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Thesis Summary

Women are under-represented at senior levels within organisations. They also fare
less well than their male counterparts in reward and career opportunities. Attitudes
toward women in the workplace are thought to underpin these disparities and more
and more organisations are introducing attitude measures into diversity and inclusion
initiatives to: 1) raise awareness amongst employees of implicit attitudes, 2) educate
employees on how these attitudes can influence behaviour and 3) re-measure the
attitude after an intervention to assess whether the attitude has changed. The
Implicit Association Test (IAT: Greenwald, et al., 1998) is the most popular tool used
to assess attitudes. However, questions over the predictive validity of the measure
have been raised and the evidence for the real world impact of the implicit attitudes is
limited (Blanton et al., 2009; Landy, 2008; Tetlock & Mitchell, 2009; Wax, 2010).
Whilst there is growing research in the area of race, little research has explored the
ability of the IAT to predict gender discrimination. This thesis addresses this
important gap in the literature. Three empirical studies were conducted. The first
study explored whether gender IATs were predictive of personnel decisions that
favour men and whether affect- and cognition-based gender IATs were equally
predictive of behaviour. The second two studies explored the predictive validity of
the IAT in comparison to an explicit measure of one type of gender attitude,
benevolent sexism. The results revealed implicit gender attitudes were strongly
held. However, they did not consistently predict behaviour across the studies.
Overall, the results suggest that the IAT may only predict workplace gender
discrimination in a very select set of circumstances. The attitude component that an
IAT assesses, the personnel decision and participant demographics all impact the
predictive validity of the tool. The interplay between the IAT and behaviour therefore
appears to be more complex than is assumed.

Key words: Gender discrimination, Implicit Association Test, implicit attitudes,
explicit attitudes, personnel decisions
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Chapter One: Gender Bias In The Workplace

1. Introduction

When | told my former boss that | was resigning from my HR job, and before | had
the opportunity to explain why, his eyes dropped to my stomach. We both knew
what he was thinking and so | quickly said “I’'m not pregnant”. His response was,
“Well, you women do have your cycles” followed by “Do any men do your job?”.
From his response it can be inferred that he held attitudes about women that
impacted his behaviour both unconsciously (instantly looking at my stomach) and
consciously (the words that followed). | found this ironic since | was leaving to do a
PhD on gender attitudes and how these relate to discriminatory behaviour in the

workplace.

In this chapter, it is argued that issues of gender inequality may be observed in two
main ways. The first represents ‘manifest’ inequality, demonstrable in a comparison
of the career outcomes of men and women. The second represents deeper
ingrained inequality in the management of men and women. Following a
presentation of the literature on workplace gender disparities, consideration is given
to the consequences of gender discrimination for organisations and why addressing
these inequalities is now one of the most pressing diversity challenges they face.
Finally, this chapter discusses the evidence for affect- and cognition-based gender

attitudes as being the root cause of gender discrimination.

1.1 Manifest Inequality Between Men and Women at Work: Career Outcomes
Despite the introduction of employment legislation over the past 40 years (e.g., Equal
Pay Act 1970; Sex Discrimination Act, 1975), and the growing popularity of diversity

training, there remain substantial inequalities between men and women in the
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workplace. These disparities are typically illustrated by analyses of company data in

two career outcome areas: progression and remuneration.

1.11 Progression

Gender inequality varies at different career stages, and is most significant at more
senior levels in organisations. In education, women both outnumber and outperform
men at university (HEPI, 2009), yet, whilst graduate entry into the workforce is
relatively equal for men and women, this equality is maintained only until junior
management level. As employees progress towards middle management, senior
management and leadership positions, representation of women significantly
declines, with men being more than four-and-a-half times more likely to make it onto
executive committees compared to women entering the workforce at the same time
(Cracking the Code, 2014). Recent research by the 30% Club found that at four
levels below the executive committee, there is roughly a 60/40 split between men
and women in the FTSE 100. However, a move up just one level dramatically
changes these figures; the number of women drops by 12%, to 29%. The proportion
of women then steadily declines further up the organisation and by Board level
female representation has dropped a further 11% to around the 18% mark (Cracking
the Code, 2014). This trend is consistent across industries and sectors. For
example, men outnumber women four to one in Parliament, only 11.1% of CEOs in
UK banks are female, and 18% of police officers ranked chief inspector or above are
female. Furthermore, whilst women now make up a bigger proportion of
undergraduate entrants, only one in five professors within universities are female

(THE, 2013).

The currency of issues of gender equality is evident in policy-making research.
Many countries, including Norway, Spain, Germany and lItaly, to name but a few,

have decided to introduce legislation mandating that publicly listed companies need
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to have at least 40% representation of both men and women on executive boards
within the next few years. However, the UK is resisting such legislation and instead
has introduced a voluntary goal of 25% female representation on FTSE 350 boards

by 2015.

The Davies Report (2011), aimed at examining gender equality on company boards
in the UK, has been the catalyst for action in this area. The first published report
highlighted the inequality between men and women at senior levels. In 2010, FTSE
100 boards comprised 12.5% women members, with FTSE 250 having even less
(7.8%). Furthermore, 21% of FTSE 100 boards and over 50% of FTSE 250 boards
had all-male memberships (Department for Business, 2011). On the surface, the
attention drawn by the report to issues of gender equality appeared to have some
impact. By 2014, female representation on FTSE 100 and FTSE 250 boards had
risen to 20.7%, and 15.6% respectively (Department for Business, 2014). However,
these statistics conceal deeper persistent issues. For example, the number of
female executive directors - those who are direct employees of the organisation,
promoted from within the business and responsible for its day-to-day running -
remains very low. In 2014, 6.9% of executive board positions were held by women.
In the FTSE 250, women hold 5.3% of the executive directorship positions, and
almost 20% of boards remain all male (Department for Business, 2014). Out of 231
female directors of FTSE 100 companies, only 20 are executive directors. For FTSE
250, 29 of 310 female directors hold executive positions (Vinnicombe, Doldor &
Turner, 2014). Moreover, only 18 of FTSE 100 companies have women on the
board in an executive role. It must therefore be concluded that the biggest
companies in the UK are still run day-to-day by groups and teams composed of

predominantly men.
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The UK is not unusual with respect to gender inequality at executive level, which is
rather a global problem in the management field. Within the top 101 US and
European companies female representation at executive committee is just 15% and

7% respectively, and in Asia it is 3% (Department for Business, 2011).

Table 1.

Dispatrities between male and female education and career achievements (UK).

Women obtain better GCSE and A Level results (HEPI, 2009)

Since 1992 there has consistently been more female than male undergraduate and

postgraduate students’

63.9% of female graduates obtained firsts and upper seconds, compared to 59.9 per cent of
males (HEPI, 2009)

4+ levels from the executive board females represent 41% of the workforce (Vinnicombe et
al., 2104)

3 levels from the executive board females represent 29% of the workforce, a 12% drop from

the previous level (Vinnicombe et al., 2104)

Significantly more female senior executives are in staff positions (72%) than in line
management positions (27%), whilst for men the split between positions is equal (Catalyst,
2007)

On average, women earn 18.6% less per hour than men (ONS, 2012)

In 2003, Norway became the first country to introduce legislation that all boards of
publically listed companies need to have a 40% female representation. Ten years
on, women make up 40.7% of non-executive director (NED) positions. However,
there are still only 3% of female CEO’s and only 6.4% of top management are
female. So whilst quotas may change things at the top layer they do not seem to
permeate lower levels of the hierarchy. Below board level, women are still paid less
than their male counterparts and remain under represented within senior
management positions (Bertrand, Black, Jensen, & Lleras-Muney, 2012). It appears

that quotas, voluntary or mandatory, are not working.

' See https://www.hesa.ac.uk/content/view/3129/#sex
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1.12 Pay

The gender pay gap is the subject of much commentary in the popular press.
Figures published by the Office for National Statistics (ONS) in April 2012 show that
women on average earn 18.6% less per hour than men. Furthermore, women are
more likely than men to receive smaller wage increases when promoted (Johnston &
Lee, 2012). The gender pay gap is evident across occupations and industry sectors,
and among managers, senior officials and directors, women earn 18.2% per hour
less than men. Interestingly, the gap appears to emerge immediately after
graduation. Despite the higher educational achievements of women, men tend to
obtain higher salaries after graduation than women (HEPI, 2009). Pay disparities
are not unique to the UK and are observed across the globe. A recent report by the
International Trade Union Confederation (International Trade Union Federation,
2012) examined pay across 43 countries and found that despite some narrowing of
the pay gap between 1960 and 1990, little significant change has occurred since.
This research revealed an average gap of 18.4%. Asia has the greatest wage
differentials between men and women, between 30 and 40%, whilst the lowest have
been observed in Slovenia, Paraguay and ltaly, all of which are under 10% (ITUC,
2012). Furthermore, a great deal of the variance could not be explained by objective
factors such as education, tenure or job role, suggesting that differentials are partly a
result of discrimination. In no country then, are men and women’s wages equal

(Weichselbaumer & Winter-Ebmer, 2005).

