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Abstract:  
This thesis discusses gender equality in organizations’ human resource management 
(HRM) – a topic that’s importance has not decreased over time. Indeed, results from 
resent studies show that no country has yet achieved equality between men and 
women and gender inequalities still occur even in the most gender equal countries. 
This includes Nordic countries such as  Finland, where gender inequalities exist in 
form of gender pay gap and occupational gender segregation in the labour market. 
Existing theories suggest that much of these inequalities originate from work 
organizations and are closely attached to the existing HRM practices such as hiring 
and wage determination practices.  
 
The fact that gender inequalities continue to exist in spite of significant political and 
legislative efforts, underline the importance to create a deeper understanding of the 
underlying factors and structures that prevent equality between genders. The aim of 
this research is therefore to create a deeper understanding in barriers to creating 
gender equality in work organizations. Another aim is to increase awareness of this 
topic and produce knowledge that will complement the existing human resource 
management theories and gender studies. 
 
In order to provide a coherent overview to the research topic, this thesis represents a 
selection of existing theories and previous research data that can be seen as relevant 
for the topic. This body of literature consists of HRM theories and gender studies. 
Moreover, this thesis makes use of empirical data that was gathered through an 
embedded, single case study. The case study was carried out in a recruitment agency, 
located in the Helsinki metropolitan area. The data was gathered through qualitative 
interviews with nine organizational members. This data was complemented with 
multiple written documents, videos and personal observations. This data was analysed 
through a thematic analysis. The analysis was carried out through qualitative coding 
based on the theoretical framework. The analysis focused on Joan Acker’s (2006) 
theory of inequality regimes and four of the six barriers that, according to this theory, 
hinder increased gender equality in work organizations.   
 
The results of this study support Acker’s theory of inequality regimes by showing that 
four of the six equality barriers exist in the case organization. Indeed, the empirical 
results suggest that gender inequalities in opportunity for employment and equal pay 
are produced and maintained through the  existing HRM practices related to hiring, 
work requirements and wage setting produce and  strengthened through legitimation 
and  shared silence of gender. The findings show that these prevent the organization 
from achieving increased equality between genders. Based on the empirical data, the 
silence of gender is particularly strong in the organization. Breaking this silence 
therefore plays a key role in a successful gender equality work and more gender equal 
future.  
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1 INTRODUCTION 

1.1 Introduction to the research topic 

Establishing the fact that gender matter in organizations is said to be one of the most 
significant accomplishments of sociology in the last quarter of the 20th century (Reskin, 
2000). Studying gender in organizational context has increased during the last couple of 
decades (Alvesson and Due Billing, 1992) and today several researchers emphasize the 
gendered nature of organization. This has not always been the case. Indeed, until the 
1980’s the presence of gender in organizational life was overlooked by majority of 
organizational theories (Aaltio-Marjosola, 1994). Organizational studies understood 
organizations as gender neutral entities where actions, processes and practices were 
same and equal for all individuals, regardless the gender (Wills, 2001) These traditional 
organizational theories considered organizational member to be a gender neutral, 
universal worker – one without gender (Aaltio-Marjosola, 1994). 

It was first in the mid 1980’s when the gendered nature of organizations was truly 
acknowledged by the existing theories (Aaltio-Marjosola, 1994). It is today established 
that organizations are highly gendered entities where gender is present in various 
different ways. Existing theories suggest that gender is not only present as a simple 
number of male and female employees but as a gender bias that is embedded in 
organizations’ practices and processes (Acker, 2006; Alvesson and Due Billing, 1992; 
Korkeamäki and Kyyrä, 2006), culture (Aaltio-Marjosola, 1994; Alvesson and Due 
Billing, 2009) and power relations (Alvesson and Due Billing, 2009; Gherardi, 1995; 
Ragins and Winkel, 2011). These theories suggest that the daily activities and 
interactions in work organizations include gendered  expectations, meanings and 
identities that have different implications for men and women. Existing literature imply 
that the daily practices and interactions ‘produce gender’ in work organizations by 
continuously shaping shared understandings of gender and differences between men 
and women (Acker, 2006).  

This continuous ‘production of gender’ not only effect individuals understanding of 
gender but it also has a tendency to create gender based domination and subordination 
as well as advantage and exclusion. Indeed, these gender biased practices and processes 
effect men and women in very different ways and in many cases, create an unjustified 
advantage for men while subordinating women in work organizations (Eagly and Karau, 
2002; Heilman, 2012; Korkeamäki and Kyyrä, 2006; Koskinen Sandberg, 2017; Rivera, 
2017). Existing theories suggest that much of these inequalities are produced and 
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maintained in work organizations (Acker, 2006). According to previous research of Joan 
Acker (2006), gender based inequalities are produced and maintained through gender 
biased organizational practices, processes and meanings. Acker suggest that these work 
as barriers for gender equality, preventing work organizations from achieving increased 
equality between men and women.   

