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Chapter – 1

Introduction
1.1

Background:

Gender equity has now been globally recognized as an issue of policy frame
work as is evident from the efforts of international development community to
"mainstream" gender issues across the policy process. The concept of gender
mainstreaming is aimed towards introducing gender dimension in the policy
process, both on international as well as domestic front, involving not only the
departments or ministries specifically dealing with women issues but rather all
the concerned actors across a wide range of policy areas. The purpose is to
make gender issues a vital consideration of not only the policy makers but the
implementers as well as the evaluators, working both in the public and private
sectors, thus promising to incorporate gender aspect into all national and
international governance.
Are women equal to men? Are women better than men? Such questions are
perhaps silly but have always been a matter of debate reflecting largely
subconscious elements of human mentalities that interact with sediments of
economic and political experiences. In the colorful market economy,
everything has a price tag and is advertised as “better than” other commodities
(Schoefthaler, 2006). The significance of such questions is further heightened
in view of the fast spreading notion of diversity in the composition of work
force and its strategic value as a competitive advantage for the organizations.

2

Richard (2000), taking the resource-based view of the organization,
conceptualizes diversity as a valuable, scarce and difficult to imitate resource
(cited by Zanoni et al, 2010).
Diverse work force is considered an apt response to the diverse customers /
markets resulting from internationalization of businesses and has become a
valuable resource for the organizations with a learning and creative
orientation. The phenomenon of diversity has contributed to the emergence of
critical diversity studies around mid-1990s; the roots of which can be traced
back to the critical organizational research on gender, race and ethnicity
striving to document how discrimination in organizations was mainly based
on gender and racio-ethnic lines and attempting to investigate the underlying
mechanism that actually produced it (Zanoni et al. 2010). The study of
diversity and its allied challenges and opportunities is gaining significance as
more and more women are entering the formal employment all over the world
due to changing trend of the societies in terms of increased female schooling
as well as in response to various policy interventions to promote women
emancipation and empowerment.
Teresa Rees (1998) has identified three ideal-typical approaches to deal with
gender issues: ‘equal treatment, positive action, and mainstreaming’. The
earliest and most common approach, equal treatment, advocates that no
individual is entitled to lesser rights and/or opportunities than any other; and
the application of such a policy is the basis for an initiation and enactment of
legislations about equal rights and opportunities for men and women
including the right to equal pay for equal work. But according to Rees, this
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approach is faulty as it only focuses on the formal rights of women as
employees and fails to account for the basic reasons of gender discrimination
in the informal "gender contracts" among men and women.
The positive action approach is effective in creating spaces for women in
various occupations, that were heretofore considered no-go areas for them, but
appears to be precariously funded and have also been blamed for proving
counterproductive by reinforcing the ‘symbolic gender binaries’ (Phipps,
2007 cited by Poggio, 2010) and recreating gender stereotypes that confine
people to specific behavioral roles and domains (Lorbiecki & Jack, 2000 cited
by poggio, 2010).
Mainstreaming approach is however, based on the recognition of the value of
diversity and according to Rees (1998), is expected to have a significant
impact on developing the deficient skills of the women as well as the rigidities
of the gender segregation in the labor market. The agenda of gender
mainstreaming adopted by the international development agencies such as
United Nations is being pursued by the member countries with a view to
create more equitable opportunities for women by way of combating the
stereotypical behavioral roles and domains associated with each gender at the
policy making levels so as to enable feminine gender to contribute as they
may for the societal and economic development of their nations without
undue discrimination.
Historically, women, the world over, have been associated with house hold
and child rearing and men with employment and bread earning. Such
gendered division of labor traces back to 1950s and 60s when the
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‘instrumental’ traits (rationality) were attributed to men, who by virtue of
these traits were considered to be more suited to the formal workplace than
women. Women were identified as inherently ‘expressive’ or emotional and
thus regarded as not suitable for management positions in an organization
(Parsons & Bales, 1956). The recorded comments of President Richard Nixon
on White House audiotapes and made public through the Freedom of
Information Act (cited by Eagly & Carli, 2007) are pertinent to consider in
this context. While explaining his objection regarding the appointment of a
woman to the U.S. Supreme Court, Nixon said, “I don’t think a woman should
be in any government job whatsoever…mainly because they are erratic. And
emotional. Men are erratic and emotional, too, but the point is a woman is
more likely to be.”
Eagly and Karau (2002) and Desmarais and Alksnis (2005) have argued that
historical beliefs and conventions are difficult to change as the norms of the
past form the basis for the future behavior of the society.
“Organizations and the people within these continue to hold the implicit
assumption that the ideal worker is a white man who is employed full time….
The idea persists that women should be responsible for {the home}….We
believe that all working women are violating the normative assumptions of
the role of women to some degree”. (Desmarais & Alksnis 2005:459)
Although women’s entry into various professions has become comparatively
easier after the equal opportunity legislation enacted about three decades ago,
however, the assumption that women have achieved equal rights and
discrimination has been vanquished would be a long shot and proves false if
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we look below the surface. Despite the introduction of various other policy
changes such as Title IX of the Civil Rights Act in the US; the Convention on
the Elimination of All Forms of Discrimination against Women (CEDAW,
1979) and the Beijing Platform for Action (1995), on international front,
women still have to face various forms of segregation in terms of equal
opportunities for education, employment, success and advancement in their
careers. Men are still earning more than women for comparable work and
progressing more easily up the career ladder than women do. In a large
number of professional organizations women still encounter subtle barriers in
their upward career progression especially when it comes to attain the highest
echelons of management while equivalent men just careen along with a
comparative ease (Gatrell & Swan, 2008). This phenomenon of invisible
barrier in the career advancement of female managers is commonly termed as
‘glass ceiling’.
Glass ceiling in the corporate world for female managers or leaders is a
universal phenomenon visible, in varying degrees, in both the developing as
well as the developed world regardless of the contextual or societal
boundaries and appears to be strenuously resistant to various policy
interventions aimed to improve the women condition in the organizations.
Gay Bryant first documented the term in an article in Adweek in 1984
(Bryant, 1984). The phenomenon became further popular with a subsequent
article by Carol Hymowitz and Timothy Schellhardt in the Wall Street Journal
(24 March, 1986). The US Department of Labor recognized the existence of
glass ceiling by defining it as made up of “artificial barriers based on
attitudinal or organizational bias that prevent qualified individuals from
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advancing upward in their organization into management-level positions”
(DOL, 1991) The Department subsequently established a ‘Glass Ceiling
Commission’ with the aim to “level the playing field" in 1995.
The ‘ceiling’ depicts a barrier in the upward advancement of career and
‘glass’ because it is not discernible; it is transparent and implicit but it is right
there. The "glass ceiling" refers to subtle barriers and is distinct from usual
formal barriers to advancement, such as qualification, ability and job
experience. The United States Senator Hillary Clinton in her speech to
endorse Barack Obama for President used the term "And although we weren't
able to shatter that highest, hardest glass ceiling this time, thanks to you, it's
got about 18 million cracks in it.” (Washington Post: June 08, 2008).

1.1.1 Types of Glass Ceiling Barriers
The Glass Ceiling Commission has identified three types of barriers that
typically block the advancement of qualified minorities and women in their
careers:
Societal barriers, consisting lack of opportunities by the society for its
specific sections, such as women, to attain educational qualification and
employment experience which renders them deficient in the competition with
their male counterparts. Difference barrier, composed of conscious and/or
unconscious bias regarding the women’s domain / role in society like women
could be secretaries and care givers but not the managers or charge takers.
Difference barrier is further reinforced by the phenomenon that people feel
comfortable in hiring the people who are like themselves, which implies that
______________________________________________________________
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since hiring positions are often held by the men they are most likely to hire
men than women. Such stereotypes in the society need to be confronted with
and corrected because if left unheeded they tend to attain more and more
strength and become so real in the organizations that they serve to perpetuate
the glass ceiling barrier. Governmental barriers, include the lacuna or gap in
the government legislation as manifested through either biased laws and
regulations regarding employment that tend to hamper the opportunity /
progress of certain sections of the society or lack of implementation and
enforcement of such laws allowing inequalities to prevail in the organizations
and widening the gap in income between men, women and minorities.
The Societal and Governmental barriers are being tackled with, to some
extent, through enactment of various laws and legislation in an attempt to
provide equal opportunities to both genders in terms of education,
employment and remuneration, although, these interventions are yet to prove
effective in achieving the desired objective of addressing the significant
asymmetry between the occupational outcomes and career paths of men and
women (European Commission, 2010).
The issue of Difference barrier has been the subject of particular attention for
feminist scholars attempting to decipher the composition of glass ceiling for
career women, being seemingly responsible for female acceptance and
advancement (or lack thereof) in the corporate and professional institutions.
According to the social identity theories, discrimination results from the need
of human beings to cope with the complexity of the social world and their
attempt to better understand and predict social behavior by way of dividing
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themselves in to groups (Tajfel & Turner, 1986). Some social psychological
theories, such as homophily and the similarity-attraction paradigm, attempt to
explain the concept of discrimination by recognizing the tendency of humans
to be more comfortable while interacting and being with the people who are
similar to them (Lazarsfeld & Merton, 1954 cited by Zanoni et al. 2010).
Difference barrier between genders is mainly the product of Gender
Stereotypes that segregate the roles and domains of both genders.
Stereotyping serves to preconceive and predetermine the women’s roles and
abilities in the work place and confine them to certain domains and areas
considered to be more suitable for them thereby imposing a glass barrier both
in terms of a wall and a ceiling in the work place.
Research depicts that women are generally labeled as the ones who possess
the characteristics of “taking care” while men are stereotyped as having the
ability to “take charge”; which is actually the characteristic that is considered
a prerequisite for top-level job positions. Such stereotypes were initially based
on physiological and functional differences between men and women and
were depicted to result in a clear-cut distinction of tasks so that the men were
expected to be concerned mostly about their jobs and careers while women
with their care giving activities (Becker, 1981; Rossi, 1977). Leadership
research has, however, found a very little difference between women’s and
men’s leadership styles (Catalyst, 2005); neither has there been found any
significant difference in the ability of both genders to acquire and perform
agency (logic, leadership) or communal (nurturing, caretaking) tasks (Hyde,
2005). These stereotypical differences between sexes have, however been
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largely responsible for blocking the way of qualified women from positions
that they might hold successfully and excel in.
It is a global phenomenon that women in keeping with their traditional role in
the home, taking care of children and keeping house are supposed to be more
nurturing and caring in nature than men. Men are stereotypically, more
“tough” and shrewd in business, which are sometimes seen as positive traits
especially for top management positions. Gender stereotypes have negative
effect on women in the workplace environment as it often leads to
discrimination. Several authors have suggested in the past decade that overt or
covert sex discrimination can have a number of serious repercussions ranging
from greater obstacles for female executives than their male counterparts in
entering organizations to unequal pay for women for equal work, to the less
favorable evaluations to the lack of promotions, to sexual harassment (Nieva
& Gutek, 1980; Powell, 1987; Stewart & Gudykunst 1982). The inaccurate
generalizations about the male and female attributes are thought to be the root
cause of gender discrimination (Heilman 1983; Ruble et al. 1984). The
negative effects of these stereotypes are wide spread in the organizations
despite the laws that have been introduced and enforced to prevent the
discriminatory effects of gender stereotyping.
Engendering of roles and domains for both men and women operates at three
main levels according to sociologist Amy Wharton (2005). Firstly, at
individualized processes such as socialization, psychological factors and/or
personal preferences which lead to imagining that the women are more caring
and nurturing than men and men are more aggressive and individualistic than
______________________________________________________________
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women. Secondly, it operates at social interactions (or doings) and thirdly at
social practices, structures and cultures of the organizations and institutions.
Thus gender is not an individual possession but is created and reproduced
through culture, practices and structures (Wharton, 2005).
Since gendering of roles is created and reinforced through the process of
socialization, both men and women are expected to have internalized the
specific gender norms. The gender-centered perspective, given by Horner
(1972) in a study of low achievement among women, implies that the
individuals usually perceive to possess the attributes according to the
stereotyping of their sex (Betz & Fitzergald 1987; Horner 1972). Men
perceive themselves as possessing masculine characteristics (for example,
aggressive, rational, self-confident, competitive, strong and independent)
while women believe to possess feminine characteristics (warm, caring,
emotional, understanding, empathetic and helpful) (Schein 1972; Putnam &
Heinen 1976; Feather 1984 cited by Sujoya Basu, 2008).
The above view leads us to the performance perspective. Do women managers
perform their job different from their male counterparts just because they are
socialized to believe that they possess different behavioral traits than men?
According to Interactive Model of Gender-Related Behavior by Deaux and
Major (1987), gender related behavior is the product of three set of variables:
the expectations of the perceiver; the gendered schema of the target, and the
situation in which the interaction takes place; where the variables like
expectancy confirmation processes, self-presentation and self-verification
moderate the performance. Based on this model, Abele (2000) posited two
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perspectives of the performance: Outside Perspective that pertains to the
gendered conceptualization of the behavior of others (similar to the perceiver
in the above model) that actually creates the gender belief system or in its
extreme forms the gender stereotypes. On the other hand there is an Inside
Perspective that deals with the person’s self-orientation or gendered selfschema. Each person holds both the perspectives at the same time which
might or might not be similar to each other. Accordingly, an incumbent’s
performance on the job would be a product of both his/her inside perspective
regarding his/her behavioral traits as well as the out-side perspective about
his/her gendered schema. Since both the perspectives are expected to play a
part in the career success or failure of a person, both are needed to be explored
for their due contribution in composing the barriers like glass ceiling in their
career paths.
Considering the above line of reasoning, it appears significant to determine
how and to what extent the gender stereotypes (the perceivers) influence the
performance of women in stereotypically male jobs? To what extent women
themselves (as targets) contribute to reinforce these stereotypes owing to
perceived attributes that they ascribe to themselves (self-orientation)? Where
and how do women lag (in their view as well as their evaluators’) to perform
at par with their male counterparts? Does performance evaluation, being
biased with gender stereotypes, create an obstacle in the career advancement
of the female managers? Why and how do some women still pass through all
the obstacles and reach the top positions?
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1.2

Significance of the Study:

The globalized economy and the resulting heightened competition in the
corporate sector have brought the importance of work force diversity to the
fore. The diverse competencies, the varied perspectives and the range of skills
are considered an important competitive edge in today’s business institutions.
In such demanding situation, if one gender that constitutes about 51% of the
total population of the world lags behind due to any reason or is not able to
(or not allowed to) give its full contribution or potential, the loss to the world
economy is self-evident. The continued incidence of gender discrimination in
the work places not only limits the desired movement of talent between
organizational ranks, but it also reportedly impacts the quality of employees’
organizational experiences. The pressure of operating within a discriminatory
environment may result into rendering less-positive attitudes of female
employees toward their jobs and less engagement in their work (e.g., Ensher,
Grant-Vallone & Donaldson, 2001 cited by Welle & Heilman, 2005). Thus
barricading the entry of women in various professions owing to engendered
stereotypes or constraining their progress up the ladder of their career through
creation of glass ceiling results into a loss of precious human capital. Whereas
the dissatisfaction and disengaged attitude of female employees can have far
reaching impact upon the productivity of business/professional institutions
and well being of society at large.
In Pakistan, the statistics of women participation in the work force are quite
dismal. According to Gender Gap Report of World Economic Forum (2012),
Pakistan ranks at 134th position (out of 135 countries surveyed) in terms of
gender gap index. The ratio of women to men in participation of labor force is
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.26 and the situation is further aggravated in the category of senior officials
and managers where it amounts to only .03. More unfortunate is the fact that
according to above report, Pakistan not only occupies the lowest position in
its own region (South Asia) but it is constantly losing ground on gender gap
index as is evident from the downward trend in its rankings; from 112 in 2006
to 134 in 2012. An enquiry into the factors responsible for a widening gender
gap in terms of women employment and its impact on the overall economy
might serve to persuade the policy makers to initiate some appropriate
measures with a view to improve the situation of women such that they are
more able to contribute to the economic development of the country.
While a lot of research has been focused on the outside perspective and its
contribution in sustaining the gender stereotypes resulting into discriminatory
practices in the organizations, the inside perspective and its due share in
restraining women entry into the work force as well as their sustenance and
upward mobility in the organizations is conspicuously scant. Although it has
been realized by the scholars that the perspective implying that both sexes are
equally guilty of implicit bias against feminine gender in the professional
sphere might help to deconstruct the “masculine/feminine schema” therein
(Caputo, 1997).
This study had aimed to capture both the inside (women’s own) and outside
(evaluators’) perspectives in attempting to delineate the performance factors
responsible for female managers’ progress (or lack thereof) in their careers.
An enquiry into whether and how do female managers perform different than
their male counterparts and do they actually lag (and how) in their
performance at managerial level has provided an insight into the way women
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managers actually dispense their professional duties and has also identified
the variables that serve to facilitate or hamper their journey towards the
highest professional positions. The intent of explicating the women’s own
contribution in to the whole process of engendering the work places was
based on the view that while the external factors may not be controllable for
women executives, their own contribution in creating and sustaining blocks in
their professional career, once realized, may be worked upon and eliminated;
thereby serving towards weakening the glass ceiling or even shattering it
into pieces.
Furthermore, introspection into the performance evaluation system of the
sampled organization with its allied biases and prejudices might help to make
this system more objective, gender sensitive and thereby more conducive for
the aspiring career-oriented women.
Finally, in tune with the advocacy of postcolonial theorists about recovering
“native” knowledge for true representation of the non-West into the western
world, an attempt has been made to explain and interpret the findings of this
study in the specific cultural context of Pakistan. The differences and/or
similarities between the theoretical frame work, which is mostly based on the
western research, and the empirical data of the study have been analyzed and
articulated in the light of diverse cultural and historical experiences of the
subjects under study.

______________________________________________________________
PhD Dissertation: Female Career Advancement in the Workplace: A Performance Perspective

(Nighat Ansari,UU)

15

1.3

Objectives of the Study:

The study aimed to examine the process of career advancement of female
managers from the perspective of both the performers and the performance
evaluators in the specific cultural context of Pakistan, in order to identify the
variables that impacted the job performance of women in terms of either
supporting or hampering their progress towards the ultimate positions in their
career. The Federal Civil Superior Services of Pakistan (CSS) has been the
population of the study. CSS is a large public sector organization comprising
twelve occupational groups that encompass almost all the areas of public
service in Pakistan. Women compete for this service on open merit (recently a
quota of 10% has been introduced for women in addition to open merit for
each occupational group) and get employment irrespective of their gender.
The advancement of women’s career in this service was considered to be an
interesting study as the other formal barriers (e.g. education, work experience)
could be controlled to investigate the subtle barriers (glass ceiling) in
isolation.
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Chapter – 2

Literature Review
The statistics reported by The Economist (2005) depict that there is a minimal
effect on the position of women in jobs, especially at higher level positions,
even after the establishment of Glass Ceiling Commission in 1995 by the
American government. Women comprising 46.5% of America’s work force
has a representation of far less than 8% in its top managerial positions.
Similarly, in the UK, while 44% of the work force is female, very few women
have been able to attain positions on the corporate boards.
ILO (2004) reports that although women are increasing in number in the
managerial positions the world over their upward progress is still slow,
uneven and sometimes discouraging. “The rule of thumb is still: the higher up
an organization’s hierarchy, the fewer the women” (ILO, 2004 p.13).
According to ILO, the percentage of female managers has risen between 1.0
and 5.0 % in 7 countries between 1996-99 and 2000-2. The United States
recorded the highest share of women “administrative and managerial
workers” (45.9%) whilst Japan (8.9%), Pakistan (8.7%) Bangladesh (8.5%)
and Saudi Arabia (0.9%) had the lowest. The situation is even worse if we
look at the women in top management positions or at the boards of large
organizations (Neft and Levine, 1997 cited by Sujoya Basu, 2008).
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“The United States and Canada have two of the highest ratios of women to
men in administrative and managerial positions (67 or 68 women for every
100 men, respectively), but these numbers include low-level as well as highlevel managers. In New Zealand there are 48 women for every 100 men in
managerial positions. In many other countries, the numbers are far lower. For
example, in Japan there are 9 women managers for every 100 men; in Poland
there are 18; in Cuba there are 23; and in India there are 2 women managers
for every 100 men managers”.( Sujoya Basu, 2008, p.2).
The above statistics clearly depict that although the barriers in the career
advancement of women is a universal phenomenon, the situation is even
worse in the developing countries where the sex stereotyping is more
pronounced in terms of the acceptance of women in employment and their
upward movement in their careers. About the situation in India, Basu (2008)
states that compared to west “we are yet to overcome gender hurdles in our
organizations, and it will take not only time but also a very strong collective
will to move the clock forward to even reach the gender proportions that the
west can boast of”.
The main reasons for occupational sex segregation, according to ILO report
(2003), are social attitudes which when attributed to a certain group regardless
of the individual differences are termed as stereotypes.
Catalyst (2005) has published a report on ‘Women "Take Care," Men "Take
Charge", stating that the effects of gender-based stereotyping can be
catastrophic having the potential to underrate the women's capacity to manage
or lead, and posing serious challenges to women's career progression. The
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findings of the report depict a stereotypic mind set of both men and women
respondents that consider women as better at typically feminine "caretaking
skills" such as supporting and rewarding and men at more conventionally
masculine "taking charge" skills such as influencing superiors and delegating
responsibility. Women were rated higher in only two out of ten key leadership
behaviors.
The stereotype of ‘maternal leadership’ stems from such biased attitude. Some
men especially in top management position hold the assumption that women
do not actually possess the ability to lead a company. Such pre-supposed
judgments about the women as a group go a long way to hamper the progress
of women in leadership positions by way of creating and perpetuating the
glass ceiling.
According to Catalyst study (2005), women are considered devoid of
"interpersonal power" which mainly comprises the qualities and attributes
associated with “taking charge” skills (the domain of male) and have to rely
on “positional power”; (influence formal & informal) a power derived from
one’s position in the hierarchy of an organization. The positional power of
women is again constrained as the women occupy only 16% of Fortune 500
companies’ corporate offices and serves to compound the overall effect.
Usually exposure to a group (contact) is believed to lessen the effect of stereo
typing; however, it does not seem to be working in case of women. Although
many companies have realized the value of diversity, still the inclusion of
females in the work force generally and their upward career progress
particularly remains stagnant. In a survey by Fortune (Ferman, 1990),
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81 percent of CEOs agreed to the fact that women are not able to reach the
highest echelons of corporate America due to sex and gender preconceptions.
The industrial psychologist, Susan T. Fiske (1989), elaborates the
circumstances that are more conducive for creation of sex stereotyping in the
workplace:
1. When a segment is unique and uncommon or under-represented in an
otherwise homogeneous environment.
2. When the positions are held by such group that was traditionally
considered unfit or unsuitable for those and was therefore excluded from
the environment. The mismatch between the person's stereotypic
capability and the occupied role increases the probability that the person
will be evaluated or judged in terms of his/her group and not on the basis
of their individual performance.
3. When the systems and procedures are more subjective and open to various
interpretations, preconceptions are more likely to prevail and shape the
opinions and perceptions.
Thus the occupations that have historically been male-only preserves are more
prone to sex stereotyping. HRM decisions, right from recruitment and
selection to training and development to promotions, are generally based upon
a mix of subjective and objective factors. The subjectivity of the judgmental
decisions regarding the capabilities of individuals or the existence / level of
their requisite skills for a particular position are open to interpretation and
prone to be influenced by sex stereotyping and discrimination. “Both the
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evidence and the standards for judging are a matter of interpretation, all too
easily influenced by the structure of well-developed expectancies--thus a
woman's criticisms of a policy are seen as picky or caustic while a man's are
seen as detailed and incisive” (Wallach, 1990).