1.2 Inequalities in the Management of Men and Women

Manifest career outcomes highlight inequalities between men and women in the
workplace. However, inequalities are not limited to pay and progression, with
research showing multiple areas of management in which women are

disadvantaged.
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1.21 Promotion

As previously noted, there are clear disparities in the progression rates of men and
women. Research suggests that these inequalities stem from differences in the way
men and women are considered for promotion. For example, women often have to
take on ‘just one more assignment’ to demonstrate they are ready for promotion, face
stricter scrutiny over their capabilities (Beeson & Valerio, 2012); and have to prove
their competence more than men in order to get promoted (Biernat & Fuegen, 2002;
Lyness & Heilman, 2006). Furthermore, research has found that following a
participation in a leadership development programme, men are more likely than

women to be promoted (Silva, Carter, & Beninger, 2012).

1.22 Performance management

Analysing archival data for 489 upper-middle-level and senior-level managers in a
large multinational financial services firm Lyness and Heilman (2006) found that
when women were in line-manager roles, as opposed to staff roles, they received
lower performance ratings when compared to both their male counterparts in the
same positions and women in staff roles. Furthermore, when it came to promotion,
performance ratings were more strongly related to promotion for women than they
were for men — women had received higher performance ratings for the 2 year prior
to promotion than their male counterparts, after controlling for age, tenure, education
and organisational level. Additional research has also found that women are less
likely than men to get critical developmental feedback (Mattis, 2001; Ohlott,

Ruderman, & McCauley, 1994).

1.23 Career-enhancing opportunities

Looking at a cohort of MBA graduates, Silva et al. (2012) found that men, compared

to women:
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* were allocated to projects that have more than twice the budget and more
than three times as many staff to work on them;

* were allocated to work on more visible projects;

* were offered more international experiences;

* had more direct reports;

* were more likely to get “hot jobs”.

1.24 Interpersonal interactions

There are also subtle differences in the way men and women are evaluated and
treated in day-to-day interactions within the workplace. For example, women are
more likely than men to be interrupted during meetings and have their contributions
ignored (Beeson & Valerio, 2012; Carli, 2001). Furthermore, research has shown
women who display the same competence and assertiveness as men are rated cold
(Porter & Geis, 1981), unattractive (Horner, 1972) or undesirable as a group member

(Hagen & Kahn, 1975).

1.3 The Consequences of Gender Discrimination for Businesses

Disparities in the way men and women are treated at work, their access to career
critical opportunities, promotion and equal pay lead to risks of equal pay and sex
discrimination claims. Within the twelve-month period from April 2011 almost 30,000
claims were made in the UK either relating to sex discrimination or equal pay. Of
these claims over 30% were settled before reaching employment tribunal; the
maximum compensation award was £89,700 with an average of £9,940 for other
awards. However, for discrimination cases there is no limit on the compensation an
Employment Tribunal can award. In 2013 a figure of £318,630 was awarded in
compensation and the largest award given to an employee in a discrimination case

so far is £4.5 million. In 2012, Birmingham City Council lost an equal pay case from
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174 claimants landing them a bill of over £1.1 billion. Clearly, discrimination in the
workplace is costly to organisations.
“If women were working at their full qualification level making a full contribution
to the economy there would be a boost of about £20 billion, which is more
than the total of all of our exports to China.” Jonathan Rees, Director General
at the Government Equalities Office (2012).
Over recent years the spotlight has been shone on gender disparities, with The
Davies Report (Department for Business, 2011) being a catalyst for both media
attention and organisational concern. With the increased media attention and the
risk of tribunal claims, the disparities between men and women at work is an issue
organisations can no longer overlook. As a consequence, gender equality is now
firmly on organisations’ agendas, and the lack of women in senior roles is one of the

most pressing diversity issues they face.

Due to the limited success quotas are having, organisations are now turning their
attention to the factors that underpin gender disparities. The main barrier noted
being attitudes towards women in the workplace. Of the 2654 people surveyed as
part of The Davies Report in 2011, 30% of felt that “attitudes in the workplace”
including “bias, prejudice and stereotypical behaviour” were the top reason for why

women were under-represented in the boardroom (Department for Business, 2011).

1.4 Attitudes and Gender Discrimination

In 1989, Ann Hopkins won her claim of sex discrimination against Price Waterhouse
(Price Waterhouse v. Hopkins, 1989). Hopkins was twice denied promotion to
partner despite frequently out-performing her male counter-parts. She was told to
increase her chances of promotion she needed to "walk more femininely, talk more
femininely, dress more femininely, wear make-up, have her hair styled, and wear

Jjewellery." Many male colleagues also said they would not be comfortable working
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with her as a partner because she did not act the way they believed a woman should.
The case of Price Waterhouse v. Hopkins (1989) gets to the heart of one of the key
factors thought to underpin gender disparities at work, namely attitudes towards
women in the workplace. More commonly referred to as gender bias, such attitudes
consist of beliefs held about men and women, including their different skills, abilities
and roles in society and how they are perceived when they violate these beliefs.
Whilst social psychologists have long suggested gender attitudes as a key reason
behind gender disparities in the workplace, it has only been in recent years that
organisations, policy makers and the media has acknowledged gender bias a major

cause of workplace inequality.

1.41 Attitude definitions

Since the discipline was formed, attitudes have been one of the most important
concepts researched within social psychology (Allport, 1954; Eagly & Chaiken, 1998;
Brifiol & Petty, 2012) and are central to attempts to understand human behaviour
(Kraus, 1995). There are numerous definitions of attitudes, some of which are
presented in Table 2, the common thread being that an attitude is an evaluation of a
given object or topic and that this evaluation influences behaviour. Whilst the
explicit reference to behaviour has disappeared in more recent definitions, the
underlying assumption still remains that these evaluations are likely to influence

judgements and behaviour towards to attitude object (Brifiol & Petty 2012).

Table 2.

Definition of attitudes.

A learning predisposition to think, feel and behave towards a person (or object) in a particular
way (Allport, 1954).

A psychological tendency that is expressed by evaluating a particular entity with some degree

of favour or disfavour (Eagly & Chaiken, 1993).

Attitudes are the evaluative judgments that integrate and summarize.... cognitive/affective

reactions (Crano & Prislin, 2006).
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The evaluation of an attitude object can happen at an explicit and implicit level.
Explicit attitudes are those that are deliberately formed and can be consciously
reflected upon (Greenwald & Banaiji, 1995). They are measured by self-report
guestionnaires where respondents are asked to directly report their thoughts and
feelings toward the attitude under investigation. In contrast, implicit attitudes are
associations that are triggered automatically when an individual comes into contact
with an attitude object (Rudman, 2011). Furthermore, individuals may not be aware
that they hold such associations. This lack of awareness means that implicit
attitudes are not available to introspection and therefore assessment of the attitude
relies on methods that do not ask the individual to directly report on their attitude
(Fazio & Olson, 2003). Instead, implicit attitudes are inferred based on how the

individual performs on a particular task (Cook & Selltiz, 1964).

1.42 The tripartite theory of attitudes

The tripartite theory of attitudes (Rosenberg & Hovland, 1960) posits that evaluation
of an attitude object is based on three components: 1) cognition, 2) affect and 3)
behaviour (Breckler, 1984; Eagly & Chaiken, 1993; Kothandapani, 1971; Zajonc &
Markus, 1982; Zanna & Rempel, 1988). The cognitive component consists of
stereotypes associated with the attitude object and also symbolic beliefs held about
that object (Esses, Haddock, & Zanna, 1993; Haddock, Zanna, & Esses, 1993). The
affective component refers to the to level of arousal felt in response to an object and
is often characterized by pleasant or unpleasant arousal, feelings or emotions. The
definition of the behavioural component ranges across the literature. It may include
how an individual has behaved in the past towards an attitude object or their
behavioral intentions towards the attitude object in the future. As such, it is often
used as an outcome measure of discrimination that results from cognitive and

affective reactions to the attitude object.
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1.43 The cognitive component of gender attitudes

The cognitive component of attitudes is made up symbolic beliefs and stereotypes.
Symbolic beliefs are the traditions and practices associated with a particular group in
society (Esses et al., 1993; Haddock et al., 1993). According to social role theory
(Eagly, 1987; Eagly, Wood, & Diekman, 2000) attitudes about traditional labour
divisions between men and women are at the root of discrimination. These attitudes
stem from learnt status differences between the genders; men are more likely to be
leaders and women supporters; men are more likely to be breadwinners and women
homemakers. Workplace discrimination occurs when women violate the behaviours
and roles traditionally associated with their gender. For example, working mothers
are rated as less competent than non-working mothers and men (Heilman &
Okimoto, 2008). Mothers who choose to work instead of staying at home are also
perceived to be less effective parents than non-working mothers and working fathers
(Okimoto & Heilman, 2012). Halpert, Wilson, and Hickman (2006) found that when
a woman was perceived to be pregnant she was rated as less competent and less
qualified for promotion when compared to a non-pregnant woman, even though both
women were observed performing the exact same task. Bragger, Kutcher, Morgan,
and Firth (2002) also found that participants were less likely to recommend hiring a

woman when she was perceived to be pregnant.

