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Retaining talent in organizations

Masculinity, Inclusion and Norms



Women are under-represented and feel less included in academia

• Lower proportion of female faculty in economics, finance, business 
Especially in higher ranks (leaky pipeline)

• Culture in academia is stereotypically male: masculine behaviors like 
aggressiveness, work over family and competitiveness as keys to success

• Females do not conform to the normative stereotype, treated less well
• Less value for equal work contribution (Sarsons, 2017)
• Less publications/citations (Card et al., 2020)
• Women are asked more patronizing or even hostile questions in seminars (Dupas et 

al., 2021). 

→ Female academics feel less included in their organizations and 
their profession (AEA climate survey, 2017)
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Making the environment “better” for women?

• Increasing gender equality through representation 
• Recruitment/promotions quotas

• Increasing sense of inclusion and belonging
• Implicit bias training, DE&I officers/initiatives

• But with mixed results, and potentially trade-offs

• For women:
• Activates gender bias and fail to address pervasive masculine norms (Dobbin and Kalev, 2016)
• Gender fatigue: Women more invested in/burdened by DE&I initiative

• For men:
• Backlash: generates resentment from males (Deschamps, 2021)
• Fixed-pie bias: Necessary trade-off to more inclusion/equality (Brown et al., 2022)

→ Co-existing norms of masculinity, inclusion and equality in academia
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This paper
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Do women and men have different perceptions of masculinity, inclusion 
and equality norms in their work environment? 

How do these perceptions of the workplace norms relate to individuals’ 
sense of well-being and intentions to leave? Is this different for men 

and women?

Are there trade-offs for men to making workplace norms friendlier to 
women (i.e., less masculine, more inclusive)?
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Data and method

➢6 academic (business) institutions in 6 different countries

➢Validated scales of perceptions, turnover intentions, well-being, controls 
(household status, years in the institution, research department etc) 

➢Staff and faculty (different gender distributions)

➢Sample:
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• We identify conditional correlations with survey measures 
• Individual controls

• Institutional x Department fixed effects

• We address concerns related to survey data
• Common method bias

• Harman test (<40% of total variance, Cohen and Ehrlich, 2019) and factor analysis

• We account for endogeneity and sample selection
• Oster, 2019: bound that measures the sensitivity of the main estimates to the 

inclusion of observable variables, to generate information on their likely sensitivity 
to unobservable/omitted variables

• Different sample selection by gender and by occupation

Data and method: What we are identifying



Exploring the link between norms and intentions
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Perceptions/Beliefs     → Intentions/Utility → Actions/Behaviours

Environment: norms and policies
Individual experiences

Etc.



Exploring the link between norms and intentions
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Perceptions/Beliefs     → Intentions/Utility → Actions/Behaviours

We explore 3 dimensions of organizational norms and culture:

• Masculine Contest Culture (Glick et al., 2018)

• Gender Equality Support

• Climate For Inclusion (Nishii, 2013)



Exploring the link between norms and intentions
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Perceptions/Beliefs     → Intentions/Utility → Actions/Behaviours

We explore 2 dimensions of intentions/utility

• Turnover intentions (0.7 correlation with actual turnover, Cho & Lewis, 
2012)

• Workplace well-being (Bartels et al., 2019, −0.39  correlation with actual 
turnover, Wright and Bonett, 2007)



Exploring the link between norms and intentions
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Perceptions/Beliefs     → Intentions/Utility → Actions/Behaviours

Environment: norms and policies
Individual experiences

Etc.



Explaining perceptions
Estimated effect of individual and institutional factors on perceptions of the workplace
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Exploring the link between norms and intentions
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Perceptions/Beliefs     → Intentions/Utility → Actions/Behaviours

Environment: norms and policies
Individual experiences

Etc.



Explaining turnover intentions
Estimated effect of individuals' perception of the workplace on turnover intentions
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Explaining workplace well-being
Estimated effect of individuals' perception of the workplace on well-being
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Explaining workplace well-being
Estimated effect of individuals' perception of the workplace on well-being
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Turnover trade-
offs?
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Well-being 
trade-offs?