Acker’s (2006) argument is supported by the latest  global equality ranking that shows 
that equality between men and women is not yet achieved in the world. Indeed, it 
indicates that gender inequalities still exist even in the most gender equal countries such 
as Finland. Despite Finland’s long history as a promotor of equal rights, persistent 
inequalities exist in form of gender pay gap and occupational segregation in the labour 
market (Global Gender Gap Report, 2017). These inequalities are closely attached to the 
existing human resource management practices in organizations. Indeed, there is a 
growing evidence showing that gender inequalities occur in recruitment (Eagly and 
Karau, 2002; Ridgeway and Correy, 2004; Rivera, 2017) and wage setting (Figart, Mutari 
and Power, 2002; Kangasniemi and Kauhanen, 2013; Korkeamäki and Kyyrä, 2006; 
Koskinen Sandberg, 2017). 

1.2 Problem area 

As mentioned above, the recent global equality research show that gender inequalities 
exist even in the most gender equal countries such as Finland. According to this research, 
not even Finland has succeeded in closing the persistent gender gap in pay and uneven 
distribution in the labour market. This argument is supported by recent research data 
stating that gender inequalities occur in work organizations in form of hiring and wage 
setting. 

The fact that these gender inequalities occur despite significant legislative and political 
efforts underline the importance to understand barriers to creating gender equality in 
work organizations. Existing theories suggest that much of these inequalities originate 
in work organization which underlines the importance to study inequalities in work 
organizations in particular. In order to truly tackle the gender based disparities, it can be 
seen as essential to produce knowledge in the underlying factors and structures that 
prevent successful gender equality work in organizations.  

Based on the resent research data, two of the most persistent inequalities relate to gender 
pay gap and occupational gender segregation. Both of these can be seen as closely 
attached to organizational human management practices related to activities such as 
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hiring and wage setting. Whether these practices are gender equal have a major impact 
on the gender equality in the society at large (Fasang, 2006). Studying personnel 
practices, of all organizational processes, can therefore be seen as particularly essential. 

Another motivation to study this phenomenon is the economic aspect of it. Indeed, 
successful management of human resources has a shown to play strategic role in 
organization’s revenue, success and long-time competitive ability (Carless, 2009). The 
ability to acquire and retain the most talented individuals is an essential part of it.   
Moreover has research shown that applying appropriate personnel practices that 
increase gender diversity is beneficial for the organizations too. In fact, previous research 
has shown that homogeneous workforce i.e. the equal presence of both male and female 
workers have positive effects such as increased organizational performance (Frink et al., 
2003). This connection of appropriate HRM practices and organizational performance 
is something that increase the need to study the phenomenon in question. 

1.3 Research aim and contribution 

The aim of this research is to create a deeper understanding of gender equality in the 
existing human resource management practices and barriers to creating gender equality 
in work organizations. In addition to this, this study aims to increase awareness about 
gender inequalities. The objective is to produce knowledge and new insights in this 
phenomenon and that can be used to complement the existing theories in HRM and 
gender studies.  

This research is of interest for both academics and organizations. The results of this study 
can be used by academics for the purpose of future research. Furthermore, the results 
can be used in practice by different types of organizations who strive towards increased 
gender equality. Indeed, knowledge produced by this study can be used as a support for 
a sustainable gender equality work in organizations.   

 

1.4 Research questions 

In order to achieve to above mentioned objectives, this thesis seeks to answer the 
following research questions: 

Research question 1: What kind of human resource management practices are used in 
organization A?  
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Research question 2: Do these practices hinder gender equality in organization A? 

1.5 Limitations 

As mentioned above, this study aims to understand whether and how the existing HRM 
practices and processes prevents an increased gender equality within the organization.  
The thesis does not seek to explain the underlying reasons for existing gender equalities. 
The possible reasons behind these inequalities are therefore left outside the scope of this 
research.  

The focus of this research lies on the existing HRM practices such as hiring and wage 
setting practices. As a researcher I do acknowledge that gender equality is closely 
attached to the external context of the organization and effected by factors such as related 
political climate and national culture (Aaltio-Marjosola, 1994; Alvesson and Due Billing, 
2009). These characteristics of the external environment of the organization are not 
discussed by this research. Furthermore, gender equality may be effected by multiple 
internal characteristics of the organization. This research focus on investigating the 
existing HRM practices only, and therefore disregard the possible impact of other 
organizational characteristics.  

Existing theories emphasizes the fact that women and men are not homogeneous groups 
but instead, these groups include great variation in terms of characteristics such as class, 
race, age and sexual orientation. These other characteristics, alongside the physical 
gender, create basis for existing inequalities in work organizations. (Acker 2006). These 
other basis for inequality fall outside the scope of this research. In order to serve the 
purpose of this research, this thesis will study the existing HRM practices from a general 
gender perspective. This means that this study therefore does not take into account the 
variation within these groups but instead treat men and women as homogeneous groups. 