Stereotypes are beliefs about the different skills, traits and abilities men and women
are thought to possess. Research suggests that evaluations of groups fall across
two dimensions (Judd, James-Hawkins, Yzerbyt, & Kashima, 2005). Some scholars
refer to these as “warmth” and “competence” (Cuddy, Fiske, & Glick, 2007; 2008;
Cuddy, Glick, & Beninger, 2011; Fiske, Cuddy, Glick, & Xu, 2002; Judd et al., 2005).
Others use “agency” and “communality” as the two principle dimensions (Abele &
Wojciszke, 2007; Eagly et al., 2000; Williams & Best, 1990). Stemming from their

traditional roles in society, women are associated with warm and communal traits
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that are required to successfully fulfil home roles (i.e., caring, helpful and sensitive),
whereas men are associated with competence and agentic traits needed to succeed
in the workplace (i.e., assertive, dominant and decisive). Discrimination occurs when
women are considered for male-gender type roles since the traits associated with
women are at odds with those believed to be required for success in many key
organisational positions (Heilman & Eagly, 2008). For example, the traits associated
with management and leadership are stereotypically masculine (Brenner,
Tomkiewicz, & Schein, 1989; Dennis & Kunkel, 2004; Heilman, Block, Martell, &
Simon, 1989; Martell, Parker, Emrich, & Crawford, 1998; Powell, Butterfield, &
Parent, 2002; Schein, 1975; Scott & Brown, 2006; Willemsen, 2002). This ‘lack of
fit' (Heilman, 1983) or ‘think manager, think male’ (Schein, 2001) leads to negative
performance expectations — women are not seen as having the competence to be
successful in the role and thus fare worse than their male counterparts when pay,
performance evaluation and promotion are considered. Therefore, it is the mismatch
between stereotypes of women and the stereotypes required for male-gendered work
roles that creates discrimination (Cejka & Eagly, 1999; Eagly, 1987; Glick, Wilk, &

Perreault, 1995; Gorman, 2005; Heilman, 1983; Heilman & Eagly, 2008).

Cognition

Stereotypical beliefs Symbolic beliefs
Men Women Men Women
Competent Warm Breadwinner Home maker
Strong Caring Leader Follower
Confident Sensitive
Dominant Forgiving
Assertive Kind

Figure 1. The structure of the cognitive component of gender attitudes.
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Research has demonstrated the impact of gender stereotypes on workplace
evaluations. Madera, Hebl, and Martin (2009) found that in letters of
recommendation for academic positions women were described less agentic and
more communal than men. Additionally, communal characteristics were negatively
related to hiring decisions; women were less likely to be hired as a consequence of
the way they were being described, since it was traits associated with agency that
were needed to progress. Swim, Borgida, Maruyama, and Myers (1989) found that
performance ratings for women were more negative when they were involved in

stereotypically masculine tasks, as opposed to feminine tasks.

Research also shows that stereotypes influence what information is attended to, how
information is interpreted and what is remembered. Fiske and Taylor (1984) refer to
humans as cognitive misers who have the desire to process information in a way that
requires minimal effort. People are therefore motivated to see things in a way that is
consistent with their well-established belief system. As a result, gender stereotypes
and the expectations they create are likely to go unchallenged. Even when
perceiving information inconsistent with beliefs there is a tendency to interpret the
information in a way that is consistent with expectations. So the same behaviour
may be described as laid back for a man but timid for a woman (Heilman & Parks-

Stamm, 2007).

Stereotypes also impact upon what is remembered. People are more likely to
remember information consistent with their expectations than information that is not
consistent. Furthermore, research has shown people make up the existence of
expectation consistent information even when it did not occur (Fiske & Neuberg,
1990). So when a women behaves in a stereotypically consistent way e.g., being

caring, this is more likely to be remembered than if she was behaviour contrary to
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expectations e.g., being assertive and showing leadership qualities. When there is
ambiguity over who was responsible for the success of a task, this success is more
likely to be attributed to a man than a woman (Dipboye, 1985; Heilman, 1983; 1995;
Heilman, Martell, & Simon, 1988; Swim et al., 1989). Heilman and Haynes (2005)
found that women were rated as less competent, less influential and less likely to
have played a leadership role than men on a work task when there was ambiguity
over individuals’ contributions to the task. They labelled this ‘attributional
rationalisation’ that serves to maintain congruence between expectations and
outcomes. Whether or not a woman contributed to task success is questioned
because of the negative expectations held about women who perform on male sex-

typed tasks.

Research has shown that factors that make gender more salient, such as being a
mother (Heilman & Okimoto, 2008), wearing make-up and physical attractiveness
(Heilman & Saruwatari, 1979), and when there are few women in comparable roles
(Eagly, Makhijani, & Klonsky, 1992; Heilman, 1980; Heilman & Blader, 2001; Lyness
& Heilman, 2006; Pazy & Oron, 2001) heighten the association with gender
stereotypes and as a consequence exaggerate the lack of fit between the traits
associated with women and the traits associated with the male sex-typed role
(Heilman & Parks-Stamm, 2007). The more masculine the job role, the greater the
lack of fit and the more negative the evaluations of women’s performance will be

(Heilman & Okimoto, 2008).

1.44 The affective component of gender attitudes

The affective component of an attitude also influences behaviour. This refers to the
level of arousal felt by an individual when they come into contact with the attitude
object (Haddock et al., 1993). When a woman is perceived to violate the traditions

and customs associated with her gender it is likely to stir a negative affective reaction
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within the perceiver. Fiske (1998) refers to this as ‘hot discrimination’ that results
from peoples’ affective reaction (i.e., their feelings and emotions) towards women
when they are perceived outside of traditional societal roles or behaving in a counter-
stereotypical manner. This negative arousal leads to harsh evaluations of women
resulting in some form of punitive treatment. For example, women who step outside
of traditional roles or display traits associated with male stereotypes such as self-
promotion, competitiveness and assertiveness, are seen as less socially appealing
(Rudman, 1998), are described as counter-communal (Heilman, Wallen, Fuchs, &
Tamkins, 2004), selfish, devious and hostile towards others (Glick, Diebold, Bailey-
Werner, & Zhu, 1997; Heilman et al., 1989; Heilman, Block, & Martell, 1995). Carli
(2001) found that when women presented ideas in an assertive manner they were
disliked, perceived as less trustworthy and less able to influence male listeners
compared to men or less assertive women. Women leaders are also evaluated
more negatively than male leaders when they use intimidation to achieve goals
(Bolino & Turnley, 2003) or discipline staff (Brett, Atwater, & Waldman, 2005).
Sinclair and Kunda (2000) found that recipients of negative feedback viewed women
as less competent than males who delivered the same feedback. Bowles, Babcock,
and Lai (2005) found that men were more willing to work with “nice” women who
accepted their salary offer than women who tried to negotiate a higher salary. Salary
negotiation had no impact however on the willingness of male participants to work

with men.

Research has also shown negative physiological affective reactions toward women
who operate outside of gender norms. For example, using facial EMG technology,
Carranza (2004) found that when a woman self-promoted she was met with derisive
smiles from men and frowns from women. Others have found that female leaders
were subject to more nonverbal negative affective reactions, such as frowns, than

male leaders (Butler & Geis, 1990; Koch, 2005).
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Discrimination is thought to occur as a consequence of these negative affect-based
reactions. For example, whilst a woman’s competence may be recognised (Glick et
al., 1997), the reduced liking created by the women behaving in a manner not
associated with her gender leads to reduced organisational rewards including lower
salaries and fewer job opportunities (Heilman, 2002; Heilman et al., 2004), bias
performance ratings (Dipboye, 1985; Feldman, 1981; Heilman & Chen, 2005; ligen &
Feldman, 1983), being hired less often than comparable males (Rudman, 1998;
Rudman & Glick, 2002), less access to social networks that are critical for
progression (Casciaro & Lobo, 2005), and being met with hostility (Hebl, King, Glick,
Singletary, & Kazama, 2007). When it comes to leadership, directive and autocratic
behaviours are ones that particularly to lead to backlash (Eagly et al., 1992). In
summary, being liked less is costly for a woman in terms of her career opportunities,

reward and progression.

