go back because | don't feel that Anthony was the perfect [person] to be aleader. |
don’'t think he knows the corporation, | don’t think he knows the account... | told
everybody if Brad is gonna step down, | will have somebody nominate me as the
leader. Becausel just fed like, | think we' re setting somebody up for failure
(Cynthia, white woman, 48).

Brad isthe leader, he' s designated Anthony as aleader. He probably shouldn’t
have donethat, | don’'t agree he should have done it that way particularly because he
got direction from some of the team members that the team needed to make that
decision, and Cynthiawantsto be positioned in that dlot. Personally, | don’t think
Cynthiawould be right for that dot.

WHO DO YOU THINK WOULD BE RIGHT ?

Probably Anthony, who Brad has set. But Cynthiadoesn't like it ‘ cause he's anew
person coming in and he is very structured and he sends out assignments...
(Martha, white woman, 36).

These comments reveal not only that the team leadership was tightly connected to the account
manager position, but also that by appointing Anthony as the leader, Brad overlooked some
members wish to elect the leader democratically. The evidence suggests a less than equal process
of appointing ateam leader. Instead of democratically electing aleader, which would have allowed
all membersto be nominated for the post, Brad had unilaterally appointed the new team leader. As
a conseguence, this process not only undermined relational tasks and those (women) who held
them (e.g., Margaret and Cynthia), but also thwarted the team’ s ability to function as a democratic
unit.

The example of the City County Account Management team underscores the idea that gendering

processes in organi zations should be understood contextually. Gendered processes do not occur in
isolation but always are shaped by other dimensions of existing power relations, such as
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organizationa status, and aso by the underlying imperative of corporate profit-making that dictates
the evaluative framework against which individual jobs are appraised. Using a socidist-feminist
position, in the context of profit-making, women’ srelational tasks aways become secondary to
those tasks that are profit-generating. The capitalist logic of profit-making fundamental to all
business organizations provides a context in which tasks that serve the monetary “bottom line” are
valued and promoted and those that do not are devalued. Thus, any egalitarian aspirations of self-
managing teams must be viewed against this backdrop.

Aswomen become employed at higher positions and gain more organizational status, they are able
to label their tasks and responsibilities and to control the meanings associated with them. Thus,
many gender-typed tasks can, in higher level teams, enable team members to maintain the image
of gender-neutrality, asin the case of the City County team. While being careful not to impose a
gendering process where one may not exist, | note that gendering is a multifaceted process that
also may be hidden behind an apparent “gender-neutrality” (Acker, 1990). Indeed, gendering
processes can be opaque even to the actorsinvolved. For example, the members of the City
County team could have been *blind’ to some gendered processes that to me, the investigator, were
more obvious.

Most importantly, however, the question that callsfor critical attention is: to what extent does the
team members’ image of their team influence their work processes? For example, does the image
of gender-neutrality enhance gender equality so that when women (and men) perceive their team as
democratic, they will be empowered to push for more equal task divisions? | pose these
questions, but refrain from attempting to answer them based on my study. A more longitudinal
study could potentialy tap into the role of perceptions of equality in the reproduction of and
resistance to gendered task divisions. Nevertheless, as| haveillustrated, the potentially gender-
blind processes (or “non-gendered,” if one can even image such processes) and women’s
empowerment through teams always take place within the confines of the capitalist logic of profit-
making and a patriarchal take on what constitutes profit-making.

4.4.4. Gender and Cross-Functional Service Work

Even when teams pronounced cross-functional learning and task-sharing asagoal, | found
gendered processes that, instead of eroding the gendered task divisions, reinforced the sex-typing
of jobs. Gendered task divisions occurred specifically when all team members were expected to
perform their own clerical and administrative work, in which case women bore the burden of
clerical service. Thistook place, for example, through references to specific job descriptions, as
with the “information” group of the Motorcol CSN team. In the Eastern Alliance Special Project
team, gendering occurred when the men shifted the responsibility for answering phonesto the
women. Telephone-based service work was particularly gendered, as men often either tried to
avoid answering the phone (as the engineers in the CSN team), dismissed answering the phone (as
the men in the Special Projectsteam did by lunching together), or ssmply were seen by managers
as more suitable to work as a phone monitor of others than for customer service (asin the Eastern
Alliance Employee Credit team). Although the management-level City County team avoided
conflict based on clerical assignments, gendered processes emerged through the open devaluation
of relational tasks for their lack of value-added worth.

These processes point toward the gendered nature of service work in general. The cultural
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association of service work with women along with the growing number of women in low-level
service positions provide a challenging scenario for self-managing teams. The team members
experiences | discussed above cast doubt upon the ability of organizations to overcome the
divisions maintained by gendered occupational structures and sex-typed jobs through self-
managing teamwork. Even asthe case-study teams were aspiring to cross-functional task sharing,
the members’, aswell as the customers’, attitudes and expectations perpetuated gendered task
divisions. Cross-functionality in general was viewed by al the teams| studied as an excellent way
to enrich individual jobs and strengthen team performance. In redlity, though, the sharing of tasks
was rather uneven: women, in some cases, were able to enrich their jobs through learning technical
skills; at the same time, the men’slack of interest in learning and performing clerical tasks
conveyed to the women the idea that their jobs were unskilled and less significant. The underlying
idea that self-managing teams will encourage team membersto share jobs and learn new skills
was not realized; instead, the persistent gender divisions that devalue women’s work continued
through the team’ s different functional areas. In other words, although self-managing teams
brought together employees from different organizational functions, the team structure itself was
not enough to dismantle the gender division of tasks. Asaresult, at least some aspects of the
traditiona organizational gender hierarchy became reproduced on the smaller scale of ateam.

The findings also suggest that the gendered nature of service work may present a problematic
setting for self-managing teams to ingtitute genuine cross-functionality. Although theories and
research on self-managing teams do not explicitly address the gendered nature of work, they do
assume that cross-functionality will enhance team performance. If that is the case, achieving a
state of “high-performance” (Katzenbach and Smith, 1993a) could be seriously hindered if team
leaders and members overlook the gendered task divisions within teams.

Self-managing teams are especially vulnerable to the kinds of gendered task divisions | have
discussed. Because teams often are formed as companies downsize, tasks that previously have
been separate, such as clerical tasks, now become the responsibility of all team members and a part
of eachindividual job inateam.32 Thereisadanger, however, that when ateam includes both
men and women, and when team tasks al so involve administrative work, that the gender division
of labor will not change. Instead, women will continue to be seen asthe “natural” clerical workers
regardless of their actual team assignment and, as aresult, bear the responsibility for tasksthat, in
fact, should be shared by all members. The conventions and stereotypes of women’'sand men’s
work, persistent occupational sex-segregation, and the devalued status of clerical work providesa
context in which gendering of teams, including self-managing teams, islikely to continue.

4.4.5. Gender and Task Division in Manufacturing and Services

In order to understand the depth of the gendered task division in teams, we also should consider
the different demographic make-up of service and manufacturing industries as well asthe
restructuring that is taking place in both of them. The fact that the Motorcol Customer Support
Network team combined engineering and information work reveals an industry-wide division of
masculine technical and feminine clerical-secretarial tasks, which became transferred into the team.