2.1

Role Congruity Theory of Prejudice:

Role Congruity Theory of Prejudice (Eagly & Karau, 2002; Eagly, 2004;
Eagly & Diekman, 2005) asserts that prejudice arises when there is a lack of
agreement between a person’s social role and their group stereotype. When
members of a group tend to adopt social roles that are stereotypically
incongruent to the characteristics aligned to their group, they are likely to face
a lower evaluation compared to the evaluations of members of a group for
whom the role is normatively consistent. When the social perceivers hold a
group stereotype that is mismatched with the attributes required for success in
a particular role they are unlikely to take fully into account the individuals’
personal traits and attributes that might fit with the role. The right of
difference does not remain a right, it becomes an obligation.
According to role congruity theory, prejudice is dictated by two different
kinds of norms: “Descriptive norms” that describe the attributes of a group
and “injunctive or prescriptive norms” that dictate the ideal characteristics of
a group. In relation to men and women, descriptive norms are either
communal (i.e. sensitive, nurturing and cooperative) or agency (e.g.
aggressive, competitive, dominant; Newport, 2001; Williams & Best, 1990).
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Prejudice towards potential candidates at the time of selection is generally
based on ‘descriptive norms’, which means that the members of a group are
considered to possess characteristics stereotypical of their group and therefore
might be considered not eligible for a particular position. On the other hand,
prejudice towards current role occupants is based mainly on ‘prescriptive
norms’, which implies in turn that the role occupants of incongruent roles
receive negative reactions for their violations of prescriptive norms at the
same time that they get positive reaction on their effective performance of the
role.
Burges and Borgida (1999) observing this distinction have identified two
types of discrimination against women at the workplace: “Disparate impact”,
in which the “institutional practices result in hiring and promotion decisions
that are biased against a class of people” and ‘Disparate Treatment’ in
which “women who violate prescriptive stereotypes of femininity are
punished either through hostile environment, harassment or through the
devaluation of their performance” (p. 666).
According to the above research, gender prejudice does not surface only at the
time of hiring women, it continues in different manifestations throughout their
career. Women who achieve effectiveness as leaders often adopt agentic
(masculine stereotyped) behavior and fail to manifest prescribed feminine
behavior. Such violations of prescribed gender norms can result in less
likeability of such women and consequent devaluation of their performance in
leadership positions (Eagly & Karau, 2002). Individuals who violate these
gender prescriptions have to face negative reactions from evaluators; women
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who behave in ways which are prescribed as unacceptable for women are
“sanctioned and disliked” (Fiske, 1998, p. 378). Prescriptive stereotypical
norms may also be responsible for women’s decision to terminate their career
(Maume, 1999). When women take up the typically male-typed jobs where
they have to assume the agentic role which is in violation of their self-belief
as well as the culture of their society they may self-select out of these jobs or
be less inclined to seek high ranking leadership positions (Issac, Kaatz &
Carnes, 2012).
The above review of literature clearly postulates that gender stereotypes not
only limit the chances of female inclusion in the work force at the outset, by
way of descriptive norms, but they continue to haunt the women’s progress up
the organization ladder through prescriptive norms. Prescriptive gender
norms, therefore, seem more significant contributors towards creating and
reinforcing the glass ceiling and hampering the upward progress of females
especially in male-oriented professions.

2.2

The Labyrinth:

Eagly and Carli (2008), in their article, ‘Women and the Labyrinth of
Leadership’ presented a new angle to the research concerning the glass ceiling
for women in professional organizations by rejecting the phenomenon of glass
ceiling as the sole hurdle in the career path of professional women. According
to them, women are not excluded and/or blocked from the workplaces just
because of the glass ceiling but it is in fact the sum of varied and complex
obstacles along the winding way that the women have to navigate to reach the
highest echelons of the management that makes a number of them disappear
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at many points leading up to the penultimate stage of a distinguished career.
They assert that, “A better metaphor for what confronts women in their
professional endeavors is the labyrinth” (Eagly & Carli, 2008, p. 2).
Eagly and Carli (2008) have listed a number of obstacles in the career path of
women such as: Vestiges of prejudice, Resistance to women’s leadership,
Issues of leadership style, Demands of family life and Under-investment in
social capital.
This strand of research in fact expands the purview of investigation of the
factors constituting barriers in the female career progression by shifting the
focus from the ceiling present at the top layers of hierarchy towards various
other points along the journey of female career progression which are equally
contributing to block the way of women in to and upward through the
hierarchy of their professions.

2.3

Theory of Gender Practices in Organizations:

Another line of theorizing, which has captured the attention of contemporary
researchers, explains the phenomenon of gender segregation through
structural factors. According to this reasoning, the structures of the labor
market and of society in general are responsible to produce and reproduce
gender asymmetries in the world of work and organizations (Kanter, 1977;
Acker, 1992). Gender relations are practiced at many levels of the
organizational structures and practices, varying from the explicit to the more
subtle, including the ways in which work is organized, defined, rewarded and
represented (Edwards & Wajcman, 2005).
______________________________________________________________
PhD Dissertation: Female Career Advancement in the Workplace: A Performance Perspective

(Nighat Ansari,UU)

25

According to Bobbit-Zeher (2011), discrimination needs to be considered a
part of the overall process of the larger gender system in order to obtain a
fuller comprehension. This entails investigating the cultural view of gender
ideology, the structural aspects of organizations that segregate gender, formal
policies and the attitude as well as the behaviors of institutional actors who
initiate and enforce such policies in everyday work practices. Moss Kanter
(1977) asserts that gender differences in organizational behavior are due to
structure rather than the characteristics of men and women as individuals.
According to these researchers, gendering occurs in the practices of
organizations such as division of labor, of allowed behavior, of power, of
locations in the physical space (Kanter, 1977), as well as in social
interactions.
The concept of practice has gained wide recognition among contemporary
sociological theory and research enabling gender to be conceived as a situated
social practice realized through social interaction (Poggio, 2006). The idea of
gender as a practice has been advanced by many authors. Gherardi (1994)
applied this perspective to the study of gender and posited that attention
should concentrate on how gender is “done” at work and how organizations
“do” gender. Martin (2003, 2006) observed gendering processes in
organizations in terms of two-sided dynamic: gendering practices, and the
practicing of gender (Poggio, 2010). This implies that gendering at work is
perpetuated through both the noun “practices” and the verb “practicing” and it
can be studied through discursive practices and interactions (Benschop &
Dooreward, 2012).
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This vein of research explores how the gender construction is embedded in the
organizational discourses instead of primarily in the structures or the human
capital of the organizations. Knoppers and Anthonissen (2008) found that the
gendered subtexts of discourses about managerial skills related to
instrumentality, relationality and emotionality / passion contributed to the
exclusion of women from high management positions in sport organizations.
Acker (1992), noted how the rules and procedures in the organization and
accepted norms of behavior are based on the idea of a gender-neutral “ideal”
worker whose characteristics of full-time availability, unencumbered by
domestic responsibilities and high career orientation match more with the
stereotypic characteristics of men workers than those of women workers in
day to day reality. The concept of “ideal” worker is therefore an important
manifestation of the gender subtext in organizations.
While searching for practices of gender at the individual and institutional
level of the organization, Claringbould and Knoppers (2012), identified three
paradoxical practices that serve to sustain the gender skewness in an
organization: gender neutrality; where men and women do not realize the
existence of gender practicing and continue to behave in accordance with this
view, gender normalcy; where gender inequality is considered inevitable and
a normal practice so nothing is done to redress the situation and thirdly gender
passivity when people actually contribute to inclusion and exclusion of men
and women by remaining passive and not taking an action.
Considering gender as a practice, which is enacted and reinforced through
organizational norms and language and actions of institutional actors, also
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hints at the possibility of its undoing (Butler, 2004 as cited by Poggio, 2010).
Undoing gender would imply a long and gradual process of deconstructing the
socially acquired and uncritically formed conceptions that serve to create the
gender segregation in the workplaces.

2.4

Performance Perspective:

The above review of literature divulges a vast amount of research conducted
for understanding the process of engendering the organizations which
consequently causes barriers in the career path of female managers. Majority
of the research seem concentrated on the gendered belief system and the
patterns of work place interactions,

which constitute mainly an out-side

perspective, that ultimately lead towards creating and sustaining gender
stereotypes and impact adversely on the female retention as well as progress
in the organizations. The current study has however been focused to add the
additional dimension of investigating the inside perspective by way of
mapping the female managers’ actual performance on the job and find out
their own contribution, if any, towards creating and sustaining the above
gender stereotypes.
There are two views about the performance of women in management
according to Adler and Izraeli (1988 as cited by Gibson, 1995): the ‘Equity
view’ that assumes similarity between the contributions of female and male
managers on the lines of “melting pot” metaphor and the effectiveness of
these contributions rests with the male referent and historical male norms.
Contrarily,

the

‘Complementary-Contribution

view’

recognizes

the

differences between the male and female contributions and realizes the value
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of this diversity. Effectiveness is measured through the individuality of the
male and female contribution.
Differences in the performance of men and women have been studied from
various angles and attributed to various factors and processes ranging from
biological models (Wilson, 1995) attempting to explain the differences
through genetic, hormonal and physical factors to various psychoanalytic,
social learning and cognitive theories that emphasize early learning as a
differentiating factor of performance across sexes (Maccoby, 1966). Then
there is Social Role theory (Eagly, 1987), that attributes the difference in
performance to division of social roles between men and women.
All of these models striving to understand the differences in performance
across sexes reinforce the need to investigate the empirical evidence for
whether women actually differ in their performance on the job and how does
this difference contribute to create and strengthen the stereotypes about the
feminine gender as a whole.
Performance is generally a function of one’s “Role Perception” as well as
“Role Expectation”. This perception and expectation is seemingly derived
from the stereotypical descriptive as well as prescriptive norms associated
with respective genders which clearly segregate the role and domain of a
woman from that of a man. Since the gender norms have not only been
internalized by the performance evaluators but the women themselves as
performers, it is expected that the whole process of “performing a role” as
well as “evaluating a role” will be equally influenced by the prescriptive
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gender norms and therefore may equally contribute to not only perpetuate but
reinforce gender stereotypes and consequent glass ceiling for career women.
In terms of the behavior model of Deaux & Major (1987), women (in the role
of target) may have their own self-orientation which could either concur or
clash with the expectations of their evaluators (the perceivers). It must be
considered here that the person performing (the target) and the person
evaluating (the perceiver) both are socialized in the descriptive and
prescriptive gender norms and are, therefore, prone to fall victim to the
stereotypic gender roles.
This study has purported to explore whether women perceive their roles
differently from those of their male counterparts and/or their evaluators (again
expected to be mainly males as occupants of the higher positions) under the
influence of their prescriptive gender norms? And also whether women tend
to comply with their prescribed gender traits rather than performing in
accordance with the requirements of their job positions; thereby falling short
of the expectations of their evaluators?
The literature evidently enumerates certain variables that could moderate the
female performance such that they might either succeed to achieve the
ultimate positions despite all the barriers and ceilings or fail to continue their
professional career and self-select them out of incongruent professions.
According to Abele (2000), gender role orientation influences a number of
career related psychological variables including self-efficacy, expectations or
goals and might have a direct impact on career performance and outcomes.
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Issac, Kaatz & Carnes (2012) describe a term stereotypic threat in their
article, ‘deconstructing the glass ceiling’, which says that when women are
dubbed as lacking leadership skills and being emotional (Crocker et al. 1998),
it may lead to undermine the self-confidence and aspirations among women
(Davies, Spencer & Steele, 2005). In another dimension of their glass-ceiling
panel, Issac et al (2012) indicate that men as compared to women evaluate
their own performance more favorably; citing a research by Fiorentine (1988),
where female medical students rated their academic performance as well as
their future performance as physicians far lower than their male counterparts.
Men persisted till there was no chance of success and women only persisted
till there was any chance of failure. Such body of research evidently points to
the low level of self-efficacy of women (Betz & Fitzgerald, 1987) especially
those who venture to enter into male-typed professions.
The role of expectancy confirmation processes and the self-presentation and
self-verification has been duly acknowledged by Deaux and Major (1987) in
their interactive performance model by stating that while perceivers have a set
of beliefs about women and men, which can be referred to as the gender belief
system (Deaux & Kite, in press cited by Deaux & Major, 1987), consisting of
both descriptive and prescriptive elements in any given situation, this belief
system may also manifest itself in the way a particular man or woman will
perform to fulfill these expectancies. The concept of self-verification
presented by Swan (1983) explicates how people process information,
structure their environment and tend to behave in the ways that serve to
sustain their self-conceptions. Goffman (1959) views behavior as a form of
self-presentation and stresses that people behave to sustain the social
identities which seem most suitable or acceptable and are potentially
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rewarding in a certain situation. According to Deaux and Major (1987), the
concepts of self-verification and self-presentation are interwoven and “it may
be impossible to determine whether behavior is performed in the service of
presenting oneself favorably to others so as to gain a positive public identity
or in the service of presenting oneself in a manner that is consistent with a
(positive) self-identity” (p. 371).
The above discussion about the moderators of performance highlights the
significance of identifying the empirical evidence of such factors that
contribute to steer the working women through the labyrinth of their
professional careers towards the highest echelons of management despite all
the barriers and glass ceiling depicted in the literature.
Promotion and advancement decisions in a workplace are mostly the outcome of performance appraisal or evaluation of an employee’s performance
by his/her seniors. There is a sizeable body of research on the performance
evaluation of female managers or leaders depicting the prejudice / bias in
those evaluations based on the prescriptive gender norms (Heilman, 2001).
Evidence in the literature shows that agency traits (masculine) are highly
valued and considered a prerequisite for success in managerial or leadership
positions which usually prove a disadvantage for women who are socialized
and therefore expected to behave in a communal way. If and when they have
to take on an agentic behavior in the performance of their jobs, they may face
a clash with both their selves and their evaluators (Carli, 2001; Heilman,
Wallen, Fuchs, & Tamkins, 2004; Rudman & Glick, 1999).
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Though a subject of intense debate, there is no definitive scientific evidence
that men and women differ in their ability to learn or perform agentic (e.g.,
logic, leadership) or communal (e.g., mentoring, caretaking) tasks (Hyde,
2005; Plant, Hyde, Keltner, & Devine, 2000). However, the stereotype still
exists and serves to taint the evaluations of female managers or leaders such
that they face a situation of double-bind in the course of their careers where if
they perform communally they are appreciated but considered ineligible for
highest position, on the other hand, performing in an agentic way, though in
line with the requirement of their job, clashes with their prescriptive gender
role and renders them less likeable and therefore less desirable for the ultimate
positions.
This study has aimed to find out the empirical evidence of this double
jeopardy faced by the female managers in their performance evaluations by
capturing the multi-actors’ perspective and contribution in the whole process
of progression (or regression) of female careers.
In order to capture a composite picture of hypothesized barriers in the career
of females, this research study has endeavored to investigate the supposed
entrapment of female managers in to their prescriptive gender traits / norms,
the role of biases in their performance evaluations based on the descriptive
and prescriptive norms associated with their gender and also the impact of
moderating factors on female job performance by finding answers to the
following research questions:
a) Do women conceive and enact their role differently from that of their
male counterparts thus failing to perform at par and lagging in their
career progression?
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b) Do women in line with their prescriptive gender norms tend to display
more of communal traits in contrast to the display of agentic traits by
their male colleagues and reinforce the stereotypical beliefs about their
lack of eligibility for leadership positions?
c) Is the performance of a woman evaluated more favorably if consistent
with her prescribed gender role (communal), but considered less
valuable/ relevant for top-management positions, thus creating a
barrier in their advancement in the form of glass ceiling?
d) Do women exhibiting agentic (masculine) attributes in a leadership
position are considered fit for the top-management role, but still
receive negative evaluations for violating their prescriptive gender
norms and deem unacceptable / undesirable for higher positions?
e) Are the women more likely to terminate their career or self-select out
of the professions prescribed as incongruent with their gender domain
/ role and thereby serve to reinforce the concept that they are less
serious in their career?
f) What are the important moderating variables in the performance of
women that either support or hamper their progress towards achieving
a higher level of success in their careers?
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Chapter - 3

The Context
The interactive model of gender related behavior by Deaux and Major (1987),
cites the situation or the context in which the interaction takes place as the
third important factor besides the ‘perceiver’ and the ‘target’. In order to
conceptualize the performance factors of the female managers in Pakistan, it
thus becomes imperative to understand the context of the country in which
they are performing as well as the professional service to which they belong
as a career woman.
This study of mapping the performance of female managers to find out the
barriers in their career advancement has been conducted in the context of
Pakistan. Pakistan is an Islamic republic country in South Asia that has gained
independence from the British colonial rule in August, 1947. The country has
a very strong culture that demands a strict adherence from all the inhabitants
of the country. The cultural roots and traditions comprise not only of religious
dictates but retain a very strong influence of local historical traditions of the
subcontinent which sometimes override the religious dimension. For an
instance, Islam declares education the right and duty of every human being
(male/female), however, the female education statistics in Pakistan show a
dismal scene depicting a strong allegiance to the historic tradition of the subcontinent where female education has not been considered a necessity and
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families with less income would prefer to educate their boys more
than the girls.
Kluckhohn (1951, p. 86) has quoted a definition of culture as a consensus of
anthropological definitions: “Culture consists in patterned ways of thinking,
feeling and reacting, acquired and transmitted mainly by symbols constituting
the distinctive achievements of human groups, including their embodiments in
artifacts; the essential core of culture consists of traditional (i.e. historically
derived and selected) ideas and especially their attached values”. Although
Pakistan can be described as a multicultural society due to a significant
diversity of sub-cultures prevalent in its provinces, the national culture
remains dominant.
In terms of cultural frame work of Geert Hofstede (1984), Pakistan has a male
dominated society (high masculinity index) which implies a distinct division
of roles between male and female members of the society. A very high
incidence of power distance index in the case of Pakistan signifies that the
unequal power distribution in the society is completely tolerated and accepted
by the citizens. Pakistani culture has a strong collectivist orientation which
binds every individual to their communities and collectivities very closely and
inspires strong conformity pressures. Higher index of uncertainty avoidance
represent the risk-averting tendency of the people of Pakistan where they feel
comfortable with a routinized set of activities and do not like to be put into
ambiguous and unclear situations.
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Table-1:
Hofstede's Cultural Dimensions in the Case of Pakistan
Cultural dimensions
Power distance
Masculinity
Individualism-collectivism
Uncertainty avoidance

Index of Pakistan
Quite High
High
Collectivist
Higher

The ‘quite high’ power distance creates disparities not only in terms of
various social classes but also in terms of gender differences where female
submits to the power of male in various spheres of life and the society accepts
and condones the inherent dominance of male not only in the social
interactions but also in the formal workplaces. Moreover, the phenomenon of
conformity pressures in a ‘collectivist’ society is quite pertinent to understand
the strict demarcation of gender roles and their clear-cut conceptualization
which cannot be easily contested.
In Pakistan, the history of women in the formal work places, especially in the
managerial positions, is not very long owing to social constraints and a very
low literacy rate of Pakistani females (about 45% in 2010-11). However, the
situation is improving at least in urban areas where girl students now outnumber the boy students in higher education and are also entering the job
market in great numbers. The female participation in the total work force of
the country shows an improving trend; from 13.7 percent in 1999-2000 to
22.2 percent in 2010-11. However, the share of female vulnerability, meaning
“at risk of lacking decent work” (UNDP definition) amounts to 78.3 percent
which implies that a majority of females are working on the jobs of lesser
quality and stability as compared to their male counterparts (Pakistan
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employment

trends,

2011).