1.6 Key definitions 

In this particular thesis, the concept of human resource management (HRM) refers to a 
selection of activities, practices and processes used for managing people and work in a 
particular direction in organizations. These HRM practices consist of acquiring, 
retaining and managing organization’s personnel resources. (Boxall, Purcell and Wright, 
2007) 

Recruitment practices is part of micro level human resource management and consist of 
two sets of activities: recruitment and selection activities. Recruitment consist of 
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practices that aim to identify, attract and acquire individuals who possess the skills, 
knowledge and other abilities that meet the human resource needs of the organization. 
Recruitment practice’s purpose is to create a pool of qualified applicants. Selection 
process refers to the latter part of a recruitment process. During the selection process the 
number of applicants are pared down with the purpose of identifying the applicant who, 
in the best possible way, meets the requirements of a given job. (Beardwell, Holden and 
Claydon, 2004). 

This paper makes a distinction between gender and sex. Sex is considered as a physical 
attribute, a physical difference between men and women.  Gender is socially constructed 
and consists of behavioural patterns and shared understandings regarding the 
differences between men and women. What is considered as feminine or masculine is 
therefore not only determined by the physical sex of a person. Shared understanding of 
a gender is closely attached to culture and therefore constantly changing. It is a result of 
various different factors such as language, rituals, symbolism, value systems, dress, 
patterns of belief and physical artefacts (Helms Mills and Mills, 2000). Although it is 
acknowledged that women and men are not two homogeneous groups, in this paper, 
what is referred as feminine or masculine is what the existing theories consider to be 
common for women and men.  

Defining inequality can be seen as highly important in this thesis. In these paper 
inequalities in organizations are defined as “systematic disparities between participants 
in power and control over goals, resources and outcomes; workplace decisions such as 
how to organize work; opportunities for promotion and interesting work; security in 
employment and benefits; pay and other monetary rewards; respect; and pleasures in 
work and work relations” (Acker 2006, p. 443). 

Another central concept of this thesis regards gender segregation. Gender based 
segregation in organizations can be both horizontal and vertical.  Horizontal 
segmentation describes the separation of gender on the different hierarchical levels 
within the organization. In this paper focus on the vertical gender based segmentation 
i.e. separation of genders between different occupational groups or divisions within the 
organization. (Aalio-Marjosola, 1994).  
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1.7 Structure 

This thesis consists of six chapters. This first chapter included a representation of the 
research topic as well as problem area, aim and limitations of this paper. The second 
chapter of the thesis gives a more comprehensive overview of the research topic and 
theoretical framework of this thesis. This chapter consist of a selection of existing 
theories in human resource management, gender studies and previous research in 
gender inequalities in organizations. This will be followed by chapter three which will 
discuss the research design and methods that are used for data collection. In chapter 
four, the results of this study are represented and analysed in the light of the theoretical 
framework represented in chapter two. Chapter five will discuss of the key findings of 
this study and managerial implications these findings have. Moreover this chapter 
discuss the limitations of this study and suggestions for future research. Finally, the 
thesis will end with a brief summarization of the key conclusions of this particular study. 

 
 
 
 
            

 

      
      
      
      
      
      
      
    

 

Figure 1 Structure of the thesis 
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2 LITERATURE REVIEW 

This literature review introduces a selection of existing theories that can be considered 
as most relevant in the light of the research topic of this paper. The literature review 
consists of five subchapters. First subchapter discusses the existing theories of human 
resource management (HRM) with a special focus on micro politics of HRM: 
recruitment, wage setting and work-family reconciliation. This will be followed by a 
subchapter presenting central theories in gender studies. The third subchapter 
describes how gender inequalities take place in work organizations. The fourth chapter 
represents Joan Acker’s (2006) theory about inequality regimes that produce and 
maintain these inequalities. This theory of Acker will be used as the main theoretical 
framework for the analysis in chapter four.  The fifth subchapter will summarize the 
main theories discussed in this chapter.  
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2.1 Human resource management (HRM) 

Human resource management (HRM) exist, in one way or another, in all organizations 
where people are involved in organizational activities. HRM refers to activities, practices 
and processes that are used for managing work and people towards desired goals. These 
practices and processes relate to acquiring, retaining and managing organization’s 
personnel resources. (Boxall, Purcell and Wright, 2007) 

HRM practices do not emerge in a vacuum but are strongly attached to the organizational 
context. Certainly, existing HRM practices are strongly affected by different factors in 
organization’s external environment and can be seen as a result of its market, political, 
institutional and social environment (Thompson and Harley, 2007). Even though HRM 
exist in all organization, the nature of these processes tend to vary depending on the 
organizational context. (Boxall, Purcell and Wright, 2007) 

Thompson and Harley (2007) suggest that there has been a resent change in how 
organizations manage their human resources. They state that the current, highly 
competitive, economic system, has increased the pressure for organizations to manage 
their human resources in a more strategic way.  In this increasingly competitive 
environment the role of highly skilled and engaged employees for organizational success 
has become highlighted. It has become evident that human resources, in form on human 
capital skills, knowledge and attitudes of the organizational members, play a central role 
in organization’s long term competitiveness (Boxall, Purcell and Wright, 2007). This has 
influenced the current HRM trends and shifted the focus from controlling employees 
towards increasingly strategic HRM that aims to increase the engagement and 
motivation of the employees (Boxall, Purcell and Wright, 2007).  