32 Joan Greenbaum (1995: 86) calls this “the clericalization of professional work” which occurs “as

more professionals and managers are expected to do their own word-processing and handle their phones and e-
mail.”
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On the other hand, both of the Eastern Alliance teams exhibit the make-up of many service
industries that employ disproportionate numbers of women, especialy at the lower organizational
levels. The case of the Eastern Alliance teams thus reflects the fact that, for more than half of this
century, women in white-collar service industries (such as banking and insurance) have been
employed in clerical work and performed various kinds of interactive tasks (Bird, 1990; Leidner,
1993; Thomas, 1990). Contrary to the feminization of white-collar service work, agreat deal of
the blue collar, manufacturing jobs still carry amasculine label, especialy if they involve technical
skills (and often, regardless of the sex of the worker who fillsthe position). Therefore, we should
take into account the different gender characteristics of the manufacturing and service industries
when explaining the specific ways in which self-managing teams are gendered. Consequently, the
more rigid gender division of the informational-relational and technical tasksin the Motorcol CSN
team could result from such an industry-wide gendering.

The difficulties of mixed-sex teamsin the blue-collar setting have been documented in the
examination of gender in flexible specialization and restructuring of the labor process. Examining
flexible specialization and manufacturing work, Jane Jenson (1989) claims that participatory
schemes in manufacturing industries have gender-differentiated effects, especially when women
and men are grouped together to perform technical jobs. Sheis pessmistic about the possibility of
mixed-sex groupsin technical jobs and argues that “mixed groups are unlikely to form ... because
notions of masculinity and femininity exclude the possibility of female competence” (Jenson,
1989: 154). However, Jenson’s prediction that teams will develop predominantly into single-sex
groups does not take into account that even manufacturing industries are now attempting to
establish anew, customer oriented, high-performance corporate culture by implementing cross-
functional customer serviceteams. In their attempt to improve customer service, many
manufacturing plants are bringing together technical and non-technical jobs (for example, to
provide the service of designing and manufacturing customized engines as in the Motorcol CSN
team). Asaconsequence, women and men will increasingly find themselves working in the same
team, in which gender cleavages develop and prevail.

4.4.6. Conclusion: Gender Division of Tasks

| have shown that gender shaped teamwork through the persistent gender division of labor that
remained unchanged despite the presumably egalitarian status of a self-managing team. Evenin
those teams that aspired to cross-functional task sharing, women continued to be associated with
clerical and relational (emotional) tasks. The necessity of all team members to perform some kind
of phone-based customer service emerged as an especially gendered and conflictua process.
Moreover, in many teams, the traditional gender division of tasks was further perpetuated by
customers, whose gendered assumptions shaped the women members' service interactions. For
example, customers attempted to intimidate women service agents by requesting to speak to a
male representative. Also, customers treated women team members as secretaries to the men
members. These practicesillustrate that, in addition to internal, intra-team gendering, the position
of women team members was devalued also by gendered expectations imposed externally on
them, regardless of their team membership and implied equal status.
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4.5. Gender Divisionsin Technology and Technical Skills

In the first part, | examined the production and reproduction of gender divisions through team
tasks. This part continues the focus on gender divisions by examining how gender was embedded
in and shaped the technologies that the team members used in their daily work. | also consider
how teams evaluated technical skills and how the assumptions about masculinity and femininity
embedded in technology and technical skills shaped teamwork.

Feminist researchers argue that masculine principles and values dominate technological education,
design, production, use, and workplace cultures where technology is utilized (Cockburn, 1985;
Hacker, 1979; Keller, 1985; Wajcman, 1991). The question of gender is particularly interesting if
we examine the impact of new information technology on the organization of white-collar work, as
the proliferation of computers has fundamentally changed office work and women'’s jobs
(Appelbaum, 1993; Greenbaum, 1990, 1995; Henwood, 1993; Kling, 1996; Wajcman, 1991).
Since the 1980s, optimism about the potential benefits of computerized work (Zuboff, 1988) has
given way to more critical assessments of the “automated office.” However, some analysts still
argue for the democratizing effects of information technology in the workplace (Kling, 1996). The
claim that new information technologies, such as electronic mail, will “enable workers to bypass
rigid bureaucratic procedures’ and allow communication across hierarchical levels (Kling, 1996:
285) is especially noteworthy when examined along with team rhetoric of empowerment. Inthis
section, | will briefly examine how technology and technological divisions shaped theway in
which men and women worked interdependently in self-managing teams, and how perceptions of
technological knowledge and skills affected power and influence in teams. | argue that gender
divisions among team members were further exacerbated by technology and that, when male team
members labeled technological skills as masculine, women were barred from gaining an equal
statusin the team.

Technology is traditionally a masculine domain which excludes women (e.g., Wajcman, 1991). In
the four case study teams, masculinity, technology, and technological skills were intricately linked
and emerged as gendering processes that warrant examination separately from the gendered task
divisions. | begin with abrief discussion about the “new office technology” (mainly computers,
but also fax machines, copiers, etc.) and the ways in which it organized teamwork. | then examine
the masculine culture of technical work, and finally, how team members gendered perceptions of
technological skills reproduced traditional gender relations.

4.5.1. Teams, Office Automation, and Technological Displacement

Automated office technologies have fundamentally transformed the organization of white-collar
work as different organizational functions have been separated spatially but brought together again
electronically (Baran and Teegarden, 1987: 202). Since the adoption of the word processor and the
subsequent use of computers, clerical work has also become, in some respect, more decentralized,
whilein other ways, more centralized. Although computers have provided employees greater
access to information and allowed many to work at home, office automation also has increased
worker surveillance and enabled employers, in the name of flexibility, to create secretarial pools
that serve a number of bosses (Greenbaum, 1995; Murphree, 1984, 1987). According to Joan
Greenbaum (1995: 94-96), on the other hand, new office technologies have opened up an
opportunity for clerical workers, “to use and develop more skills” but, on the other hand, their
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wages rarely reflect the newly-acquired skills. Although clerical jobs have become more
‘professionalized’ as clerks and secretaries use computers, their new skills have not changed
traditional gender relations or the gendered division of labor. Infact, “gender stereotyping of jobs
has remained remarkably stable even when the nature of work and the skills required to perform it
have been radically transformed” (Wajcman, 1991: 33).

The Eastern Alliance Employee Credit team and the Motorcol Customer Support Network are
good examples of the technological changes. The lenders of the Eastern Alliance team had direct
access to the Bank'’ s data base and to protected information about the financia standing of its
employee-customers. The team members' ability to use computersin their jobs and to access
confidential information contributed to their upskilling.33 Thus, the predominantly female team
consisted of clerical workers who clearly were considered to be more professional than traditional
secretaries.34 Furthermore, Eastern Alliance’ s automated organi zation appeared more accessible
for the Employee Credit team members who used computer mediated communication not only to
send e-mail to each other but also to maintain contact with the Bank’ s out-of -state head office.

Information technology, however, enabled the supervisor--that is, the team coach--to closely
monitor and control the lenders and their interaction with customers. The PC monitor on the
coach’ s desk displayed on-going phone calls concerning, for example, who was on the phone and
who was taking a break, and how long each phone call lasted (the average call length was 2.5
minutes). Part of the coach’s job wasto listen in on each lender’ s phone conversations, evaluate
their customer service performance, and give feedback. For example, the team coach, Richard,
explained how he would monitor a specific team member who was known to be “firm” with
customers.