In

Pakistan

women’s

parliamentarian

representation has improved where 21% of parliamentary seats are now held
by women.
As per the Gender Inequality Index (GII) of UNDP, South Asian women are
far behind their male counterparts in terms of education and labour force
participation. The GII reflects gender-based inequalities in three dimensions –
reproductive health, empowerment, and economic activity. Pakistan has a GII
value of 0.573, ranking it at 115 out of 146 countries in the 2011 index of
UNDP.
3.1

Civil Superior Services (CSS):

3.1.1 History:
The origin of the CSS Pakistan can be traced far back to the colonial period of
the sub-continent when the East India Company initiated the Mercantile
Service (1601-1858) and Imperial Service (1858-1947) for its employees. The
civil service back then was divided into ‘Covenanted servants’ (the higher
order employees) and ‘uncovenanted servants’ (lower level employees). The
Covenanted servants used to be few in numbers and were exclusively
European in origin while the uncovenanted service could recruit the natives
from the indigenous educated class. Upon the recommendation of Aitchison
Commission (1886-87), this distinction was abolished and “Imperial Civil
Service of India” was formed. This period is considered significant in terms of
the opening of the higher civil service for the natives of India. Imperial Civil
Service later became “Indian Civil Service” (ICS) and remained apex of the
civil service until partition.
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The civil service at that time had a very prestigious and elite connotation and
the objective was to serve the rulers contrary to the present concept of being
accountable to the public. This elitism persisted in the civil service even after
independence of Pakistan and India from the British and is considered the
legacy of colonial period.
In Pakistan, soon after independence, ICS cadre was re-designated as PAS
(Pakistan Administrative Service), and subsequently as the CSP (Civil Service
of Pakistan). There were two All-Pakistan Services, the CSP and PSP (Police
Service of Pakistan), and there were eleven Central Superior Services. The
CSP enjoyed an elitist status with reservation of key posts, financial benefits
and prestige. A class distinction in the civil service was introduced by the
Islington Commission in 1912, where Class-1 officers held the position of the
executives or administrators and Class-11 officers held posts of operational
level; this was subsequently expanded to class-111 (mostly the clerical jobs)
and class-IV (peons and messengers). This classification and elitism of CSP
continued after independence of Pakistan but evoked a strong resentment and
reaction from the public which eventually resulted in 1974 reforms. The
reforms focused on eliminating the hegemony of the CSP which was viewed
as the direct successor of the ICS hence entailing a colonial heritage. CSP was
renamed as District Management Group (DMG) and effort was made to bring
all services on an equal footing.
The civil service of Pakistan has been subjected to a number of administrative
reforms, mostly by the commissions of foreign experts, who gave numerous
recommendations on the reform agenda. Finally the much awaited reforms
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were announced by the then prime minister on 20th August, 1974. By virtue of
these reforms, all the services and cadres were merged into a unified graded
structure and the earlier classification was abolished in favour of 22 grades
which were applicable to all Ministries and Departments of the Government
where Grade 1 was the lowest grade and grade 22, the highest. In order to
emphasise professionalism in the field of administration, the “occupational
groups” were also constituted which, at present, include:
1. Commerce and Trade Group (C & TG)
2. Customs and Excise Group (C& EG)
3. District Management Group (DMG or PAS)
4. Foreign Service of Pakistan (FSP)
5. In-Land Revenue Service (IRS)
6. Information Group (IG)
7. Military Lands and Cantonment Group (MLCG)
8. Office Management Group (OMG)
9. Pakistan Audit & Accounts Service (PAAS)
10. Police Service of Pakistan (PSP)
11. Postal Group (PG)
12. Railways Group (RG)
Pakistan is a federal state where, as per the constitution of 1973, executive
authority of the Federation is exercised by the Federal Government in the
name of the President. Prime Minister is the Chief Executive of the Federation
and exercises the authority of the Federal Cabinet. The subjects to be dealt
with by the Federal Government and those to be dealt with by the Federal and
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Provincial Governments concurrently are stipulated while the remaining
matters are the jurisdiction of the Provincial Governments. Federal
Government handles its matters through Federal secretariat comprising
several ministries/divisions and their attached departments. Currently there
are 46 ministries and 220 attached departments in the Federal Government.
Each ministry is headed by a minister, an elected politician, who is assisted by
a Secretary (BS 21/22) to perform the administrative duties. The Federal
Secretaries are the most senior civil servants mostly from DMG and OMG
cadre who are assisted by the Additional or a Joint Secretary (BS 20). A
Division is divided into a number of sections. A Deputy Secretary (BS 19) is
in charge of a group of sections. Each section is headed by a Section Officer
(BS 17 &18). Similar grouping and structure exists in the provinces for
administration of provincial matters.
CSS is considered a generalist cadre, where recruitment is made on the basis
of general education of the candidate up to the Masters or Bachelor’s degree.
The candidates are selected on the basis of a combined competitive
examination which is held every year by the Federal Public Service
Commission (FPSC); and consists of a written examination, psychological
test, medical test and a viva voce. The candidates thus selected are then
allocated to various Occupational Groups on the basis of the order of merit
obtained by a candidate; his/her domicile (for provincial quota) and his/her
own preference for the Occupational Groups. Pre-service training of about six
months is imparted to the selected candidates before they are sent to the
specialized training institutes for the specific requirements of their allocated
Occupational Group. Later on, in-service training is also provided to the
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officers of various grades as a refresher course in order to keep them up-todate on the latest trends of public administration experiences.
The system may be termed as “Rank Oriented System”, as the recruitment is
made for a specific career or rank in an Occupational group and not for a
specific job (Khan, 1987). The incumbents of these groups are mobilized
horizontally for various different jobs of the same rank.
Personnel management of the Federal Government is the purview of the
Establishment Division of the Cabinet Secretariat that retains all the
regulatory powers in respect of establishment matters. This division falls
under the direct control of the Prime Minister although sometimes a Minister
has also held a charge of the division. The matters pertaining to Personnel
Administration in the provinces are similarly entrusted to the Services and
General Administration Department (S&GAD), which functions under the
direct control of the Chief Minister of the province. The Civil Establishment
Code (ESTACODE) contains all laws, rules & regulations, operating
procedures etc. pertaining to federal civil service.
3.1.2 Performance Evaluation System:
Performance evaluation of civil servants is generally oriented towards the
personal qualities of the incumbent such as knowledge, character, judgment,
capacity to accept responsibility, initiative, accuracy, address and tact,
capacity for supervising the staff, zeal etc. (Hussain, 2003). Apparently, most
part of the evaluation is based on the personal judgment of the evaluators
rather than any objective standards for the actual performance of the person
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reported on, which reflects this evaluation process as more of a subjective
nature and prone to the tendencies of stereotypical biases. However, an effort
has been made to express at least a part of the performance evaluation in
quantitative terms, where possible, to achieve some objectivity (Hussain,
2003). The performance is evaluated annually, at the close of the calendar
year, on a proforma called the Performance Evaluation Report (PER). It is
written by the immediate senior of the incumbent and is put up to the superior
officer or the head of the department who countersigns it with remarks, if any.
These PERs form the basis for selection to a new assignment, promotion to
the next grade and to assess the suitability of the officer for certain types of
jobs (Hussain, 2003). As a general rule, an officer should be informed of any
adverse remarks of his superior officers, if any, and such officers are entitled
to make representations against the adverse remarks.
The criterion for promotion in most of the civil service posts is merit,
although seniority is also taken into account. Merit is assessed on the basis of
PERs by the Departmental Promotion Committee (Grade 2-18) and Central
Selection Board (Grade 19-21). The Central Selection Board for promotion to
posts in Grade 21 usually consists of Federal ministers presided over by the
senior most among them. Grade 22 is a selection post and is subject to
vacancy therefore only a few positions of this Grade exist due to the
pyramidal structure of the service.
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3.1.3 Women in CSS:
Before the administrative reforms of 1974, women entry into the civil service
was restricted to only certain groups; such as Pakistan Audit and Accounts
Service, Pakistan Military Accounts Service, Customs Service and Income
Tax or Inland Revenue Service. They were not allowed to compete for the
CSP and the Police Service of Pakistan (PSP) on the contention that women
were not suitable for those physically strenuous and rigorous jobs (Khurshid,
2011). The Administrative reforms have however, removed this obstacle and
women are now allowed to compete for all the occupational groups of the
civil service. Although the rights of citizens are protected in terms of Article
27 of the constitution of Pakistan stating that “no citizen otherwise qualified
for appointment in the service of Pakistan should be discriminated against in
respect of any such appointment on ground of sex, caste, or creed” (Khosa,
1992), yet some anecdotal reports do point at the subtle discriminatory
practices against women at the time of recruitment by way of more subjective
recruitment tools such as viva voce and/or the psychological test that is used
to determine the suitability of the candidates for various occupational groups.
Thus ‘gender streaming’ may take place at the entry point barring women
from the occupational groups which are considered more prestigious and/or
attractive, in terms of better career growth and more chances of reaching the
top positions of the civil service hierarchy (Jabeen, 2013).
Reservations also exist for the field postings of lady officers especially in
District Management Group (DMG) where the District Magistrate (DM) or
Deputy Commissioner (DC) has to perform in the capacity of the CEO of the
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district; maintaining law and order, collecting revenue, monitoring social and
economic development and supervising multiple executive duties. Despite the
reservations, however, there are instances where female officers have opted
for field postings of DMG and have been quite successful in their career.
Women have been competing for these groups on merit without reservation of
seats or quotas until 2008, when a fixed quota of ten percent for each CSS
group has been introduced for women in addition to open merit. Due to this
affirmative action, the number of women officers which ranged between 5 and
25 each year has now reached to 81 in the 37th common batch of 2011
(Khurshid, 2011). A large number of female officers are now opting for DMG
and are also visible in PSP.
Figures charting the number of lady officers in Common Training Program
(CTP) from 13th CTP to 37th CTP and their group-wise distribution in these
CTPs are appended below as Figure-1 and Figure-2:
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Figure-1:
Total number of lady officers in each Common Training Program (CTP) from 13th CTP to 37th CTP
Source:
A Treatise on the Civil Service of Pakistan: The Structural – Functional History (1601 – 2011) by Khurshid, K. (2011).
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Figure-2
Group wise breakup of lady officers in each Common Training Program (CTP) from 13th CTP to 37th CTP
Source:
A Treatise on the Civil Service of Pakistan: The Structural – Functional History (1601 – 2011)
by Khurshid, K. (2011).
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CSS, Pakistan has been considered an appropriate forum to conduct this study
owing to multiple reasons: firstly, the service comprises about 12 different
groups that encompass all the spheres of public service in the country;
secondly, the groups can be compared on the basis of their stereotypically
more or less congruency for the female officers; thirdly, being a competitive
service, the formal barriers in career progression such as education and
experience can be controlled to map and compare the performance of female
officers and see the effect of more subtle barriers such as gender stereotypes
and biased evaluations contributing to the glass ceiling for females in the
service.
The selection of the groups was made on the basis of the following criteria:
-

Group(s) with the most number of female officers

-

Group(s) with the least number of female officers

-

Group(s) with more females in the top most position

-

Group(s) with more males in the top most positions

The groups comprising the sample are briefly defined and discussed below:
1. Customs and Excise Group (C& EG):
The Customs and Excise group has undergone a lot of restructuring
and reconstitution in the past years. 75% vacancies are filled by direct
recruitment through Federal Public Service Commission (FPSC) and
25% through promotions from within the department. Customs group
deals with three major areas of trade activities: Imports, Exports and
Anti-smuggling. The service structure has been modified in response
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to the tax reforms and now a new officer to this group has to do an
MBA (Masters

in Business

Administration)

after

successful

completion of his/her common training program (CTP) and
Specialized Training Program (STP). This condition has been
compensated through doubling the salaries of this occupational group
as compared to other groups. This group belongs to the category of
‘most females’ (16%) as per our criteria mentioned above.
2. District Management Group (DMG; now Pakistan Administrative
Service PAS):
DMG is the lineal descendant of the CSP and enjoyed elitist status
among the rest of the cadres/services. It comprises of field posts in the
civil administration of the district and the division viz. Commissioner,
Deputy Commissioner, Additional Deputy commissioner, Assistant
Commissioner and such other posts. It usually is allocated to the
officers with highest merit in the competitive examination. The
number of females in this group is 10%. This group has been selected
for more males in the top most positions.
3. Foreign Service of Pakistan (FSP):
This group contains the diplomatic posts in the Ministry of Foreign
Affairs and in the diplomatic and Consular Missions of Pakistan
abroad. The entry into the group through examination began in 1948.
Officers of Foreign Service undergo common training at the civil
services academy and later are given six months specialized training at
the Foreign Service academy. The officers also attend a language
training course. The number of female officers in the group is 9.8%
and it was selected for having higher incidence of females in the top
most positions.
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4. Information Group (IG):
IG runs under the administrative control of the Ministry of Information
and Broadcasting. It comprises the posts in Press Information
Department (PID), Directorate of Research and Reference, External
Publicity Wing and its offices in Pakistan missions abroad, Border
Publicity Organization, Audit Bureau of Circulation, Directorate of
Economic Publicity, Directorate of Films and Publications. 75% posts
are filled by direct recruitment through FPSC and 25% by promotions.
IG has the highest concentration of females (24.6%).
5. In-Land Revenue Service (IRS):
IRS has been developed by drawing upon the human resources of two
occupational groups: Income Tax group and Customs & Excise group
running under the administrative control of Central Board of Revenue
(CBR). Income Tax department deals with the direct Taxes: a) wealth
Tax and b) Income Tax. The officers of this group also have to attend
one year MBA program to get an orientation of the emerging trends of
global finance along with the offer of double salary to ensure honest
and diligent performance. The group has both the high percentage of
females (17%) as well as the female presence in the top positions.
6. Military and Land Cantonment Group (MLCG):
MLCG deals with the administration of cantonment areas. The group
has always been on a low priority of the candidates being a small
group with few posts at the senior level. The Cantonment Board is
headed by a President Cantonment Board, a serving officer of Armed
Forces and a Cantonment Executive Officer who is the Secretary to
the Board. The group is under the administrative control of the
Ministry of Defense. The group has least number of women (6%).
______________________________________________________________
PhD Dissertation: Female Career Advancement in the Workplace: A Performance Perspective

(Nighat Ansari,UU)

51

7. Police Service Of Pakistan (PSP):
The civil service reforms brought PSP in the fold of CSS. Structural
changes in the police department were initiated to get rid of its
colonial legacy and the old labels were changed, like DIG was
renamed as RPO (Regional Police Officer). The functions of watch &
ward and investigation have been separated thereby creating more
vacancies to be filled in. Entry to the group through competitive exam
is at the level of Assistant Superintendent of Police (ASP). The
induction of females in this group has started recently in 2008 (they
were not allowed to opt for PSP before that) therefore the percentage
of female to male officers in this group stands at 2%.
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Chapter – 4

Research Methodology
The study aimed to map the female career progression in the public sector of
Pakistan and attempt to delineate the performance factors that might be
responsible for advancement (or lack thereof) in the career path of the female
officers. In order to “understand the social phenomenon [under study] in terms
of the meaning people bring to them” (Boeije, 2010, p. 11) and contextualize
the findings in a broader social context, a qualitative research strategy was
deemed appropriate for the study. For this purpose, the opinions, thoughts,
experiences and expressions of the participants were sought through in-depth
interviews to conceptualize the social reality of the females’ professional
careers in the face of various biases and stereotypes related to professional
competence of women evidenced through research literature, and how they
themselves are involved in the construction of this reality.
Civil Superior Service (CSS) was selected as the population of the study.
CSS is the largest public sector organization covering almost all the spheres of
public service in Pakistan from civil administration to foreign services to
inland revenues to police service and also the information services and office
management positions of the secretariat. Some of the occupational groups in
this service are considered ‘suitable’ for females (for example information
services and inland revenue services) while the others (for example district
management group, foreign service and the police service) are considered
stereotypically incongruent to their prescriptive role which in fact provided an
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interesting insight of the female performance in these diverse professions in
the face of opposition and challenge posed by not only the societal forces but
their male colleagues as well. Moreover, the female officers in these groups
compete on open merit and are equivalent in terms of their educational
degrees and their experience which was helpful to control the aspects related
to the formal barriers in professional careers and thereby isolating the subtle
barriers usually termed as glass ceiling.
With a view to find heterogeneity in the experiences of the respondents, it was
deemed necessary to select multiple occupational groups, both congruent and
incongruent in terms of stereotypic female roles, in our sample. The criteria
for selecting the groups from which ultimately the respondents would be
selected were decided on the basis of women density in the group as well as
their representation in the highest ranks as follows:
-

Groups with large number of women

-

Groups with least number of women

-

Groups with women in top most positions

-

Groups with lack of women in top most positions

On the basis of the above criteria, the following occupational groups
constituted the sample of the study:
-

District Management Group (DMG); mostly considered incongruent
with stereotypical feminine attributes and has lesser number of women
as compared to some other groups. In fact the entry of women in this
group was restricted and has just been allowed after the reforms of
1974.
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-

Information Group (IG); considered suitable for women and has the
largest representation of women both in the group generally and also
in the highest ranks.

-

Inland Revenue Services (IRS); considered suitable for women and
contains comparatively larger number of women.

-

Customs & Excise Group (C& EG); considered suitable for women
and has the same density of women as of the IRS.

-

Foreign Service of Pakistan (FSP); not considered fit for women due
to frequent postings abroad, have almost the same amount of women
as in DMG but have highest representation of females in the top most
position/grade.

-

Police Service of Pakistan (PSP); not considered fit for women and
has the least number of women, mostly at the entry level (grade 17), as
the induction of women in this group has been started quite recently
(since 2008).

A table showing the density of females in various groups, grade wise, and
their presence in the top management positions (Grade 21 & 22) along with a
table showing the total number of employees (male/female) grade wise, for
comparative purposes, is annexed at ‘A’.
In order to gauge the differences between the male and female perceptions
about the requisite job duties and their connection with the resultant
performance and the subsequent career progression, it was deemed
appropriate to include both the male and female officers of CSS in the sample
of the study.
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A concern existed in the literature about the ‘women interviewing men’ and
the ‘female interviewer vulnerability’ under the assumption that the male
interviewees will have an ‘upper hand’ and therefore may respond with
aggression (McKee & O’Brien, 1983; Lee, 1997 cited by Gatrell, 2011).
However, in the practical experience of the researcher, male interviewees
were found to be as cooperative and decent in conversation as women and
since they were approached through a mutual contact, they were very
courteous and quite forthcoming in answering the questions in detail. Most of
them though sounded very diplomatic when expressing their opinion about
female performance or their career aspirations and seemed cautious so as not
to sound prejudiced against women. Some of them even started their comment
with a prefix, “No bias against any gender but…” or “I’m not biased against
any gender but…..” to indemnify their stance.
In the qualitative research strategy, it is desirable to select the sample
intentionally according to the needs of the study. “The cases are specifically
selected because they can teach us a lot about the issues that are of importance
to the research” (Coyne, 1997 as cited by Boeije, 2010, p. 35). The officers,
both female and male, in the above selected groups were therefore, sampled
purposively from mostly the middle and top management positions (grade 19
and above except for PSP where most of the women are in grade 17 owing to
their recent induction in the group) to ensure that they have the requisite
information available for meeting the research objectives. For instance, the
entry level officers would not have been able to supply much information
about the query regarding the factors that have supported and/or hampered
their career progression in the service or provide an accurate assessment of
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performance evaluation system. An equal number of male and female officers
was aimed to be included in the sample of the study and the respondents were
accessed through connections and networking for the requisite interviews.
The data were collected through in-depth interviews using semi-structured
schedule (Annexed at B) to ensure the coverage of all the relevant aspects
while retaining the flexibility to obtain rich and detailed data beyond the
preconceived questions and capture the meaning, perspectives and
experiences of the participants. The interview schedule was centered around
five main topics: perception of professional competencies required for the
job/position, equality of opportunities for trainings and/or promotions,
supporting/hampering

factors for career progression, perceptions of

professional fitness in terms of gender and performance evaluation
methodology and criteria.
In order to determine the agentic and communal characteristics of the
participants, a structured measure developed by Trapnell and Paulhus (2011)
was used with due permission of the authors (email regarding the request for
permission and the authors’ consent is annexed at C). The alpha reliability of
the measure has been reported as .83 for agency scale for both men and
women and .85 and .81 for communal scale for men and women respectively.
The purpose of using the structured questionnaire for determining the
agentic/communal tendencies of the participants was a) to be able to make an
authentic categorization on the basis of a reliable and valid measure and b) the
convenience of the participants; as it reduced the interview length and time
considerably and the interviewees were quite comfortable to fill it in about 5-7
minutes at the end of the interview.
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Initially the information provided by the interviewees in terms of their
experiences was quite rich and varied, especially the perspective of males and
females showed a notable diversity. However, after interviewing about
seventeen respondents the information apparently reached the saturation point
and while interviewing eighteenth person it was almost possible to guess what
was going to be the answer to the next question.
Seeking to capture some deviant perspectives, the researcher then decided to
expand the sample and include new occupational groups. Military Lands and
Cantonment Group (ML&CG), where there were only three women in the
whole group and Office Management Group (OMG), also called Secretariat
Group, where women’s presence seemed quite sizable were accordingly
picked to be included in the sample. It was managed to approach a female
officer in (ML&CG) and a male officer in OMG for the interview. But again
the information obtained did not quite differ from what had already been
gathered so it was decided to be stopped at that. The final sample comprised
ten male and ten female officers who have contributed to primary data of the
research.
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Chapter - 5

Data Analysis
5.1

Data Processing:

The data collected through in-depth interviews were mostly tape recorded
(except for a couple of interviews where interviewees did not feel comfortable
with recording their voices) and transcribed later. It is customary in Pakistan
to speak bilingual, a combination of Urdu and English. In order to keep the
interviewees at ease and more natural, they were not compelled to speak
English only so most of the answers were bilingual which were translated
later in to English, keeping the content as much original as possible.
The data were processed through NVivo-10 (computer software used to
analyze the qualitative data). Using the comparative analytic method (Glaser
and Strauss, 1967), the data were read and re-read a number of times to
identify the relevant quotes. These quotes were then compared with the other
interviews for similarity and assigned an appropriate label or a code. For data
reduction, the common codes appearing in various interviews were grouped
together under a theme. In the light of research questions, Selective Coding
(Strauss & Corbin, 1990) was done by selecting ‘female performance’ as a
core category, relating it to other categories appearing in the data and
validating those relationships. The themes were then entered in to the software
and were converted in to Nodes in NVivo-10 by attaching various references
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or quotes from the interview sources. Various techniques of data analysis
available in the software such as cluster analysis, tree mapping and word tree,
based on the coding references have been used to represent the data in a
meaningful way and will be presented and discussed as and when applicable
throughout the chapter.