According to the existing literature, the objectives of organizations HRM activities are 
both economic and socio-political in nature (Boxall, 2007). When it comes to economic 
goals, cost efficiency is the fundamental economic driver of HRM. This objective refers 
to organization’s ability to provide skilled and highly productive employees who work 
towards the organization’s goal in a cost efficient manner. Cost efficiency also refers to 
HRM practices that allow flexibility in terms of human resources in case of a changed 
market situation (Boxall, 2007) In addition to the economic goals, HRM activities aim to 
achieve social legitimacy and managerial autonomy. Socially legitimate HRM are 
adapted to the characteristics of a particular industry as well as local legislation and 
social norms of the society. Social legitimacy can be seen as crucial for organization’s 
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survival as it gives it access to society’s resources and support. The objective of 
managerial autonomy refers organization’s power over its external environment. This 
power is considered as strong when market is not strongly regulated by institutions. 
When operating in markets with demanding market regulations and strong labour 
unions and other institutions the managerial autonomy is often weak. (Boxall, 2007) 

Organization’s HRM can be divided into three different subdomains depending on the 
scope of these activities: micro level, strategic and international HRM. Micro level HRM 
includes sub functions of organization’s overall HR policy. These individual practices 
concern managing small groups of individuals such as recruitment, training, 
performance management and career development. The content of micro level HRM will 
be discussed in detail in the following sub chapters of this paper. Strategic human 
resource management refers to analysing the micro level practices in organizational 
level. This emphasizes the importance of alignment between HRM strategies of different 
business units and the common goals and strategy of the organization. Strategic human 
resource management suggest that, in order to assure competitive advantage, HRM 
should be integrated into all parts of organizational strategy. (Boxall, Purcell and Wright, 
2007) International HRM concerns organizations operating internationally and focus 
on the consistence of organizations HRM practices and adapting these to both industrial 
and cultural characteristics of international markets where the organizational operates 
(Björkman, Morris and Stahl, 2012). The focus of this thesis will lie on the micro level of 
HRM. All these three scopes of HRM, together with the focus on micro level HRM, are 
illustrated below in the figure three. 
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Figure 3 Three scopes of organization’s human resource management 
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attract and acquire new, qualified employees that meet the human resource needs of the 
organization. (Beardwell, Londen and Claydon, 2004). Concepts of recruitment and 
selection are often used synonymously but Orlitzky (2007) makes a distinction between 
these two HR functions. According to him, recruitment practices aim to expand the pool 
of potential candidates whereas selection only refers to the process of paring down the 
number of applicants. The structure of a recruitment and selection processes are 
illustrated in the figure below. 

 

 

 

 

 

 

 

 

 

 

 

 

Figure 4 Recruitment and selection process, adapted from Beardwell, Holden and 
Claydon (2004, pp. 205-2018) 
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2.1.2.1 Recruitment process 

Recruitment process consists of activities that aim to identify and attract the qualified 
applicants in the labour market- This starts with the identification of a recruitment need 
(Beardwell, Holden and Claydon, 2004) and followed by activities that aim to attract 
suitable individuals through sourcing and advertising the open position through 
different recruitment channels. (Orlitzky, 2007).  

Identification of a recruitment need 

New recruitment process traditionally starts with an identification of a recruitment need. 
This need to recruit personnel is usually authorized by management with a careful 
consideration of both validity and cost of acquiring new personnel. The decision to 
recruit is often initiated by operational or strategic motives. This motivation is often 
attached to  increased human resources need from the operations part and sustaining 
the long term development organization’s human resources. (Beardwell, Holden and 
Claydon, 2004) 

Job analysis and description 

The authorization of a recruitment need is often followed by a conduction of a specified 
description of the particular job that will be filled. This description specifies the main  job 
tasks and responsibilities that are attached to a particular role. This detailed description 
of different characteristics of a job will form the foundation of the selection criteria which 
will be used in order to identify the most suitable applicant for the position. (Beardwell, 
Holden and Claydon, 2004) 

Person specification framework 

The detailed description of a particular job creates the foundation for a person 
specification framework. Person specification refer to identification of skills and 
personal characteristics that a person ought to possess in order to successfully carry out 
a particular job. This framework consists of skills, knowledge, personal attributes and 
other personal characteristics and qualifications. These characteristics can be further 
categorized into so called key competences that are required and additional 
characteristics that are seen beneficial but less essential. Creating a person specification 
framework is an important in the recruitment process since it creates both clear and 
legitimate evaluation criteria that is used for guidance when selecting the most suitable 
candidates. The person specification framework effects every other step in the 
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recruitment process from the job advert to the final recruitment decision. (Beardwell, 
Holden and Claydon, 2004). 