1.5 Conclusion

There is a great deal of research therefore that suggests affect- and cognition-based
gender attitudes lead to discrimination. Less established however, is whether
measures assessing gender attitudes are able to predict behaviour. It is to that

question that attention is turned to in Chapter 2.
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Chapter Two: Measuring Attitudes, Predicting Behaviour

2. Introduction

Organisations have started to address gender inequalities by including attitude
measures within their corporate diversity initiatives. These raise awareness of
gender attitudes and are used as a part of change interventions, based on the
premise that if you change the attitude then you change the behaviour. In order to
raise awareness of gender attitudes a valid and reliable measure is required. This
chapter discusses attitude measurement and how explicit measures are increasingly
seen as inadequate predictors of behaviour when the issue under investigation is of
a socially sensitive nature (Dunton & Fazio, 1997; Fazio, Jackson, Dunton, &
Williams, 1995). Implicit attitude measurement is then discussed, together with a
familiarisation of the Implicit Association Test (IAT: Greenwald, McGhee, & Schwartz,

1998), one of the most popular and widely used implicit attitude measures.

Whilst research has shown people to commonly hold implicit attitudes (e.g., Nosek et
al., 2002; 2007), such pervasive attitudes are only a problem if they influence
behaviour and lead to discrimination (Amodio & Devine, 2005; Amodio & Mendoza,
2010). Should my former boss have completed the IAT (Greenwald et al., 1998),
would his test results have given an indication of how he would behave in this
situation or not? Following a discussion on the pervasiveness of implicit gender
attitudes, the literature on the predictive validity of the IAT is reviewed. Over recent
years evidence has accumulated to suggest that the IAT is predictive of workplace
racial discrimination, such as biased personnel selection decisions (e.g., Blommaert,
van Tubergen, & Coenders, 2012; Rooth, 2010; Yogeeswaran & Dasgupta, 2010).
However, for gender, the link between the IAT and gender discrimination in the
workplace is both limited and inconclusive. It is argued that the circumstances

surrounding personnel decision-making render it vulnerable to implicit bias and
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therefore, similar to the findings in the race domain, the IAT will also be predictive of
workplace gender discrimination. If, however, relationships between the IAT and
gender discrimination are not clearly established its value as a tool for bias detection
and reduction in this domain is limited.

“Understanding how implicit biases are expressed in behaviour is arguably

the most important question in implicit (race) bias research today.” (Amodio &

Mendoza, 2010, p. 21)
2.1 Attitude Measurement
Attitudes are mental constructs and as such are not directly observable (Rudman,
2011). Their assessment therefore depends upon reliable and valid tools to assess
their prevalence and strength. However, the validity of self-report measures have
long been criticised and questions raised as to whether or not the way people
respond to items on a questionnaire is a true reflection of their attitudes (Corey,
1937; Crosby, Bromley, & Saxe, 1980; Kutner, Wilkins & Yarrow, 1952; LaPiere,
1934; Wicker, 1969). In recent years, the overt expression of an ‘ism’has become
socially frowned upon and is illegal in many contexts. This in part has been due to
major legislative acts over the past 40 years, both in the UK and the US (e.g., in the
UK legislation has included the Equal Pay Act 1970; the Sex Discrimination Act,
1975; the Race Relations Act, 1976; and the Disability Discrimination Act, 1995)
aimed at protecting women and minority groups in the workplace. People may
therefore no longer be willing to openly express their true attitude towards the object
being researched, but are motivated to respond in a manner that portrays

themselves in a good light.

Furthermore, whether or not individuals are able to accurately convey their attitude
has been questioned. Many scholars have proposed that people are often unable to
report on their cognitive processes and to introspect accurately on their true thoughts

and feelings that underlie their judgements, decisions and behaviour (Nisbett &
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Wilson, 1977; Pronin, 2007; Wilson & Brekke, 1994; Wilson & Dunn, 2004) and that
much of the mind is inaccessible to consciousness, including attitudes (Wilson &
Dunn, 2004; Wilson, Dunn, Kraft, & Lisle, 1989). As a consequence of either
‘willing’ or ‘able’ constraints there is often a mismatch between responses to explicit
attitude measures and subsequent behaviour leading to them being viewed
increasingly as inadequate predictors of behaviour (Dunton & Fazio, 1997; Fazio et

al., 1995), particularly on socially sensitive issues.

Criticisms of explicit attitude measurement have led to the development and use of
implicit methods of attitude assessment. Implicit attitude measures bypass
impression management by assessing a person’s attitude without asking the
individual directly for their opinion (Fazio & Olson, 2003); the attitude is inferred
based on how the individual performs on a given task (Cook & Selltiz, 1964;
Greenwald et al., 1998). Implicit measures are also hard to fake (Steffens, 2004)
and are able to detect disengaged participants, a factor that is of particular concern
when paying people for their participation. Advancements in technology have meant
that modern day implicit methods also produce quantitative and hence objective,
standardised data and thus are less open to criticism of subjective interpretation and
low reliability (Lilienfeld, Wood, & Garb, 2000) that plagued early implicit methods
such as the Rorschach Inkblot Test (Rorschach, 1927) and the Thematic
Apperception Test (TAT; Morgan & Murray, 1935). Like explicit measures, they are
cheap and easy to administer, and due to computer technology, can reach large
populations of participants. Implicit attitude measures are also said to predict a
variety of social behaviour (Fazio & Olson, 2003; Greenwald, Poehlman, Uhlmann, &
Banaiji, 2009) and have been shown on occasions to be more predictive of behaviour

than explicit measures (Friese, Hofmann, & Schmitt, 2009).
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2.2 The Implicit Association Test

The Implicit Association Test (IAT: Greenwald et al., 1998) is the most popular and
widely used implicit attitude measure. Greenwald et al.'s (1998) seminal paper
which first published the measure has been cited over 5,500 times and a search of
the term ‘Implicit Association Test’in Google Scholar yields over 1 million hits. The
IAT captures the strength of association between two concepts stored in memory
(Banse, Seise, & Zerbes, 2001; Dasgupta, McGhee, Greenwald, & Banaji, 2000;
Ellwart, Rinck, & Becker, 2006; Greenwald et al., 1998; 2002). Completion of an IAT
requires participants to classify words presented in the middle of the screen into one
of two categories, presented in the left and right-hand corner of the screen (Figure 2).
Participants indicate their choice by pressing either the E (left) or | (right) key. In the
example below, in the first block of the test, names are presented in the middle of the
screen and the participant needs to indicate by pressing the E or | key which

category the name belongs to - male or female.

Male Female

Julia

Press E to classify as Male,

press | to classify as Female.

Figure 2. Example IAT screen to classify female name into male or female category.

In the next block of the test two new attributes are introduced, and again the

participant classifies the word into one of two categories, for example, career or

family (Figure 3).
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Career Family

Management

Press E to classify as Career,

press | to classify as Family

Figure 3. Example IAT screen to classify career attribute into career or family category.

The blocks that follow explore the strength of association between categories. Each
side of the screen contains two categories and the word presented in the middle of
the screen belongs to one of the categories presented. Respondents again use the
E (left) and | (right) keys to indicate which category the word belongs to (Figure 4).
When categories are more easily associated response times will be faster when the
categories share the same response key. In contrast, when categories are more
weakly associated, response times will be slower when categories share the same

response key.

Male or Female or

Career Family

Management

Press E to classify as Career,

press | to classify as Family

Figure 4. Example IAT screen to classify career attribute into career or family category.

An individual’s implicit attitude towards an attitude object is determined by comparing
the speed in which they complete the two different sorting tasks. For example, the
response time differences between the compatible blocks (e.g., male + career,

female + family) and the incompatible blocks (e.g., male + family, female + career)
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are taken as an indication of an individual’s implicit attitude. Responding faster to the
compatible than the incompatible would suggest that the individual more easily
associate men, as opposed to women, with career and thus is indicative of an
attitude that favours men in the workplace, seeing the primary role of women to be in

the home.

