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US firms' evaluation of employee
credentials in international business

~

Mary Lou Egan, Marc Bendick, Jr, and John J. Miller

Abstract This paper updates a 1991 survey of salaries and careers among US-based
international business professionals and managers. These employees typically offer a
high level of both international and functional qualifications, implying that aspiring
workers need substantial credentials to compete in this market. International credentials
directly increase salmies only modestly, suggesting a rough balance of supply and demand
for these qualifications. Larger salary premiums are commanded by functional speciallics
utilizing new information technology. Comparisons of the 1999 and 1991 surveys docu-
ment partial convergence in employers' treatment of men and women but remaining
'glass ceiling' barriers to women's advancement.

Keywords Women's salaries; care~r paths; gender discrimination; international mlln-
agement
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In 1988. US international trade, defined in real terms as exports plus imports of goods
and services, represented 17.8 per cent of US gross domestic product, but, by 1998, this
ratio had increased to 29.2 per cent (US Department of Commerce, 1999). Cumnt
dollar estimates of the world-wide gross product of US multinational corporations
(parents and majority-owned foreign affiliates combined) increased at an annual rate of
5.8 per cent between 1989 and 1997, to $2,090 billion (Mataloni, 1999). Because of this
steady internationalization, managerial and professional expertise in international
business is irn:reasjngly a key ingredjent in the success of US firms (Bartlett and
Ghoshal, 1992, 1997; Prabalad, 1990; Tung and Miller, 1990).

The previous survey in this series (Egan and Bendick, 1994) began with the
hypothesis that employers would reflect this important role with substantial salary
premiums for international qualifications. Contrary to this expectation, that study found
few differences between domestic and international. compensation, and we concluded
that many American firms' human resource practices were not evolving fast enough for
these firms to compete effectively in global markets. Our present survey makes clearer
that thesefums' practices are adapting to meet that need, but adopting a particular
approach: rather than treating 'international' as. a separate functional field, these
employers encompass it within traditional functional categories. In the present paper.
we suggest that this combination is an appropriate approach to meeting firms'
internat~onal needs, reflecting a rough balance of supply and demand for employees'
jnternational qualifications.
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The first part of this paper discusses our research methodology and profiles the
respondents to the surveys on which our findings ate based. The next sections analyse
salarjes and career paths. including differences between these for men and women.
The final section draws some implications from our findings for individuals' careerplanning. . .

Methodology

In 1999, we distributed a structured career and salary questionnaire, to be completed
anonymously, to all members of the Organization of Women in International Trade
(OWIT), a US-centred international professional association of men and women in
international careers.. Thjs questionnaire was essentially the same as that used in our
previous survey of this group in 1991, and, as in the earlier survey, each OWIT member
respondent was asked to enlist a respondent of the opposite sex in a career position
equivalent to his or her own. However, while the 1991 survey was distributed by
mailing questionnaires to potential respondents. 1999' s potential respondents were
directed bye-mail messages to a questionnaire mounted on the organization's web site;
hard copies of the questionnaire were mailed to members who did nol have access to the
Internet. By this method, 363 responses were received in 1999 (286 from the Internet
and seventy-seven in hard copy), from respondents in twenty-three different states.

This procetiure cannot be assumed to generate a sample that is randomly rep-
resentative of all US personnel employed in international .careers. However, it offers
one of the few broad samples currently available of Ihese important economic agents.

A profile of respondents

Tables I through 3 provide a profile of 1991 and 1~99 survey respondents. According
to Table 1, in both years. male and female respondents shared very similar characteristics.
The modal respondent of each sex wass hard working. well-credentislled, career-
committed professional in. early mid-can:er, employed in a larger, for-profit, firm. In
both years, the largest single group of respondents was in analysis-based occupations,
such as financial analyst. For respondents in both years, international duties accounted
for about 80 per cent of their work time. The 1999 respondents' salaries averaged
$67,080 for females and $75,254 for males, putting women respondents among the top
5.8 per cent of female earners and male respondents among the top 7.4 per cent of male
earners in the United States (US Census Bureau, 1999: 481).