Attraction 

Organizations tend to use numerous methods to create awareness and attract individuals 
in the labour market to apply for an open position. The choice of a suitable method is 
traditionally determined by the importance of the open position from the perspective of 
the organization. Qualified individuals can be acquired through formal and informal 
social networks, advertising in various channels and with the help of external assistance 
such as head-hunters and career services. (Beardwell, Holden and Claydon, 2004) 

The purpose of a job advertisement is two folded: it is used attract the ideal candidates 
who fill the personnel needs of the organization but it also aims to discourage disqualified 
individuals from applying the job. It therefore aims to increase the number of qualified 
applicants and limit the number of unsuitable ones. The job advert can be published and 
spread on the labour market through the traditional and/or electronical channels that, 
in the best possible way, reaches the ideal candidates. (Beardwell, Holden and Claydon, 
2004) 

Application and CV 

Today the majority of recruitment processes are carried out electronically. These 
processes make use of electronic methods throughout the whole recruitment process: the 
job advert is published online, applications are sent electronically and most of the 
communication between the parties is conducted by email. (Beardwell, Holden and 
Claydon, 2004) 

Organization may use predesigned application forms that can be filled by the applicants 
where the crucial information about the applicant will be filled. Traditionally this regards 
the applicant’s education and previous work experience but it may also regard 
competence based questions where the applicant describes how he/she has acted in 
different situations. Information that is received through applications and applicants’ 
CVs are compared with the characteristics in person specification framework in order to 
identify the applicants who meet the requirements of the ideal candidate. (Beardwell, 
Holden and Claydon, 2004) 
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2.1.2.2 Selection process 

As mentioned before, acquiring the people with right set of skills and knowledge is 
essential for the organization’s ability to achieve its goals. Successful selection process 
plays a key role in this process. Selection process refers to use of different methods with 
the aim of identifying the most suitable candidates in the eyes of the organization. 
(Beardwell, Holden and Claydon, 2004)      

Screening 

After acquiring a pool of qualified applicants, the next step is to categorize these 
candidates based on their suitability for a particular job. The categorization to potential 
and non-potential candidates is done by comparing the person specification framework 
to applicant’s CV and application letter. This can be done either manually or 
electronically. The electronical shortlisting decreases the subjective evaluation of the 
recruiter which is often attached to the manual shortlisting. (Beardwell, Holden and 
Claydon, 2004) 

Selection methods 

The selection process often starts with an identification of the selection methods that in 
the best possible way measure candidate’s ability to meet requirements of a job. It is 
rather common to use more than one selection method in order to complement each 
other, since all methods have their strengths and weaknesses (Beardwell, Holden and 
Claydon, 2004). 

Interview is one of the most widely used selection method.  Interviews can be conducted 
with group of applicants or individually with one applicant. These can be carried out 
personally or by phone or Skype. Existing theories emphasize that interviews serve two 
purposes. First, interviews allow the recruiter obtain job-related information regarding 
the applicant’s behaviour and personal characteristics through verbal and non-verbal 
communication. Secondly, the applicant receives information about the particular 
position and organization in question. (O’Meara and Petzall, 2013) 

Interviews, have been criticized for their lack of objectivity and being highly effected by 
both cultural norms and personal values of the interviewer. One example of this is so 
called halo effect where the selection decision is strongly affected by the interviewers self-
identification and the interviewer select the applicants who are similar to oneself. 
Moreover, interviews entail the risk of resulting in decisions based on stereotypes related 
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to applicants age, gender, race, sex or nationality. This can be seen as highly problematic: 
not only are interviews one of the most often used selection methods, but in the 
discrimination that may take place in this stage is most difficult to influence or control. 
(Windolf, 1986). 

The criticism towards interview as a selection method has led to an increased use of tests 
for selection purposes (Beardwell, Holden and Claydon, 2004). Test can be used to 
overcome the subjectivity of interviews and allow more objective evaluation the 
applicant’s competence (O’Meara and Petzall, 2013). The most commonly used test for 
selection purposes are ability and aptitude tests, intelligence tests and personality 
questionnaires (Beardwell, Holden and Claydon, 2004). As objective as they are, even 
tests have received a fair share of criticism related to validity and reliability of personality 
tests (Beardwell, Holden and Claydon, 2004). Existing theories emphasize the 
importance to use multiple assessment tools during the selection process: test should not 
be used as a single selection method but they should be combined with other assessment 
tools such as interviews and references in order to create a coherent picture of the 
applicant (O’Meara and Petzall, 2013). 

References are often used for the purpose of receiving information from external parties 
about the applicant’s character, background and previous performance. Referent is often 
applicant’s previous employer, colleague or teacher (Beardwell, Holden and Claydon, 
2004). According to O’Meara  and Petzall (2013) even reliability of references checks as  
selection methods can be questioned due to the fact that applicants choose their own 
references and tend to select referees who will provide their best recommendations.  

Another selection method is job simulation where the applicant’s performance is 
evaluated in a real work situation for example through a role-play interview. In addition 
to this for example assessment centres may can be used in order to observe applicant’s 
behaviour in a group exercise situation. (Beardwell, Holden and Claydon, 2004) 

The selection methods that are used tend to vary and not all methods are always applied 
for a single recruitment process. The choice of a selection method is often based on four 
different factors: accuracy, hierarchical level of position, common practice and cost 
efficiency. When it comes to accuracy it is important to consider the validity and 
reliability of the chosen selection method. Validity refers to method’s ability to measure 
the variable that it is intended to measure whereas reliability describes method’s ability 
to give consistent results over time. Moreover, existing theories state that the selection 
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method should be suited for the hierarchical level of the open position and more 
resources should be used for selection process for a position with considerable influence 
and power. (Beardwell, Holden and Claydon, 2004) 