Discussion
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Implications for organizational outcomes
• Masculine norms benefit neither women, nor men. And, they are 

particularly pervasive among faculty occupations.

• Improving perceptions of masculinity and inclusion appear as promising 
levers with no evidence of trade-offs
• +1sd in masculinity could imply 8-13% increase in actual turnover 

• +1sd in inclusion could imply 9.4-14% decrease in actual turnover 

Trade-offs to changing perceptions?
• Men benefit from support to gender equality. Women don’t.

• Gender fatigue?



Thank you
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Annexes
Survey measures: perceptions
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• Masculine Norms: Masculinity Contest culture scale (adapted from 
Glick et al, 2018)
• In my institution, admitting you don’t know the answer looks weak
• In my institution, it’s important to be in good physical shape to be respected
• In my institution, taking days off is frowned upon
• In my institution, if you don’t stand up for yourself people will step on you

• Climate for Inclusion (adapted from Nishii 2013)
• My institution is characterized by a non-threatening environment in which 

people can be their “true-selves”
• My institution commits resources to ensuring that employees are able to 

resolve conflicts effectively
• In my institution, employees’ insights are used to rethink or redefine work 

practices

• Gender Equality: 
• “My institution is committed to promoting gender equality”



Annexes
Survey measures: organizational outcomes
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• Turnover Intentions: (Scale adapted from Bothma and 
Roodt, 2013)
• During the past year, I have often considered leaving my job
• I am likely to accept another job at the same compensation level 

should it be offered to me

• Workplace Wellbeing: (Scale adapted from Bartels et al, 
2019)
• I have a strong sense of belonging towards my institution
• I am emotionally energized at work
• I feel I am able to continuously develop as a person in my job
• I feel that I have purpose at work



Annexes
Survey measures: control variables
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Socio-demographic and household structure

• SEX: What is your sex?

• MINORITY STATUS: Do you personally identify with an ethnic minority group?

• SPOUSE: Do you have a partner or spouse?

• BREADWINNER: Who is the main breadwinner in your household?

• CARE: Do you have caring responsibilities for dependent children and/or 
adults?

Institutional parameters

• DEPARTMENT: What best describes your field of research?

• YEARS: How long have you been in your institution?

• INSTITUTION



Annexes
Descriptive statistics: response rate
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Annexes
Descriptive statistics: main variables
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Annexes
Descriptive statistics: main variables
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Annexes
Bounding estimates (Oster, 2019)
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Annexes
Bounding estimates (Oster, 2019)



Annexes
Additional results: perceptions with disaggregated faculty ranks
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Annexes
Additional results: turnover with disaggregated faculty ranks
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Annexes
Additional results: well-being with disaggregated faculty ranks
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Annexes
Additional results: trade-offs with disaggregated faculty ranks
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In relation to turnover:
• The main effects of inclusion and masculinity are still large and 

significant, but here also is the perception of support to gender 
equality

• Masculinity seems to decrease female professors’ turnover 
intentions, which is not the case for other groups

• Perceptions of support to gender equality matter more in 
decreasing female assistants and associates’ turnover intentions

In relation to well-being?
• Main effect of inclusion stands, but no longer masculinity or 

support to inclusion

• Female professors benefit more from inclusion

• Female assistants suffer more from masculinity



Annexes
Additional figures

The data collection received funding from the European Union’s Horizon 2020 research and innovation programme under grant agreement no GA872499   



Kernel density by gender: Gender Equality Perception
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Annexes
Additional figures
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Annexes
Additional figures



Kernel density by gender: Masculinity Contest Culture
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Annexes
Additional figures
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Annexes
Additional figures



Kernel density by gender: Climate For Inclusion
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Annexes
Additional figures
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Annexes
EFA: correlation matrix of main survey items
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Annexes
EFA: Item loading on the three factors retained by the 
exploratory analysis