Given these. similarities between male and female respondents' characteristics. it is
not surprising that each group held similar career goals and. employs similar career
management techniques. More than half of both female and male respondents in both
years reported using such traditional strategies for career advancement as forming
relationships with mentors, using personal networks to find employment opportunities,
participating in employers' 'fast track' programmes arid switching employers to
accelerate their progress (see Table 2). This high level of investment in strategic career
management wascoDsistent with their long-term professional ambitions, which are
substantial (see Table. 3). In both years, a greater proportion of respondents of both
sexes gave pdority to career advancement or financial success over personal flexibility
or family-related activities. According to Table 1, in 1999, women respondents to the
survey expected to earn an average of $174,617 at the peak of their careers, more than
two and a half times their current already-high earnings; the comparable figure for men
responding to the survey is $223,113. Such strong commitment to financial goals is
consistent with the fact that slightly more than haif of the respondents (51.8 per cent of

~

.

~~

. .

:'~\~;~:~;,~i>1!?,~;;,,;~~~,:;~";~~~<,:s.~t:";'~~~<i~<;::i~~>S~~:~~:~~~J?~~f;>i~~"~l~:"'~~~~~;;i.ii;::,:;t~?<:~ ':'~{";~':f}:~'I~'~J:~:~'::~;;'i.~~':~;Y\' I'.;.;. ',<.:,,' t .:~,>; i~ Ir;,~,~;,.o.}'~;.. .~,'. ,.;:,;,.~~<"~.,,..: ;"~<"'K'::":'. :,~. ;.;~: ,.,; ",', ,~. .',:;...,,~

~



The International Journal of Human Resource Management78 Th,

Table 1

. /999 /99/
Feniales Males Differences Female,v Mali!.~ Differences
(n=303) (n=60) (F-M) (n=349) (n= /65) (F-M)

Average ago (years)
Native-born US citizens
Racial/ethnic minority

~~~~

salary

Notes . . .. .
* Difference statistically significant al the .05 level.
."'Difference statistically significant at the .01 level.
t~upations are defined in footnores toTable 4.

~~~~~~~~

Profile of respondents. by gender, 1999 and 1991

A. Perscmal characteri.,'tic,r

36,6 -0.8 36.0 -0.1
90.3% 1.4%
11.7% -3.3%

35.8 36.6 -0.8 35.9
82.8% 90.0% -7.2% 91.7%
16.5% .6.7% 9.8% 8.4%
B General professlonoJ preparation

5.6% 1.7% 3.9% 15.5%
34.3% 28.3% 6.0% 33.2%
60.1% 70.0% -9.9% 51.3%
57.2% 58.4% -1.2iJf1 53.0%

1.7% 3.9%
28.3% 6.0%
70.0% -9.9%
58.4% -1.2%

S.6%
34.3%
60.1%
57.2%

7.9%
29.7%
62.5%
62.5%

7.6%
3.5%

-11.2%"
-9.5%"'