Recruitment decision 

The final recruitment decision will be done by comparing the final candidates with the 
predetermined person specification framework. (Beardwell, Holden and Claydon, 2004) 

 

2.1.3 Wage setting practices 

Wage is defined as a payment for a performance of a worker. Wages occur in various 
different forms. They can be time-based and fixed, based on a particular rate per hour or 
output-based and based on performance (Graham and Bennett, 1998). Performance 
based salary can be based on individual, team and organizational performance.  Wage 
setting practices tend to follow industry specific traditions. Indeed, performance based 
wage based on piece rates and reward rates are often used in blue-collar industries 
whereas bonuses are used in white-collar industry. (Kangasniemi and Kauhanen, 2013).  

Terms and conditions related to salary and rewards can be pre-set and standardized but 
they can also be individualized and decided case-by-case. In case the salary is negotiated, 
these negotiations often place salary in the final stages of the recruitment process. 
(Beardwell, Holden and Claydon, 2004) Even though salary is often negotiated between 
the applicant and the organization, wage setting is regulated by legislation in many 
countries (Graham and Bennett, 1998). 

 

2.1.4 Reconciliation of work and family 

Work-family balance (WFB) refers to individual’s ability to combine the roles of working 
employee and family related roles of a spouse and a parent and cope with the demands 
and responsibilities that are attached to these roles (Adisa, Gbadamosi and Osabutey, 
2016). Existing literature underlines the fact that work has a far-reaching impact the 
employees personal life – one that effects one’s perceived WFB (Milkie and Peltola, 
1990). Previous research suggest that job characteristics pay a key role in this. Indeed, 
especially the average length of the working days and level of autonomy that the 
employee has on his job both have a significant impact on the perceived WFB (Hecht, 
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2001; Keene and Quadagno, 2004). According to Hecht (2001) limited flexibility of the 
job tasks has a negative effect on WFB as it strengthens the feeling of role conflict. Lack 
of flexibility and autonomy tend to create a feeling of collision of the role one has as an 
employee and family related roles of a parent and/or a spouse. Long working hours, on 
the other hand, tend to increase the feeling of role overload i.e. feeling of not being able 
to meet the demands that are attached to roles as an employee and spouse and/or a 
parent. (Hecht, 2001). According to previous research reduced working hours, flexible 
working hours and ability to work from home play a key role in achieving an increased 
balance of WFB (Adisa, Gbadamosi and Osabutey, 2016). 

Another factor that has proven to affect the perceived WFB is the division of paid and 
unpaid work (Adisa, Gbadamosi and Osabutey, 2016; Milkie and Peltonen, 1999). 
Previous research indicates that the division of paid and unpaid work is slowly 
converging, and men are doing less paid and more unpaid work while the presence of 
women in the labour market has increased (England, 2010). However, traditional 
division of paid and unpaid work still apply and women are often carrying the main 
responsibility of domestic work related to household and child care (Bygren, Gähler and 
Nermo, 2004). These family related responsibilities increase the total number of 
competing demands for women and result in increased struggle in WFB for women 
compared to men (Milkie and Peltonen, 1999). Even though division of paid and unpaid 
work has shown to be closely attached to cultural characteristics and governmental 
practices, the traditional division of labour applies even Nordic countries where gender 
equality is one of the highest in the world and existing practices encourage gender equal 
parental leave (Bygren, Gähler and Nermo, 2004) 

Imbalance of work and family life is experienced especially by mothers of young children 
(Adisa, Gbadamosi and Osabutey, 2016; Milkie and Peltonen, 1999). According to Milkie 
and Peltonen (1999) mothers of young children experience great emotional distress 
when being away from their children. This is closely attached to the traditional cultural 
expectations of motherhood and the fact that women traditionally take more 
responsibility of child care compared to fathers in similar family situation. Women 
experience greater lack of WFB when not meeting perceived family demands due to work 
related demands. For men, on the other hand, increased lack of WFB is caused by 
sacrifices made at work- not the ones made at home. (Milkie and Peltonen, 1999) 
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2.2 Gender in organization 

Presence of gender in organizational life has received increased attention during the last 
couple of decades (Alvesson and Due Billing, 1992) and gender aspects have become 
widely acknowledged in social science (Acker, 1992b). This can be seen as a result of 
several factors, one of which is the feminist movement that evoked the need to increase 
the understanding of gender based domination and subordination in work places (Acker, 
1992b).  

Despite the wide use of the word “gender”, researchers have had different 
understandings of its meaning. Indeed, for a long time, gender was considered as 
synonymous for physical sex of an individual. This understanding has evolved over time 
alongside with increased knowledge in gender. Indeed, in the more resent meaning of 
the word, gender refers to socially produced differences between men and women and 
understandings of feminine and masculine. (Acker, 1992b) Whereas sex is biologically 
given characteristic, gender is intangible and socially constructed (Acker, 1992a). 