5.2

Results:

The groups were selected according to women density as well as their
representation in the top management positions to investigate if there were
any differences in female performance or their career progression on the basis
of these two variables in various occupational groups. It was found through
the empirical data that the concentration of women in certain occupational
groups was the result of mostly ‘self-selection’ by the females on the basis of
‘congruity’ of that profession with their gendered role (discussed in detail
later in the chapter) as well as the ease of dispensation of their professional
duties alongside their domestic responsibilities.
Majority of the women has tended to select the groups like IRS, IG and
C&EG, as is evident from their comparatively larger numbers in these groups
as per Annexure – A, because these are considered ‘decent’ in the society, do
not entail field postings and most importantly because these are perceived as
convenient to manage along with the domestic and care responsibilities of
women. Females also perceive that the groups with a large number of women
are more congenial for them as they can see role models in there who are
surviving and are successful in their career; so it kind of works as a feed-back
on these groups for women officers. One lady officer of IRS endorsed this
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point by asserting that, “There are a lot of women in here [this group],
because you can get postings very easily due to a large number of offices”.
A lady from C & EG also pointed it out like this, “In customs we have to deal
with big business men, chambers of commerce and mostly educated people.
This is most convenient for women so they are joining in great numbers now”.
On the contrary, the groups with lesser number of women, like DMG and
PSP, are the ones that are considered difficult to manage due to their
requirement of field postings and / or public dealing which in turn is
considered incongruent with female role in terms of societal dictates. One
lady officer explained the phenomenon of lesser women in DMG by stating
that, “In customs, they keep the women in big cities, unlike DMG, where you
have to take postings in rural areas and you can have problems in that; there
might be a security issue for women or people might not listen to a female
DC”. Although there are examples of women who have ventured into these
stereotypically unconventional groups and pursued their career quite
successfully, but such women are in minority and therefore an exception for
an average female officer.
Preconceived reasons for the above density of women in a particular group
such as their comfort level with the majority of women around or their better
rapport with the female bosses did not found credence from the data. Rather it
was pointed out by one of the male interviewees of OMG that “… female
bosses do not like to have female subordinate (like my JS who is a female)
and neither female subordinates like to work for the female bosses. You need
to facilitate the women if you want to take work from them”.
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In terms of job performance, women in unconventional groups, owing to their
‘token’ presence, have to perform extra hard to prove their worth and compete
with their male colleagues for promotions. In the words of Kanter (1977),
women having a token presence in a profession have to carry the burden of
representing their category (gender) whereby they not only try to
‘overachieve’ but also attempt to lose their unavoidable ‘visibility’ by way of
toning down their feminine attributes and adapting to the mannish attitudes.
These espousals get endorsed by the remarks of a male officer of DMG about
the first female DC, “…we used to call her Mr., she got white hair early on
but didn’t dye; [was] not physically appealing…” and in the words of lady
herself, “I was a kind of novelty in the start of my career and there used to be
a lot of people inside and outside my office (as DC), I felt under a close
scrutiny all the time. You have to work very hard to establish your credibility
in such circumstances”.
Although these groups (DMG & PSP) are considered elitist in the Service due
to the powers attached as well as their faster track of career progression yet
females feel less inclined to opt for these because of the difficulty to fulfill the
requirement of field postings due to family factors. Declining field postings
implies opting out of mainstream which ultimately serves to slow down their
progression in these groups. As stated by a lady officer of DMG: “…if the
females do not opt for mainstream postings, if they put their own career on
hold for two to three years for the sake of the career of their husbands, if they
hesitate to take on the opportunities of a variety of experience for the sake of
their house hold duties or their young children then definitely they stagnate in
their career and may be left behind their male colleagues”.
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However, the venturing of women in to these unconventional groups has
definitely served to pave way for the aspiring female officers to come, by
creating an acceptance of their role and recognition of their valued
contribution in these groups as acknowledged by a majority of the male
officers. A male interviewee from PSP stated in the context of women joining
Police Service, “I think it is good and women should come to this force, that
way we can give a message that we are ready to cater to about 52%
population of our country. I do not have an issue regarding that. Important
thing is that they deliver and work at par with their male colleagues”.
The occupation of top management positions by females or males did not
appear to have a significant impact on either the female performance or their
career advancement in terms of glass ceiling. Female officers did not show a
particular preference for a female boss nor indicated a specific issue with the
male bosses. As for the impact on career advancement, promotions are
decided by a selection board following specific criteria of obtaining a score of
75 out of 100 in the appraisal report, the needed number of years (seniority) in
the present grade, the completion of requisite training course for the next
grade and the availability of a vacancy in the next higher grade. Evidently, the
annual appraisal report is just one component of these criteria where the
immediate boss has an input and it has also been reported by the interviewees
(elaborated further in the section pertaining to performance evaluation
system) that the appraisal reports are never adverse in the Service unless some
serious offense is involved. Due to these reasons, interviewees were found
rather indifferent with holding of top positions by either sex.
However, a significant presence of women in the top positions of an
occupational group did seem to work as a motivator for the junior female
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officers as it served to dispel the perception of glass ceiling at the higher
echelons of their Service. In the words of a female interviewee from Foreign
Service group, “…there are so many women in this service now and doing so
well even in the highest positions. Your performance is all that matters; this is
generally the feeling of all of the women in our office”. A lady officer from C
& EG concurred with this view by saying that, “There is no hindrance from
the system in women’s careers. Women are heads of various departments; a
female is heading the Collectorate in Lahore; I am the head of my own
department so it is not really a problem”.
The views of respondents about various topics contained in the interview
(glass ceiling, interpersonal relationship, better fit etc.) did not really differ on
the basis of their occupational groups which is also evident from the cluster
analysis (Figure – 6) which has been constructed on the basis of similarity of
themes in the responses of the interviewees. The lack of segregation or
concentration of interviewees on the basis of occupational groups implies that
the similarity of themes is not contingent on occupational groups.
Major themes that emerged from the empirical data of the study are presented
in the form of Nodes (Figure-3) where colors are used by the software to
differentiate between the nodes or themes and size of each rectangular node
represents the number of coding references from the interview data. Hence
more the number of quotes larger would be the size of the node; which
implies the greater frequency of mentioning that particular theme by the
respondents.
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Figure - 3:
Nodes referenced by the respondents
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Figure – 3 depicts ‘performance’ as a parent node and the factors that may
have an impact on performance as moderators such as ‘impediments’ and
‘support system’, are categorized as child nodes. Likewise, ‘coping
mechanism’ and ‘stereotypes’ have also been constructed as parent nodes with
various sub-types attached to them as child nodes. ‘Gender neutrality’ seems
to contain significantly large number of references from the interviews. The
detailed thematic analysis of these nodes is presented in the later sections of
this chapter.
The differences in emphasis on various themes by the male and female
respondents have also been observed and presented as Figure-4 and Figure-5
to exhibit the nodes referenced by female and male respondents respectively
to depict the variance across sexes:
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Figure – 4:
Nodes referenced by Female responders
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Figure – 5:
Nodes referenced by Male responders
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Thematic analysis of the data is presented in correspondence to the research
questions as below:
5.2.1 Perception of the Roles:
The first question of the research pertained to possible diversity in the
perception of professional roles by the males and females in view of their
divergent descriptive and prescriptive gender norms and its impact on the
female performance such that they may fall short of the level of performance
exhibited by their male colleagues. These perceptions were gauged by asking
their opinion about the competencies required to successfully perform their
jobs. A list of perceived competencies by both male and female officers has
been compiled and presented at Table-2.
It is evidently clear from the contents of the table that there appears a lot of
common ground between the sexes as regards the perception of managerial
attributes. Dedication, hard work, passion, thorough knowledge of the job and
managerial ability are oft repeated characteristics by both male and female
officers. The commonality of listed attributes on both columns of the table
imply that apparently, female and male officers do not have a noticeable or
significant difference in terms of their perceptions about what they are
required to do and how they are expected to act in dispensation of their duties.
The finding evidently indicates that the differences between the descriptive
and prescriptive gender roles of men and women do not necessarily spill over
in to their job performance.
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Table – 2
Perceptions regarding Job Competencies
Competencies Perceived by Male

Competencies Perceived by Female

Officers

Officers

Administrative ability, Emotional

Perseverance, Commitment,

maturity, Stable personality, Strict/Firm

Dedication, Competence and thorough

in public dealing, Knowledgeable,

knowledge of the job, Variety of

Humane, Good Interpersonal and

experience, Passion, Hard work,

Negotiation skills, No Elitism, Love of

Adaptability, Administration skill,

people you serve, Humility, Fairness,

Balanced Personality, Emotional

Strength of character and principles,

maturity, Extravert, Tolerance and

Extravert, Able to give 24 hours service,

Patience, Listening to others, Crisis

Leadership skills, Analytic ability,

Management, Time Management,

Dedication, Broad based education, Hard

Team Player, Honesty

work, Passion, Responsibility, Deep

(moral/Financial), Integrity, Initiative,

interest in the job, Ambition to excel in

Good Public relations / dealing,

the job, Commitment and Honesty

Confident, Composed and Tactful in

(financial/moral), Able to deliver in

public dealing, Leadership abilities,

emergency, Good English language

Management acumen, Passion for

ability, Tactful, Vigilant, Diplomatic,

public service, Rational and Judicious

Well-educated, Produce the tangible

decisions making, Humane,

results, Initiative, Sincerity, Adaptability

Independent thinking, Extrovert, Good

/ Flexibility, Efficiency, Capability and

Communication Skills, Convincing

Willingness to work, Communication

skills, Legal knowledge, Good IQ,

skills, Decision making ability,

Physical fitness (police), Strong Will

Management skills, Brave Person with

Power, Willing to work 24/7,

very Strong nerves (PS).

Patriotism and Pride in your country
(FS), Command on English language,
Emotional Strength.
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The above result finds credence in the literature investigating variance in the
styles of leadership across sexes. Eagly and Johnson (1990), in their metaanalysis of ‘Gender and Leadership Style’ posit that the gender-stereotypic
differences observed in social behavior studies may not be found the same in
the organizational behavior of the managers or leaders because of the
important differences in the methodology of both research studies. According
to them, social psychological research is generally carried out in experimental
laboratories or at the field settings at best and is not embedded in the
organizations. They argue that there is less possibility of the genderstereotypic behavior when the men and women occupying the same position
in an organization are compared because they are socialized in to their roles in
the early stages of their organizational experiences and are provided with
clear-cut guidelines about their conduct. “Managers of both sexes are
presumably more concerned about managing effectively than about
representing sex-differentiated features of societal gender roles” (Eagly &
Johnson, 1990, p. 234).
In view of the above, similarity in the perceptions of men and women
regarding their job requirements may be attributed to the Human Resource
Management (HRM) practice of orientation of new entrants in to an
organization. In the case of this study, the selected officers of CSS undergo a
Common Training Program (CTP) in a designated academy for one year
which actually serves to socialize these officers in to the civil services in
general before sending them on to their Special Training Program (STP),
specific to their allocated occupational groups. This one year training can very
effectively inculcate the desirable job competencies into the minds of both
male and female officers thereby eliminating / reducing any differences
acquired through societal practices and norms.
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The above finding also gets support from the studies of structural
interpretation of organizational behavior (for example Kanter, 1977), which
argue that the gender difference in behavior is mainly due to the differing
structural positions of men and women in an organization. Since women are
more often in positions of little power and status, they are likely to behave in
the manner that reflects their lack of power. This line of reasoning suggests
that women and men, who are equal in terms of their hierarchical positions, as
is the case in the sample of this study, would tend to display similar behavior
in their professional capacity.
Another strand of research points at the tendency of women to adapt to the
requirements of their organizational position instead of sticking to their own
prescriptive gender norms and behave accordingly. In her study of senior
managers in five multinationals, Wajcman (1998) found no evidence of a
female management style because in her opinion women tend to adopt a ‘male
style’ to succeed at the senior management level. Similarly, it has been found
that when women are less in number in an organizational role such that they
have the status of token representation only, they abandon their stereotypical
feminine style of care and consideration while making decisions and they
have to adopt the typical style of male role occupants for their survival (Eagly
& Johnson, 1990).
The study finds an ample support for the above line of reasoning as a number
of female officers vouched for this phenomenon of adaptability during indepth interviews. For an instance, a lady officer belonging to DMG group,
who was the first female Deputy Commissioner (DC) of a district and
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described herself as a novelty at that time, was repeatedly referred by her
colleagues as a success story and one of her colleagues told me that, “…we
used to call her Mr.”. Upon my asking her own opinion about that comment
she admitted that, “…when you have to work with them you have to adopt
certain characteristics that match with them. I did try to adapt myself
according to the requirements of my profession”.
One other lady officer expressed that, “You may face some problems in
coping initially but as you are more experienced, you learn to manage”. One
of the lady officers from Police Service, which can also be categorized as a
service with token presence of females, stated that, “Emotional strength is
very important, specifically for field work. You somehow become strong
automatically when you are in a uniform and commanding a raid; and then
you are trained also”.
This similarity of perceptions and attitudes towards their jobs across gender is
also apparent from the cluster analysis of interviewees (Figure-6) in terms of
their quotes/references to various themes (nodes). The mixed distribution of
male (M) and female (F) interviewees in various clusters reflect the lack of
any clear-cut segregation of sexes and homogeneity in their views about
various themes of the research study.
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Figure-6: Cluster analysis of interviewees in terms of items coded

Further, the capability of female officers to perform in the service, per se, has
not been questioned or criticized by any of their male colleagues or seniors
(performance evaluators) who admitted that female are performing at par or
better, in some cases, than their male counterparts provided that they are able
to control the factors responsible for the slack in the dispensation of their
duties; which will be discussed later in the chapter while discussing the
performance model of the females as emerged from the empirical data of the
study.
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“Performance wise they [women] are even better in understanding than the
males sometimes. They make very daring raids without caring for the high
level ‘sifarish’ (influence)” was the opinion of a male officer belonging to
Customs and Excise group. Another senior male officer of DMG who is also
the principal of Civil Services Academy asserted very candidly that, “Physical
and mental capacity, endurance, working, learning & unlearning, I don’t see
and I have never found any difference in male and female officers”.
Similarly, an officer of Information Group in response to a question about
female performance stated, “Performance wise, women are delicate, have
balanced personality; I think they are better in dispensation of job and public
dealing (soft spoken). In meetings and briefings and for deadlines they are
even better than the males”.
In view of the above discussion and based on the empirical data of this study,
it may be concluded as an answer to our first research question that females’
perception and enactment of their role in a job position is not very different
from their male colleagues (both from the perspective of performers and the
performance evaluators) and apparently the prescriptive gender norms do not
have a spill-over effect in the professional lives of working women. Hence,
the hypothesized factor of divergent perceptions/enactment of professional
roles is apparently not responsible for the lag in their performance or slack in
their career progression.
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5.2.2 Agentic VS Communal Characteristics:
An extensive amount of research has been cited in the literature review about
the stereotypical agentic / communal divide between males and females
respectively and how this divide creates barriers in the female career
advancement by rendering them less (or in) eligible for the leadership
positions being communal or being not so agentic. The second research
question entailed to find whether women actually behave in a communal
manner in keeping with their prescribed gender norms, and thereby reinforce
the stereotypic belief about their lack of eligibility for top management
positions.
The agentic / communal characteristics of the interviewees were determined
through a pre-structured questionnaire (Annexure-D) by Trapnell and Paulhus
(2011), and the scores are presented in Table-3 along with the mean scores of
male and female employees.
Table - 3
Agentic / Communal Scores
Scores of Male officers
Agentic
Communal
55
90
73
83
73
82
68
82
99
102
72
92
76
95
57
93
55
90
66
91
(69)
Mean Score
(90)

Scores of Female Officers
Agentic
Communal
49
104
84
100
83
84
66
108
91
117
93
108
65
76
60
93
68
96
67
105
(73)
Mean Score
(99)
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It is apparent from the contents of the table that all the interviewees, both
female and male, scored higher on the communal dimension as compared to
the agency and secondly, the mean score of female respondents in communal
as well as agency attributes is higher than that of the male respondents.
High scores on communal dimension by both the male and female
interviewees might be explicated in the context of cultural influences on
behavior. Pakistan, according to the cultural dimensions of Hofstede (1984) is
categorized as a collectivist society, having a low index on individuality,
where communal characteristics (concern for others) would be valued more
than the agentic (ambition and achievement) characteristics. Abele and
Wojciszke, (2007) also provide support to this reasoning by asserting that the
agentic traits also tend to be considered as individualistic while communal
traits are considered collectivist. In keeping with this classification,
collectivist culture reflecting in the behavior of the interviewees might be
responsible for their higher scores in the communal dimension regardless of
the gender.
An overlapping of agentic and communal attributes across sexes has also been
witnessed in the scenario of equal distribution of males and females in the
work force. Gibson (1995) posited that in view of a considerably high number
of women working outside their homes in Sweden, perhaps both men and
women are equally characterized by agentic and communal qualities and
therefore tend to exhibit similar styles of leadership. Role enactment has also
been found to be associated with the gender stereotyped behavior where
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Maskovitz et al., (1994) found that the agentic traits were more pronounced in
the role of supervisors than the role of supervisees.
A meta-analysis by Twenge (1995) demonstrated that while communal traits
remained higher in women than men, agency has continuously become higher
for both sexes and the difference between male and female in terms of agency
traits is getting smaller. Although much debated, no definitive scientific
evidence has been found to differentiate men and women in terms of “their
ability to learn or perform agentic (e.g., logic, leadership) or communal (e.g.,
mentoring, caretaking) tasks “(Hyde, 2005; Plant, Hyde, Keltner, & Devine,
2000 cited by Issac, Katz & Carnes, 2012, p. 81). This assertion is endorsed
by the empirical data of this study where apparently both men and women
have learnt to adopt communal traits more than the agency traits under the
influence of the collectivist culture of the country.
Further, the nature of public service is also more in consonance with the
communal attributes of caring and helping others as against the private sector
characteristics of competition and ambition. So that might also be reflecting in
the scores of the participants who have probably been trained and socialized
in those traits or might have acquired and inculcated those attributes during
the course of their tenures.
Whether under the influence of national culture of collectivism or due to the
context and cultural requirements of their profession in the public sector, the
empirical data of the study clearly reveals an equal tendency of both women
and men to exhibit communal characteristics more often than the agentic
traits. It may therefore, be concluded for the second research question that
since communal traits are displayed by both women and men equally in the
______________________________________________________________
PhD Dissertation: Female Career Advancement in the Workplace: A Performance Perspective
(Nighat Ansari,UU)

79

sample of this study, it may not form the basis for discrimination or bias
against women, in the form of a ‘difference barrier’ while advancing in their
professional careers.
5.2.3 Performance Evaluation Perspective:
The next two research questions related with the performance evaluation
systems where due to stereotypic biases women are supposed to face a double
- bind situation in terms of career advancement. It was theorized based upon
the relevant literature that women displaying communal traits are considered
less (or not) eligible for leadership positions and therefore evaluated less
favorably for advancement to these posts while women displaying agentic
traits, though fulfill the eligibility criteria, are censured for violating their
prescriptive gender norms and