40.7% -2.9% 30.5%37.8% 23.2% -7.3%

11.8
-0.4

12.1 12.8 -0.7 0.6
9.0 8.9 0.1 7.9

12.0
8.3

C Specialized IntematioMl preparation
68.4% 63.3% 5.1% 53.2% 10.0%*

1.9%

43.2%

48.8%66.3% 13.0%53.3% SO.7%

71.4%
62.6%

6.4% 53.6%
3.0% 48.3%

65.0%
59.6%

6.3%
6.0%

47.3%
42.3%

D Current po,firion

3.6%
-5.4
-4.2
-2.6
-3.3
-1.1

2.3
1.9

-2.0

32.9%
]4.1
11.6
7.8

12.4
2.9
6.6

11.7
5.1

~O.2%
-8.4
.1.8
-1.0
-0.1

0.0
0.6
1.2
0.1

29.3%
19.5
15.8
10.4
9.1
1.8
4.3
9.8
7.1

46.7%
15.0
6.7
S.O

11.7
3.3
5.0
6.7
2.9

46.5%
6.6

14.5
4.0

11.6
3.3
5.6
7,9
3.0

80.0%

14.5

72.1%

67.1%

74.8% 5.2% 77.9% 80.0% -2.1%

-5.5

6.6%

2.9%

-$8,902
-8.7%**

-533,554

15.0

65.3%

66.3%

16.3

68.3%

58.6%

9.5

7309%

63.4%

-1.~

6.6%

2.9%

3.8%

8.5%

~

$67,080 $75,254 -$8,174 $54,771 $63.673
15.8% 23.7% -7.9% 5.4% 14.1%
SI74,617 $223,llj -$48,496 $184,340 $217,894
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\.



Egan et al.: Employee credentials in international buslne.t,t 79

Table 2 Straregiu for career advancefMnt. by gender. /999 and /991

/999 /99/
Females Males Differences Female,~ Merles Differe/lce,~
(1/=303) (1/=60) (F-M) (n;349) (112'165) (FoM)

Ever been designated
'fast track"?

Had mentor(s)
Found preseot job via

netWoricing or personal
contacts

Negotiated for salary
Move that most advanced

~

.

career involved

switching employer
A verage yearn betwee.n

change of employers

Notes
* Difference Statistically significant !II the .05 level,
*. Difference statistically significant at the .01 level.

Table 3 Indicators of career commitment, by gender, 1999 and 1991

Femali!.f Male~ Differencc,y Females M(lle.r Dlfference,l'
(n=30J) (n = 60) (F-M) (n=J49) (n= 165) (F-M)

Priority long-term goal
C arcer Iii nanc ia I

Flexibility/family
Average hours per

work~week
Are primary or sole

earlier in household
Ever constrained

career for spouse?

Note.s . . . .
* Difference statistically siiflificant at the .OS level.
... Difference statistically significant at the .oI level.

. . . .. . .
.. .

women and 46.7 per cent of men in 1999) were the primary or sole earners in their
households.

In spite of these strong similarities between respondents in J991 and J 999, there are
several important differences. One is that, since J 991, the average level of respondents'
formal professional qualifications has increased (see Table 1). For example, a greater
proportion of 1999 respondents held graduate degrees (61.7 per cent) than their
counterparts in 1991 (54.9 per cent), and a greater proportion of these degrees were
from 'prestige' schools. A second difference is that .8 greater proportion of 1999
respOndents had an explicitly international focus not only to their highest degrees (67.6
per cent of ~ndents in 1999, compared to 50 per cent in 1991) but in other career
qualifications 8S well. A greater proportion of 1999 respondents had personal inter-
national experience (70.3 per cent in 1999, compared to 51.6 per cent in 1991, had lived

Note.s . . . .
* Difference statistically significant at the .05 level.
..* Difference statistically significanl at the .01 level.

.