The IAT is a particularly attractive implicit measure to use since it is easy to adapt the
test to assess new associations and attitudes. It is also easy to administer remotely,
has good reliability and construct validity (Cunningham, Preacher, & Banaji, 2001;
Nosek, Hawkins, & Frazier, 2011) and has large effect sizes compared to other
implicit measures (Nosek et al., 2002; 2007). Furthermore, its popularity in research
is in part driven by it strong psychometric properties. Effect sizes demonstrating
strong associations between target categories e.g., associating men with career and
women with family, have been found to be consistent and large (Greenwald, Nosek,
& Banaiji, 2003; Greenwald et al., 1998). Internal consistency coefficients have been
found to be in the region of .8 - .9 (Greenwald & Nosek, 2001) and thus are on par
with explicit measures, such as the Ambivalent Sexism Inventory (Glick & Fiske,
1996). Test-retest reliabilities average .6 (Greenwald & Nosek, 2001), which is
higher than other implicit measures (Bosson, Swann, & Pennebaker, 2000; Robinson

& Neighbors, 2006).

IAT research has centred on three areas: 1) the pervasiveness of implicit attitudes
across attitude domains (e.g., Nosek et al., 2007), 2) whether the IAT predicts
behaviour and if so, is it a better predictor than explicit attitude measures and 3) the
extent to which the measure correlates with explicit measures of attitude (e.g., Nosek
et al., 2007). The pervasiveness of implicit attitudes and the predictive validity of the

IAT are considered in the remainder of this chapter. Correspondence between
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explicit and implicit measures and the superior predictive validity of the IAT over and

above explicit measures is reviewed in Chapter 3.

2.3 The Pervasiveness of Implicit Attitudes

“The existence of implicit bias is beyond reasonable doubt.” (Jost et al., 2009,
p. 42)
Research has found implicit attitudes to be strongly held on a variety of topics across
groups of individuals (Nosek et al., 2002; 2007). For example, on IATs assessing
racial attitudes participants repeatedly show automatic preferences for white over
black people and IATs assessing age attitudes participants show automatic

preferences for young over old people (Nosek et al., 2002; 2007).

Gender attitudes, as measured by the IAT, have also been found to be pervasive and
relatively stable across ethnic groups (Nosek et al., 2002; 2007). Nosek et al. (2002)
found participants more easily associated men with science and women with liberal
arts (as opposed to the men with liberal arts and women with science), and men with
career and women with family (as opposed to the opposite pairings of men with
family and women with career) thus supporting symbolic beliefs that women are
better suited to certain roles in society and certain academic subjects. Subsequent
research by Nosek et al. (2007) further supports the notion that implicit gender
attitudes are strongly held across individuals. Results from the Gender-Career IAT
and the Gender-Science IAT showed that implicit gender attitudes were consistent
across ethnic groups but did vary as a function of participant age; older participants

were more likely to hold stronger implicit gender attitudes.

Interestingly, compared to men, women have been shown to have higher implicit

scores on both the Gender-Career IAT and the Gender-Science IATs (e.g., Lynch,
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2010; Nosek et al., 2002; 2007; Reuben, Sapienza, & Zingales, 2014). Similar
results have also been observed on other gender IATs with studies finding men and
women holding similar implicit attitudes towards female authority; men, compared to
women, are more likely to be associated with career (Rudman & Kilianski, 2000) and
agentic traits (Rudman & Glick, 2002; Rudman & Kilianski, 2000). Such findings
suggest that implicit attitudes can be shared and reinforced also by those to whom
that attitude applies; being a member of the group studied (i.e., a woman) does not
protect the individual from exhibiting similar attitudes towards the group (i.e., women)

(Greenwald & Banaji, 1995; Jost & Banaji, 1994).

Together, the above research shows that response times on gender related IATs
reveal that people have strong implicit gender attitudes. Since strong attitudes are
thought to be held more securely in knowledge structures (Eagly & Chaiken, 1993)
and more readily accessible (Schuette & Fazio, 1995) the view is that they are more
likely to influence behaviour than weakly held attitudes (Kronsick & Petty, 1995).
Therefore, many claim that strong associations in a given direction will predict
behaviour (e.g., Jost et al., 2009). So, if a person had a strong association between
‘white and good’ and ‘black and bad’ then it is likely that these implicit biases could
lead them to discriminate against black people, a finding that has been found in the
research (e.g., Green et al., 2007; McConnell & Leibold, 2001; Rudman & Ashmore,

2007).

2.4 The Predictive Validity of the IAT

“any psychological tool is only as good as its ability to predict human
behaviour.” (McConnell & Leibold, 2001, p. 440)

According to Rudman (2011) the ability of a measure to predict behaviour is the ‘gold

standard’ with which to evaluate any new assessment technique. Within the
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literature there are many claims that implicit attitudes, as measured by the IAT,
influence behaviour. For example, in his book Blink, Gladwell (2005, p.85) describes
the IAT as a “powerful predictor of how we react in certain kinds of spontaneous
situations”. Kang (2005, p. 1514) asserts, “there is now persuasive evidence that
implicit bias against a social category, as measured by the instruments such as the
IAT, predicts disparate behaviour towards individuals mapped to that category”.
Kang and Banaiji (2006) argue that implicit bias leads to subtle and overt
discrimination and Greenwald and Krieger (2006, p. 961) state that the evidence
linking implicit attitudes to behaviour is “already substantial”. Jost et al. (2009)
further contend that the IAT has been shown to predict political, medical and
organisationally significant behaviours, including discriminatory employment
decisions. Finally, Greenwald and Banaiji (2013) argue in their recent book Blindspot
that the race IAT has repeatedly been shown to predict discriminatory behaviour
towards black people. Such claims lead to the overall perception that the link
between the IAT and behaviour is well established and well evidenced (Blanton et

al., 2009).

Research on the predictive validity of the IAT has a broad span across many sub-
disciplines of psychology including clinical psychology (e.g., Ellwart et al., 2006; Nock
et al., 2010), consumer psychology (e.g., Friese, Hofmann, & Wanke, 2008; Gibson,
2008; Hofmann & Friese, 2008), health psychology (e.g., Houben & Wiers, 2008;
Keatley, Clarke, & Hagger, 2012; Robinson, Meier, Zetocha, & McCaul, 2005) and
political psychology (e.g., Arcuri, Castelli, Galdi, Zogmaister, & Amadori, 2008;
Friese, Bluemke, & Wanke, 2007; Galdi, Arcuri, & Gawronski, 2008; Karpinski,
Steinman, & Hilton, 2005). Evidence of links between the |IAT and behaviour has

accumulated in some areas more than others.
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In clinical psychology, the IAT has been found to predict avoidance behaviour
towards spiders (Ellwart et al., 2006) and predict sensitive clinical behaviours such
as suicidal tendencies that self-report measures are unlikely to detect (Nock et al.,
2010). In health psychology, smokers and non-smokers have been found to have
different implicit attitudes towards smoking (Robinson et al., 2005) and positive
implicit alcohol associations were linked to alcohol consumption (Houben & Wiers,
2008). In political psychology the IAT has been found to predict voting intentions
(Karpinski et al., 2005), voting behaviour (Friese et al., 2007) and voting behaviour
for yet undecided voters (Arcuri et al., 2008; Galdi et al., 2008). In consumer
psychology the IAT has been shown to predict participants brand choices when
making decisions under time pressure (Friese, Wanke, & Plessner, 2006) and
whether people would act in line with their implicit preferences when under the

influence of alcohol (Hofmann & Friese, 2008).

The IAT has also been the tool of choice when exploring racial prejudice since
implicit measures are posited to be better predictors of behaviour when assessing
attitudes in socially sensitive domains (Greenwald et al., 2009). One of the first
studies to look at the link between the IAT and behaviour toward group members
was conducted by McConnell and Leibold (2001). In their study participants were
interviewed, on separate occasions, by both a white and black female experimenter.
These social interactions were recorded and then trained judges assessed the
degree to which each participant displayed certain behaviours during the interaction
such as smiling, speech errors, eye contact and seating distance. Participants also
completed both a race IAT and explicit measures of racial prejudice. Correlational
analyses showed that individuals who had stronger implicit associations between
white names and desirable words and black names and undesirable words were also
assessed as having had more negative interactions with the black experimenter, as

opposed to the white experimenter.
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Research following McConnell and Leibold (2001) has likewise shown the predictive
utility of the IAT in the area of racial discrimination. Rudman and Ashmore (2007)
found those who more easily associated minority group members with negative
attributes and majority group members with positive attributes were more likely to
recommend budget cuts for the target group’s student organisation. They were also
more likely to report higher incidences of engaging in past harmful behaviour towards
black people. Green et al. (2007) found that the race IAT also predicted clinical
decisions; the more easily physicians associated white faces with good words and
black faces with bad words the less likely they would be to recommend thrombolysis
treatment for black patients. Lynch (2010) found that participants who had strong
implicit attitudes towards white, as opposed to black people, were more likely to

display higher positive emotional responses to racist jokes.