Sheis, | think, maybe alittle firm. We like to give employees maybe the benefit of
a doubt in some things and maybe most of ustalk to an employee like afriend
‘cause we'rein asame situation. She has come from the other side, I’ m thinking
maybe she' s still talking to the employee asif there is no connection there and
they’re dtill outsiders, and she' s very firm in what she does and doesn’t give a
wholelot yet as far as bending the rules or anything, we're trying to work with her
onthat. That'll be my job asacoach to listen in on her phone calls to see how
severe sheredly is... | haven't redly had a chance to listen in on her and that’ |l be
first thing | do probably, to be asked to see how she' sdoing, seeif she'sturning a
little bit. But since we'retalking, one of the other folks who came over about the

33 One could also argue that office automation has resulted in the professionalization of previously

unskilled white-collar work and, at the same time, in the deskilling of individual jobs. The use of computers
has, to some degree, brought together conception and execution of many clerical tasks. Because computers
require thinking and conceptual understanding of one’s job, the job is viewed as ‘ professional’ (Zuboff, 1988).
However, deskilling is evident, for example, in the case of the Easter Alliance Employee Credit team made up
of loan consultants or ‘lenders’. A lender’s job once involved face-to-face interaction with the customer and
loan approval that was based on the lender’ s expertise, and it was often done by men bank managers. Today,
credit approvals are determined by computers and given over the phone, mostly by low-skilled women service
representatives (see also Greenbaum, 1995: 94-98).

34 Unfortunately, | do not have information about their wages.
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same time as she did, just said, when we were working together today, just said
about this person that “she’ d make agood warden in aprison,” inawoman’s
prison, and then she changed it, “well, maybe aman’sprison.” Soit’skinda, |
guess, afeel that even she hasfor her, and of course sheisin the same little cube
with her so she'd hear her talking. So, that’ s what we gotta do on that one, that'l|
be my first job, trying to calm that one out, or make it more friend-sounding
(Richard, white man, 52).

The technology that provided the lenders access to bank-wide financial data on employees aso
placed them under greater surveillance. Aware of the possibility of being monitored, they had to
convert their interaction into the style and manner designated by the coach (who himself had
worked the phones for only a short while).

The case of the Employee Credit team illustrates how the use of technology can produce mixed
outcomes. computers changed the nature of team members’ jobs, but also enabled closer
surveillance of the team. The use of office technology, combined with the gendered task division
between the coach and the lenders discussed earlier intensified gender divisions within the team
and thus worked against egalitarian relations in the team.

In addition to increased surveillance, office automation has another, equally suspect outcome,
worker displacement, which particularly affects women and minority workers. Service industries
such as banks and telephone companies have led the way toward deskilling jobs and subsequently
substituting them with technology (Hacker, 1989). For example, Automated Teller Machines
(ATMs) displaced 179,000 tellers during aten year period between 1983 and 1993 (Greenbaum,
1995: 126). The automation of an organization’s functional units eventually lead to job elimination
and to laying off workers. The proliferation of teams can be seen as an integral part of office
automation and reorganization of work (e.g., Baran and Teegarden, 1987).35 However, teams
may also disguise an inevitable displacement of some functions that are to become automated. |
use the example of the Motorcol CSN team to discuss this gendered organizational logic.

The CSN team combined various technical and information-oriented functions with a goal of
improving customer service. However, during the interviews it became evident that there existed
some plansto displace at least some of the information group’ s functions with direct access to
product ordering through the Internet. This development was explained by Lee, the coordinator of
the engineering sub-group, in a discussion on the future development of the CSN team:

Probably the next step that we're going to be looking at is ordering over the
Internet. Something like that, such that if it's something that’ s already engineered,
it never even comes to the information system, it goes directly to the floor. Right
now everything comes through the information system. So engineering-wise,
when there's something different that needs to be done, upper management has
acknowledged that we're probably the best at where we are. It'sgoing to beto

35 In Chapter 3, | discussed how both Eastern Alliance teams were manifestations of reintegrated
work processes which were brought together into a team after bank mergers and downsizing. Multifunctional
teams, such as the Motorcol Customer Support Network (CSN), also illustrate these processes.
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improve on it because we' ve gotten our engineering modification down to about
two days, sometimes one day and just the documentation almost takes one day to
do. So the next big step will probably be an Internet type situation.

IFYOU IMPLEMENT INTERNET ORDERING SYSTEM WOULD THAT
RENDER THE INFORMATION PART OF THE GROUP OBSOLETE?

It wouldn’t render it obsolete because there' s aways modifications to what they
need to handle. It would render the standards obsolete because they could just
order it straight off the internet. But someone would want their motor to be red,
someone may want it to be green and that’ s how the CSN exists right now. And
probably about 50% of the work that comes through the CSN is the same [as now],
so we would always need that information group to handle that type of information
for us (Lee, white man, 44).

Neil, the coordinator of the field service sub-group, echoed Le€' s ideas as he discussed what an
ideal CSN team would be like.

It would look very much like it does now, except 1'd have a computer automated
input, which means I'd have this automated fax type computer that would allow
peopleto comein, and cut our phone callsin half. Because most of the information
they're looking for would be in the computer to fax information back to them
automatically. Also I'd get on the Internet immediately and the information would
be there, and | would make [it] available on aweb page site so that they could pull it
out of the Internet, they wouldn't have to call usall the time, and we could do the
things that are alot more manual work intensive. That would free up alot of our
resources which would allow us to interact with customers that really need our help
more... We could a'so move into actually putting the order entry at the customers
fingertips. We could have aweb page or acomputer system set up here that you
could dial into. Anyway you'd want to do it, we could get you right into the order
process. All you need is your own customer number. You could enter it, you
could look up the charges, you could look up what you wanted to order, see what
the cost was and enter the order yourself.

THISISWORK THAT ISNORMALLY DONE BY THE INFORMATION
PART OF THE TEAM?

Yes.
WHAT WOULD HAPPEN TO THAT PART?

It would allow them more time, and they wouldn’t be so stressed out. They'd be
trouble-shooting information that would allow the service side more time for the
customer out there who needs a service done but couldn’t get through on the phone.
Unfortunately, in service it wouldn't help us as much as the other groups. Because
people want to talk to live bodies when it comes to a service problem. They want
to be reassured, and they want to understand what they're doing before they go
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throw a switch that might blow the unit up. They don't want to just read about it,
they want to actually talk to alive body (Neil, white man, 47).

Noticeably, both men believed that moving the product ordering function from the information
group to the Internet, where customers could independently access product information and make
selections, would not displace the women who did the job now. Despite their optimism, itis
realistic to assume that some tasks, such as the information associates' phone service, could
undoubtedly be at risk if Internet technology is integrated into the team’ s functions.

Office automation together with the reorganization of work into self-managing teams servesthe
purpose of cutting costs. On the one hand, companies can eliminate heavy layers of middle
managers and pass administrative functions onto their employees through self-managing teams.
On the other hand, automation enables breaking into parts whole jobs and creating jobs that require
less skill and are more easily filled by nonskilled workers. As aresult, some lower-level jobs will
be enriched as severa tasks are reintegrated under asingle job title. However, because these jobs,
and particular tasks, often are routine-like and partly automated (for example, the information jobs
in the CSN team), they may be but afew steps away from an eventual displacement as new
technology becomes more cost-effective than an embodied worker.36 Inastudy of AT&T, Sally
Hacker (1979) found that women--and particularly racial-ethnic minority women--were
systematically hired to fill the highly fragmented and routinized, low-skilled jobs that eventually
became displaced by automation while white men were promoted into skilled jobs. If the bottom
line of the team movement (and the underlying motivation to adopt self-managing teams) isto
increase productivity and competitiveness, the idea of displacing routine jobs with technology is
not far-fetched. | propose that it is unlikely that multi- or cross-functional self-managing teams
will shield any individual job against automation. And while team members can and do learn
cross-functional skills, their individual contribution may not be as valuable to the team if others can
do their jobsjust aswell (aswith the CSN team’s plan to use the Internet and have customers
themselves do some of the “information” group’stasks). Future studies should examine the
impact of technology on worker displacement in the “ self-managing team era’ and the extent to
which women’ steam jobs are especially at risk.