"

~~~

.

.

it~!}?1~,~i ~\\ .~~;ti~?~~;~~~ii;:~;;;~~?;j.i ~;:i;~~;;..i«-;;~~~j~'~~:{~{I;,;;;~!.\~;".i'~~~~";~~l~~ \:~'~~.v;;~:,~J.A',,;, ~~'>/;'~"<i!.;:'.~~i~'I~~'~<~-~'~) ~.~.. ~.,:y: ;;1~).,~.~.;~W.'~~:~~ ~',:~;(;.,<,,;,:~,:.<\~:;\~.~;,;;; ,.;.: 1:':'~':';;':'>~ ,,". .~.':: ':'.

0.4% 3.8%57.5%58.3% 53.7%58.7%

73.0%
59.4%

75.6%
63.4%

3.6%
-0.8%

70.0%
54.5%

72.0%
64.2%

3.0%
4.9%

44.4%
52.4%

-5.6
5,8%

47.0%
50.4%

49.2%
55.2%

41.4%
44.6%

-4.8%
-2.8%

0.24.24.3 4.03.6 -0.7

Difference.I'

{F-M}
Males Difference.5 Females M(lle.r
(nc60) (F-MJ (n = 349) (n= 165)

-5.9%67.3%(i3.3%
49.5%
49.5

76.4%
48.8%
48.8

.73.2%
26.8%
49.0

-:-12.8%
0.7%
0.7

32.7%
47.0

5.9
-2.0

5.1%

6.9%

54.5%

20.3%

63.6%

9.5%

9.1%*

10.8%**

51.8%

26.0%

46.7%

19.1%

earners in their

~
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outside the United States) and foreign language skills (64.1 per cent in 1999, compared
to 50.1 per cent in 1991). This international orientation carries through to career plans:
62.1 pel' cent of respondents in 1~99 reported deliberately seeking international careers,
in comparison to 46.4 per cent of respondents in 1991.

Salaries in functional occupational fields.

Table 4 profiles respondents' average annlW salaries in 1999, classified by location,
sector and years of experience. Although 1991 data are not shown in Table 4, two
patterns from 1991 were repeated in 1999. First, high cost of living areas (such as New
York City, San Francisco and Washington, DC) continued to pay more than other
locations. Second, average salaries continued to vary among occupations and sectors,

Table 4 Average annual salaries (including bonuses), by location, sector and experknce,
/999 .

Occupalion l.oc4Jion Sector** Years of Annual salaries (in $OOOs)
(HC"" high experience Average Minimum Max/mum
coit)* -

Lawyer HC Public All $78.3 $33 $170
HC Pri'Yate All 72.3 25 140

Manager HC Public All 155.7 32 90
Private <10 .4&.4 25 110

11-30+ 65.7 27.fJ 180
All 56.6 2S 180

Not HC Private All 57.2 30 125
Analyst"'" HC Public <5 65.8 41.5 100

5-10 70.2 1:7 160
.11-30+ 59.3 31 145
~- 65.1 27 160

HC Private <5 70.9 29 200
5-10 71.9 28.7 175
1t-30+ 67 28 175All - 69.9 28 200

Not HC Public All 62.1 40 140
Not HC Private All 66.2 30 160

Lobbyist HC Private All 67 45 110
Ex-imt .HC Private <10 87 30 150

J 1-30+ 71 33 170
.~ 82.7 30 170

Ex-im Not HC Private All 59.' 30 90
Sliest. HC Private AU 68.3 29 135
Banker All Private All 65 39 120

Notes ..
>I< 'HC' :: Los Angeles, San Francisco, New York City and Washington.
... 'Public sector' includes federal and state US government, governments of other nations.

multinational organizations, an<! non-profit organi23tions.
'Analyst' includes trade analyst, policy analyst, management analyst, economist, accountant

t 'Ex-im' includes customs brokers, freight forwarders and others engaged in the international
movement of goods. . . ...

tt 'Sales' includes sales representatives, buying agents and others engaged In the international

SB.les of goods.

. .
. ', . :... .:. ...
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with iawyers ranking among the top three highest paid occupations in both 1991 and

1999.. ....
However, in comparison to the first survey, 1999 data indicated several changes in

salary patterns that reflected major changes In the American economy over the decade
of the 1990s. These changes appear to be associated with the emergence of the 'new