not favored again for top management

positions.
In order to investigate the validity of the above double jeopardy assumption, it
was deemed necessary to gain an insight of the performance evaluation
process of the CSS as well as the opinions of the performance evaluators
regarding the criteria of evaluating their subordinates. The purpose was to find
out the difference, if any, between the inside and outside perspective of the
job performance. As it turned out, most of the interviewees, belonging to
middle and top management positions, were both the performers as well as the
performance evaluators of their junior officers; as the performance is assessed
by the immediate senior officer in the CSS. The interviewees were asked
questions about their performance evaluation system in detail and their
opinions, both from the perspective of the performers as well as the
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performance evaluators, were assessed to reach an appropriate conclusion; the
findings are discussed below:
The performance evaluation at CSS is supposed to be done once in a year.
The form for Performance Evaluation Report (PER) contains sections like:
personal details, job description, evaluation of personality characteristics, a
pen picture and an overall assessment. The report is written by the immediate
boss and then countersigned by the next senior officer to minimize the
personal discretion. In terms of the opinions of the interviewees, PER is a
very comprehensive document which encompasses a host of qualities like, “an
officer’s personality, conduct, demeanor, competence, integrity (financial,
moral), achieving targets, working under stress, quality/quantity of work”.
However, apparently there is a lot of room for personal discretion and
judgment as the performance indicators are mostly of qualitative nature as is
usual in most of the managerial and supervisory jobs hence personal liking
and disliking or favoritism cannot be ruled out.
Almost all the interviewees expressed their reservations about the
performance evaluation system, unified for all the occupational groups in
CSS, concerning its objectivity as well as its effectiveness. A word tree of
‘performance evaluation’ generated from the quotes of various interview
sources through NVivo-10 (Figure-7) gives an overall view of the
opinions/statements of the interviewees in this regard and evidently reflects
their level of dissatisfaction with the system.
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Figure -7:
Word tree of Performance Evaluation
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A number of issues have been reported regarding the implementation of
performance appraisal system in the Service as discussed below in the light of
quotes from the interviews:
Firstly, it has been expressed by all the participants that there is no regularity
in performance evaluation process which means that the reports of the
employees are not written annually, as required by the system, and it is not
monitored for regularity also. The reports are only requisitioned / asked for at
the time of promotions by the selection board and the officers then strive to
get it written for all the years under review and submit for the consideration of
the board. In the words of one male interviewee, “they can hold your report or
may misplace it. Then you have to go (even to another town/city where he/she
is posted currently) and coax your boss to write the requisite report and
submit it”. The same point was endorsed by another female officer at a very
senior position, “…no regularity in performance appraisal reports. Senior
officers can put your reports on hold and then before the selection board
meetings, you go to your boss and get your evaluation done; and if he/she is
evaluating for past three years, s/he will not remember the whole of your
performance (bad or good points) and will fill in the report on the basis of
more recent evidence”.
Such assertions clearly allude to a very casual approach to performance
appraisal function in the civil service where appraisees can easily manipulate
the reporting such that they may stall the writing of reports in the event of
some bad performance period and wait till the dust is settled and then get the
reports written at some more opportune time. From appraisers’ point of view,
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this irregularity provides them with an escape from an ‘undesirable’ activity
of judging another person usually on the criteria which is not very explicit or
objective.
It is generally considered that assuming the responsibility of a judge for the
future of another person causes severe anxiety for some people (Dayal, 1969).
In any case, the above reported irregularity in writing and submitting
performance evaluation reports evidently points to the system’s deficiency
and inability to obtaining an accurate assessment of employees’ performance
which can obviously affect various important decisions relating to the
promotion and development of employees.
Secondly, it was unanimously reported by the interviewees that PERs are
never negative or adverse in CSS; rather giving a “very good” report (which
has 75 marks and is considered a requirement for the promotion to the next
grade) is the usual and accepted norm. A senior civil servant explained one of
the reasons for not pointing out a shortcoming or flaw in the performance of
the subordinates,” If I point out such things in the reports of my subordinates,
the rule says that I have to counsel that person and try to improve his/her
conduct (first verbally and then in writing). Since we do not want to do this
we just ignore the point”. It was further informed by the same respondent that
in case of a deficiency in performance, for example late comings or
absenteeism, the concerned employee may be reprimanded verbally but such
incident will never be documented or mentioned in his/her PER to avoid the
hassle of following the procedure of requisite counseling.
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Another important reason for this practice of giving good reports appears to
be related to the collectivist prescriptions of the society: “We do not want to
annoy anybody” stated one interviewee and “…people do not really give
report very objectively; murrawat (concern for others) is dominant” in the
words of another respondent. Being members of a collectivity, the appraisers
do not want to harm others by creating an obstacle in some one’s career by
writing a bad report or they do not want to have the responsibility of rendering
someone jobless on their conscience. The person(s) giving bad reports are in
fact censured by the subordinates as well as the peers and labeled as mean and
unkind. One officer belonging to the Foreign Service very proudly remarked
that,” My minimum level of reporting is ‘very good’; it’s never ‘good’ or
‘average’. If a person is very hard working I even gave an outstanding report”.
Such attitudes can be manifestation of an influence of the Asian culture of
collective identification and belongingness. In the same regional context, Dyal
(1976) while discussing ‘Cultural factors in Designing Performance Appraisal
Systems’ in India, pointed out that, “For most supervisors it is difficult to
hand out poor feedback to their subordinates. Giving poor feedback is a kind
of betrayal of the individual and can be carried out only on instruction from
the superiors” (p. 64). The characteristics of employees mentioned by him in
the Indian organizational context regarding “emphasis on loyalty, emphasis on
person-person rather than role-role relationship and lack of capacity for selfappraisal” (p. 65) are quite relevant in the context of Pakistan sharing the
similar social ethos of the region. These characteristics can provide an
important guideline while trying to assess and understand the above reported
off-the-cuff approach to performance evaluation system.
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The routine of giving a ‘very good’ report regardless of the level of
performance is obviously resulting in to an almost nil attrition rate in the
Service. In the words of an interviewee, “…there is no attrition going on in
the CS. If 30 persons are inducted in the CS today, there is every likelihood
that 95% of them are going to end up in grade 20 & 21; almost at the same
time (can lag due to foreign posting, long leave, or lack of mandatory courses
though)”. Such lacunae in the evaluation system are providing employees,
both male and female, a smooth and un-hindered career progression
irrespective of the level or standard of their job performance.
Another deviation has been observed in the empirical data of this study
pertaining to the proposition that women having agentic or masculine traits
will be censured or disliked by the performance evaluators thus considered
ineligible for top leadership positions (Heilman, Wallen, Fuchs & Tamkins,
2004). It transpired from the assertions of the respondents (especially males)
that the masculine traits are not only admired but considered vital for career
success. The comments about the successful female DC in this context are
quite revealing:
“We called [her] a Mr.; she was the best horse rider, Became DC of Vehari
and later Administrator of Lahore; now heads National Management College
(NMC). …emotionally very mature, stable, can give ’Bullshit’ to people in
public dealing”.
Similar comments were evident for another successful female occupying the
highest grade in the Service: “…very strong willed, very capable; people used
to be scared to go in front of her; she reached the grade 22 (highest grade in
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CS)”. Apparently, ‘doing it like a man’ is not only appreciated but considered
a requirement for the success in the profession, especially in the field
postings, by the performance evaluators.
Going back to our research question, the above discussion makes it very clear
that displaying a communal or agentic behavior by the females is apparently
not of any significance as far as the context of the current study is concerned.
Exhibiting communal traits does not seem to be creating a bias against the
females as these traits are valued and appreciated by the collectivist society
(as discussed in the previous section) and are equally possessed and displayed
by their male counterparts; so difference barrier does not occur on this
account. Secondly, display of masculine traits is not discouraged, rather
admired and appreciated by the colleagues as well as the seniors; so likeability
issue does not seem to arise and be responsible for creating a hindrance in the
female career. Almost all the successful females are dubbed as having
masculine traits in Pakistan and are admired for that. Further, the system of
performance evaluation characterized by the above stated irregularity and
having a norm of giving ”very good” reports indiscriminately seems to be
working in favor of women rather than creating any adverse impact on their
career progression.
So it may be inferred from the empirical data of the study that the
performance evaluation process that does not record or report a deficiency in
the employees’ job performance, whether a male or a female, will have a
minimum or may be no contribution at all in creating a glass ceiling for the
females in their career advancement rather it may somehow be supporting
them by not allowing a medium for the stereotypes about female performance
to surface even if perceived as such.
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5.2.4 Self-selection out of Incongruent Professions:
The next research question was framed in view of the research literature
pertaining to gender specific norms which render some professions suitable
and others unsuitable for women. It was theorized that due to stereotypic
incongruity of certain professions, women may select themselves out of those
and thereby endorse the stereotypic belief about their lack of orientation as
well as motivation for a professional career.
A very strong conviction of some male officers was revealed, during the
course of in-depth interviews, regarding the demarcation of professions in
terms of their suitability for the females. They very strongly believed that
females should only go for teaching and medical profession as the rest of the
professions, especially ones where they have to interact with males and deal
with general public, are not quite suitable for them. As stated by one male
participant, “I have worked with many female bosses. Although they were
very well groomed but there was a great difference between a male and
female DG. Their [women’s] tolerance is very low; they do not adapt with
work settings very easily when postings are frequent. They do not really have
a correct mind-set for the office jobs”. Even some women officers reported
similar

opinions

about

the

suitability

or

lack

thereof

of

some

professions/occupational groups while talking about their opting for certain
occupational group.
It may however be made clear at this point that the concept of self-selection
out of incongruent professions in the purview of this study does not mean
quitting after joining a career rather it has been learnt during the interaction
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that the incidence of women quitting CSS, if at all, is quite low. In fact, selfselection by the women is exercised at the time of giving options for the
groups where they consciously try to opt for such groups which are perceived
more ‘acceptable’ by the society and/or are more manageable for themselves
in view of their domestic responsibilities. Another point of self-selection in
CSS is encountered when women using certain exemptions in the service opt
out of field postings and choose secretariat (office) jobs for their convenience.
It was learnt during the study that most of the women opted for certain
occupational groups based on the ‘suitability’ notion. One female officer
justified her option of Foreign Service group by stating that,” …women may
not fit in the field jobs (like in DMG or Police service). I do not honestly see
women fit for controlling the mob in a procession and handling a strike on the
roads may be, but doing intellectual work, representing your country, talking
sense is not a problem”. This type of mind set is in line with the sex-role
identity theory of Chusmir and Koberg (1991), according to which, women
feel discomfort while crossing over to the masculine sex-typed jobs.
Most of the women disclosed that they opted for certain groups (like in-land
revenue, customs & excise or Information group) because they were
‘convenient’ for women. They chose these groups because they did not entail
field postings or transfers to remote areas. A female officer stated her reason
for choosing Customs & Excise group as, “It is considered a decent profession
for females. I was on merit to go to DMG (DMG and PSP are allocated to the
candidates with highest ranking in the competitive exam) but I opted for
customs to avoid outside postings. In customs, you stay in the big cities”.
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Similarly another female officer expressed very candidly, “Foreign Service
was highly appealing but I thought that maintaining a family life with that
kind of posting would rather be difficult; I wanted to have both, career and a
family so I decided to opt for an office job”.
This phenomenon of self-selection in females has been found to be a function
of adhering to their socio-cultural norms which they fear to violate as this
“may not meet with the approval of others” (Austin, 2000), together with their
primary responsibility of parenting and other domestic duties. A study by
Ceci, Williams and Barnett (2009) revealed that the factors impacting
women’s career “spill over into the family or the reverse, the family spills
over into the job”.
The female attitude of self-selection at the time of field postings has been a
strong point of criticism by most of the male interviewees who seem to have a
very strong contention about women coming to the professions and then
selecting them out of the difficult situations. “If we talk of equal rights and
equality of gender then why they [women] are exempted; we have joined the
same service. …Women accept the foreign postings happily but decline the
interprovincial transfers” complained one male interviewee.
The self-selection phenomenon of female professionals, which is quite evident
from the above stated facts, however, serves them only in the short run. In
fact, the long term effects can be observed as quite damaging to their careers
in two ways: One, women by refusing the field postings and opting out of the
mainstream are always at the risk of being sidelined or marginalized at the
time of promotions for not having adequate experience or exposure of the
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field. As a male interviewee put it, “Male and female are treated equal in
promotions but male may have an edge due to variety of their postings which
gives them a varied experience and exposure. Females might lack this
exposure and experience due to their limited opting for postings and suffer
due to that at the time of promotions”.
Secondly, this practice does tend to endorse the stereotype that the females
lack seriousness and motivation to advance ahead in their careers. According
to a male colleague, “They [women] join for economic reasons but once they
become financially stable they become bored of the job. Then they prefer to
quit the hassles of jobs and attend parties with their husbands“. Another male
colleague observed, “Females do not have as strong a priority for career as
males have. They have lesser passion to move forward in their career”.
The above primary data of the study supports the theoretical assumption that
women do self-select out of the professions that are incongruent to their
gender specific norms even if they are considered more prized and more
lucrative in terms of career success opportunities (for an instance, leaving the
elitist group of CSS and opting for an ‘easier’ one). They do this because
incongruent professions threaten their gendered self-identity and also involve
a risk of socio-cultural disapproval. Another prominent reason for this
behavior appears to be their family duties and parenting responsibility which
compels them to take up ‘lighter’ jobs which they can manage along with
their family responsibilities.
Irrespective of the reasons, the self-selecting behavior of women, in the
context of this study, not only renders their performance deficient by ignoring
the opportunities of gaining necessary exposure and experience required for
career advancement, but it also serves to reinforce the stereotype that women
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are less career-oriented and have lesser motivation to move ahead in their
careers; thereby contributing to creating and/or strengthening the glass ceiling
both at the time of entry as well as progression in their career.
5.2.5 Female Performance Model:
The main research question of this study pertained to map the female
performance and determine its comparability with their male counterparts in
order to find out the lag, if any, in their performance and subsequently attempt
to delineate the variables that moderate the female job performance in the way
of either supporting or hampering their career advancement to the highest
echelons of their professions. Based on the data generated through in-depth
interviews of both male and female officers, it has been found that females do
lag in the dispensation of their job duties and fall short of the standard or level
of the performance benchmarks in comparison to their male colleagues. As
previously mentioned, none of the male colleagues or the performance
evaluators pointed at any gap in the capabilities or competencies of women
officers, rather they are generally considered equally or sometimes more
responsible and diligent in their professional service. However, there has been
a significant ‘but’ in answering the questions pertaining to the female
performance. This ‘but’ in fact pointed at the difference between the ‘ability
to perform’ and the ‘actual performance’.
Using the method of Selective Coding (Strauss & Corbin, 1990), Female
Performance was selected as the core category and association of all the other
categories to this core category was established while validating these
relationships with the quotes and references from the interview sources. A
conceptual model grounded in the primary data of this study has thus been
emerged which is presented as Figure - 8 and explained below:
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Figure–8: Female Performance Model
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A comparative analysis of the male and female officers’ performance depicted
from the primary data of this study reveals a few points where the female
performance deviates from the male performance, as pointed out by almost all
the male interviewees and admitted by some of the female interviewees.
These aberrations in the job behavior include the following:
-

Females do not sit / or avoid sitting for late hours on the job

This was in fact a unanimous objection or complaint against women officers
voiced by their male colleagues in response to the question regarding a ‘better
fit’ for the profession in terms of gender. Most of the participants contended
that since women have joined the same service and they are being
compensated equally in terms of pay and other allowances/benefits, they
should be putting in an equal amount of hours on the job; and their inability to
do so is considered a lack in their performance pointed at by every single male
interviewee.
Despite the legislations for limiting the maximum work hours, working
beyond the stipulated hours is the norm in most of the professions in most of
the countries around the world especially at the managerial level jobs.
Although it is considered an issue of work-life balance for all the employees
in general, it is specifically regarded a major obstacle for women aspiring for
higher positions in their career. Coser and Coser (1974) termed professions
such as law, medicine or laboratory science, and also the top civil society jobs
as the ‘greedy institutions’ due to their characteristic of more-than-full-time
ethos.
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CSS, like other services is also practicing the norm of 24/7 job in the words of
majority of the interviewees. One male officer observed that, “As far as the
competence and hard work is concerned there is hardly any difference on the
basis of gender. But then, due to certain job requirements, certainly the
females have some difficulties in CS. PAS, Police service and for that matter
most of the services, these days have 24 hours job now. Even in the
secretariat, they have very long working hours and women cannot sit that
late”.
The word ‘cannot’ implies the inability of women to sit late due to what is
termed as their ‘family issues’ and since they cannot sit late just like men do,
they are not considered as useful a human resource as a man and therefore
relegated to a lesser evaluation in spite of having equal or sometimes superior
capabilities.
“I go back home around 8 or 9, my Assistant Director, who is a lady, cannot
sit late. I have to make concession for her that she goes home early whereas
male colleagues will sit as late as myself” complained another colleague. One
female officer also alluded to this phenomenon by saying that,” Female
subordinates have more domestic/family problems

and we have to

accommodate their going home early or taking leaves, at least at the initial
level”.
In this context, some of the women interviewees have been found to make an
effort to give as much time as their male counterparts to avoid the “risk of
being marginalized” as one of the lady officers put it and the ones who could
not extend their working hours due to some family and/or parenting reasons
felt guilty about it. As one female officer admitted,”… domestic
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responsibilities, which are considered a primary obligation of a female,
sometimes make a difference. There are some times in your professional life
when you feel that it is difficult to do your job the way you want to; at that
time you feel that may be men are doing a better job by being able to give
more time…”.
-

Females do not accept foreign / remote / field postings and/or
trainings

This is another oft repeated discrepancy in the female performance by their
male colleagues. One of the male officers observed, “Women don’t take field
postings even when they come to DMG; they opt for secretariat postings.
…They will not be a DCO (District Coordination Officer); do not want to
become a magistrate or Assistant Commissioner etc. Women are not
comfortable in dealing with the public”.
By not accepting postings to remote areas of the country and insisting to
remain in the big cities, women themselves are contributing to depreciate their
value as a resource or in some cases becoming even a burden on the service as
pointed out by another male colleague in a candid way, “When they do not
accept the remote postings then the seats/vacancies in the big cities start
choking and the number of lady officers exceeds the male officers in those
cities; then they (majority) have to go home early or the children come to the
office. Senior officers do not like this situation and they crib about it”.
Females themselves accepted their reservations about field postings as well as
remote or foreign postings while explaining the reasons for choosing a certain
occupational group. “In customs, they keep the women in big cities, unlike
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DMG where you have to take postings in rural areas and you can have
problems in that” asserted a female officer.
By declining field postings and/or training opportunities, women contribute
towards hampering their career progression by falling short on requisite
criteria of experience and development on one hand, and creating an
administrative issue for the service to find enough vacancies in the big cities
on the other; an issue which is going to become even graver in view of an
expanding number of women joining the service.
-

Females are unable to interact with males and / or net-work

The performance of women officers especially in some groups like DMG,
PSP and Foreign Service becomes constrained due to their incapacity, in view
of their male colleagues, to interact with general public mainly comprising
male members. This limitation can be viewed in conjuncture with their
declining field postings and can be attributed to the societal values which do
not allow a liberal interaction of male and female and rather censures such
interactions. Women officers, having internalized these values are
understandably deficient to handle interactions involving public dealing.
In view of a male interviewee of Foreign Service,” Diplomatic service is a life
style; our main purpose is to project our country’s political goals in foreign
countries and for that you have to be very cordial and close to the foreign
diplomats …In our cultural, religious and family values, sometimes our ladies
may not be at ease to perform these duties. Some of them are doing this job in
an excellent manner but then they are not following the boundaries”.
Another officer of DMG pointed to the fact that females prefer to stay in
secretariat jobs rather than going to the field and accumulating valuable
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experience because they are not comfortable in dealing with the public. An
officer of OMG also believed that, “They [women] are not usually
comfortable in office interactions”. Such constrained behavior can obviously
impede the performance of female as compared to the male officers.
Professional networking is considered a valuable tool for gaining success in
career and reaching the top, however, we have evidence in the literature that
working women usually face more difficulty in creating or joining social
networks than men do. According to Ibarra (1993), it has been found in the
analyses of social networks that men have more extensive social networks that
include influential organizational members than do women. Literature also
reports working women facing more difficulty in establishing mentoring
relationships in their organizations than do men because of the possibility of
having more men in the mentoring capacity (Ragins & Cotton, 1991).
This impediment of constrained or limited capacity to networking by
professional women is further aggravated in the Asian culture of Pakistan,
where the interaction of male and female is already restricted and rather
frowned upon by the society. In the words of a male officer, “Networking is
very extensive in CS. Men have more time for socialization and then women,
due to social norms, cannot interact with men as easily as their male
colleagues. So they have a disadvantage there”. A female officer admitted
during the interview that, “There are certain things which we need to take care
of when we are career women: I never go alone at night (I go either with a
driver, my husband or my children), never go alone with my male colleagues,
I receive families only at home. I have limited my social life to the extent that
I don’t let people talk about me”.
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So this limitation actually works to ‘out-group’ women in their organizations
and may in turn impede their progress towards the desired levels of
their career.
In the light of the primary data of this study, the above incapacities and
limitations in the female performance can be attributed to two main factors:
Societal Prescriptions that actually dictate the social conduct of women and
also entail the duties of a female towards her family. The concept of career
women is still quite novel in the society of Pakistan and women have to go to
an extra length to prove their credibility and establish a respectable reputation
in the eyes of the societal forces. A female officer of DMG shared during the
interview, “I have always tried to keep my office transparent (doors open and
windows uncovered) where people could see what is going on inside the room
and don’t speculate. Being a female you need to be extra cautious”.
Being a female, you have to be home at a reasonable time (before it gets
dark), and spending the nights in your office or coming at a very late hour is
not at all considered an appropriate conduct for the ladies, as per societal rules
governing the ‘respectable femininity’.
In the same vein, a woman living alone is still disliked rather frowned upon
by the society and is equated with compromising the family honor which
results in restricting women from moving around in their career or accepting
postings where they may have to live without their families. Men, of course
do not have to bother about any such restrictions and are rather respected for
their working hard and investing in their professional careers.
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Similarly, by restricting their interactions with the opposite sex to acceptable
boundaries, the working women strive to abide by the societal parameters and
conserve their reputation fulfilling their duty to maintain the respect and
honor of their family although it may cost them to lose on their career front.
This dilemma is further endorsed by an account of a female officer of DMG,
“My cousin (male) pointed out that I will be facing difficulties in attending
the social functions alone (being unmarried) and deciding whether to be with
my male colleagues or their wives; because if I sat with the wives I’ll be
losing on the official gossip which is very useful source of sometimes vital
information and if I sat with the male I might have to face the censure by the
wives”.
Another important factor that seems to cause the above noted deficiencies in
the performance of female employees is the Family Factor. It is evident in the
literature that an important “reason for women’s lack of career success is that
women, even when in full-time employment, usually retain the major
responsibility for caring and domestic work” (Harkness, 2003 cited by
Crompton & Lyonette, 2011, p. 233).
This effect seems even more pronounced in the Asian perspective of Pakistan,
where a clear-cut division of gender roles allocates the responsibility of
household to women along with taking care of the husband, the children and
the extended family as her primary duty. This implies that if a woman desires
to pursue a career, she is allowed on the condition that she does not
compromise on the primary responsibilities of her family and household. She
will fulfill her professional role in addition to her primary duties to her family
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which means that her professional role is automatically relegated to the
secondary position, whereas, in case of a man the career assumes the
primary obligation.
This primary / secondary division becomes quite explicit in the workplaces
where women giving priority to their domestic duties do not sit late and/or
decline the postings/trainings for the sake of keeping their family together or
for the parenting responsibilities, and are exposed to the risk of being
stereotyped as casual and less ambitious in their career. If they do not do so
they will feel guilty about betraying their family. A female police officer
stated her desire such, “I want my family to be proud of myself. I want to
perform very well on both fronts; excel in my career and never ignore my
children at any cost; in terms of their education and their personality
development”.
On the contrary, men are free to expend their primary duty the way they want
to and are ready to accept any kind of posting or training for their career
development while conveniently leaving the children and wife back with their
family, and are lauded for their ambition and enthusiasm in pursuance of their
career. So a man comes to a career unencumbered by any extra baggage of
domestic responsibilities unlike a woman who has to come up to the
expectations of so many stake holders.
Regardless the reasons for the above impediments in the female job
performance, they have to face the consequences in the words of a senior lady
officer of DMG, “…if the female do not opt for mainstream postings, if they
put their own career on hold for two to three years for the sake of the career of
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their husbands, if they hesitate to take on the opportunities of a variety of
experience for the sake of their house hold duties or their young children then
definitely they stagnate in their career and may be left behind their male
colleagues. You need to move around in your career and ensure your visibility
especially for promotions in the higher positions (Grade 21, 22)”.
In terms of the above, a woman officer tends to lose visibility by not sitting for
late hours or not being available for night duties. In the words of a senior male
officer, “when I have to be there in the field for my duties at 12 at night and
I’m there, my performance would be visible and when a female is not able to
be there due to some domestic reason, the outcome would be different”.
Similarly, when they opt for the secretariat jobs and avoid field postings they
tend to lose the mainstream and are sidelined or marginalized which
ultimately affects their prospects of moving ahead or upward in their career.
As per the criteria of promotions for the next grade in CSS, a variety of
experience and exposure is considered a vital asset for an officer, which the
females tend to lose due to their restricted rotation in their job and remaining
on a few selected positions. They miss out the experience that they could avail
through field/foreign postings and also lose their professional development
which could have been gained through the training opportunities. In the same
way, women are out-grouped, when they are restricted in their interactions
with the male colleagues and barred from joining the social networks in the
Service.
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It has been observed from the data of the study that the above lag in the
performance of the females actually has a two pronged effect on their career
prospects. First, it impacts them on an individual level where it obstructs their
career on account of falling short of the requisite criteria for promotions.
Second and more pronounced effect is seen in the way it creates and
reinforces the negative stereotypes about the feminine gender as a whole. So
professional women do not only have to perform for themselves on the job but
they also have to carry the burden of representing their whole gender. Some of
the stereotypes that have been expressed with conviction by the male
interviewees seem mostly the result of above stated discrepancies in the male /
female job performance.
Females are dubbed as less career oriented due to the fact that some of them
cannot sit late or they avoid field postings; although the statistics show a very
low attrition rate, if any, of female officers in CSS and some of them have
been able to achieve the highest grades also. They are termed as having less
career motivation because they are not forthcoming in grabbing every training
opportunity that they encounter or owing to their reluctance in joining and
using the social networks for availing coveted postings and / or trainings in
the Service although the motivation can also be judged by their ever
increasing number in joining the Service. They are generalized as less daring
than men in accepting challenges although some of them are making inroads
even in the less conventional occupations like DMG and Police Service and
daringly accepting the challenge of field duties and performing at par with
their male counterparts.
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The most frequently cited stereotype about females was their emotionality.
“…have less emotional stability; start crying if boss has been harsh to them.
Even subordinates make them cry”. A male contention that has been strongly
contested by the females who stated that crying is not emotional instability,
although a weakness may be, and in the words of a lady officer, “It [crying] is
not really bad because one of our male colleagues has got a heart attack when
he was snubbed by his boss, so crying is definitely better than that!. It does
not affect the performance anyways”. A general tendency of male
interviewees to stereotyping the whole gender on the basis of a few odd
examples and overlooking the cases not fitting those stereotypes was clearly
evident in their assertions.
Although the above inadequacies in enactment of professional role coupled
with the gender stereotypes are serving to limit the upward (promotions) as
well as the lateral (coveted postings) progress of women in CSS but the
barriers here seem more opaque than a ‘glass’. The difference barrier
constituted of gender stereotypes has been found to be usually responsible for
glass ceiling in the western literature by way of impacting the performance
evaluations of the females. However, in the context of this study stereotypes,
though exist in the overall thinking of the male officers, do not surface at the
time of performance evaluation as the reporting is not very objective, as
discussed earlier. So in this case barrier(s) are not indiscernible like glass,
they are rather distinct and can be recognized as such. Due to which, there are
quite a few instances of women who have been able to circumvent these
barriers and reach the top echelons (Grade 21 & 22 in CSS).