4.5.2. Customer Serviceand “Live Bodies’

In the service sector, displacement of phone service functions with automated answering services
could be challenged by the new standards of customer orientation that characterize the “high-
performance,” “team-based” organization (Katzenbach and Smith, 1993a). The new
organizational policy of customer-orientation is viewed by management experts as the only way

36 In fact, one can imagine a development similar to the CSN plan of automating order entry to take
place in the Eastern Alliance Employee Credit team in the future, if loan information and approvals become
fully automated. This scenario might not be too futuristic as voice recognition software that allows the
customer to converse with a computer and inquire, for example, about loan information is already being
developed (Gross, 1997).
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for acompany to maintain a competitive edge againgt itsrivals.37 In the cases of the Information
group of the Motorcol CSN team and the Eastern Alliance Employee Credit team, this could mean
that, in order to better serve the customer, the teams should keep “live bodies’ answering the
phones. Thisideabecame evident in severa interviews with the CSN team. For example, to
revisit Neil’ s previous comments concerning the necessity of automating some team functions, he
also emphasized the goal of keeping customers satisfied by having them interact with a‘live

body’:

...[T]hat would alow service side more time for the customer out there who needs
a service done but couldn’'t get through on the phone. Unfortunately, in [field]
serviceit [i.e., automation] wouldn't help us as much as the other groups. Because
people want to talk to live bodies when it comes to a service problem. They want
to be reassured, and they want to understand what they're doing before they go
throw a switch that might blow the unit up. They don't want to just read about it,
they want to actually talk to alive body (Neil, white man, 47).38

The need for ‘live’ or ‘“warm bodies' on the phone aso was stressed by the other two coordinators,
Lee and Karen:

In the very beginning when we first started it, we never wanted the customer call
and not get awarm body. So we let all the phones ring so everybody was trying to
answer al the phones (Lee, white man, 44).

There should always be avoice at that phone, in my opinion. . . When | call
somewhere and | don't get awarm body on the end of that phone, and that's a
customer service experience, I’m not real happy with that (Karen, white woman,
40).

For Lee and Karen, good service entailed having customers call ateam representative and not
getting arecording or avoice mail. The fact that they brought up this issue as they explained the
phone conflict over who was responsible for the team’ s phone service (discussed earlier in this
chapter), casts light not only on the gendered division of labor but also on the gendering of
technological displacement. The jobs of the information group’ s women were safe for the time
being as the team strove for greater customer consideration. Nevertheless, the fact that the phone
service jobs can be described smply as ones that require a‘warm body’ reveals their deskilled task
content. These routinized, deskilled, and low-waged service jobs are most often held by women,
who aso are the most likely candidates for technological displacement.

37 Management experts often take thisidea to the extreme. For example, one consultant argues that

companies should “exceed customer expectations, not merely meet them” (Scholtes, 1988: 5—48). Others
describe how one company was able to surpass its competitors by refocusing its “ customer service” into
“customer obsession” (Katzenbach and Smith, 1993a: 67). Customer-orientation was definitely an important
part of teamwork in all the case-study teams.

38 Notice also that Neil referred to the need to maintain ‘live bodies' in his own group, the field
service group, while he thought that the information service functions could be easily automated.
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This had in fact taken place in the Eastern Alliance Specia Projects team where voice mail now
substituted “live” administrative assistants, as explained by Barbara, a systems analyst in the team:

We don’'t have any administrative support, and it’skind of like if we want to have a
meeting, who's gonna answer the phones. Little things like that, those are the little
thingsthat are...

WHO DOES ANSWER YOUR PHONES WHEN YOU HAVE A
MEETING?

We have recently made an arrangement with the administrative personnel hereto
transfer callsto our voicemail. ... We used to not have voice mail because of a
corporate decision, they didn’t really want anyone to have voice mall ...

WHY DO YOU THINK THAT IS?

The CEO of the company felt like areal person should answer the phone at all
times, which isanicething but it's not always feasible. It’s better to get someone’s
voice mail than to let it ring twenty-five times and nobody get to it (Barbara, white
woman, 43).

The decision of the Eastern Alliance bank that real bodies no longer were needed on the other end
of the telephone line shows that tel ephone answering services are indeed displacing clerical tasks
and jobs. This may, however, be happening more in the back offices where customers are internal
than at the organizational boundaries where phone agents are serving external customers.

Thusfar, | have argued that because of the deskilled nature of some clerical tasks, they are at
greater risk of displacement by office automation whether or not they are integrated into a self-
managing team. On amore pessimistic note, | also introduced the idea that perhaps, onceajobis
integrated into a cross-functional team, the members will learn to perform each others’ jobs,
thereby making each worker’ s contribution less unique and more replaceable. While | did not find
support for thisthesisin my data, an interview with ayoung woman in the Motorcol CSN team
brought my attention to the issue of deskilling of individua tasks from the point of view of the
worker. Tasksthat the management views as deskilled and displaceable may be seen by the
worker as awhole process in which every part isimportant. The following story highlights the
way in which one team member regarded each individual task in her job as important for the
whole job and challenged a supervisor’sinformal (and benevolent) attempt to ‘rationalize’ her
work process.

Jean, an information associate in the CSN team, told a story about how her (and the team’s)
supervisor, in an effort to reduce her workload, attempted to prioritize some of her tasks as more
or lessimportant. She responded to him by protecting her job expertise:

Ray [Motorcol’ s director of logistics] was trying to, when we were really stressed,

he was trying to find one-minute ways to eliminate the stressin the workload. And
| just sat down one day and | showed himwhat | did. And | saidif | don't key in
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this part number right, production is going to build the wrong motor and the
customer is going to get what he doesn't want, an unsatisfied customer. | said, if
we do not distribute the paperwork, then when production needsto find thefileto
see if something was approved, you know, we are not going to be able to find it.
That's time lost in production that they could be building something. | said, if |
don't check the region's work, if I don't go back to regions when they’ ve entered
their orders: did they priced them all? Will they not have to issue a credit because
the customer is overcharged or they entered the wrong cable to go with [or did]
they just mismatch the application? Y ou know, every single part of our job is not
something that you can just say, ‘well, thisisn't important; do away with it’.

He wasjust trying to find one-minute ways to be able to eliminate my work when
every single part of my job right now isimportant. And | don't know how much is
going to change when [the new computer system] comes up. | know the way
Karen talks, awholelot, but right now it's survival, until [the new system] comes
up. And, ‘you don't know what | do every day intimately, so don't give me
one-minute suggestions that you have no ideawhat you are saying’... And | said,
if you don't know every one of these processes, you don't know what you are
talking about. And | said, | can't liminatethem. So, and | think that helped him
realize that it's better not to say anything (laugh) than to come over and think that, to
tell us [how to do our jobsg]... (Jean, white woman, 24).

In addition to illustrating Jean’ s perception of her job as awhole process, | aso wish to point out
that while some nonskilled clerical jobs may be at risk for technological displacement--exemplified
here by the director’s views of unimportant tasks and the possible changes to result from a new
computer system--workers can and do resist the manager’ s views. Jean’s detailed account of the
components of her job made it clear that she thought of herself as skilled in her job and decidedly
more than a‘warm body’ that could be displaced by a computer. Verbal challenges seldom
override the organizational logic of profit maximization; however, this example shows the kind of
informal resistance that often is not noticeable. To what extent being part of ateam empowered
Jean to resist her boss remains unclear. More research is needed to make conclusive statements
about the empowering influence of teams.

