
‘Emotional’ female managers: How gendered roles influence tourism
management discourse

Carlos Costa, Fiona Eva Bakas*, Z�elia Breda, Marília Dur~ao
Research Unit on Governance, Competitiveness and Public Policies (GOVCOPP), Department of Economics, Management, Industrial Engineering and Tourism
(DEGEIT), University of Aveiro, Portugal

a r t i c l e i n f o

Article history:
Available online xxx

Keywords:
Gender
Tourism
Managers
Emotional
Power
Portugal

a b s t r a c t

Drawing on recent research conducted in Portugal, male and female tourism managers' perceptions of
how gender roles influence managerial discourse are analyzed. The data, gathered through focus groups,
is questioned from the ontological position that participants represent gendered economic subjectivities
and hence participant accounts illustrate the ways in which gender roles influence tourism management
discourse. This paper presents the multiple, context-specific issues arising from thematic analysis of
focus group transcripts, using WebQda qualitative analysis software. Focusing on tourism managers'
expressions of what comprises desired managerial characteristics, the ways in which gender roles in-
fluence the norms surrounding tourism management discourse are analyzed. Results show that mana-
gerial characteristics associated with women and femininity, such as emotionality, are progressively
being incorporated into managerial ideals, but that gender roles connecting femininity to caring roles
continue their influence. The social agitation caused by these complex interactions encourages con-
ceptual progress in tourism management discourse. This paper contributes to a more holistic repre-
sentation of today's economic reality by presenting an in-depth investigation into how gender roles
relate to wider social, economic and political considerations within the context of tourism management
in Portugal.

© 2017 The Authors.

1. Introduction

Over the past 50 years, there has been an increase in women's
employment and education rates globally, fueled by legal changes
making gender-based discrimination illegal and a shift in social
attitudes towards women working (England, 2010). Despite this
influx of women into paid work, disparity among men's and
women's wages in the European Union persists (Eurostat, 2015).
Recent research on gendered career interruptions and pay in the
hospitality industry has found a link between feminized caring
roles and the gender wage gap, highlighting how gender roles
strongly influence economic discourse (Cebri�an & Moreno, 2015).
Thus, creating gender analyses is essential for a more holistic rep-
resentation of today's reality (Ferguson & Alarc�on, 2014).

Tourism is a highly gendered industry, with strong horizontal
and vertical segregation of occupations and a prevalence of men in

top-level management positions (Baum, 2013; Baum, 2015; Baum,
Kralj, Robinson, & Solnet, 2016). More specifically in Portugal,
where this study is located, most (57%) tourismworkers are female
(Eurostat, 2015), but most (60%) tourism managers are male.
Worldwide, there are also low numbers of women in managerial
positions, especially in executive positions. For example, in 2013,
only 14.6% of Fortune 500 companies were headed by women
(Soares, Barkiewicz, Mulligan-Ferry, Fendler, & Wai Chun Jun,
2013). In Portugal, only 7.3% of stock indexed companies were led
by women in 2014, which is one of the lowest percentages in
Europe (Catalyst, 2015).

While women's absence from managerial positions has been
justified by relative educational levels, women are now more
educated then men (Costa, Carvalho, Caçador,& Breda, 2012; Costa,
Breda, Malek, & Dur~ao, 2013). Indeed, the Organization for Eco-
nomic Co-operation and Development states that in European
countries, educational barriers have now virtually disappeared
(OECD, 2012). Thus, it is useful and important to look to the socio-
cultural barriers womenmay face in being able to adhere to current
versions of tourism management discourse. These socio-cultural
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barriers are intricately interwoven with gender roles. Gender roles
are behaviours considered as appropriate to a person's gender,
according to prevailing social norms. We act and walk and speak
and talk in ways that consolidate an impression of being a man or
being a woman (Butler, 1993). Increasingly, global gendered ideals
connect feminine gender roles with the ‘working mother’ role
(Ferguson & Alarc�on, 2014). However, feminine gender roles are
also accompanied by persisting expectations that women are
responsible for family care and well-being. The stereotyped
connection between femininity and caring, as well as the pre-
dominance of economic discourse that idealizes masculine worker
models, results in complex and discriminatory negotiations within
the workplace.

Research shows that female tourism workers' promotion op-
portunities are influenced by “… the way society views women”
(Campos-Soria, Marchante-Mera, & Ropero-García, 2011, p. 91),
highlighting a link between gender roles and managerial discourse.
Indicative of this is that the influence of gender on tourism labor is
especially marked in patriarchal countries, such as Portugal
(Carvalho, Costa, Lykke, & Torres, 2014; Costa et al., 2013).
Furthermore, research is often conducted in-line with the mana-
gerial discourse: “think manager-think male” (Gherardi & Murgia,
2014, p. 691). A recent study on gender-typing in the Spanish
hospitality industry shows howmasculine characteristics are rated
as more important than feminine characteristics for managerial
positions (Cuadrado, García-Ael, & Molero, 2015).