Whilst evidence has accumulated in some areas to support the predictive utility of the
IAT, much of the literature encompasses criterion measures that are far removed
from real behaviour (Baumeister, Vohs, & Funder, 2007; Karpinski & Hilton, 2001;
Mitchell & Tetlock, 2006), especially that in an employment context (Blanton et al.,
2009; Tetlock & Mitchell, 2009; Wax, 2010). Whilst Jost et al. (2009, p. 39) assert
that “implicit associations do predict socially and organizationally significant
behaviors, including employment, medical and voting decisions made by working
adults”, only three of the studies cited in their paper looked at racial discrimination in
a workplace context (e.g., Bertrand & Mullainathan, 2003; Bertrand, Chugh, &
Mullainathan, 2005; Rooth, 2007) and only one at gender discrimination (e.g.,
Rudman & Glick, 2002). Furthermore, in a recent meta-analysis conducted by
Greenwald et al. (2009), the majority of the studies cited did not explore links to real
behaviour but instead looked at relationships to known groups membership (e.g.,
Gray, Brown, MacCulloch, Smith, & Snowden, 2005; Robinson et al., 2005;

Swanson, Swanson, & Greenwald, 2001), judgements, such as relationship
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satisfaction (e.g., Banse et al., 2001), physiological responses, such as neurological
activations (e.g., Mitchell, Macrae, & Banaiji, 2006; Phelps et al., 2000), and self-
reported behavioural intentions (e.g., Galdi et al., 2008; Rudman & Ashmore, 2007).
Indeed, only 3 of the 121 papers in Greenwald et al.’s (2009) meta-analysis explored
links between the IAT and behaviour in a workplace context (e.g., Rudman & Glick,
2002; Vanman, Saltz, Nathan, & Warren, 2004; Ziegert & Hanges, 2005). Of these,
Vanman et al. (2004) found that the IAT was not related to the race of the applicant
selected for a teaching fellowship. Ziegert and Hanges (2005) found under
organisational climates that condone or encourage racial bias the IAT predicted job
hiring decisions; those who more easily associated white names with pleasant words
and black names with unpleasant words were less likely to select the black
candidate. However, when under no instruction on which candidate to select the
IAT was not predictive of participants decision-making (Wax, 2010) - a fact that is
often omitted in the citation of this research (e.g., Greenwald & Banaji, 2013; Jost et
al., 2009). Left to their own devices, there was no relationship between participants’
IAT scores and selection decisions. It was only under direct instruction from the
president of the company to select the white job applicant that participants acted on
their implicit bias. It is therefore unclear whether it was the instruction or the bias that
lead to discrimination, suggesting that the results of the research by Ziegert and

Hanges (2005) need to be interpreted with caution.

As a consequence, the real world impact of implicit attitudes, as measured by the
IAT, is hotly debated within both legal and psychological journals (e.g., Blanton et al.,
2009; Landy, 2008; Tetlock & Mitchell, 2009; Wax, 2010). Tetlock and Mitchell
(2009, p. 6) claim “there is no evidence that the IAT reliably predicts class-wide
discrimination on tangible outcomes in any setting”. Blanton et al. (2009) argue that
there is limited evidence that the |AT predicts unambiguous discriminatory behavior

outside of the laboratory.

46



“When a method is introduced, it should rightly be the target of scepticism

and debate until its usefulness has been established.” (Rudman & Ashmore,

2007, p. 359)
However, in the area of race at least, recent years have seen the emergence of an
accumulating body of evidence that suggests the IAT is predictive of workplace racial
discrimination. In a field study looking at discrimination toward Arab-Muslims in the
workplace, Rooth (2010) found that recruiters who had stronger negative
associations towards Arab-Muslims were less likely to invite Arab-Muslim job
applicants for interview. Similar results have been demonstrated in laboratory
studies. Derous, Nguyen, and Ryan (2009) found that less negative attitudes
towards Arab job applicants was linked to higher job suitability rating. Yogeeswaran
and Dasgupta (2010) found the more participants associated American, as opposed
to Asian American, with white people the less likely they were to both hire an equally
qualified Asian American for a national security job and evaluate an immigration
policy more negatively when put forward by an Asian, as opposed to white American.
Son Hing, Chung-Yan, Hamilton, and Zanna (2008) found that when clear
information about the applicants’ qualifications were withheld participants who had
higher IAT associations between white names and words they liked and Asian
names and words they disliked also provided a lower hiring recommendation for an
Asian job candidate; ambiguity led to participants to act upon their implicit attitudes.
Blommaert et al. (2012) found that the more participants’ associated Turkish or
Moroccan people with negative words and Dutch people with positive words the less

likely they were to invite Turkish or Moroccan job applicants for an interview.

Similar findings have also been observed for weight bias. Agerstrdm and Rooth

(2011) found that IAT scores predicted whether obese job applicants would be

invited for an interview; the more hiring managers linked obese people with low, as
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opposed to high, performance the less likely they were to invite obese job applicants

for an interview.

2.5 The IAT and Gender Discrimination
When it comes to gender and implicit attitudes, the prevailing view can be summed
up as follows:

1. the IAT predicts discrimination on the socially sensitive topic of race;

2. gender discrimination is another socially sensitive topic, and so;

3. the IAT will predict discriminatory behaviour.

In selection this type of transfer of validity data is referred to as synthetic validity.
However, when reviewing the literature the evidence to support the IAT’s ability to
predict workplace gender discrimination is found wanting. Once again, the majority
of the research looking at implicit gender attitudes does not look at the link between
the IAT and real behaviour nor behaviour in a workplace context. For example, of
the 121 papers used in Greenwald et al.'s (2009) meta-analysis on the predictive
validity of the IAT, only five specifically looked at the link between gender attitudes
and behaviour. Rudman and Heppen (2003) found that women who had stronger
implicit romantic fantasies showed less interest in achieving high status jobs and
were more likely to pick occupations with lower economic rewards and lower
educational requirements. Carpenter (2000) found the IAT to predict candidate
choice, but only for female participants. Gawronski, Geschke, and Banse (2003b)
found that the strength of stereotypical associations influence the way people are
perceived; participants who had strong stereotypical associations between men and
work and women and home were more likely to rate male targets as less communal
than those with weak stereotypical associations. The paper by Eyssel and Bohner
(2007) appears to have been amended since Greenwald et al.'s (2009) meta-

analysis and no longer makes reference to the IAT. The only paper cited in
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Greenwald et al.'s (2009) meta-analysis looking at the link between implicit gender
attitudes and the workplace discrimination was by Rudman and Glick (2002).
Exploring the links between gender stereotypes and evaluations of women, Rudman
and Glick (2002) found that the IAT predicted ratings of women’s social skills; those
who more easily associated men with agency and women with communality rated
women who had been portrayed as possessing agency as less socially skilled when
applying for feminised job roles — those roles requiring a combination of agentic and
communal traits. However, whilst the results showed that agentic women were
rated as less hireable than men, none of the IATs employed in this study predicted

hireability ratings.

Subsequent research exploring the links between the IAT and gender discrimination
in the workplace is scarce, with only a further two published studies known to the
author at the time of writing this thesis. Levinson and Young (2010) explored
whether their own developed Judge-Gender IAT and the more widely used Gender-
Career IAT predicted discriminatory decision-making. Whilst they found implicit
biases in their sample — participants more quickly associated men, as opposed to
women, with judges and career - these biases were not predictive of discriminatory
decision-making. So whilst again gender attitudes were found to be pervasive,
neither of the IATs employed in this research predicted the gender of the job
applicant selected nor the allocation of financial resources. In contrast, Latu et al.
(2011) found their Successful-Manager IAT did predict salary recommendations — the
more participants associated men, as opposed to women, with managerial success
the higher the salary was for the male employee. These results suggest that when it
comes to gender the predictive validity of the IAT is inconclusive and the
circumstances in which implicit gender attitudes are applied to behaviour and

decision-making is less clearly understood.
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2.6 Personnel Decision-Making
Personnel decision-making is an area of behaviour where discrimination against
women has been consistently demonstrated and is a form of behaviour that may be

particularly susceptible to the influence of implicit attitudes (Chugh, 2004).

Dual process theories posit that decision-making is influenced by two processing
systems, commonly referred to as System 1 and System 2 (Kahneman & Frederick
2002; Stanovich 1999). System 1 is described as unconscious, rapid, automatic and
high capacity. To cope with the complexity of material presented during personnel
decision-making, and to guide information processing, the decision-maker
automatically activates categories that simplify and structure the information (Allport,
1954; Brewer, 1988; Fiske & Neuberg, 1990; Macrae & Bodenhausen 2000). This
process is automatic and is a key function of system 1. When presented with both
male and female job applicants, gender is likely to be detected as a salient feature of
the candidates (Chaiken & Eagly 1989; Macrae & Bodenhausen, 2000) and this
categorisation will lead to the automatic activation of gender attitudes. The
activation of an attitude is therefore thought to be automatic and inevitable in the
presence of particular cues (Brewer, 1988; Devine, 1989), and often without
awareness (Dovidio & Fiske, 2012). In contrast, system 2 is conscious, slow, low
capacity and deliberate (see Evans, 2008 for a review). Providing the situation
allows, an individual can engage in effortful processing to determine if the categories

generated by system 1 are valid and applicable to the situation.