Finally, following Acker’s (1990, 1992) metaphor of the “disembodied universal worker” who
actually isaman, | propose that the current “warm body” discourse revealsin turn a particularly
embodied worker who isawoman. The proverbial “warm body” symbolizes the tension
between, on the one hand, the imperative of service-sector companies to compete with better
customer service, for example, by having women perform relational tasks and emotional labor
(Hochschild, 1983). On the other hand, the companies are under pressure to cut employment
costs with office automation. Therefore, the “warm body” featured at the intersection of these
conflicting pressures is unmistakably a woman whose job has been rid of whole tasks and expert
skillsin a(more or less conscious) preparation for technological displacement.

4.5.3. Gender and the Construction of Technological Skills

[G]ender biasisclearly likely to result not only from the effects of segmentation of
the labour force but also from the social construction of skill. In other words,
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‘new’ socia relationswill continue to reproduce the situation in which women's
skills are not recognized as any more than natural talents as well as the numerous
social processes which divert women from mastery over technology (Jenson,

1989: 154-155).

Jane Jenson’ s remarks capture the tensions between the new flexible forms of work, such as work
groups and teams, and the gendered construction of skills. Inthis section, | discuss how the
process of gendered skill construction and maintenance played out in one specific team, the
Motorcol Customer Support Network. The gendering of technological skills permeated the work
environment in the CSN team. In addition to the engineers’ reluctance to use feminized office
technology such as fax machines or telephones, the team’ s work relations also were shaped by the
gendered assumptions about technical skills. 1n ateam of two all-male engineering groups, the
female information associates felt pressured to show basic understanding of engines. While the
women had |earned some basic elements of engine design and were able to adequately
communicate with the customers, they constantly encountered resistance and disbelief concerning
their acquired knowledge. While the women did not assume they were technological experts, they
were engaged in an uphill struggle to be considered capable of learning technical skills. Inthis
process, technical knowledge and skills were actively protected and preserved as exclusively men's
domain and the information jobs were consciously defined as entailing “people skills” (i.e.,
relational, emotional labor) or “language abilities.” For example, Lee, the coordinator of the
drafting engineers, pointed out the difficulty of working with *non-technical” women:

The most difficult part that | have found is that being an engineer, most engineering
departments are typically male-oriented and so there was a gender situation we had
to overcome ‘ cause now we' re working every day with alot of femalesin an open
setting, so it was alittle more difficult to ... approach work with [women] team
members because they function differently and they react differently and they don’t
always hear what you say and you don’t always say the right things to pass along
theinformation. So | think probably the most difficult thing wasto get used to not
only working with females but to be able, the terminology, the technical
terminology, to get it to where they could understand it for the customers because
the females that we work with are not technically oriented, they are information
oriented (Lee, white man, 44).

These gendered beliefs about technical skill shaped the work of the information associates as well
astheir role in the team. Despite the fact that the women had learned to use technical termsto
describe the engine designs, the engineers often dismissed their technological understanding of the
product. While Ellen, an information associate, was enthusiastic about learning technical skillsto
enrich her job, she recognized the tension between using technical termsin her job and the
engineers gendered perceptions of technical skills.

| can express myself and be taken serioudly for what | am doing. | do however feel
like, any time it comesinto atechnical discussion, ... when | am making a point that
| know to be correct about a particular motor or like a customer wants a particul ar
type of connector on it, they [the engineers] realy have to seeit in writing before
they believe that that's what they [the customers] want. They are making it just go
on my O.K. because | have said it, even though it's a customer | have been working
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with since | got hereand | knew their product lineinside out. And I know exactly
what they have on the machines and why they need this certain type of connector.
But I do find alittle bit of that, that may just be, | can't redlly tell whether itis
because | am awoman or if it isjust because | am known to be technically wesk, |
am very honest about that (Ellen, white woman, 29).

Working in a male-dominated, technical area, the women were very careful not to inflate their
ability to understand technological designs. They were very careful not to tread on the engineers
territory, which often strengthened the association of technical skills with masculinity. Infact,
Jenson (1989) argues that gender segregation in technology is maintained also by women
themselves. She claims that “women and men’ sidentities tend to contain deep assumptions about
what work is proper and possible for each gender,” and that women'’ s identities may often exclude
“the notion that technical skill or familiarity with the machinery isfeminine” (Jenson, 1989: 150).
This could be one explanation for why the CSN women felt confident about their ability to handle
basic technical questions while also assuring that “were not technical” or that they were
“technically weak.” Working in ateam with eight male engineers, the women'’s budding
understanding of the engines they were selling was seldom promoted. Furthermore, the level of
cross-functional training that the team coordinators hoped to achieve--including the women’s basic
technical know-how and, to alesser degree, the men’s sharing in the information tasks--kept
eluding the team.

Some women in the CSN turned their technical weakness into a chance to claim their other
strengths. Although Karen, the team coordinator, was confident about the technical ability she had
acquired throughout her yearsin the company, she also was quick to confess her limitations. In
the end, however, she redefined her self-claimed technological weakness:

Y ou can't stay in this business long and not have some level of understanding about
the product, and you have to go off and search for that. Y ou know, you have to go
off and hunt it. Becauseif you are not technical here, thereis some training that's
tailored to you, you know. But you have to be willing to go off and hunt that
information and try to understand it and interpret it in the best way that you know
how. Now | am limited, obviously very limited in what | can do technically, but it
doesn't mean that | can't take what | understand technically and interpret that and
bring it back into what the business needs are, what the business processes are. . .
Maybe | don’t understand the electronics, but | do understand the big picture; how
that affects the business, how that affects the customer, how, you know, the
technical changesin their product can affect the customer (Karen, white woman,
40).

Interestingly, Karen was able to redefine her skills not only as technically weak but as strong in the
business side of the team endeavor. By redefining her technological weakness, she was ableto
challenge the definition of the information group as a purely administrative, non-technological (and
thus less-valuable) unit.

To counter the masculinity of engineering, both Ellen and Karen suggested that a change in the

team’ s sex composition might alter some deep-seated assumptions about femininity and
technology. Ellen, for example, believed that a greater sex balancein all subgroups would change
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the men’ s attitudes toward women.

| think | would really idedlly like to have alittle more gender spread among the
areas. Likel'd liketo have two female engineers, and then, or female engineer and
amale engineer, | mean afemale draftsperson and a male draftsperson. . . And then
| would love to have amale on our side of thewall. . . But it's so hard to find
someone. | mean, most of the jobs | have held have been like this, on the phone
every day running around gophering-type thing. And | have never worked with a
man that wanted to work in that capacity. . .

WHAT DO YOU THINK A FEMALE ENGINEER WOULD DO TO THE
TEAM?

Oh! [ think it would be like acatalyst. Just to see afemalein that capacity would
wake some people up, you know, like the people who would call in and try to get
her to track down Paul because he wasn't at his desk. We actually have somefield
engineers who are females and they’ ve been with the company about ayear or so.
And | think, | have seen more account activity out of them than | have some of
these guys who have been out in the field for 10 years. So you can really seethe
difference. . . They [the women engineers| just, they are redlly effective when
people see them coming. They tend to want to Sit and listen to whatever they [the
women engineers| say. You can seethe dynamic. | am not usually part of the
meetings when they are coming and quoting alarge project but, you know, al eyes
are on them for their answers. That's areally interesting thing to watch (Ellen,
white woman, 29).