economy', in which information technology continnes to revolutionize many aspects of
firms' operations. ... ...

One way these changes reveal themselves is in the relative salaries commanded by
different occupations, espeCially the occupations identified in Table 4 as analyst and
'ex-im'. The surveys defined 'ex~im' as occupations focusing on the movement of
goods, supplier relationships and related .logistics functions. Similarly, the surveys
defined 'analyst' as occupations emphasizing qualitative or quantitative manipulation of
information (for example, trade policy analyst or economist). Table 4 presents average
salaries in 1999 for seven occupations, separately (to the extent that data permit) by
sector (public or private) and location (high cost or not). In ]991, the average ex-im
salary ranked ninth out of twelve categories (twelve being the lowest), but, by 1999, ex-
im had risen to first place, with an average annual salary of $82,700 for private-sector
respondents working in high cost of living locations. .

This increase in. average ex-im salaries reflects a dramatic change in the field of
logistics. Since the previous survey, the application of information technology to ex-im
activities has resulted in a sharp increase in demand for professionals able to apply the
latest information technology to manage globalization, integrate supply chains, link
logistics to coIponite financial performance arid incorporate e-commerce (LaLonde and
Pohlen. 1999). The rapid increase in salaries in our survey is found more broadly across
the logistics profession. According to a 1999 survey of logistics executives, compensa-
tion at all executive levels increased between 1997 and 1999 at a double-digit rate
(Lalonde and Pohlen. 1999: 6; see also Cooper arid Gilmore, )998).

A second way in which our 1999 survey reflects the emergence of the 'new
economy' is in dramatically changing relationships between salaries and expei'ience.
For many years. most studies of salaries have shown a general pattern of salaries
that are. higher for workers with more years of experience than for less experi-
enced employees. The results of our 1991 survey conformed to this traditional pattern.
However, in our .1999 survey. a number of occupational groups displayed a very
different. 'age-income' profile: For example, the average salaries for analysts and
ex-1m. workers with more than ten years of experience were lower than for those
with les.s experience (see Table 4). This pattern probably does not literally mean that
salaries of individuals decline as they acquire additional experience. However, it does
mean that, like pattemsfound economy-wide. in the internatjona! field employers are
having to payinore for high-demand technology skills that are often found dispropor-
tionately among those trained more recently (Gibson, 1999;Veneri, 1998; US GAO,. 1998).. . . .

.. . . . .

What is tbe pay-off to 'internation~l' qualifications?

Table 5 shows that, in both 1991 ~rid 1999. the career factors that hadthe greatest salary
pay-offs for men and women clustered .around advanced education. careful career
management arid hard work ~ patterns that are hardly unique to international careers.
For 1999 respondents, the greatest pay-off resulted from getting a graduate degree
(worth imaverage of $10,219 in annual salary), using personal networks to find a job
($7,539) and majoring in businessol' law ($5;753). Working longer hours and travelling