______________________________________________________________
PhD Dissertation: Female Career Advancement in the Workplace: A Performance Perspective

(Nighat Ansari,UU)

104

Getting an insight from the interviews, it appears that there are two sets of
variables that significantly moderate the performance of the females and help
them to not only sustain but attain the highest positions in the service. These
moderating variables have been labeled as Coping Mechanism and Support
Mechanism in the above model.
A career woman in Pakistan has to deal with the multiple demands:
professional, domestic, child care, family care and then all within the
parameters of societal approval. In order to come up to the expectations of all
the stakeholders, a woman strives to maintain a credible image in the eyes of
her peers/subordinates/seniors and the rest of the society by emitting a “right
kind of signal” in the words of a successful female officer of Grade 21 who
has always made it a point to keep her office doors open and windows
transparent so that people could see whatever is going on in the room and
don’t speculate. One of the male interviewees while referring to the same lady
officer admired her in these words, “ If you look at her general appearance:
she got white hair early on but didn’t dye; not physically appealing,
emotionally very mature, stable , can give ’bullshit’ to people in public
dealing”. This reflects a rather masculine image in the minds of male
colleagues of an admirable successful woman officer and women seem to
make a special effort to come up to this image by toning down their feminine
looks and assuming a “no-non-sense” attitude as a coping mechanism to
survive in the professional environment and avoid gossip.
This is also in tune with the moderating variables, self-verification and selfpresentation, espoused in the interactive model of Deaux and Major (1987),
according to which people tend to behave in order to sustain their suitable
identities and then also strive to seek approval of these self-conceptions.
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Women try to adapt to their professional requirements by exhibiting the same
masculine attitude and characteristics as those of their male counterparts.
“…you have to be on duty, be it a day or night” and “…this is 24/7 job, if you
take it as a 9 to 5 job, you will be sidelined. No gazette holidays, no weekends…”
are the kind of attitude that the senior women in the field have adopted and
tend to exhibit. This brings us to the other set of moderating variables:
Support Mechanism because women cannot cope with this ‘beyond-full-timeethos’ without the support of their families.
Family support therefore emerges as the strongest factor of support
mechanism as stated by almost all the female interviewees.
“My husband managed to be posted wherever I had to be posted and
cooperated to keep the family together. That is how we pulled it through. …
Your family is your strength basically”. And “I was advantaged to have a very
understanding and cooperative husband” and “My family has always been
very supportive in case of my postings to remote rural areas or courses
abroad; my mother more than my father, who used to tell me that you should
concentrate on your career and do not bother about us” and “Many a times I
had to stay in the office till very late at night, due to some important work or
emergency/crisis but my family always understood that, my husband as well
as my children” were the kind of remarks shared by the females while talking
about the factors that have assisted them in continuing their career and
attaining success.
Two other important factors of support mechanism pertain to the cultural and
systemic support that appears to help women continue and succeed in their
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careers in CSS. As discussed earlier, Pakistan, according to the cultural
dimensions of Hofstede (1984) has a very high Power Distance Index (PDI).
This high index of power distance implying the acceptance and tolerance of
authority in the society is actually working in favor of the female officers of
CSS while establishing their authority and exercising power on their
subordinates. Responding to the question regarding exercise of their power,
virtually all females denied facing any problems in that and asserted that the
male subordinates cannot resist taking orders from a female because they have
to obey the authority of the rank. “…they have to accept the orders by virtue
of the rank. This is a discipline force so the juniors cannot even think of being
insolent or insulting” remarked a lady Police Officer. “…subordinates accept
the power of women due to the authority in their ranks” was the opinion of
another female officer.
A strong tradition of collectivism in Pakistani society also entails an
accommodating attitude of the bosses and colleagues in the work places in
general, where helping someone in a problem situation is considered a duty of
the other members of collectivity; unlike an aloof or individualized approach
of western societies. This collectivist approach is presenting a source of ample
support for the working women where their bosses and colleagues show
concern about their family issues and accommodate their problems. They do
‘crib about it’ in the words of a male officer but they do not report it in the
Performance Evaluation Reports.
Many male officers remarked about taking a lenient view of the family
problems of ladies and allowing them concessions while female officers
conceded that their bosses are mostly helpful and accommodate their
problems.
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The same collectivist approach is evident in the next supportive factor,
systemic support, where there are incidences of various exemptions for the
lady officers regarding late sittings as well as postings to the remote or
insecure areas of the country as mentioned by both female and male officers.
“Females rather have advantages; you are exempted from late sittings and all”
stated a lady officer.
“I think females have an edge now. They are given somewhat preferential
treatment. … when we make policies like interprovincial transfers, which say
that officers should not be in one province for 15-20 years, should be rotated,
the women are exempted. …There is a recent policy where newly inducted
officers have to serve for some time in Baluchistan province [troubled area];
again women are exempted” complained a male officer.
The ‘wed-lock policy’ of the system, appreciated by most lady officers, is a
great support for the married women where they can get posted at the posting
place of their husbands and are able to keep their family together. Another
informal way of accommodating the family issues of female officers is
evident by the system where bosses can allow you to have a relaxed posting
(with lesser work load) at the time of raising your children so that you may be
able to give more time to your family and children. According to a lady
officer of In-land revenue group, she was able to strike a balance between her
job and family because “there are a lot of opportunities in our profession
where you can get a relaxed posting; relatively less cumbersome job” when
she needed time for her family.
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Similarly put by another lady of DMG group which is supposedly the most
demanding occupational group of CSS, “I always have tried to create a
balance between my family life and my career. I got married when I was still
under training and I did want to have a family also. So during my career,
when my children were young, I tried to opt for the work which could allow
me time for my family as well”. Female are also allowed to avail long leaves
(unpaid) from the service to accompany their husbands on their postings and
then come back.
It may however, be pertinent to note here that the above systemic support
specific to lady officers, although providing them a much needed relief in the
short term, is also contributing to their losing visibility, being marginalized,
losing mainstream etc. in the long run. “Not accepting the outside postings did
create a problem for me because it is a requirement of the profession to have
varied experience. I got a posting in Rome which I could not avail due to my
children. I once went abroad with my husband (by taking leave from the
service) and then my promotion was blocked” was the opinion of a woman
officer of Customs & excise group.
Besides it also serves to reinforce and perpetuate the stereotypes about ladies’
relaxed attitude towards their career or their lack of motivation which
ultimately leads to their restricted progress (upward as well as the lateral) as
mentioned before. Moreover, the systemic support of exemptions may be
possible in the current scenario where women are in small numbers and have
a token presence only, but once this number increases, as it is already
manifest in the statistics; such provisions may not remain practicable.
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5.2.6 Gender Subtexts:
While analyzing the above primary data in response to the research questions
of this study, an unmistakable evidence of gender subtexts (Acker, 1992) in
the practices of CSS was apparent. The practices of Gender neutrality and
gender normalcy seemed predominantly palpable in the assertions of
interviewees which, according to Claringbould and Knoppers (2012), served
to strengthen and maintain the skewed ratios of gender in an organization.
In their

study ‘Paradoxical Practices of Gender

in Sport-Related

Organizations’ the term gender-neutrality was taken to mean that men and
women in leadership positions considered the gender as ‘irrelevant and nonexistent’ and thought that the meaning they associated with work in their
organization were gender neutral.
In this study, almost all the interviewees, both male and female, considered
the practices of CSS gender neutral in terms of career progression and
strongly denied the existence of ‘glass ceiling’ in female officers’
advancement. One of the female participants contended that “…in civil
services I have not so far encountered any such barrier; I do not think it is a
problem in our service”.
Another point of view of a female interviewee was “[In our service] People do
not look at you like men or women, they look at you as officers which gives
you a sense of comfort in your work and help you grow and I think that is
why there are so many women in this service now and doing so well even in
the highest positions”. One of the lady officers in top management position
asserted that, “I think glass ceiling is a misconception; we should not blame
others for our shortcomings”.
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The opinion of male officers was not very different. According to one male
officer, “if they [women] themselves do not show reservations, there is no
difference in the development of their career. If not better, they certainly have
an equal opportunity for progression”. Another male interviewee strongly
rejecting the idea of gender discrimination supplied that, “…one of the most
powerful and competent civil servant is a lady these days. They send her
wherever there is a problem and they need solution”.
Gender neutral practices in the words of Acker (1992) visualize the worker as
“disembodied abstraction of an ideal worker” whose characteristics and
attributes are more similar to male than those of a female who is quite
encumbered with her family responsibilities in terms of time and
commitment.
An almost consensus demand of ‘full-time availability’ or as repeatedly
mentioned by the interviewees, a “24/7 nature” of their profession is assumed
to be gender neutral but is affecting working women more adversely than men
especially in the context of Pakistan’s Masculine society (Hofstede, 1984). It
places onerous demands on women to fulfill the requirements of her
profession in addition to her primary responsibility towards her family and the
household. In the words of one of the male officers of top management
position, “PAS, Police service and for that matter most of the services these
days have 24 hours job now. Even in the secretariat, they have very long
working hours”.
One of the female interviewees belonging to Foreign Service group admitted,
“If you need to succeed then this is 24/7 job, if you take it as a 9 to 5 job, you
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will be sidelined. No gazette holidays, no weekends; you have to work up to
the world’s schedule’. A male respondent belonging to Information group
also pointed out that, “There is no concept of holidays in the service; consider
it a 24-hours service”. In the view of a female belonging to Police Service
again, “At sub division level, you have to work day and night; no timings are
there to follow”.
As acknowledged in the literature, such type of ‘visibility’ and time demand
creates a lot of pressure in terms of work-family-life balance even for males
and is regarded a major obstacle in the way of female workers who are
aspiring to reach up to the level of decision making positions. It is believed
that the family-friendly policies aimed to increase women’s presence in the
highest managerial positions need to be preceded by a change in the
assumptions about the requirement of working hours which at present is
largely unregulated specially at the top management level (Lyon &
Woodward, 2004 ). In the words of Muzio and Tomlinson (2012, p. 460),
structural and normative constraints such as “…combinations of long working
hours, training requirements, after hours networking and cultivating client
relations remain critical to career advancement” and “constrain women’s
career histories more often than men’s”.
So the explicit requirement of almost all the occupational groups of CSS for
‘beyond-full-time availability’ of the officers, irrespective of their gender,
may be categorized as the organizational practice of ‘doing’ gender (Martin
2003, 2006) as it implies automatic exclusion of females who will obviously
be in a hardship to meet this requirement in view of their domestic
responsibilities towards their children and family.
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Gender Normalcy defined as recognizing and accepting the existence of
gender inequality in organizational levels and positions and considering it
quite normal (Claringbould & Knoppers, 2012), has also been witnessed in
the empirical data of this study.
In the context of the present study, it was not only the male interviewees who
expressed their strong conviction about specific professions which were
suitable for women, in their opinion, contending that women are not fit for
some occupational groups, especially the ones having field postings; it was
surprising to note that some of the women interviewees were also quite
acquiescent of the fact that females are excluded or discouraged from some
occupational groups as being not suitable for them. Some of them even
asserted quite explicitly that females do not fit in the groups like PSP or
DMG; although they have specific examples of women not only joining those
groups but also performing par excellence.
In the words of one lady officer of Foreign Service, “Of course women may
not fit in the field jobs (like in DMG or Police service), I do not honestly see
women fit for controlling the mob in a procession and handling a strike on the
roads may be, but doing intellectual work, representing your country, talking
sense cannot be a problem”.
Similarly another woman officer expressed her opinion about females opting
field jobs in these words, “In customs, they keep the women in big cities,
unlike DMG where you have to take postings in rural areas and you can have
problems in that; you have to give protection to women; people might not
listen to a female DC”; although she knew and gave reference of a couple of
her own batch mates who were very successful officers of DMG.
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Such assertions by the participants clearly allude to gender normalcy where
the gendered roles and occupations within the Service are accepted and
considered normal by both the male as well as the female officers. This in turn
implies that such gendered practices shall remain intact as nothing will be
done to challenge these ‘normal’ practices.
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Chapter - 6

Discussion
6.1

Discussion:

There has been an emergence of a very strong emphasis on context specificity
and cultural nativity of theories in postcolonial readings as well as in crosscultural comparative research studies in recent times. The validity of theories
is considered restricted to national boundaries and the claim about their
universality is challenged by many researchers. Geert Hofstede (1993) quotes
a French writer of sixteenth century as stating that “there are truths in this side
of the Pyrenees which are falsehoods on the other” to justify his argument that
since management scientists, theorists and writers are human, who grew up in
a particular society in a specific period, their ideas are bound to reflect the
constraints of that particular environment. By so theorizing, Hofstede has tried
to exhibit the differences in the comprehension and application of the concept
of management, which according to him is an invention of US and has a vast
variety of meanings in various regions of the world.
Hofstede’s own cultural model (1984) has been subjected to the same
criticism under the postcolonial lens by Moulettes (2007), who has questioned
the exclusion of female voices from the model even though the model
acknowledges the differences in gender through its masculinity/femininity
dimension. She counters Hofstede’s argument that gender role variation is
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more obvious between Asian and Western women such that the Asian women
would be more prone to considering that responsibility, decisiveness and
ambition are for men, by questioning as to how then the Asian women in
Philippines, India, Indonesia and Pakistan have managed to reach the highest
political positions as Presidents or Prime Ministers. An understanding of the
contextual factors through native knowledge is considered vital to better
explicate such peculiarities. The debate on assumptions of universality has
become a major issue not only in international management, international
relations and strategic studies but also in the realm of feminist scholarship
where post-colonial feminism is poised to challenge the universalizing
tendencies of mainstream feminism.
There has been a discussion of ‘emic’ ‘etic’ distinction in cross-cultural
comparative studies where ‘emic’ refers to the cultural specific aspects which
might be exclusive or unique to one cultural context and lead to a ‘divergence
hypothesis’ whereas ‘etic’ refers to the universal aspects that are considered
culturally neutral and therefore result into ‘convergence hypothesis’. The
terms ‘emic and ‘etic’ were initially coined by Kenneth Pike in 1954, derived
from the linguistic terms phonemic and phonetic respectively which are in
turn derived from the Greek roots.
The current study conducted in the context of Pakistan has similarly provided
some interesting insights about the professional role of Pakistani women and
their career progression in the managerial positions. Some of these findings
might not be in full accord to the theoretical views of the western feminist
literature while others apparently show the incidence of commonality. The
______________________________________________________________
PhD Dissertation: Female Career Advancement in the Workplace: A Performance Perspective
(Nighat Ansari,UU)

117

study has thus been able to unveil the evidence of both the similarities as well
as differences in its findings from the western theoretical literature which is in
tune with the suggestion of Child (1981) that there is an evidence of both the
convergence as well as divergence in cultural aspects among nations.
The findings of the study shall be discussed first through ‘emic’ perspective
where divergent practices, specific to the cultural context of Pakistan, shall be
explained as emerging in the primary data and after that the aspects that
appear to be convergent with the existing literature, indicating their cultural
neutrality, shall be elaborated by using ‘etic’ perspective.

6.1.1 Diverging Streams:
6.1.1.1

Gender Pay Gap:

Disparity in the pay and compensation between genders working in the same
or comparable positions has been frequently documented as a discriminatory
practice that serves to heighten the superiority of male over female in a
professional arena. According to survey data (1983-2000) by U.S Government
Accountability Office, women earn about 44% less than men. State
employment and the gender pay gap was the main concern of the Gender,
Work and Organization conference in 2005 (Conley, Kerfoot & Thornley,
2011). The pay gap being a discriminatory practice serves to alienate women
from their work places and may cause a less-positive attitude toward their jobs
and less engagement in their work (Ensher, Grant-Vallone & Donaldson, 2001
cited by Welle & Heilman, 2005). Similarly, Inequality in pay between men
and women remains high in Europe. In 2010, on an average, women earned
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16% gross hourly earnings less than men in the European Union as well as in
the Euro Area (Eurostat, European Commission).
On the contrary, as per the empirical findings of this study, there is no pay gap
in the Civil Services of Pakistan (CSS) on the basis of gender. Women earn as
much in terms of pay and allowances and are entitled to all the benefits as of
their male colleagues, strictly in accordance with whatever is stipulated in the
pay bracket of each Grade. This equality of compensation is seemingly
resulting in overall satisfaction of females with their jobs as well as
commitment to their profession as is apparent from a) the negligible rate of
female turn over in the service and b) very strong assertions of the female
interviewees themselves who expressed that, given a second chance, they
would surely opt for the same profession again.
6.1.1.2

Agentic / Communal divide:

As per the evidence in literature, men are generally characterized by agentic
qualities whereas women are characterized by communal qualities (Rosner,
1990; Spence & Helmreich, 1978; Bem, 1974) and this characterization is
attributed to the division of labor between males and females where women
are typically assigned with domestic duties and men with paid employment
and professional career. Agency traits are considered a prerequisite of success
in professional career, due to which, women who are stereotypically
characterized as lacking in agency traits are deemed less (in) eligible for
professional careers especially at the decision making positions of top
management.
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The empirical data of this study found an interesting overlap of agentic and
communal traits in the sample of men and women where both have scored
higher on communal qualities as compared to agentic and mean score of
agency in case of women is even higher than the men comprising the sample;
although the division of labor between sexes is just the same, rather a bit more
pronounced in so called ‘masculine’ society of Pakistan. This overlap could
perhaps be explained as an influence of collectivist culture on the behavior of
individuals. The collectivist culture binds individuals to their collectivities
such that the ‘concern for others’ becomes an obligation or a duty to be
honored while ‘self-concern’ is considered inappropriate or socially
undesirable thus to be avoided. It appears that while in individualistic culture
of West, agency traits are admired more than the communal traits and are
associated positively with the career success, the case is probably reversed in
collectivist culture where communal traits are apparently appreciated and
valued more than the agency traits.
Moreover, it has been found in various studies (see for example Abele and
Bruckmuller, 2007) that when subjected to an evaluation, people would tend
to associate agency traits with themselves and communal traits with others,
whereas, in the case of this self-reporting exercise, people (both male and
female) seem more inclined to express themselves as more communal than
agentic; may be because communal traits appear more socially desirable in the
collectivist cultural context.
As per the evidences in literature, the agentic / communal divide between men
and women manifests itself in the shape of a major block in the composition
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of stereotypic ‘difference barrier’ between genders which in turn is the most
conspicuous panel of the ‘glass ceiling’ that the women have to encounter and
tackle with while progressing upward in their professional careers. This
division however, seems blurred in the context of this study where the agentic
and communal traits in men and women are overlapping and indistinct
thereby weakening the perception of ‘difference barrier’.
This weakening of difference barrier has seemingly served to shatter the glass
ceiling in the Civil Services of Pakistan as per the statements of both male and
female interviewees of the study. A word tree of ‘glass-ceiling’ as per
Figure- 9 clearly shows a strong denial of such ceiling by both male and
female respondents.
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Figure – 9:

Word-tree of Glass Ceiling
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The absence of ‘glass ceiling’, as perceived by the interviewees of this study,
is seemingly endorsed by an apparently smooth and unhindered advancement
of women along their careers upon fulfilling the requisite criteria for
advancement, which is equal in case of both genders, i.e. a required score in
the annual report (which most of the bosses usually give owing to communal
attitude of the collectivist culture as discussed before), the needed years of
seniority, completing the requisite course for the next promotion and
availability of the next vacancy.
Apparently, the barriers in the career advancement of women in CSS are
discernible as they are more opaque and impervious than a glass ceiling and
can be removed or circumvented if so desired and managed by the women.
This ostensible lack of glass ceiling is further validated by a visible
representation of women in the highest echelons of the Civil Service where
women are occupying the positions of Federal Secretaries and Ambassadors
(the highest Grades in CSS). The percentage of women reaching the top
managerial grades (21 & 22) in proportion to the number of women at the
entry level grade (17) is about 4.8% in 2010-11 (Annexure – A), which
appears almost similar to the percentage of males in the highest grades in
proportion to the number of males at the entry level grade amounting to
around 6%; thus indicating an almost equal attrition rate for both men and
women in the course of their careers.
Women are also visible at the highest positions of other sectors like Banks
where women are serving as Presidents; even The State Bank of Pakistan has
had a woman President. The visibility of women on political scene is again
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enviable where besides an example of a woman Prime Minister, other highest
political positions of Ministers, Speakers of the Parliament, and Members of
the Parliament can be seen as held by women; adding a further weight to the
perception that women can achieve the highest positions in various sectors of
their choice without banging their heads into an invisible glass barrier.
It may be pertinent to theorize from the above stated facts that collectivism
provides a more nurturing environment for feminism to coexist and prevail on
its own merit. The activists committed to collectivist organizations do make
claims that organizations with a collectivist structures are more likely to
qualify as feminist organizations (Ahrens 1980; Ferguson 1987; Pahl 1985;
Peterson and Bond 1985; Riger 1984; Schlesinger and Bart 1982; Tierney
1982 cited by Martin, 1990). Taking the lead from such scholarship, it may be
appropriate to posit that a collectivist culture has the predilection to tolerate
and promote the feminist values more than the individualistic culture.
The situation in Pakistan seems more like endorsing the notion of ‘labyrinth’,
presented by Eagly and Carli (2008), rather than the ‘glass ceiling’ in upward
mobility of professional careers. There are a number of blocks and hurdles in
the path of women aspiring to join and succeed in the paid employment at
various stages of their journey. For a start, girls do not enjoy equal
opportunities in education especially in the lower-income families where
boys’ education takes preference over girls’ because of the societal dictates
that consider paid jobs the domain of males and house hold duties the sphere
of females and lead to the belief that the girls do not need education as they do
not have to secure a paid job. This lack of opportunity for education creates
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the primary and most insurmountable hurdle that restricts the entry of girls in
the work force. However, the situation is much improved in the urban areas of
the country where girls are getting educated in large numbers and not only outnumber boys in higher education but out-smart them also in terms of merit.
Secondly, strict demarcation of gender roles by the collectivist Asian society
of Pakistan prohibits rather censures the females opting for paid employment
at the cost of neglecting their primary duty of domesticity and care; so even
after getting a professional education (like medicine, engineering and MBA)
females can join the work force only if permitted by their fathers and brothers
before marriage and after marriage it is up to the husband and in-laws whether
they allow her to adopt a career or not. This phenomenon has actually resulted
into a burning debate in the country about allowing girls to compete for
professional colleges on open merit because girls are more competitive than
boys in terms of educational grades and merit and therefore are more likely to
get admitted in these colleges; currently girls constitute about 50 to 70% of
the classes in higher education. It is argued that since there is no certainty that
girls would join the work force after getting these degrees, their enrolment in
these colleges not only deprive the boys from the opportunity of getting
professional education but the subsidy given by the government on such
education also goes wasted. A number of female doctors not practicing is, in
fact, quite a popular example of such phenomenon that is cited whenever
there is a discussion about equal opportunities for both sexes. Unfortunately,
this phenomenon is portrayed and used against feminine gender as if they do
not join the work force of their own choice and not as a result of a socially
constructed barrier.
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Thirdly, even when women are allowed to join a career they are under close
scrutiny by the society about not only their social conduct outside their homes
but also in terms of fulfilling their primary duties of domesticity and care. Due
to this, career women are always under a lot of stress to not only maintain an
acceptable social reputation but also create a balance between their
professional duties and domestic responsibilities; where the family
responsibilities assume a primary role as against the career requirements
which are relegated to a secondary position in order to come up to the societal
perceptions. Such attitude of females in fact constitute a major barrier in their
career progression as it entails making a lot of sacrifices on the career front in
terms of denying the important field duties, skipping the training opportunities
and taking career breaks for accompanying spouses on their postings and
keeping family together. The attitude of sacrificing on account of familial
duties not only costs women to lose development and progression in their own
career, but it also serves to perpetuate the stereotypes about the lack of
seriousness and career motivation for the whole feminine gender, which in
turn, serve to restrict their entry as well as advancement in the work places.
The stereotypes about the feminine gender seem to affect females the most at
the time of entering or joining a profession, where they are likely to be
ignored in favor of a male candidate who is perceived more serious for
professional career hence more eligible. So they are subjected to ‘disparate
impact’, in terms of Burges and Borgida (1999) and this disparate impact is
largely responsible for producing the dismal statistics of females’ work force
participation in Pakistan (mentioned earlier in the thesis) along with the above
stated elements of a labyrinth for the Pakistani women. The incidence of
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‘disparate treatment’ (Burges & Borgida, 1999) manifesting in its impact on
their career progression is apparently diffused due to the context specific,
unique performance evaluation system with a strong flavoring of collectivist
traditions, discussed in the previous section.
It may however be noted that in terms of career advancement, ‘family factors’
assume the role of a very significant moderating variable in the female career
performance where it can both propel as well as impede the female career
progress. While the above cited family factors apparently create hurdles in the
female career, there are certain family factors that in fact contribute a great
deal in the success of career women.
Joint family system, where the married couples reside with their parents and
siblings, is still appreciated and encouraged in the Pakistani society. Such a
system, if the family is cooperative and having good relations, can lend a
great support to working women where she can leave the children in the care
of extended family and perform her professional duties with a peace of mind.
A number of women interviewees mentioned leaving their children in the care
of their mothers or mothers-in-law while going to the office. Besides, there is
a strong tradition of hiring domestic help in Pakistani homes even when
women are house wives so domestic chores are not that much of an
unmanageable burden. Most of the women in the sample of this study have
therefore acknowledged the support of their families as their main strength in
the successful pursuance of their career.
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6.1.1.3

Performance Factors:

While attempting to map the job performance of the female officers of CSS, a
few context specific idiosyncrasies have been observed that are worth
discussing. It has been frequently deliberated in the feminist literature that
even when females reach the top hierarchical positions, they face difficulty in
terms of exerting influence / power as it contradicts with their stereotypical
gender role (Collard & Reynolds, 2005) and their subordinates show
resistance to their authority. Men have been seen as especially inclined to
resist to the influence of women (Ridgeway, 1981). A study of gender and
social influence by Carli (2001) showed that “people disliked the dominant
woman and responded to her dominance with anger, irritation, and hostility
whereas they did not express hostility towards men who were equally
dominant” (p. 14).
This phenomenon in empirical findings of this study was found divergent
from the literature as almost all the female officers reported having no
problems of subordinate disobedience or their insolent attitude. They termed
the obedience of their subordinates a response to ‘the authority of the rank’. It
appears that in the specific context of Pakistan, a very high Power Distance
Index (Hofstede, 1984) is responsible for unquestioned acceptance of the
power wherever it resides. People do not resist and in fact obey the authority
by virtue of its rank and not of the gender; and they also obey because
disobedience is feared to be penalized.
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Further, it has also been reported in the literature that females who reach the
highest echelons, owing to their minority status, are not able to exercise the
same power or influence as of their male counterparts and face problems to
make their point heard in a room full of males. Carli (2001) found in her study
of gender and social influence that men were especially resistant to the
influence of ‘competent’ women who are perceived to be violating their
prescriptive communal role. Eagly (1983) also found men to be more
influential in social settings and women to be more easily influenced. In
response to a question addressing the exercise of power and influence, the
female officers in this study reported no hesitation in making their point and
asserted rather forcefully that they can make themselves heard ‘loud and
clear’ in a room full of males and especially when they are able to establish
their ‘competence’.
The above departure of empirical findings from the literature may be
explained with reference to a peculiar feature of Pakistani society which, in
the words of a senior Ambassador (an interviewee of the study), is a strange
blend of both Matriarchal and Patriarchal properties. In Pakistan, women are
given respect in terms of their relational status (mother, sister, wife etc.) and
they usually hold predominant positions in the domestic arena by virtue of
these relationships. A mother, for example, will seldom be disobeyed or
refused any thing in a collectivist Pakistani culture (mother is the most
respected figure also in terms of religious teachings). Similarly, in a normal
Pakistani house hold, a wife is entitled to take almost all the decisions at the
home-front right from what to cook, where to shop, what servants to induct /
fire, which relatives to visit, what function to attend, what gifts to be given,
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which school for the children and a host of other things; with or without the
input of or reference to the husband. In most of the cases, husbands give their
full salary to their wives who are responsible to decide how much to spend in
running the house hold and how much to save and in what manner.
The above matriarchal property of Pakistani society may be deemed largely
responsible for inculcating a mind-set among the male members of society to
not only listen to but give deference to what the females have to say. The
spill-over of this social indoctrination in to the formal work place is also
evident from the notion of ‘role entrapment’ presented by Kanter (1977),
whereby she advocates that the ‘assimilation’ dynamic of interaction tends to
envision women, having a token presence in the formal workplaces, in their
pre-existing social roles and she described these roles as: Mother, Seductress,
Pet and Iron maiden.
The theory of ‘role entrapment’ is also evident from the assertion of one of the
interviewees of this study who stated that when female officers show a caring
attitude towards their boss people tend to take it as analogous to the
relationship of husband and wife, “…If she becomes nice to her boss or shows
concern, they [people] think about analogy of husband & wife”. Such line of
reasoning gives credence to the rationale that matriarchal elements of
Pakistani society having a spill-over effect in to work places play a significant
role in making men more receptive to the opinions / judgment of women and
provide women with acumen to exercise power when they want to.
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6.1.1.4

Performance Evaluation System:

As per the cited literature, performance evaluation system is generally used as
a vehicle for making the gender stereotypes and discriminatory perceptions
visible and creating a situation of double-bind for working women. A
situation where women abiding by their prescribed gender roles are liked but
deemed not eligible for the leadership positions and women exhibiting
stereotypical masculine traits though considered eligible are not liked and
therefore not favored for ultimate positions (Heilman et al., 2004). This
property of performance evaluation system also seems context specific and
apparently not applicable in collectivist cultural traditions.
In the primary data of this study, as discussed in the previous section at
length, performance evaluation system is not utilized effectively to point out
the discrepancies in the performance of employees in general. Since harming
some one’s career by ruining their reports is considered mean in the
collectivist society, therefore, ‘very good’ reports are not very hard to come
by. In view of which, although gender stereotypes about the lesser performing
capacity of females and their non-serious attitude about their profession do
exist, their surfacing in a documented form is almost impossible due to the
specific type of performance evaluation system in practice. This aspect of
evaluation system is working in favor of women such that their progress is not
impeded at any stage and they are advancing in the service unhindered.
The proposition of disliking masculine traits in female leaders is again not
validated in the context of this study, as the female officers exhibiting these
traits are rather admired and complemented by male colleagues (as discussed
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before) and appreciated and justified by female colleagues who think that
adapting yourself with the work that you are doing is important and the right
way to succeed in your career.

6.1.2 Converging Courses:
6.1.2.1

Self-Selection out of Incongruent Professions:

The tendency of female officers to self-select themselves out of
stereotypically unconventional professions seems in complete accord with the
literature; however, this selecting out does not occur in the form of quitting
after joining a profession rather the selection is done at the time of opting for
a certain career.
In CSS, the women incumbents have been seen as consciously opting for such
occupational groups which are considered ‘decent’ for the females by the
societal norms despite their being on merit for more prestigious and lucrative
groups of the Service, in terms of powers and career progression prospects.
Besides the compliance with social standards, another important factor
considered by women at the time of choosing groups is their manageability
along with the family and care responsibilities. They prefer such groups where
the mobility in terms of postings and/or trainings is the minimum so that they
do not disturb their families. This attitude evidently converges with the
assertion in literature that ‘Parenthood & self-selection’ constitutes a
significant barrier in the female professional life (Issac et.al., 2012), where
they found that the mobility was the main factor for women to select them out
of academia rather than anything to do with the teaching or research.
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6.1.2.2

Career Orientation:

The women comprising the sample of this study expressed the same attitude
towards their adopted career as has been documented in a section of literature
(see for example Gatrell, 2011) who found working mothers as ambitious and
determined with high work orientation and stated that “mothers regarded
careers as an important part of their social identity” (p. 247).
In response to a question regarding motivation for women to adopt
professional career in the face of so many adversities in the shape of societal
pressures as well as family constraints which actually exert double burden of
meeting work and home commitments for women, female officers in the study
responded along these lines: ‘You have to give back to your society’ and
‘profession provides a sense of self-actualization for females’ besides citing
the most common ‘economic reasons’. Females in the sample seemed to think
and expressed that they enjoyed an elevated status because of their paid
employment especially in the managerial / administrative ranks of CSS. In
return they were willing to bear the brunt of dual responsibilities which in
their opinion was a matter of few years only till their children were grown up
and then they became more comfortably placed to devote more time and
energy to their career.
This attitude is contrary to the stereotypes about lesser career orientation, nonserious attitude and / or lack of motivation in female employees and is also at
variance with the findings of Hakim (1966a, 2000) and Tooley (2002 cited by
Gatrell, 2011) who argued that mothers were usually unambitious and
uncommitted to their career.
______________________________________________________________
PhD Dissertation: Female Career Advancement in the Workplace: A Performance Perspective

(Nighat Ansari,UU)

133

6.1.2.3

Gender Sub-texts:

Gender sub-texts in terms of ‘gender neutrality’ and ‘gender normalcy’, as
discussed earlier in the chapter of data analysis, also seem in accord with the
strand of research that considers practices of ‘doing gender’ in the
organizations as serving to exclude women from the professional context and
contributing to sustain skewed gender ratios in the work places. The
predominant practice of ’24/7 presence’ in the Service, which is considered a
gender neutral practice seemingly acts to exert undue stress on female
employees who unlike ‘unencumbered’ male employees have multiple
responsibilities to meet and expectations to serve. The ‘face-time system’
(Poggio, 2010) attaches more value to physical presence in the work place as
compared to meeting performance targets. In the context of this study, the
‘face time’ is seemingly considered a remarkable feat accomplished by the
male employees and ignored by the females which ultimately serves to affect
their comparable worth as a useful human resource.
The beyond-full-time gendered practice is considered ‘normal’ by both male
and female respondents of this study in the name of gender neutrality and
therefore no challenge or protest as such is forthcoming from the female
officers who somehow try to meet this demand, with extra hardship of course,
and try to act at par with their male counterparts. As narrated proudly by one
of the female officers, “I remember in my night duties, I used to take them
[children] along and they used to sleep in the car. And I did that because that
was what I wanted to do! I enjoyed doing that [work] and my husband
supported me in that”.
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6.2

Conclusions:

This research study purported to discern the barriers and obstructions in the
career path of the females which serve to impede their entry as well as their
upward progress in professional careers and due to which the number of
females, generally in the work force and especially in the highest echelons of
management, remains very low especially when viewed in the context of their
ratio in the world population. This minimal participation in the work force of
about half of the world’s population has been explained through the concept
of ‘occupational closure’ (Parkin, 1974) which predicating the professional
arena with purely masculine identity and ideology has served to deprive it of
valuable phenomenon of diversity in skills, attitudes and capacities. The
marginalization of feminine gender and their exclusion from the mainstream
economic activity is tantamount to wastage of precious human resource which
if managed properly and efficiently can extend a valuable contribution to the
world’s overall economic and social wellbeing.
A huge body of research exists on the topic of exclusion of female gender
from the formal work places. Evidently, the gender stereotypes in terms of
agentic versus communal characteristics of males and females have a
predominant role to play in creating a ‘difference barrier’ between sexes
where agency traits of men are considered a pre-requisite of success in top
management positions and communal qualities of women are regarded an
impediment in their professional career. This agency / communion divide has
been found to be forming a momentous panel of the ‘glass ceiling’ that the
career women have to face while climbing up the career ladder towards the
highest managerial positions.
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Various organizational practices have also been indicated as important
vehicles employed to restrict the entry of females in various professions and /
or hierarchical positions thereby serving to sustain and reinforce the skewed
gender ratios in the professional occupations.
Majority of the above research is seemingly focused to address the issue from
an ‘out-side perspective’ where the investigation of actual job performance of
the female managers to find out their own contribution towards creating and
perpetuating these stereotypes and resultant creation of barricades seems
conspicuously missing, leaving a gap which has been attempted to be filled in
by this research. An ‘inside-perspective’ of the issue has been attempted to be
captured by way of tracing the female career progression in comparison to
their male counterparts and identifying the processes peculiar to the female
career which actually reinforce the gender stereotypes and serve to hamper
their progression towards the higher positions.
The study thus aimed to map the female job performance, from the
perspective of performers as well as their performance evaluators, with a view
to find out whether women being internalized with differing gender-specific
social norms actually perceived and enacted their roles differently from their
male counterparts and fell short of the standards expected of their positions.
The role of performance evaluators (expected to be mostly males as occupants
of the higher positions) and their presupposed judgments in the shape of
gender stereotypes was also intended to be investigated. It was also the intent
of this study to isolate the variables that acted to moderate the female
performance and contributed to either support or hinder their progression
towards the ultimate positions of their career.
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The empirical data of the research returned almost no difference in the
perception and enactment of the managerial roles by both sexes thereby
validating the position in the literature that gendered social roles do not
necessarily spill over into the professional lives and incumbents actually
perform in accordance with their job requirements as inculcated through
formal and informal orientation provided by their organizations. The female
performance, in terms of their capabilities and skills, was not found to be
significantly divergent from their male colleagues however individual
differences in performances of both males and females were obvious which
were not considered to be contingent upon their specific gender.
The agentic / communal division on the basis of gender, as existed in the
literature, was not evident in the scores of male and female interviewees of
this study where both returned a high score on communal traits and mean
score of both agency and communal was higher in the case of female
participants. This trend could be attributed to the collectivistic cultural
traditions of the incumbents where communal traits assume primacy over
agency traits in contrast to the individualistic societies where the reverse is
considered true and is documented in the literature. The lack of a distinct
division on the basis of above gendered traits has been deemed responsible for
weakening the difference barrier across sexes in the context of this study
thereby dismantling the most significant panel of glass ceiling in the career
advancement of women.
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The glass ceiling has seemingly borne another shock due to a casual, off-thecuff approach to performance evaluation of the officers in CSS where an
objective, quantitative appraisal of the job holders is seriously lacking and a
qualifying level of assessment is bestowed to every individual, male or
female, without discrimination.
A female performance model has been conceptualized grounded in the
primary data of this study which clearly depicts a few gaps in the performance
of female officers, as compared to their male counterparts, and indicates
certain areas where the female officers do fall short of the expectations of
their evaluators. However, the important point to be noted, as revealed out of
the findings, is that the difference in performance of the male and female
officers is not at all due to any differences in the capabilities or capacities of
females to perform in comparison of their male counterparts; rather the
apparent deficiency in job performance is seemingly a function of their
gendered societal roles and duties which do not allow them to devote as much
time to their careers as men. The balancing act between domestic and
professional commitments on part of females with a conscious or unconscious
sense of priority towards their family responsibilities, female officers lose
ground on career front in terms of their reduced visibility, less variety of
experience and lesser professional development which, in turn, causes them to
losing mainstream and becoming out-grouped.
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Alarmingly, such factors go beyond affecting the career of an individual
woman and by way of formulating as well as perpetuating the stereotypes
about the performance of feminine gender as a whole tend to impact the
prospects of almost all the existing and aspiring career women alike.
It has further been witnessed in the empirical data of this study that cultural,
systemic and family support along with coping mechanism of female
professionals act as significant moderators of their performance where if
favorable, these factors can propel their career towards the desired heights and
if unfavorable can cause a serious harm to their career in terms of its
stagnation and even termination.

6.3

Recommendations:

There is a growing recognition of the worth of ‘human capital’ as a
competitive edge and its significant share towards the economic development
of a country. Human capital is considered closely linked with the economic
development as documented in a sizable body of literature: “Since human
capital is embodied knowledge and skills, and economic development
depends on advances in technological and scientific knowledge, development
presumably depends on the accumulation of human capital” (Becker, Murphy
& Tamura, 1994, p. 324). Evidently, the objective of optimum utilization of
the potential human capital is defeated if half of this resource is marginalized
by way of its exclusion from the formal work force. This study has therefore
contributed by investigating the phenomenon of underutilization of female
work force and delineating the underlying factors responsible for their
marginalization both from the perspective of the female performers and their
performance evaluators to find out what appropriate policy initiatives can be
contemplated to redress the situation.
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A lot of changes have occurred and duly noted in the literature as far as the
organizations, both public as well as private, are concerned. These changes
ranging from the technological advances to expanding consumer markets and
heightened competition to diverse human resources are gradually evolving as
a natural consequence of globalization. Diversity of work force, defined by
Equal Employment Opportunity Commission (EEOC) as differences in
gender, racioethnicity, and age, no longer remains an option but has become
the fact of life in today’s fast-paced global world.
Accordingly, working through diversity to the best of their advantage has
become a strategic imperative for many organizations that have an agenda to
profit from the expanding opportunities and reaping the full potential of this
vicissitude. Top five reasons for the pursuit of diversity management initiative
reported in a survey of Fortune 100 companies comprised: better utilization of
talent,

increased

marketplace

understanding,

enhanced

breadth

of

understanding in leadership positions, enhanced creativity and increased
quality of team problem-solving, in that order. A growing realization of
acquiring a sustainable competitive advantage through optimizing the
valuable human resources by way of diversity management is evident in the
agenda of successful organizations of today’s dynamic business world.
It has been realized during the course of this study, both from the secondary
as well as primary data analysis, that an appropriate response to deal with the
above phenomenal changes in the sphere of organizations, especially in terms
of growing heterogeneity of their work force, has not been initiated and the
policies remain almost the same as were in practice to cater the yesterday’s
homogenous work force.
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The policy initiatives like Equal employment Opportunities and Affirmative
Action meant to encourage the inclusion of marginalized sections, including
females, in the formal employment achieved the target up to a limited level
where they have succeeded to open the doors for the new entrants, however,
the climate of the work places has evidently remained unchanged and for the
most part unwelcoming for the new variety of workers. A lot of criticism has
been directed at the productivity of these interventions such as having a focus
on ‘normative and structural’ changes rather than targeting the ‘cultural
models dominant within organizations’ (Meyerson & Fletcher, 2000), due to
which they were not able to effectively challenge or alter the established
managerial practices that continued to favor masculine gender in
organizations. The fragmented nature of these interventions has also been
criticized for failing to create networks and synergies and thereby not being
able to cater the situated nature of organizational processes (Lombardo &
Meier, 2008 cited by Poggio, 2010).
The phenomenon of diversity, specifically gender diversity, is fast becoming
an inevitable reality for the organizations as an increasing number of female
workers are joining the formal work force both in the developed as well as the
developing world. Failing to respond to this unavoidable change by
maintaining a status quo in the policies and practices of organizations could
result in a loss of productivity as well as profitability due to the costs
associated to ‘diversity mismanagement’. A reported higher rate of
absenteeism and turnover among the female employees as compared to their
male counterparts is evidently a consequence of an unwelcoming and
unsupportive climate in the organizations and the costs associated with
substituting a well-developed and trained human resource is self-evident. A
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rational and logical approach in this context would be to take concrete steps
towards making diversity management a part of the strategic agenda of the
organizations with a view to not only avoiding the costs associated with
diversity mismanagement as documented in the relevant literature but also
making diverse perspectives and capabilities a competitive advantage for the
organizations in the long run.
The achievement of above feat would require a gradual and incremental
change in the overall policy framework ultimately aiming to do away with the
so called ‘gender neutral’ practices of organizations, which in effect are
framed more in keeping with a traditional ‘unencumbered’ male worker.
Gender neutrality of organizational practices and discourses needs to be
replaced with ‘gender sensitive’ interventions with a view to transforming the
unwelcoming and unsupportive work environment in to such conducive and
supportive climate wherein the heterogeneity of human capital is properly
catered and flourished. It may also be appropriate to consider customizing
human resource policies to individual needs or may be group needs (including
gender groups); which is not a far-fetched idea in the modern organizations
where already a few HR practices, such as compensation, is being
contemplated to be customized especially in the context of multinational
organizations.
In this connection, it may be pertinent to revisit a few gender neutral
practices, as noticed in the secondary as well as primary data of this study,
which are largely contributing to marginalization and/or alienation of females
from the formal work places and therefore need to be addressed:
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-