Asfar aslimiting my ability and being recognized for what it is| know and I'm
capable of doing here, | don't think gender hasaroleinthat at all. | think itismore
of the technical side of it; that's where we have our limitations. We don't have alot
of women in the technical side. We have alot of women in the service side of the
business, but not in the technical side. It isdifficult to recruit and there are very few
women that are actually going to engineering schools still today (Karen, white
woman, 40).

The comments of Ellen and Karen reflect the masculine culture of technology. These women
evidently believed that the masculinized organizational culture of Motorcol aswell asthe CSN
team could be addressed by adding a female engineer to the team.

In this section, | have briefly described some ways in which the gendered division between
technical skillsand “language skills” (i.e., relational skills) perpetuated a gendered task division in
the CSN team. It also raised barriers for the kind of cross-functional task sharing that would
recognize the information group’ s ability to handle basic technological knowledge and engage the
engineersin administrative duties (phone calls, faxes, etc.). Thisleve of cross-functional task
sharing would have been desirable for the information group, but not very attractive to the
engineers, many of whom made it clear they did not care to learn or perform administrative
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tasks.39 This deepened the team’ s gendered task division and maintained the devaluation of the
information tasks.

The construction of technology as masculine emerged as a gendered process particularly in the
Motorcol CSN team. In the other three teams, technical skillswere not as salient asin this
manufacturing team, with the exception of the Eastern Alliance Specia Projectsteam. Inthe
Specia Projectsteam, all team members, women and men, performed technological functions.
The technical skillsrequired in their work, such as software development and assistance with
personal computers, ensured, at least on the surface, that the women were seen as equally capable
to handle technical tasks.40 Of course, as| discussed above, the fact that some men in the Special
Projects team still regarded answering the phones as afeminine secretarial task illustrates that even
in the context of more masculinized (or non-feminized) occupations, women's defining
characteristic continued to be their gender.

4.5.4. Conclusion: Gendered Technology

The second part focused on the ways in which assumptions about gender embedded in office
automation and the construction of technical skills devalued women's contributions, especialy in
teams where men held technical jobs. | also found that the attempt of some teams to automate and
displace devalued (feminine) tasks potentialy a gendered process. However, more research is
needed to draw conclusions about whether teams will protect men’s more than women'’s jobs
from automation and displacement.

Thusfar, | have identified those processes that produced and reproduced gender divisionsin the
case study teams. Next, | explore a practice which, instead of dividing the team members, helped
create a sense of unity among them.

4.6. Team Space: A Promise of Gender Unity?

The goal of unity that underlies the self-managing team movement has significant spatial
implications for work organizations. The fact that teams need a place to meet and interact has
prompted managers to reorganize the office floor to accommodate teamwork. In this section, |
explore the physical office transformation from the point of view of ‘gendered spaces (Spain,
1992). 1 will show how team-oriented spatial arrangements created a sense of unity among team
members and how a shared workspace helped, to an extent, ‘ demasculinize the office.

39 It would seem logical that the information group’s women would find cross-functional task sharing

to serve their interests; for example, to gain a more valued position in the team. Paul, for example, had
noticed the women’s preference for cross-functional task sharing:

The women in the group tend to believe in more cross-functionalism. [They believein], |
guess, more of a democratic sort of dynamic for the team and the men tend to believein a
specific functions for team members, kind of a*“cubby hole” type thing (Paul, white man,
37).

40 Even so, the women' s tasks dealt more with software (mainframe computers) while the men dealt
with both hardware and software (PCs).
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A team-oriented office design affects gendered power relations asit aims at allocating team
members equal-size workspaces and stripping (often male) managers of their closed-door privacy.
In fact, devel oping the team-based office layout emerged, in this study, as a challenge to many
traditional and gendered status symbols. First, | will examine the notion of gendered space and
illustrate how spatial design can reproduce gendered power relations in work organization. After
discussing the team members' experiences with working in a“team space,” | briefly reflect upon
the possibility for physical design to address gendered processes in teams.

4.6.1. Gender, Hierarchy, and Office Design

The physical separation of women and men that results from occupational sex segregation
produces and reproduces ‘ gendered spaces (Hanson and Pratt, 1995; Spain, 1992). Inan
occupationally sex-segregated labor market, the majority of women and men work in separate
industries and organizations. Furthermore, spatial sex-segregation occurs aso within the same
company when women and men who hold the same job title work in different locations (Baron
and Bielby, 1985: 240). The impact of spatial sex-segregation on gender relations at the workplace
constitutes a complex process which also shapes women’ s opportunities at work. Working in a
gender-segregated space limits women’ s access to valued knowledge, resources, and power,
thereby reproducing organizational gender stratification (Spain, 1992).

Spatial expressions of organizational gender hierarchy are typical for many contemporary offices.
In the average white-collar office, secretaries and clerical employees (most of whom are women)
work in easily accessible, open areas while managers and supervisors sit behind closed doors. The
ability to control one' s workspace and, particularly, to limit others’ access are valued highly in an
open-plan office. AsDaphne Spain (1992: 218) points out, “higher status within an organization
isaccompanied by greater control of space.” A poignant example of the link between status and
work space comes from Jennifer Pierce' s (1995) description of the spatial hierarchy of alaw firm:

[S]enior partners are located in large corner offices with unencumbered views of
the San Francisco Bay. ... Associates are signed to smaller and simpler offices,
ranging from modest offices with windows to those without. ... By contrast, in the
female-dominated strata of paralegals and legal secretaries, office space and decor
are determined primarily by functional requirements, and privacy is minimal
(Pierce, 1995: 32-33).

Moreover, others have found that “architectural privacy,” that is, the visual and acoustic isolation
of aworkspace, is strongly associated with job satisfaction across occupational categories and
levels (Sundstrom, Burt, and Kamp, 1980; Hatch, 1990).

An open office layout is also avisua control mechanism that enables supervisors to monitor their
subordinates. Resembling an inverted prison panopticon (Foucault, 1977), in which guardsin the
middle survey prisonersin cells against the wall, women in clerical jobs are subjected to both
visual and auditory surveillance as they are seated in the middle and surrounded by managers (see
also Pierce, 1995: 34). Even in cases where secretaries have a‘private’ office with a door, that
door is often made of glass, enabling visual surveillance. Because of their lower rank, secretaries
in private offices remain subjected to uncontrolled visits by higher ranking managers (Spain, 1992:
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214, 220).

Not surprisingly, the physical layout of the three organizations | studied resembled this “typical
office.” Entering the Eastern Alliance Operation Center (or Omni Insurance and Motorcol, for
that matter, since all three were quite aike), | encountered large open areas that were divided into
smaller segments. Those segments were further divided into distinct units with removable walls
of various heights. On one floor, for example, the mgority of the work areas and desks were fully
visible throughout the floor space. Aside from the employees personal paraphernalia, the
individual workspaces were distinguished only by the height of their walls, which aso symbolized
aplaceinthe organizational hierarchy: the lower the level of the employee, the lower were her or
his cubicle walls.

Interestingly, areas designated for teams often co-existed on the same open floor with other clerical
employees. For instance, at Eastern Alliance, instead of being fully visible (like the clerica
workers on the same floor), ateam had a designated work area enclosed by higher walls. The
Specia Project team was located on alarge open floor, which was organized according to job
categories. Theteam, along with other managers, worked behind a high cubicle that surrounded a
clerical areawith low walls. The members of the Special Projects were clearly separated from the
rest of the floor and shared a small common areawith around table.