~~~~~~~~~~~~
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Table 5 EJfect on annual salLJry of career plYparation and colYer advant:emenl
techniques, 1999 and 1991

(An!er 1999 1991
techniques Pay-off ($) Pay-off ($) Pay-off ($)

All /'e$pondent.~ Females MaleJo
(n=J63) (n=349) (n'"' /65)

~

. .. .

more days per yeai. also paid substantial returns, as did working for a large firm
($5,863) and a for-profit organization ($10.504).

Compared to these factors, 'international' preparation per se does not appear to offer
strong pay-offs or the surest route to a corner office. On balance. being employed within
an international field seems to have a modestly positive effect on individua1s' careers.
Among 1999 respondents, 55.9 per cent reported that working internationally had no
effec.t on their careers, while 34.8 per cent reported that it had a positive effect and only
9.3 per cent said it had a negative effect. However, according to Table 5, the only
specifically international credential with a statisticaJ1y significant effect on annual salary
is international experience: each year of additional international experience is associated
with an additional $1,655 in annual salary. I No substantial salary advantages were

evident from such qualifications as majoring in an international field. living overseas.
deliberately choosing international work or speaking languages other than English.

~~~~~~~
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If such international skills do not payoff, why had 1999 survey respondents bothered
to acquire an increasing level of international qualifications in comparison to 1991
respondents (see Tables 1 to 3)? One explanation is that employers do in fact reward
international qualifications, particularly in terms of hiring persons for international
positions. However, in this interpretation, they do not treat 'international' as a separate
career path or flllictionaI field, but instead view it as a professional njche embedded
within functional occupations. In this process, skills such as those. derived from living
,abroad as a student or speaking another language alone are not likely to earn a person
a raise, but they may still increase the probability of being hired, or of receiving a raise
based on more traditional skills, such as those in banking or law. In other words, in the
current labour market, employers are more likely to consider international skills
complements to functional skins, not substitutes for them.

Consideration of the supply side of the labour market strengthens this interpretation.
From this perspective! although international credentials may enhance workers'
productivity in international work, employers are not expetiencing shortages of workers
who possess these. credentials and therefore not be obligated to pay a premium to attract
or hire workers with such skills. This interpretation is consistent with the lack of
urgency with which 'globalization' was recently described by a sample of North
American managers of multinational corporations (AMA, 1998). In asLlrvey of 1,797
managers in twenty-six countries, North American managers ranked 'globalization and
foreign markets' fifth out of seven (seven being the least important) current manage-
ment issues facing corporate leadership. These managers reported financial issues

(controlling costs), organizational competitiveness (customer service) and strategic
goals and objectives as the top three current issues.. Although these respondents saw
globalization and foreign markets as the most important issue oftlie future. they did not
rate it of high current importance. Our statistical findings suggest that they reflect a
similar set of priorities in their compensation practices.

Are opportunities for women and men converging?
. . .

. . One of tb~ most striking patterns observed in our 1991 study was substantial difference

in employment outcomes for men and women. We estimated that tbe average woman
responding to Qui. survey, had she presented the same credentiais but been a man, would
have received im annual salary approximately 10 per cent higher than she actually did.
The survey also documented that the same enhancement of qualifications that had
positive pay-ofts for men had smaller ones (or sometimes e~en negative ones) for their
women professional peers. For example, working an additional eight hours a week
increased the annual salary of male survey respondents by an average of $7,300 but that
of counterpart women by only $4.300. Finally, the 1991 study documented the
prevalence of stereotypes among decision makers in firms. engaged in international

. business in which women in general are perceived to be less qualified than men for

higher-level managerial and professional positions.. .
These same patterns - male-female differences in the pay-offs to credentials and

gender-based differences io perceptions of women's and men's qualifications - con-

tinued in 1999, although to a somewhat attenuated extent. .For example, in 1999, the
average anm.ial salary for women in our survey was $67,080 and for men, $75,254, a
difference of 12.2 per cent of women's average salaries. In 1991, the equivalent
difference was 16~3 per cent. When statistical adjustments are made for differences in
the survey respondents' credentials. experience and skills, the difference in salaries



Interpersonal skills 1~.3% 11.1% +4.2% 6.99& 8.1% -1.29&
Client relations 24.4 2J.9 +2.5 19.3. 10.6 +8.1
Technical skills 51.5 32.S +19.0 33.9 22.4 +11.5
Management skills 46.7 37.1 +9.6 28.1 31.3 -3.2
Career commitment 51.9 55.1 -3.2 36.8. 38.8 -2.0
Initiative/risk taking 54.1 60.4 -6.3 45.6 38.1 +7.5

If I were to leave my current 6.4% 13.3% -6.9% 5.2% 6.7% - 1.5%