In order to survive and advance within gendered work organi-
zations, women have traditionally adopted a number of strategies,
including acting as work-centered or unencumbered workers, as is
the male worker norm. However, women managers face different
barriers to male managers. An example of this is seen in the
gendered interpretation of ‘ambition’ within managerial discourse.
Female workers who take up part-time work (often because of fa-
milial caring responsibilities) are considered to lack ambition and
are penalized by being perceived as unworthy of promotion
(Benschop, van den Brink, Doorewaard,& Leenders, 2013; Teasdale,
2013). On the other hand, ambitious female workers have to be
careful around how they approach that ambition, as they walk the
fine line between “the Skylla of masculine overconfident behavior
and the Charybdis of excessively modest, feminine behavior”
(Benschop et al., 2013, p. 703). Ambition, as a characteristic of
successful managers, exemplifies how gender roles influence
women's ability to adhere to current managerial discourse.

Despite the barriers women face in entering management po-
sitions, such as being seen as unable to adhere to current mana-
gerial discourse, female managers are finding ways of overcoming
these barriers by creating their own ‘blend’ of managerial styles. For
example, research by Odgaard and Jorgensen (2003) shows that
female managers have an emotional and consensual approach to
conflict resolution among employees, by including the staff in their
decisions. Female managers are increasingly recognized as dis-
playing a management style which emphasizes relationality by
encouraging employees to harness personal aims and interests to
collective ends. Furthermore, female management styles favor the
concept of power as control not over the group, but with the group
(Gherardi & Poggio, 2009).

Decision-making is another important feature of management
discourse and decisiveness is often connected with masculinity.
Recent research illustrates little correlation between gender and
the propensity to make decisions (Apesteguia, Azmat, & Iriberri,
2011). However, differences in the type of decisions that women
and men take, has been observed. For example, women are more
likely to make decisions that increase social sustainability than
men. Analysing how gender influences tourism managers'
decision-making styles could provide insight into how tourism

management discourse is being transformed.
Whilst it is recognized that gender roles do play a role in

management discourse within tourism, there is scant research on
exactly how they do this, especially within the tourism literature.
One way of investigating why women are misrepresented at
managerial levels within tourism is to answer the question: ‘How
are gender roles currently influencing management discourse in
tourism?’ To date, this question within tourism labor literature re-
mains unanswered, and our current paper in this special issues
aims to fill this gap in knowledge. Based on this overarching
research question, are the supplementary questions of: ‘Do female
tourism managers challenge the masculine norm within managerial
discourse and if so, in what ways do they achieve this?’. In order to
answer and explore these questions within the context of the
Portuguese tourism industry, a qualitative, focus-group approach
was considered the most appropriate.

2. Methods

The study presented in this article is part of a wider research
project on gender issues in the tourism sector that was conducted
in Portugal over a six-year period, in two phases. The findings
presented in this study refer to the second phase,1 which involved
(male and female) top-managers from leading private and public
tourism organizations, with the primary aim of analyzing how they
perceive gender's role in tourism employment. The research team
was composed by a large group of experienced senior and junior
researchers from universities/research centres across the country,
supported by two governmental organizations for gender equality
and financially supported by one of the main national research
funding organizations. The data used in this paper was gathered
between November 2013 and March 2014, through focus groups
that took place in each of the seven Portuguese administrative re-
gions (North, Centre, Lisbon, Alentejo, Algarve, Madeira and
Azores), with the objective of collecting information concerning the
regional specificities of the tourism industry and tourism employ-
ment from the perspective of key stakeholders in each region. Each
focus group had an average number of 11 participants, lasted for
about three hours, and was conducted in the style of a brain-
storming session.

The participants were selected according to their regional
representativeness as employers (leading tourism businesses and
organizations with high job creation capacity), level of connectivity
with other agents (within the regional tourism network) and their
role in the definition and implementation of regional and local
policies for the tourism sector. Along with consultants from each
region, the research team has compiled a list of the main repre-
sentatives, holding leadership positions, of both public and private
sectors, i.e., managers of companies representing all characteristic
products and activities defined by the Tourism Satellite Account
methodological framework,2 and leaders of the most important
tourism public bodies (including those of culture and nature
regional departments). Hard-copy formal invitations followed an
initial contact by telephone. A total of 79 tourism leaders from the
private and public sector agreed to participate in the discussions.
The focus groups were relatively evenly balanced in terms of male
and female participants, with 36 female participants and 43 male
participants, which amounted to 46% female participants and 54%

1 The first phase targeted tourism graduates and students and aimed, primarily,
to analyze and identify constraints to women's vertical mobility.

2 This study adopted the same classification of tourism industries as those used
in the TSA (i.e. accommodation, food and beverage services, transportation, travel
agencies, recreation and entertainment services).

C. Costa et al. / Journal of Hospitality and Tourism Management xxx (2017) 1e82

Please cite this article in press as: Costa, C., et al., ‘Emotional’ female managers: How gendered roles influence tourism management discourse,
Journal of Hospitality and Tourism Management (2017), https://doi.org/10.1016/j.jhtm.2017.09.011



https://isiarticles.com/article/81801