As the meaning of the word itself, even the understanding of gender in organizational life 
has developed over time. Indeed, for a long time, organizations were considered as 
gender neutral entities where gender aspects or physical gender of the individual did not 
play any role. These traditional organizational theories described organizational 
phenomenon from a gender-neutral perspective that overlooked gender aspects. These 
theories saw the organizational member as a universal worker: one that did not have a 
gender. (Wills, 2001)  

It was first in the middle of 1980’s when this gender-neutral view was truly challenged 
and the gendered nature of organizations became widely acknowledged (Aaltio-
Marjosola, 1994). Unlike the traditional organizational studies, these theories consider 
organizations as deeply gendered. According to these theories gender is present in all 
institutions (1992b) and work organizations (Acker, 1992a) in form of daily activities and 
interactions and embedded in the existing practices, processes, images and ideologies. 
Gender is understood as a part of the organization’s DNA and deeply integrated in 
various aspects of social life including processes and practices (Acker 2006; Figart, 
Mutari and Power, 2002; Kangasniemi and Kauhanen, 2013; Korkeamäki and Kyyrä, 
2006; Koskinen Sandberg, 2017; Ridgeway and Correy, 2004; Rivera, 2017), culture 
(Aaltio-Marjosola, 1994; Alvesson and Due Billing, 2009; Gherardi, 1995) and power 
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relations (Alvesson and Due Billing, 2009; Eagly and Karau, 2002; Gherardi, 1995; 
Ragins and Winkel, 2011) 

Increased popularity of gender studies has led to increased understanding of gendered 
organizational reality. Indeed, previous research suggests that both genders are often not 
equally present in work organizations, which tend to be more masculine than feminine 
in nature.  In many organizations the existing values, images and assumptions include 
gender bias which favour masculine characters and prioritize men over women. This is 
something that creates persistence of male advantage and subordination of women in 
many organizations (Aaltio-Marjosola, 1994; Acker, 1994; Eagly and Karau, 2002; 
Heilman, 2012). Indeed, previous research has shown that gender based discrimination 
exist in work organizations related to pay (Acker, 1991; Kangasniemi and Kauhanen, 
2013; Korkeamäki and Kyyrä, 2006; Koskinen Sandberg, 2017) and hiring (Acker 1994; 
Eagly and Karau, 2002; Heilman, 2012; Ridgeway and Correy, 2004; Rivera, 2017). 

 

2.2.1 Gendering practices and processes 

According to the existing theories, both institutions (Acker, 1992b; Rivera, 2017) and 
work organizations (Acker, 1992a; Ridgeway and Correy, 2004) have central roles in the 
formulation of shared understandings of gender. Certainly, previous research suggests 
that organizational environment, including daily interactions, practices and processes, 
has a major impact on how organizational members understand gender and differences 
between men and women (Acker, 1992a; Aaltio-Marjosola, 1994; Gherardi, 1995; Rivera, 
2o17). This shared understanding of gender is by no means static but constantly changing 
through interactions between individuals and existing practices and processes (Acker, 
2006). 

These gendering processes that continuously shape individuals view on gender, have 
been discussed by authors such as Joan Acker. According to Acker (1992a) gender is 
closely attached to all organizations and practices and processes within them. She 
suggests that the existing practices, processes as well as daily activities and interactions 
between individuals include an underlying gender bias. This gender bias, in form of 
embedded gendered assumptions and meanings, “do gender” in work organizations by 
shaping shared understandings of gender (Acker, 1990). These gendered practices and 
patterns affect individuals understanding of gender and as a continuous process, 
maintain and reproduce these understandings.  
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The gendering nature or organizational practices is not always easy to identify since the 
visibility of these practices tend to vary. According Acker (1992a) the gendering process 
can take place through both gender-explicit and gender-neutral practices. These 
practices implicate gender in various ways. Processes that are gender-explicit are directly 
connected to gender and consist of practices which formally produce gender segregation, 
wages, hierarchies and power. When it comes to these practices, the gendered factor is 
rather easy to identify. Gender-neutral practices are not directly related to gender are 
less explicit and not directly related to gender. However, these practices may have 
unexpected implications related to gender such as gender segregation. (Acker, 1994)  

Gendering actions can be both intentional and unintentional. However, Acker (1994) 
suggests that organizations are often unaware of the gendering consequences of the 
existing practices and processes. Indeed, according to Acker, even organizations with 
explicit gender equality and diversity objectives include gender bias that may affect men 
and women in different ways (Acker, 2006). 

 

2.2.2 Gendering organizational culture 

According to existing literature, individual’s understanding of gender is not only affected 
by organizational practices and processes, but by organizational culture too (Aaltio-
Marjosola, 1994; Alvesson and Due Billing, 2009; Gherardi 1995). Organizational culture 
consists of different cultural meanings, ideas and symbols that are shared by 
organizational members (Alvesson, 2002).  These cultural elements are manifested 
through organizational rituals, artefacts and metaphors (Alvesson and Due Billing, 
2009).  