employer, it wouid be to avoid
barriers or change bosses

When I bad a baby, I was
perceived asf .

Less !:ommitted 60.3% 44.8% + 15.5% 23.5% 8.2% + 15.3%
More committed 8.2 1.0 +1.2 11.8 11.5 +0.3

Nares .

.. Difference statistically significant at the .05 level.

.'~ Difference! statistically significant at the .01 level.
t Asked only of respondents with children.

between men and women falls to 6 percent in 1999 (a gap that was not statistically sig-
nificant in asample of our size), from a statistically significant 10 per cent in 1991.

In comparison to reductions in gender differences in pay-offs for women's credentials.
progress is less clear in reducing male-female differences in how workers' skills and
labour-market commitment are perceived (see Table. 6). Overall, 1999 women respond-
ents were more optimistic about opportunities for women compared to men than women
respondents were in 1991. In 1999. 43 per cent of female respondents reported that
opportunities for women were better or equal to those for men, compared to 29.4 per cent
in 1991; the proportion of male respondents describing women' s opportunities as equal
to or better than men's stayed about the same between 1991 (61.4 per cent) and 1999
(63.8 per cent). A pattern in which women perceive male-femaJe disadvantages in oppor-
tunities as greater than men perceive them to be is not unique to the international field.

. Moreover, 1999 female respondents remained particularly less sanguine when report-
ing their opinions of how the marlcet perceives women's managerial skills and career
commitment In both 1991 and 1999, 8 greater proportion of female respondents than
male respondents reported that women. were perceived as less qualified than men in
terms of all six managerial skill areas examined in our survey. In fact, from 1991 to
1999, the proportion of females reporting that women are perceived as less qualified
than men increased in four of the six categories, and the proportion of males reporting
the Same pattern increased in three categories (see Table 6). Another indicator of
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employers' perceptions of career commitment is their perception of changes in com~it-
ment upon the birth of an employee's chlId. Here, women continued to expedence a
drop in perceived career commitment when they became a parent, but in 1999, that
same pattern increasingly applied to men (:23.5 per cent in 1999 from 8.2 per cent in
1991) as well as women (60.3 per cent in 1999 from. 44.8 per cent in 1991).

To what extent do the gender patterns described in our surveys in international
business mirror those in the wider economy? The narrowing of the salary gap in our
surveys is consistent with a decrease in the gender wage gap in the broader economy
reported by other l"es.earch. For example, in 1919, women earned 63 cents for every
dollar earned by men, a gap of 31 percentage points; by 1999, this gap had closed to 26
percentage points (Hartman et al., 1999: to). The reasons for this change include
improvements in women's relative qualifications, a decline in men's real wages and a
decline In the 'unexplained' portion of the pay gap, that which is usually attributed to
discriminatiop (Blau, 1998: 9, Jacobs 1992; Stroh et at.,. 1992). Current studies estimate
the salary gap between equally qualified men imd women to be between 6 and 13
percentage points (Altonji and Blank, 1998; Blau and Kahn, 1997; Stanley and jarrell,
1998). Thus, the 6 per cent gap due to discrimination estimated in our study for
managerhil and profeSsional employees in the field of international trade is similar to
that prevailing in the US labour market as a whole, .

These improvements are important, but what might encourage further progress
towards. elimination of the gender wage gap, especially the portion attributed to
discrimination? Valian (l998: 2-3) hypothesizes that the gap will not be eliminated
until we recognize bow the evaluation of others' performance is influenced by un-
conscious beliefs concerning behaviours, traits and preferences specific to each gender
(Galiois et. at., 1993; Northcraft and Gutek, i993; Carli, 1990). These beliefs, or gender
schemas, affect supervisors' expectations concerning male and female employees and
their evaluations of these employees. In particular, supervisors (both male and female)
tend to assume that individual employees carry the qualifications and attItudes that these
schemas associate with the employee's gender; to reward an employee's behaviour that
is consistent with the schemas' stereotypes; and to interpret deviations from stereotypes. in distorted ways. . . ' . . . . . . .

These schemas typically attribute to men. .characteristics often. associated with
business success, such as career commitment, leadership, initiative, risk taking and
technical knowledge, while they attribute characteristics to women that are less linked
to business success - such as it high degree of family commitment (Steinpreis et al.,
1999; Janoff-Bulmal1 and Wade,1996; Ohlottet al., 1994; Morrison and Von Glinow,
1990). Under the influence of these schemas; men's performance and potential tends to
be overrated and women's performance and potential underrated. Workplace behaviour
that is rewarded in men - f()1" example. assertiveness - is often evaluated negatively
when it is exhibited by comparab1e women (Ea~ly and Karau, 1991). Different inter-
pretations are sometime:! placed on the same job performance according to gender. For

. example, successful performance that is attributed to abIlity when it is achieved by men

is more likely to be attributed to hard work when it is achieved by women (Ruderman
et al., 1991).2 In the contemporary American workforce, supervisors often see moderate