The degree to which each system influences the decision outcome will heavily
depend on factors such as time, cognitive capacity and motivation the individual has
to engage in effortful processing. In situations where deliberate, effortful reasoning
processes are hindered (Bodenhausen, Macrae, & Sherman, 1999; Devine, 1989;

Dovidio & Fiske, 2012; Fazio, 1990; Fazio & Towes-Schwen, 1999; Wilson, Lindsey,
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& Schooler, 2000) system 1 will dominate and as a consequence implicit attitudes
are likely to go unchallenged and influence the decision outcome. However, even
in situations where effortful processing is possible, activated implicit associations can
still impact the decision outcome via influencing what information is attended to and

how that information is explicitly reflected upon.

2.61 The influence of implicit attitudes on decision outcomes via system 1
Several factors hinder the effortful processing of information including time pressure,
cognitive capacity, motivation, risk and uncertainty, and the manner in which the

personnel decision is framed.

Personnel decisions involve processing complex and often incomplete information
within tight timeframes. The combination of high cognitive load and time pressure
depletes an individual’s cognitive resources and consequently reduces the ability to
engage in system 2 processing where information is dealt with in a systematic and
deliberate manner (Bodenhausen et al., 1999; Wilson et al., 2000). This increases
the likelihood that implicit associations will influence the decision outcome
(Greenwald & Banaji, 1995). Both high cognitive load and time pressure on
participants has been shown to enhance the relationship between IAT scores and
behaviour (e.g., Friese et al., 2006; Hofmann, Rauch, & Gawronski, 2007). Friese et
al. (2006) found that only when participants were under time pressure did the IAT

predict brand choices.

For system 2 to have an influence on the decision outcome, an individual also needs
to be motivated to engage in effortful processing (Devine, 1989; Macrae &
Bodenhausen, 2000; Schuette & Fazio, 1995). Decision-making is tiring
(Baumeister, Bratslavsky, Muraven, & Tice, 1998) and requires mental effort

(Bodenhausen et al., 1999). As noted previously, humans are ‘cognitive misers’ who
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prefer to process information with minimal effort (Chaiken et al, 1989; Fiske & Taylor,
1984). In contrast to Human Resources (HR) professionals, personnel decision-
making is not a manager’s core role. Managers may prefer to conserve their mental
effort for activities they consider to be their ‘real’ job (Macrae, Milne, & Bodenhausen,
1994; Sherman, Lee, Bessenoff, & Frost, 1998). Furthermore, individuals have a
tendency to satisfice when making decisions (Simon, 1957); they will examine
alternatives only up until a point where they find a solution that meets minimal
requirements; they then cease to look for a better one. Therefore, if a man and
woman both apply for a male sex-typed role and the man, due to stereotypical
beliefs, is more easily matched to the criteria, then the individual is unlikely to engage

in deeper processing to see if the woman also fits.

Decision-makers also need to be motivated to be egalitarian in their behaviour. Plant
and Devine (1998) posit that people differ according to the internal and external
motivation they have to be non-prejudiced and have developed measures to assess
these attributes. Their research has found that those with a high internal motivation
together with a low external motivation to be non-prejudiced displayed lower levels of
race bias on both implicit and explicit measures of prejudice (Devine, Plant, Amodio,
Harmon-Jones, & Vance, 2002). According to Devine (1989) low prejudice people,
providing they have the cognitive resource to do so, will replace automatic

stereotypes with explicit more considered views of the target object.

Personnel decisions also contain an element of risk and uncertainty. For example,
promoting a woman into a role traditionally held by men could be perceived to be a
greater risk than promoting a man. When making decisions under conditions of risk
and uncertainty an individual can do one of two things: 1) gather more information —
the woman needs to do just one more thing, over and above that of her male

counterpart to prove she is not a risk; or 2) rely on heuristics and attitudes to guide
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their decision (Kahneman, 2012; Tversky & Kahneman, 1974). Each option has the

male candidate as the preferred choice.

Time
Motivation
Cognitive capacity
Risk/Uncertainty
Decision framing

System 1: implicit attitude dominate

Implicit
Attitudes INFORMATION PROCESSING
* Activated

Attention
Interpretation
Memory

Figure 5. The impact of implicit attitudes on personnel decision outcomes.

Finally, personnel decisions may be vulnerable to framing effects that either hinder or
facilitate effortful processing of information. The majority of personnel decisions
require the manager to choose one candidate from among several. Research has
shown that choice alternatives are likely to induce non-compensatory information
processing strategies (Westenberg & Koele, 1990; 1992). Furthermore, the process
of selecting, as opposed to rejecting, induces attribute wise processing (Westenberg
& Koele, 1990; 1992); the focus is on quick and effortless matching of compatible
attributes between the job requirements and the applicants. Consequently, situations
that require the decision-maker to select between male and female candidates are

likely to be guided by system 1 processing and heuristics and biases.
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2.62 The influence of implicit attitudes on decision outcomes via system 2

No task is immune from the influence of automatic processes (Jacoby, Toth, &
Yonelinas, 1993; Sherman, 2008). Even in situations where effortful processing is
able to occur, implicit attitudes can still impact decision-making. Once an attitude
has been activated it is likely to influence the decision-maker’s focus and what they
deem to be important to meet the role (Cuddy et al., 2011). So, even when
information processing appears to be methodical and systematic, attitudes filter what
material an individual pays attention to (Fazio & Towes-Schwen, 1999; Gawronski,
Ehrenberg, Banse, Zukova, & Klauer, 2003a), how they interpret information
(Heilman & Haynes, 2005; Heilman & Parks-Stamm, 2007) and what is remembered
(Fiske & Neuberg, 1990). For example, Gawronski et al. (2003a) found that when
participants held strong stereotypes about women they were less likely to consider
individuating information when judging their behaviour. Once activated, implicit
attitudes can therefore influence system 2 processing and consequently the decision

outcome.

2.63 The nature of the personnel decision

An observation from the IAT literature is that within a given study IATs have been
shown to predict some, but not all, of the behaviours under investigation (e.g.,
Keatley et al., 2012; Latu et al., 2011; Levinson & Young, 2010; Rudman & Ashmore,
2007). Observed differences may in part be due to the amount of effortful
processing an individual engages in. For example, some personnel decisions may
rely more heavily on system 2 processing than other personnel decisions and
therefore be less influenced by implicit attitudes. Redundancy decisions are one
such example. Redundancy decisions occur with less frequency than personnel
selection decisions and have a major detrimental impact on the individual for whom
employment is terminated. Firing employees is also one of the most disliked human

resource activities a manager engages in. As a consequence, redundancy decisions
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may provoke negative emotions in the deicison-maker. Research has shown that
negative mood states (Bodenhausen, Kramer, & Susser, 1994; Clore, Schwarz, &
Conway, 1994; Dasgupta, DeStano, Williams, & Hunsinger, 2009; DeSteno,
Dasgupta, Bartlett, & Cajdric, 2004; Forgas & Fiedler, 1996; Lambert, Khan, Lickel, &
Fricke, 1997; Park & Banaiji, 2000; Tiedens & Linton, 2001) lead to more extensive
information processing. For example, happy mood states have been found to lead
to more heuristic processing based on category membership (Bodenhausen et al.,
1994) whereas sad mood states lead to more systematic information processing,
decreasing the reliance on stereotypes (Lambert et al., 1997; Park & Banaiji, 2000).
Furthermore, Luce, Bettman, and Payne (1997) found that more emotionally difficult
decisions also lead to more extensive information processing. Negative emotions
connected to a decision may signal the importance of making an accurate decision
(Luce et al., 1997). A person making a redundancy decision may therefore feel a
higher degree of responsibility for getting the decision right than when, say, selecting
an individual for promotion. Whilst not promoting a person may have a negative
impact on the job candidate, the impact is not as great as losing their job altogether.
For these reasons, choosing whom to make redundant may prompt more systematic
and effortful processing than choosing whom to promote. When increased effortful
processing is undertaken there is an increased likelihood that the impact of implicit
attitudes will be corrected for (Devine, 1989). To date, the majority of the research
exploring the link between the IAT and personnel decisions has been focused
decisions that are not emotionally negative, such as selection decisions (e.g.,
Agerstrom & Rooth, 2011; Blommaert et al., 2012; Levinson & Young, 2010; Rooth,
2010; Yogeeswaran & Dasgupta, 2010; Ziegert & Hanges, 2005), the rating of
personal job skills (Rudman & Glick, 2002), monetary rewards (Latu et al., 2011) and
budget decisions (Rudman & Ashmore, 2007), with evidence for links apparent in
each area. However, no prior research has explored the links between the IAT and

redundancy decisions.
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In summary, when making personnel decisions, the ability to process information in
an effortful manner is either inhibited or influenced by implicit associations. As a
consequence, activated gender attitudes are unlikely to go unchallenged during the
decision-making process leading to them being applied to the decision outcome
(Macrae & Bodenhausen, 2000). In line with prior research in the race domain, it is
therefore hypothesised that there will be a link between implicit gender attitudes, as
measured by the IAT, and certain personnel decisions such as promotion and budget
decisions. However, due to the detrimental effects redundancy has on employees,
it may invoke negative emotions on the part of the decision-maker and thus lead to
more effortful processing, countering the influences of implicit gender attitudes on the
decision outcome. Therefore, relationships between the IAT and redundancy

decisions are not expected.