The spatial organization of the other teams roughly followed this principle. The Motorcol CSN
team also worked in cubicles that were organized around a common area with alarge middle table
that was used for team meetings, lunches, and other informal gatherings. While at Omni
Insurance, only afew City County team members worked in the same Omni branch, the team’s
off-site meetings provided a confined physical space for uninterrupted teamwork. Among the four
case-study teams, only the Employee Credit team lacked a common team area. Instead, the team
members sat in two parallel groups divided by awall and without individually separated work
gpaces. The team leader and the coach were seated on the side of the room, in high-wall cubicles
(visibility was not necessary as monitoring was done through phone calls).

The team-oriented layout in the site organizations (although mixed with the conventional open-
floor pattern) demonstrates how the transformation toward high-performance systemsalsois
changing the physical design of the white-collar workplace.41 Private officesthat once reflected
high position in the organizational hierarchy are being transformed into cubiclesin which status
and rank are not visible. In the insurance industry, for example, the team-based office
environment reflects both a reintegration of the work process and a reduction of signs of rank: “the
walls of private offices have been torn down and managers, professionals, and clericals work side
by side in shoulder-high cubicles’ (Baran and Teegarden, 1987: 209).

In team lingo, reducing various signs of rank implies more egalitarian team relations. Becker and

41 An interesting, corporate-induced reconfiguration of “public” and “private” space was brought up

by Jean, a member of the Motorcol CSN team. Jean mentioned that amidst the phone controversy (described
earlier in this chapter), Motorcol management had considered placing telephones into the bathrooms in order
to improve customers’ access to the team members. While that had not occurred, the fact that the
management deliberated such an ideaillustrates how spatial arrangements are consciously manipulated in
order to better serve the goals of corporate capitalism.
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Steele (1995: 16), for example, argue that the “ high-performance” (or “total workplace”) office
design speaks the language of “teams and teamwork, of minimal status and hierarchy, of a
concern for the dignity and comfort of an entire staff, of abelief that an enriching environment
ultimately benefits the company.” They a so advocate reorganizing previousdy single function-
oriented spaces to accommodate multi- and cross-functional teamwork. Sincefacilitating
information flow is critical for the “high-performance” organization, teams should be designated a
common work area where everyone can see and hear each other and talk fregly in the course of the
workday. An open layout, team advocates believe, fosters creativity, equality, and, most of all,
efficiency (Becker and Steele, 1995; see also Hamada, 1996).

4.6.2. Physical Space and Gender Relations in Self-Managing Teams

Evidence from the four self-managing teams suggests that a team-based office design could
indirectly enhance gender equality in teamwork, at least to the degree that it involves removing the
many symbols of status mentioned above. In all four teams, members commented on the benefits
of physical proximity for increasing interaction. However, while many women saw the
community-building potential as a positive development, men focused on the lack of privacy in
their open access cubicles. It was particularly clear that men who in their previous positions had
worked in private offices regarded the open-access cubicle as a symbol of limited power and
control. Therefore, the transformation from private offices into team-based areas implies that
organi zations are changing from masculinized and individualized spatia arrangements toward less
masculine--and perhaps “ degendered” --workspaces.

For many of the men | interviewed, a doorless office meant working in high noise levels and being
exposed to others. For example, the Special Projects team leader, John, complained about “too
much white noise” in his doorless cubicle. Similarly, Richard, the Employee Credit team coach,
had to get used to the new office environment where “there was no privacy.” Other men across
the Eastern Alliance and Motorcol teams also remarked that they experienced difficulties with
working in a space that was exposed to everyone:

Asfar aslike privacy in our area, you could tell, | mean we're like all bunched up
inasmall area, thereis none. Pretty much you can hear anything by anybody says
on the phone, but again you' re on the phone yourself, so, you know there is not
much privacy. If you do any negotiations, somebody can hear you and say, “Hey,
you know, why did you offer them that?’ And that’|l happen (Chuck, white man,
25, Eastern Alliance Employee Credit team).

Thisisvery different for me, having people around. And you've seen where | sit.
I'm in the middle of afloor with, you know, literally hundreds of peoplein view if |
sit up and look around. That was real different, because | was used to a private
office, floor to ceiling, walls, wall of windows. | could look outside and see what's
going on. And all of asudden I'm in this big room with hundreds of other people.
Y ou can't even blow your nose in private (Mike, white man, 46, Eastern Alliance
Special Projects team).

| like the high cubes, because it cuts down on some of the noise from out on the
floor, but sometimesif | want to talk to somebody, I'd like to just say, 'Hello,’ or
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ask them a question without having to yell (Mel, white man, 32, Eastern Alliance
Special projects team).

| guess, prabably, the type of thing that took most getting used to was the physical
environment, the open...you know, before I’ d been working in aclosed cubicle
many many years. It's quite achange, particularly for my area because it’s open to
the big hallway, everybody coming down the hallway (Vernon, white man, 50,
Motorcol CSN team).

[Dlistracting, likein an office environment, it’s pretty distracting alot of times,
people are always just wandering through and striking up a conversation with
someone and | can’'t help overhearing everything (Keith, white man, 30, Motorcol
CSN team).

Among other things, the men’s comments reveal their discomfort with losing control over their
immediate workspace. Some of them, such as Mike, also felt uneasy about being visible to
everyone on the floor. Their experiencesillustrate the changesin the previously masculine office
space: private offices have been a privilege of higher level workers who were predominantly men.
This privilege, however, no longer existed in ateam space.

Mike' s seating arrangement in the Special Projects team a so warrants closer examination for
another reason. While the other members worked in high-walled cubiclesin a common team area,
Mike, who had joined the team only recently, sat outside the team space, at the edge of an open
clerical areathat seated mostly women. The feminization of hisworkspace was therefore evident
and signified aloss of status from his earlier position in another company.

I'm not in the little pod where, where the other six [team memberg| are. | guessit
wasn't worth rearranging all the furniture. John [the team leader] was concerned up
front that maybe | felt left out of alot of things. And, yeah, you do have some
isolation; that you can't just turn around in your chair and see somebody you work
with and talk to them. 1t would be niceto bein the group but it doesn't really affect
my performance, | don't think. | understand it's aphysical limitation of where the
offices are and everything changes and in six months, we're all going to be some
place else probably. So ... | don't have my 13-foot wall and floor-to-ceiling
windows any more. | don’t have my private office (Mike, white man, 46).

Mike' sisolation from the team was exacerbated by the fact that the seating arrangement in the
Specia Projects team supported close interaction among the other men who sat together. The only
woman who shared the men’ s space was Victoria, the other two women were separated from the
men by acubiclewall. Infact, Victoriawas aware of her anomalous presence in the masculine
space:

What happened was...I wanted one of the windows. John and Barbara beat me to
thewindows. So, | didn't want [aplace] on the very front. So they placed mein
thelast spot. And I think Gary had achoice... But | really, deep down | really
believe that if John could work it out, and not have flack coming from me or
anybody else, he would move Mike back there. And al the guyswould be
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together. Deep down | feel that. | really do (Victoria, black woman, 46).

These experiences show some ways in which organizational spatial arrangements are gendered.
Working in acommon area without the ability to secure a private space signified aloss of status
especially for those men who had had to move from a private to a‘public’ office. Women, on the
other hand, either were used to the lack of privacy (primarily at the lower tiers) or regarded the
proximity to men as an opportunity for team-building. In fact, women who commented on the
gpatia arrangements*2 viewed the mixed-gender work environment as conducive to informal
interaction. For example, some women in the Employee Credit team talked about getting better
acquainted with their team colleagues.

| am getting to know the other four [team memberg]... Y ou hear them on the
phone, so you know what they are like. Soit's, it's getting to know all of them now
(Maryanne, white woman, 37).

| was sitting in our mini team, we could hear alot of their conversation, and we
communicated across the wall. There was poor Chuck, the only guy. Sometimes
when we had a tendency to be talking about what we' re going to be cooking for
dinner and things about the kids, and Chuck would go, "Alright, alright! I've heard
enough about the menu. Y ou're making me hungry” (Shelley, white woman, 44).