‘Face-time system’, for an instance, is an organizational practice
whereby physical presence is weighed more than the achievement of
performance targets. This system has created the practices of late
sittings and working overtime in the offices which although causing
inefficiencies and extra costs is considered a desirable feat and
rewarded by the organizations. Many countries have taken initiative in
this respect to regulate the working hours with a view to eliminating
organizational inefficiencies caused by longer working hours as well
as enabling the employees to strike a better balance between family
and work life. More so, because the gender-neutral practice requiring
‘24/7’ physical availability may be a feasible practice for an
‘unencumbered’ male worker but is understandably stressful for a
female worker with her additional obligations of domestic and care
responsibilities.
With the advent of technological advances, it is not very hard to make
concessions for the workers who require such assistance and allow
them an exemption from the physical presence with of course a proper
monitoring of their performance targets. This in turn would also
necessitate a change or amendment in the appraisal system for the
employees valuing and rewarding the achievement of performance
objectives rather than the number of hours worked.
Thus a properly regulated working hours supported by the use of
technology, as and when applicable, along with a performance
oriented assessment practice is recommended as an undoing of
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nonproductive ‘face-time system’. This would not only enable the
employees to maintain a work-family-life balance in general, but also
work to save a section of employees from undue hardship which could
result into their demotivation and alienation ultimately leading to
diseconomies of higher rates of absenteeism and turnover.
-

It is recommended that the practice of catering the heterogeneous work
force, comprising men and women, with a set of homogenous policies
and practices should be considered for revision and attempt should be
made to deal with the human resources in accordance with their lifecycle requirements. For example, women have to take leaves more
than their male counterparts when they are raising family (including
maternity leave) and that is usually the time when they may not be
giving their optimum productivity. This is mostly held against women
employees and is considered by the organizations as ‘choices of nonprofessional investment’ usually costing women in terms of their
professional growth and development (Loutfi, 2001, as cited by
Poggio, 2010). This gross gender-neutral attitude needs to be redressed
through an acknowledgement at the policy making level of the point
that the engagement in making and raising a family is not a personal
task of women detached from the level of society or community, rather
in the words of Mincer and Polachek (1974), “the foregone marketoriented human capital of mothers is a part of the price of acquiring
human capital in children; a price exacted by family life” (p. 107).
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It therefore needs to be considered that when women at a certain stage
of their life cycle are not able to give their full potential to their
professional life because they are engaged in another productive
activity of developing future human capital; an activity which is not
isolated rather contributing to the overall societal and economic
development, they should not be penalized but given a due regard and
acknowledgment of this job so that they do not feel guilty of missing
out on their professional front. Instead of penalizing women for this
activity by robbing them of the opportunities of professional growth
and development, they should be given due consideration and be
compensated for their lost time and opportunity cost.
The human resource policy of employee development could be
sensitized to the diverse requirements of heterogeneous work force so
that they offer their development plans with such timing and interval
and with such arrangements that females can make up for their lost
time and opportunity.
Moreover, females could also be provided with an option of re-entry in
to a career if they have to take a break on account of raising their
children; because it has been noticed from the assertions of the female
interviewees of this study that it is usually a span of few years that
women have to be totally committed to their family care
responsibilities. Once the children are grown up and can take care of
themselves, women are all the more willing and committed to pursue a
professional career so given a second chance, they can contribute their
bit in to the economic development of their country and give back to
the society to which they belong.
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-

A change in the overall culture of the organizations is needed where
the diverse capacities and perspectives are not only tolerated but
respected and valued for their diversity, in line with ‘complimentary –
contribution’
‘differing’

view of performance (Adler & Izraeli, 1988). A
requirement

should

not

be

frowned

upon

but

accommodated for the sake of long term productivity of employees in
the form of job satisfaction and commitment to the organization. In
order for them to be more productive, the sensitized policy
interventions like teleworking, flexible hours and parental leaves
should be made available to all employees regardless of gender
because all women might not require this concession and some men
may also be willing to avail such facilities. Moreover, a specific focus
on females might further strengthen the stereotypical segregation of
gender roles and domains thereby producing, in the words of Benshop
and Dooreward (1998), a “mummy track” which would again serve to
wrongly categorize the feminine gender as a homogenous group
ignoring the intra-group individual differences.
-

Last but not the least, the change initiatives should be customized to
the situated context of an organization operating in a particular cultural
perspective to make them more effective and ensuring their acceptance
by the all concerned. In addition to that, a strategic, holistic approach
towards diversity management in all the relevant policy areas, rather
than fragmented bits, would work better to introduce widespread
changes in the overall culture of the organizations that can be expected
to last for a longer period of time.
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6.4

Limitations:

The research has been conducted on a public sector organization of Pakistan
which is mainly constituted of managerial level positions therefore the
generalizability of findings may suffer from the following limitations besides
the cultural specificity:
a) The experiences of the female employees of private sector
organizations, in terms of pay structure, systemic support, work
environment and glass ceiling may be different from the public sector
employees studied in this research; and
b) The females working in non-managerial cadres may have to encounter
an entirely different type of work environment and associated set of
hurdles because lower cadre jobs (secretarial, clerical, labor etc.) do
not enjoy the same power dynamics as of managerial level jobs. With
a high index of power distance in Pakistan, the lack of power may in
fact elicit a totally different attitude and behavior of the bosses,
colleagues or even subordinates of female workers in addition to a
negative societal view of these lower level jobs.
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Chapter-7

Samenvatting
Het is evident dat gender gelijkheid een maatschappelijk vraagstuk is
geworden. Waar de vragen of man en vrouw gelijk zijn en gelijk beloond
moeten worden voor hetzelfde werk bijna kinderachtig lijken, zijn deze
vragen

onderwerp

van

wetenschappelijk

onderzoek

geworden.

De

significantie van deze vragen is nog toegenomen door het debat over de
waarde van diversiteit als een strategisch thema in organisaties (Richard 2000
cited by Zanoni 2010). Ondanks de introductie van verschillende
belangwekkende politieke verklaringen (Title IX of the Civil Rights Act in the
VS en CEDAW) worden vrouwen nog steeds geconfronteerd met
verschillende vormen van uitsluiting in het perspectief van gelijke rechten, die
invloed hebben op hun carrière mogelijkheden. De onzichtbare barrières zijn
bekend geworden onder de term ‘glazen plafond’ ( Carol Hymowitz and
Timothy Schellhardt 1986). Veel van deze factoren zijn objectief van aard,
maar een belangrijk deel verloopt via het proces van socialisatie met
betrekking tot opvattingen over mannen en vrouwen. Die socialisatie vraagt
aandacht voor het performance perspectief van mannen en vrouwen. Is het
mogelijk dat een deel van de ongelijkheid voortkomt uit de wijze waarop
mannen, maar vooral ook de vrouwen, zichzelf percipiëren onder invloed van
hun socialisatie? De vraag wordt dan relevant hoe en tot op welk niveau
gender stereotypen de performance van vrouwen beïnvloeden die in typische
mannen beroepen werken.
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Het vraagstuk van deze studie is universeel maar de studie zelf wordt
uitgevoerd in de context van Pakistan. Volgens de statistieken is de
participatie van vrouwen daar in de formele arbeidsmarkt zeer scheef in
vergelijking met mannen. Pakistan scoort een 135ste positie (uit 135) in de
gender gap index. Anderzijds heeft Pakistan een vrouwelijke premier gehad.
Een situatie die in veel landen nog ondenkbaar is.
In veel studies wordt gekozen voor een outsiders perspectief, waarbij externe
factoren gebruikt worden om de situatie te analyseren. In deze studie zullen
we vooral het insiders perspectief hanteren om factoren in beeld te brengen
die de situatie van vrouwen en het al dan niet bestaan van een glazen plafond
duiden. Deze studie beoogt zowel het insiders (vrouwen) perspectief als het
outsiders perspectief (visie van beoordelaars) in beeld te brengen om te
analyseren of het perspectief de carrière mogelijkheden bevordert of hindert.
Presteren vrouwen anders dan mannen in hun ogen en missen zij kwaliteiten
welke nodig zijn voor hun werk? De intentie is om naast de mogelijk niet door
vrouwen beïnvloedbare factoren in beeld te brengen, ook aandacht te besteden
aan die factoren die wel zijn te beïnvloeden door vrouwen en samenhangen
met hun eigen perspectief op hun werk. De specifiek Pakistaanse context
krijgt in dat perspectief ook aandacht.
De studie wordt uitgevoerd in verschillende afdelingen van de Federal Civil
Superior Services of Pakistan (CSS). De CSS is een grote organisatie in de
publieke

sector

waarin

twaalf

verschillende

beroepsgroepen

zijn

ondergebracht. In de organisatie werken 10% vrouwen waarbij de man-vrouw
verhoudingen op de afdelingen variëren op de werkvloer maar ook in
topmanagement posities.
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De uitgevoerde studie brengt enkele interessante gezichtspunten naar voren
omtrent de rol van vrouwen in uitvoerende betaalde functies en hun carrières
in management posities. Bovendien komt een aantal interessante verschillen
en overeenkomsten naar voren tussen de situatie in Pakistan en westerse
landen.
Survey data uit Amerika (1983-200) van de Amerikaanse overheid laten zien
dat vrouwen ongeveer 44% minder verdienen dan mannen. Ook in Europa
verdienen vrouwen minder dan mannen: gemiddeld 16%. Uit de studie blijkt
dat vrouwen in dienst van CSS evenveel verdienen als hun mannelijke
collega’s. Bovendien hebben ze recht op alle bijkomende secundaire
arbeidsvoorwaarden. Dit draagt bij aan de algemene tevredenheid van
vrouwen met hun baan en aan hun commitment voor hun professie.
Een belangrijke performance factor is de visie op autoriteit. Collard en
Reynolds (2005) geven aan dat macht en autoriteit, die door vrouwen worden
uitgeoefend, tot weerstand kunnen leiden bij mannen. De empirische
gegevens uit de studie tonen aan dat Pakistaanse mannen en vrouwen geen
moeite hebben met vrouwelijke leidinggevenden. Mensen tonen geen
weerstand en gehoorzamen de autoriteit behorende bij de functie en worden
niet beïnvloed door de gender factor. Daarbij speelt een rol dat weerstand
tegen autoriteit in alle gevallen gevolgd wordt door straf
In de literatuur wordt vaak een verschil gemaakt tussen mannen die een
individualistisch perspectief hebben op hun loopbaan en het perspectief van
vrouwen dat wordt gekarakteriseerd door hun oriëntatie op communale
(collectieve) kwaliteiten. De empirische data uit de studie geven echter aan
______________________________________________________________
PhD Dissertation: Female Career Advancement in the Workplace: A Performance Perspective

(Nighat Ansari,UU)

150

dat er veel overlap is tussen beide oriëntaties voor zowel mannen als vrouwen
en dat vrouwen zelfs sterk scoren op hun oriëntatie op een individualistische
loopbaan. Een mogelijke verklaring is de collectivistische cultuur van de
Pakistaanse samenleving als context variabele.
In veel studies is de werking zichtbaar van het glazen plafond in organisaties.
Opmerkelijk in deze studie is dat er sterke aanwijzingen zijn dat de werking
van het glazen plafond in de onderzochte organisatie niet plaatsvindt. Die
absentie wordt in de ogen van de geïnterviewde mannen

en vrouwen

toegeschreven aan de ogenschijnlijk ongehinderde mogelijkheden voor
vrouwen gedurende hun carrière. Het ontbreken van het glazen plafond is
onder andere waarneembaar in de zeer zichtbare representatie van vrouwen in
de hoogste echelons. Ook is de aanwezigheid van deze vrouwen groot in
relatie tot het potentieel van beschikbare vrouwen in de verschillende
departementen en vergelijkbaar met mannen. Gegeven de Pakistaanse context
als een collectieve samenleving roept dat de vraag op of een dergelijke
omgeving niet een goede voedingsbodem is voor de co-existentie met een
feministische cultuur (zie voor deze suggestie ook Ahrens 1980 en Ferguson
1987). Het is mogelijk dat een dergelijke cultuur de feministische waarden
meer ruimte geeft dan een individualistische cultuur.
De situatie in Pakistan kan beter geduid worden als een ‘labyrint’ dan als een
glazen plafond. Er is geen sprake van een glazen plafond, maar dat neemt niet
weg dat er een paar hordes te nemen zijn om tot een goede carrière te komen.
Meisjes hebben niet dezelfde kansen op onderwijs (zeker bij lage inkomens),
hoewel de situatie de laatste jaren sterk verbeterd is. Bovendien tonen de
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cijfers aan dat meisjes beter presteren tijdens hun schooltijd. Ten tweede
spelen de strikte regels voor gender rollen, waarbij huishoudelijke taken
voornamelijk aan vrouwen worden toegeschreven. Voor werkende vrouwen
geldt bovendien dat zij door hun omgeving zeer worden bekeken op het
uitvoeren van hun zorgtaken voor de gehele familie. Daardoor staan werkende
vrouwen onder voortdurende druk. Dat betekent ook dat keuzes voor extra
werkgerelateerde trainingen, veldbezoeken en nadere taakverrijkende- ,en
daarmee carrière bevorderende,

activiteiten moeilijk te combineren zijn.

Maar waar bovengenoemde factoren horden creëren voor vrouwen, creëert de
familie structuur ook kansen. De ‘extended’ familie structuur creëert ook een
context waarin anderen bijspringen om de vrouwelijke leden te stimuleren en
ondersteunen. (Schoon)familieleden helpen met huishoudelijke taken en
zorgtaken voor de kinderen. In de beter verdienende families worden ook
vaak bedienden ingehuurd.
De vrouwen in dit onderzoek zijn zich zeer bewust van deze situatie, maar
blijven hooggemotiveerd in tegenstelling tot de gegevens uit de onderzoeken
van Hakim (1966 en 2000) en Toley (2002 geciteerd door Gatrell 2011), die
rapporteren uit westerse data dat vrouwen onder deze omstandigheden minder
ambitieus en toegewijd zijn.
Waar uit de gegevens mogelijk geconcludeerd kan worden dat in deze situatie
sprake is van gender neutraliteit, blijkt vooral de professionele eis van
zichtbaarheid op het werk als een gender subtekst te werken.
Het is voor vrouwen, gezien hun vele extra taken voor de familie, moeilijker
zichtbare uren op het werk te maken dan voor mannen. Dit betekent niet dat
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ze minder werken, maar daar mogelijk wel op worden afgerekend omdat er
gerekend wordt met mogelijkheid steeds extra uren zichtbaar aanwezig te zijn.
De studie laat zien dat er nauwelijks verschil bestaat in de perceptie van
vrouwen en hun beoordelende mannen met betrekking tot hun functioneren
als managers. Het functioneren van vrouwen in termen van benodigde en
geconstateerde capaciteiten, wijkt niet af van die van hun mannelijke
meerderen of gelijken en waar deze verschillen optreden worden ze niet aan
gender gekoppeld.
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Annexure – A

Federal Government Employees
by
their BPS and Occupational / Functional Group
S.

Name of Group

No.

Basic Pay Scale (BPS)
17

18

19

20

21

22

Total

1

Commerce and Trade

39

79

45

25

4

0

192

2

Customs and Excise

143

187

122

58

19

0

529

3

District Management

202

134

93

264

102

0

795

4

Economists &Planners

52

63

24

10

2

1

152

5

Foreign Service

72

128

71

83

36

18

408

6

Income Tax

268

341

224

70

34

0

937

7

Information

47

91

56

16

0

215

8

Military lands & Cantt

7

20

18

6

0

0

51

9

Office Management

116

380

0

0

0

0

496

10

Pakistan Audit & Acct.

176

282

148

104

33

2

745

11

Police Service

156

209

167

128

46

8

714

12

Postal

78

53

40

12

6

0

189

13

Railways

37

46

21

10

1

0

115

14

Secretariat

0

0

279

79

44

14

416

1393

2013

1308

865

332

43

5954

Total

5

Source: Annual Statistical Bulletin of Federal Government Employees (2010-11)
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Federal Government Female Employees
by
their BPS and Occupational / Functional Group
S.

Name of Group

No.

Basic Pay Scale (BPS)
17

18

19

20

21

22

Total

1

Commerce and Trade

10

6

5

3

0

0

24

2

Customs and Excise

28

36

13

7

2

0

86

3

District Management

46

10

6

13

5

0

80

4

Economists &Planners

11

7

1

0

0

0

19

5

Foreign Service

12

10

3

5

7

3

40

6

Income Tax

53

61

27

13

5

0

159

7

Information

14

25

11

3

0

0

53

8

Military lands & Cantt

0

1

2

0

0

0

3

9

Office Management

15

23

0

0

0

0

38

10

Pakistan Audit & Acct.

29

18

13

11

3

0

74

11

Police Service

10

1

3

0

0

0

14

12

Postal

4

3

4

1

0

0

12

13

Railways

6

6

0

0

0

0

12

14

Secretariat

0

0

16

3

6

0

25

238

207

104

59

28

3

639

Total

Source: Annual Statistical Bulletin of Federal Government Employees (2010-11)

A Comparison of Female and male Numbers at various levels
Number of Females in Lower Level (Grade 17 & 18):

445

70%

Number of Females in Middle Level (Grade 19 & 20):

163

25.5%

Number of Females in Top management (Grade 21 & 22):

31

5%

Number of males in Lower Level (Grade 17 & 18):

2961

56%

Number of males in Middle Level (Grade 19 & 20):

2010

38%

Number of males in Top management (Grade 21 & 22):

344

6.5%
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Annexure – B
Semi Structured Interview Guide:
-

How did you choose to come in to this profession? (was it an independent
or influenced decision)

-

What competencies do you consider important for performing your
current job?

-

What do you like about your current job? Money, influence, power, sense
of achievement

-

How are the interpersonal relationships in your office? Do you trust your
boss/peers/subordinates? Do you think as a boss (or a peer or a
subordinate) you should be aware and understanding of the others’
problems?

-

Can (will) your boss influence/promote your career and help you reach the
top position? How?

-

Who is a better fit for this job? A male or a female.

-

Is it equal for a male and a female to progress in the career and reach the
top positions?

-

Why do you think there are so few (many) women in top positions in your
particular group?

-

How has the ‘female quota’ impacted jobs in your group /profession?

-

What is the performance evaluation process in your profession? (how
objective or subjective)

-

How do you describe the most suitable/eligible person (ideal) for this
particular profession / position?

-

How did you reach this top position? What helped (or hindered) your
advancement in your career?
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Annexure – C
Permission of the Authors to use the Tool for measuring Agentic/
Communal traits:

Here's a copy of our paper on values and two others measuring traits.
dp
On 11/07/12 11:00 PM, nighat ansari wrote:

Dear Professor Paulhus,

I am currently doing my PhD research on 'Female Career Progression in the
Work Place'; and my theoretical frame work includes Agency/Communion
elements of personality. I have come across the measure developed by your
good self and Professor Trapnell and I would like to use that in my research if
you kindly give me the permission to do so.
Thanking you and looking forward to your kind response,

With Best Regards,

Nighat Ansari
Assistant Professor,
IAS, University of the Punjab,
Lahore, Pakistan
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Annexure – D
Structured Questionnaire for measuring Agentic / Communal traits
Below are 24 different values that people rate of different importance in their
lives. FIRST READ THROUGH THE LIST to familiarize yourself with all
the values. While reading over the list, consider which ones tend to be most
important to you and which tend to be least important to you. After
familiarizing yourself with the list, rate the relative importance of each value
to you as “A GUIDING PRINCIPLE IN MY LIFE.” It is important to spread
your ratings out as best you can—be sure to use some numbers in the lower
range, some in the middle range, and some in the higher range. Avoid using
too many similar numbers. Work fairly quickly.

Not
Quite
Highly
Important to
Important to
Important to
Me
Me
Me
1- - - - -2- - - - - - -3- - - - -4- - - - - -5- - - - - -6- - - - - -7- - - - - - 8- - - - - 9
——(01) WEALTH (financially successful, prosperous)
——(02) PLEASURE (having one’s fill of life’s pleasures and enjoyments)
——(03) FORGIVENESS (pardoning others’ faults, being merciful)
——(04) INFLUENCE (having impact, influencing people and events)
——(05) TRUST (being true to one’s word, assuming good in others)
—— (06) COMPETENCE (displaying mastery, being capable, effective)
—— (07) HUMILITY (appreciating others, being modest about oneself)
—— (08) ACHIEVEMENT (reaching lofty goals)
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—— (09) ALTRUISM (helping others in need)
—— (10) AMBITION (high aspirations, seizing opportunities)
—— (11) LOYALTY (being faithful to friends, family, and group)
—— (12) POLITENESS (courtesy, good manners)
—— (13) POWER (control over others, dominance)
—— (14) HARMONY (good relations, balance, wholeness)
—— (15) EXCITEMENT (seeking adventure, risk, an exciting lifestyle)
—— (16) HONESTY (being genuine, sincere)
—— (17) COMPASSION (caring for others, displaying kindness)
—— (18) STATUS (high rank, wide respect)
—— (19) CIVILITY (being considerate and respectful toward others)
—— (20) AUTONOMY (independent, free of others’ control)
—— (21) EQUALITY (human rights and equal opportunity for all)
—— (22) RECOGNITION (becoming notable, famous, or admired)
—— (23) TRADITION (showing respect for family and cultural values)
—— (24) SUPERIORITY (defeating the competition, standing on top)

Gender:

Male / Female

Designation / Grade:

------------ ------------

Occupational Group:

------------ ------------

Length of Service:

- - - - - - - - - years
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