Hypothesis 1a: Participants who have higher IAT scores are more likely to
appoint men in promotion decisions.
Hypothesis 1b: Participants who have higher IAT scores are more likely to

recommend a male related initiative receives the most funding.

2.7 Conclusion

Gender attitudes have been found to be pervasive (Nosek et al., 2002; 2007) and
held equally by men and women (Lynch, 2010; Nosek et al., 2002; 2007; Rudman &
Glick, 2002; Rudman & Kilianski, 2000). Whilst there have been calls for more
research using IAT methodology within organisational research (Barsade,
Ramarajan, & Westen, 2009; George, 2009; Latham, Stajkovic, & Locke, 2010), to
date, the impact of implicit attitudes on workplace discrimination is under-researched
in general (Blommaert et al., 2012), but especially for gender. With so little research

in the area it is difficult to conclude that the IAT predicts gender discrimination; all
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that can be concluded from the research is that people tend to have certain

associative patterns.

Due to the practical implications of IAT-behaviour links more empirical evidence is
required before conclusions can be drawn about the IATs ability to predict workplace
discrimination (Agerstréom & Rooth, 2011). For the IAT to be of value to
organisations and to be accepted in legal contexts determining when it will and will
not lead to actual discrimination is of critical importance. Due to the unique
circumstances surrounding personnel decision-making, this is one area where the

links between the IAT and gender discrimination are expected to occur.
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Chapter Three: A Closer Look at the IAT

3. Introduction

This chapter takes a closer look at factors that may influence predictive validity of the
IAT and whether it should always be the measure of choice when predicting gender
discrimination in the workplace. It is argued that the predictive validity of the IAT
seems to vary as a function of the attitude component the tool assesses. For
example, studies have found IATs that assess affect-based attitudes to be predictive
of behaviour, but those that assess stereotypes not to be predictive of the same
behaviour (e.g., Green et al., 2007). Likewise, the opposite has been observed, with
stereotype-based IATs being predictive but affect-based IATs showing no predictive
validity (Rudman & Ashmore, 2007). The affect-cognition distinction for implicit
gender attitudes has not been explored in the literature and it is of yet unknown if
affect- or cognition-based IATs perform equally well at predicting personnel decisions

that favour men, or if one is a better predictor.

It is also argued that whilst explicit measures are increasingly seen as inadequate
predictors of behaviour when the issue under investigation is of a socially sensitive
nature (Dunton & Fazio, 1997; Fazio et al., 1995), there may be circumstances
where they have good predictive utility. Unlike hostile sexists, benevolent sexists
hold subjectively positive feelings towards women (Glick & Fiske, 1996). Due to the
positive nature of the attitude, questionnaire responses are unlikely to be tainted by
social desirability concerns. However, benevolent sexists still view women as inferior
to men, seeing their place in the home. As a consequence, such attitudes are likely
to lead them to favour men when making personnel decisions. Therefore, explicit
measures of benevolent sexism may be an equally valid predictor of personnel

decisions as the IAT.

58



3.1 What Factors Influence The Predictive Validity Of The IAT?

One of the advantages of the IAT is its adaptability to tap different constructs (Nosek
et al., 2007) and different category associations. However, this adaptability also
creates challenges in evaluating the consistency in which it predicts behaviour.
Many of the studies exploring the predictive validity of the IAT have not only
contained IATs that were linked to behaviour but also had IATs that were found not
to be predictive (e.g., Carpenter, 2000; Derous et al., 2009; Green et al., 2007;
Levinson & Young, 2010; Rudman & Ashmore, 2007; Rudman & Heppen, 2003).
For example, Green et al. (2007) found that out of the three IATs employed in their
study only the race-preference IAT predicted the clinical recommendation. Neither of
the two stereotype IATs were significant predictors of the clinical decision, even
though the results showed physicians held strong implicit stereotypes about black
patients (e.g., they are less cooperative towards medical treatment). Furthermore,
as noted previously, even when an IAT has been linked to a specific behaviour, is it
often not predictive of all the behaviours explored within the study (e.g., Keatley et
al., 2012; Latu et al., 2011; Levinson & Young, 2010; Rudman & Ashmore, 2007).
Understanding why an IAT is not predictive of behaviour is as important as
understanding why one is predictive and has important implications for how best to

intervene to address discrimination.

3.11 Affect vs. cognition-based IATs

An |IAT’s ability to predict behavior may depend on the attitude component it is
assessing, for example, an IAT that taps into the affective component of an attitude
may be more predictive than an IAT that measures the cognitive component of an
attitude, or vice versa. As noted previously, both cognitive and affective reactions to
women in the workplace have been linked to gender discrimination. For example,
women who violate traditional gender roles and behaviours are likely to be met with

negative emotional reactions and these reactions lead to women being less liked and
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evaluated more harshly than their male counterparts (Fiske 1998). Similarly,
stereotypes have also been found to underpin gender discrimination (e.g., Heilman &
Okimoto, 2008; Madera et al., 2009; Swim et al., 1989); when a woman is considered
for traditionally masculine roles she is often evaluated as not suitable for the job
since there is a mismatch between the traits the woman is thought to possess and
those require for the job (Heilman & Eagly, 2008). When it comes to the predictive
validity of the IAT, will each attitude component be equally predictive of behaviour?
Or, do either cognition- or affect-based IATs have a stronger link to gender

discrimination in the workplace?

To date, the affect-cognition distinction for implicit gender attitudes has not been
explored in the literature. Other research, however, suggests that affect-based
attitude measures are better than cognition at predicting health behaviour (Lawton,
Conner, & McEachan, 2009), voting behaviour (Abelson, Kinder, Peters, & Fiske,
1982; Granberg & Brown, 1989; Kuklinski, Riggle, Ottati, Schwarz, & Wyer, 1991;
Marcus, 1988; 2000; Marcus & MacKuen, 1993; Ragsdale, 1991), and racial
discrimination (Dovidio, Kawakami, & Gaertner, 2002; Talaska, Fiske, & Chaiken,
2008). Others have also shown emotions such as pity, envy, disgust and pride play
a major role in prejudice towards others and are more predictive of behaviour than

negative stereotypes (Cuddy et al., 2007; Fiske et al., 2002).

Within the implicit attitude literature there has been less attention toward the affect-
cognition distinction (Amodio & Devine, 2006). Whilst a review of the literature
suggests that evidence has accumulated more for the predictive validity of affect-
based IATs than cognition-based IATs in both the political (e.g., Arcuri et al., 2008;
Friese et al., 2007; Galdi et al., 2008) and race domain (e.g., Green et al., 2007;
McConnell & Leibold, 2001; Ziegert & Hanges, 2005) the findings are still not clear.

For example, Green et al.'s (2007) research showed that it was an affect-based IAT
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that predicted harmful actions towards black people not stereotype IATs. In
contrast, Rudman and Ashmore (2007) found that a stereotype IAT to be more
predictive of self-reported past behaviours towards black people and budget
decisions than an affect-based IAT. They concluded that implicit stereotypes might
be more predictive of harmful behaviours than implicit affect measures since
stereotype IATs include more specific evaluations about the attitude object that are

more justifiable than mere good/bad associations.

Levinson and Young (2010) found that out of the two gender IATs used in their
research, only the Judge-Gender IAT was linked to behaviour. Furthermore, this IAT
only predicted one of the three outcome variables in the study; the Judge-Gender
IAT was linked to male participants’ preferences for appellate judges to possess
masculine traits but not participants’ hiring decisions or budget allocations.
Furthermore, whilst Latu et al. (2011) found their Successful-Manager IAT predicted
salary recommendations, the same IAT was not predicti