Shelley also praised the cubicle system for providing an open access to the team leader.

The people that we are working with now, Richard and Dianne, the fact that they're
in acube and have no door is aperfect analogy because their door is aways open.
And | don't care whether it's before working, during the day, or after hours, I’ve
talked to both of them about situations that | needed another opinion on (Shelley,
lender, white woman, 44).

A common team area also provided a setting for informal discussions. They were often used for
chatting and taking lunch or coffee breaks, during which the members came together to discuss
both work and private matters.

[A]t lunch, we always edt at thetable... Thereis about the same ones of us that
always sit there and sometimes we' |l talk about work, and sometimes Paul is there
and we' Il talk about stuff that’s so far off the wall, we don't even know how the
conversation got started. But that’sare really big stressreliever. . . And | think that
helpsus. We don't have daily meetings together as ateam asawhole. But | think
that's our meeting time; you know, it'sreal informal, it's just, you know we get our

42 The team members' comments | use to illustrate the gendering (and degendering) of space

emerged without solicitation from the interviews. If arespondent made a comment concerning the team

space, | often probed about their experiences. However, my interview protocol did not include direct questions
about workspace. Infact, | only began paying attention to spatial dimensions of gender and teams after two
men during thefirst site visit at Eastern Alliance brought up their sentiments about their loss of the closed-
door privacy. It could be that women in clerical and service work were accustomed to the open office plan
and therefore did not bring it up as readily as the men who had experienced a change in their environment.
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lunches out and just talk about whatever we wannatalk about...that's the most
enjoyable time, ‘ cause we do talk about work sometimes at lunch but sometimes
we won't (Jean, white woman, 24, Motorcol CSN team).

There have been times when almost everybody ended up in the middle round
coffee pot for few minutes in the morning, chatting about nothing specific (Barbara,
white woman, 43, Eastern Alliance Specia Projects team).

In fact, the close spatia arrangements had more or less influenced the Special Projectsteam’s
decision to forgo team-wide meetings. Because they sat together, as Barbaraand Victoria
commented, team members were able to keep abreast of each others' projects:

Now we don’t meet quite as often but it’s not unusual that we' re hollering back and
forth across the cube, which we hardly ever used to do, or that two or three people
are sitting at the round table in the middle and talking through something or trying
to figure out the schedule of who's gonna take care of something... (Barbara, white
woman, 43, Eastern Alliance Special Projects team).

Through interaction daily, we pick up on what each other needs to know. In that
little closed environment, you know, because we're so close together —in aclose
environment, we can pick up on things (Victoria, black woman, 46, Eastern
Alliance Specia Projects team).

The opportunity for informal team-building was particularly critical for the Omni City County
team since most of the members met face-to-face only once a month (see description in Ch. 3).
Their monthly meetings were held on the grounds of a famous golf resort (which undoubtedly
reflected the relatively high profile of the team). These off-site meetings were, however, a constant
point of controversy in the Omni organization, to the extent that some membersfelt pressured to
move them back to the Omni office. Despite the fact that team-outsiders at Omni did not approve
of team meetings at a golf resort, the members swore by the opportunity to immerse themselvesin
their work without disruptions.

When we were [meeting] in an office setting, those individuals that worked in that
office aways had to get up and go take a phone call, had to attend this little piece of
the meeting, and that’ s going to disrupt our performance, our focused performance
(Martha, white woman, 36).

[We received] alot of insengitivity and I'd say animosity from other areas of the
organization because our meetings were being held off-site. And the only reason
we started holding meetings off-site was, the issues were so many, the work
involved in team building, what we were trying to do was to create and form a
team. And at the same time, this team had to resolve problems that were coming.
That the only way we found we can do it was to seclude ourselves for three days
(Angelo, Hispanic man, 38).

We try to choose an area with a pleasant surrounding, so that members can relax.
They understand going into it that they are in for two-day marathon. They used to
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be three days. And we normally start at 8:30 [am], usually go to 5:00 [pm] and
later. Some times we work till 9:00 at night--depends on the work we have to do.
So we want a comfortable environment because people are going to be in aroom
all day (Brad, white man, 36).

But part of the bonding of the team was because we had no place to go. We had to,
| mean everybody could go to their room and sit there and watch TV, or we could
get together and actually get to know each other. And | think that was probably,
that's something that the people who were at the meeting, who were saying “you
shouldn’'t go off-site,” don’t get. ... Other than outside the room, we don’t have any
placeto go. ... It's not uncommon for us to decide not to stop and order some
pizzas and work until 9 0’ clock at night (Margaret, white woman, 54).

The off-site meetings provided a clear spatial separation between teamwork and other daily duties
of the members and thus enhanced their ability to fully concentrate on work. It was an opportunity
that most members regarded as essential for team success. I1n addition, the remote location
allowed team members to meet informally, albeit work-related debates often continued during
dinners. During a post-meeting dinner | attended, the members told stories about all-night
celebrations and maintained that informal gatherings enhanced their team spirit and work
effectiveness. Margaret, who organized the meeting accommodations, also noted that meeting in
an informal setting reduced the anxiety of speaking up and expressing one’ s view during the
meeting.

Y ou can see everybody gets more comfortable. And when you have that comfort,
you can be more productive because it's not this constant brain drain. ... | have
aways found that if you meet in a comfortable area, you are going to get alot more
donethan if you sit in astraight back chair around thistable. Even if you are very
formal, you speak very formally, you're not to say what you really mean. And
that'swhy it's openness, it's everybody sitting in their living room. Herein the
living room you are the kings or the queens as the case may be (Margaret, white
woman, 54).

My observations during a two-day meeting support the members' testimonies. The ‘living- room’
meeting environment allowed for an unusua level of intimacy among the members, which
encouraged direct talk, afree expression of views, aswell as humor. The meetings also included
intense debates during which individuals stood up, walked out of the room, or moved onto the side
couch. In this process women were able to both speak up and assert their expertise. However, as|
discussin Ch. 5, their outspokenness was often interpreted within a gendered framework.
Therefore, while the confined team space created an opportunity for greater gender equality, the
City County team members may not have realized it to its fullest.

4.7. Conclusion
In this chapter, | hoped not only to identify gendered processes in teamwork, but also to document
practices that may offer opportunities for reversing persistent gender divisions. It appears that the

gender division of tasks | documented in the first part reflects the various occupational- and
institutional-level gendering processes that are simply reflected and reproduced by gender divisions
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inteams. To challenge these structural gender divisions, organizations would have to address this
problem directly and actively. It isunlikely that self-managing teams will have an equalizing effect
on gender relations without structural changes, such as assigning femal e-dominated occupations
higher value and greater wages.

The potentia unifying effects that spatial arrangements can bring to teams show that teams can
overcome some divisions by physically working in the same space. However, the practice of
sharing a team space suggests, at the most, an indirect effect on gender relations: “ degendering”
resulted from men ‘losing’ their private offices, rather than from a deliberate attempt of the team or
the organization to foster gender equality in teams. It is possible that by increasing face-to-face
interaction among men and women, teams could facilitate cross-gender alliances. It also is possible
that spatial arrangements have no effect on gender relations as interaction among men and women
can remain gendered in spite of increased contact. In the next chapter, | take on the issue of
gendered interaction and discuss how gender shaped the daily exchanges in the four self-managing
teams.
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