success for women as compatible with .their gender schema but a high level of success
as Incompatible (Greenhaus and Parasuraman, 1993). The overall consequence is often
reinforcement of the 'glass ceiling'pattern in which women's rise within their
organizations is capped at a lower level than for equally qualified men (Castro, 1998;US Depal"tmeilt of Labor, 1995). .

~
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Implications for

Four implications for career preparation and management can be drawn from the results
of our two surveys.

The first implication is that the average level of qualifications among 1999 survey
respondents - both their international qualifications and their Functional ones - is now
so high that aspiring entrants to this field will typically need substantial credentials to
compete. Perhaps thirty years ago, competence in a foreign language or experience as
an expatriate might have been sufficient to get a foot in the door of international
business. Now it appears that a well-paid career in this field in the US labour market
typically requires those sorts of credentials plus first-rate functional qualifications. In
short, the field has matured to the point of being highly professionalized.

The second. implication concerns the way that international credentials affect salary
and career opportunities. Generally, these credentials payoff primarily by comple-
menting other credentials rather than directly. Accordingly. when investing in formal
credentials, students should consider international trainjng as complements to functional
fields rather than as a primary emphasis. For example. if a person pursues an MBA. she
or he might wish to choose a functional major (such as finance, information technology
or n;uirketing) with complementary courses in the international aspects of that functional
area, rather than majoring in international business per se.3

The third implication of our findings is that. in international business just as in other
business and professional fields, a person who wants to end up in a high-salary job
needs to be strategic in his or her career choices, because some career moves payoff

. much more than others. In particular, working for a large, for-profit company has a
greater salary pay-off than working for a non-profit or small firm. Substantial pay-offs
also are likely for obtaining a graduate degree, especially in law or business, working
longer hours. using personal networks to find ajob and negotiating for one's salary.
And, although employers of international business persons are willing to pay for both
domestic and international experience, the average pay-off for international experience

. is about twice that for domestic experience.. .
. The fourth and final set of implications concerns gender differences in employment
opportunities and strategies for deaJing with employment situations in which one's
career is being hainpe~ed by them. Our evidence suggests that gender-based attitudes
concerning women's management skills and career commitment are slow to change.
When this reluctance to change is combined with the fact. that even small differences in
treatment c.an have a major cumtilative effect on career development. then waiting for
'things to change' in a particular job or firm can be a costly career strategy both in terms
of lost salary and missed opportunities for career growth (Cole and Singer, 1991). Since
international business has !Jeen and wili iikely continue to be a field within the
American economy in which women have broad scope for advancement. individuals
should actively seek out those firms tl1at utilize fully their considerable qualifications
and not hesitate to move from firms where their opportunities are unfairly restricted.
. .. .
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Notes

1 In 1999, we calculated pay-offs For international qualifications for men and women together.
Our 1991 sample was larger and therefore permitted analysis of the two groups separately. That
separate analysis suggests a complex interaction between credentials and gender that. had our
1999 sample been large enough to pennit a similar analysis, might well ha\le been revealed to
still prevail. In 1991, the pay-off to women for international preparedness was sometimes
negative, but rarely was this the case for men (except for majoring in an international field).
Thu.~, the advice to empha.~ize functional credentials over international ones may be particularly
important for women.

2 The influence of these gender schemas may be further compounded because men hold a
disproportionate share of many decision-making positions in US corporations. In 1999, women
represented only I \.9 per cent of corporate officers (1,386 out of 11,681) in the United States'
500 largest companies and held only 5.1 per cent of 'clout' titles (those that wield the most
influence and policy-making power, including chailman, chief executive officer, vice chaimlan,
president, chief operating officer, senior executive vice president and executive vice president).
The number of women top earners increased from twenty-nine women (J.2 per cent of all top
earners) in 1995 to seventy-seven (2.2 per cent) in 1999 (Catalyst, 1999). However, as noted in
the text. both ma1 and women in decision-making positions may be influenced by gender
schema.~. , ' " ,

3 A corollary of this principle is that, because of the convergence between international and
domestic careers, ptcparaIion for almost any career in US business today should include an
international component even if the student is not specifically targeting an international
career.
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