Existing theories suggest that organizational culture include particular assumptions, 
identities, values and ideas about gender which are embedded in organizational practices 
and cultural artefacts. Through a continuous process these are continuously shaping 
shared understandings of gender within the organization. (Aaltio-Marjosola, 1994; 
Alvesson and Due Billing, 2009). Gendered meanings and expectations are not solely 
produced within the organizational boundaries but they also reflect the values and ideas 
of the surrounding society (Aaltio-Marjosola, 1994) and characteristics of both industrial 
and national culture (Alvesson and Due Billing, 2009).  
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Previous research of Iiris Aaltio-Marjosola (1994), suggest that many of these 
understandings that are created and supported by organizational culture strengthen 
existing gender stereotypes. According to Aaltio-Marjosola, cultural values, meanings 
and images include assumptions and expectations that strengthen gender differences 
and use female and male bodies as representatives of particular values. Embedded in the 
daily interaction, these cultural characteristics reproduce stereotypes based on 
characteristics that are traditionally attached either male and female character. 

These gender stereotypes are manifested through various cultural artefacts such as 
heroes and success stories. Such artefacts form the image of an ideal organizational 
member that set particular expectations for preferred gendered behaviour and personal 
characteristics. These expectations are often reflected by organizational practices that 
have different implications for men and women. One example of this is cultural artefacts 
which impact practices related to performance evaluation and favour particular 
characteristics and behaviour. (Aaltio-Marjosola, 1994) 

 

2.2.3 Gendered order of power 

Previous research has shown that gender is not only embedded in the organizational 
practices and culture but power relations too. Indeed, existing literature state that gender 
is embedded in the existing power relations and affect power distribution in work 
organizations (Alvesson and Due Billing, 2009; Gherardi, 1995; Ragins and Winkel, 
2011). Alvesson and Due Billing (2009) describe the organizational power structures as 
complex relations between organizational members that enhance particular distribution 
of power between individuals and groups.  

These power structures and different patterns of power distribution are closely attached 
to perceptions of gender and gendered behaviour. Gender can be seen as a symbol of 
power that is embedded in the order of power in work organizations that tend to favour 
certain gendered behaviour and characteristics and tend to prioritize one gender over 
the other (Gherardi, 1995). Large number of previous research suggest that this favoured 
gender is often a male one. Indeed, existing power order in work organization tend to 
allocate most of the power in traditionally male dominated positions in higher levels of 
the hierarchy and less power in female dominated positions (Eagly and Karau, 2002; 
Alvesson and Due Billing, 2009).  
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This development of power relations in organizations, as previous research show, is 
closely attached to assumptions related to stereotypical gender roles. Existing theories 
suggest that traditional feminine characteristics such as compassion, warmth and 
nurturance are traditionally being connected to lack of competence (Fiske et al., 
2002),power and authority (Gherardi, 1995; Ragins and Winkel, 2011; Ridgeway and 
Correy, 2004). Stereotypical masculine characteristics such as self-confidence and 
individuality, on the contrary, are often attached to strength and power and prioritized 
in many organizations (Gherardi, 1995; Regins and Winkel 2011). These stereotypes are 
also used to legitimate male dominance in powerful positions (Gherardi, 1995; Eagly and 
Karau, 2002). 

 

2.3 Gender inequalities in work organizations 

Recent studies suggest that despite both political and legislative efforts, gender 
inequality has not yet been achieved in the world. This includes even in Finland, which 
has a long tradition of being one of the most highly ranked countries in gender equality. 
Indeed, closer investigation of recent equality ranking shows that these gender 
inequalities occur in economic participation and opportunity in form of occupational 
gender segregation and lack of women in senior official and manager positions as well as 
gender pay gap. (Global Gender Gap Report, 2017) 

2.3.1 Gender inequalities in personnel recruitment 

When it comes to the above mentioned inequalities, existing literature emphasize the 
role of work organizations in both production and sustaining these inequalities (Aaltio-
Marjosola, 1994; Acker, 2006; Koskinen Sandberg, 2017; Ridgeway and Correy, 2004; 
Rivera, 2017). There is a growing evidence suggesting the key role of recruitment and 
selection practices (Acker, 2006; Ridgeway and Correy, 2004; Rivera, 2017). These 
practices often contain various different factors that are likely to result in gender 
inequalities in work places.  

Previous research underlines the fact that gender impact assessment of one’s 
competence. Perception of one’s competence is often affected by socially produced 
gender stereotypes and assumptions based on these stereotypes. Indeed, female 
stereotypes are traditionally attached to communal characteristics and prioritization of 
wellbeing of others. These traits include helpfulness, kindness, sensitivity, emotionality 
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and nurturing. Masculinity, on the other hand is traditionally attached to agentic 
characteristics such as independency, confidence, goal-orientation and aggression. 
(Eagly, 1987 cited in Eagly and Karau, 2002, p. 574). According to the existing research 
these stereotypes tend to favour male candidates and set female candidates into 
disadvantaged position (Fiske et al., 2002). The research of Fiske et al (2002) suggests 
that the perceived competence of is attached to the warmth of the characteristics of the 
individual. Indeed, feminine characteristics that are warm in nature are often assumed 
to be contradicting to high competence. Masculine characteristics, on the other hand, as 
less warm and therefore perceived as something that predicts higher competence. 
Indeed, traditional stereotypes like this are embedded in organizations and individuals 
who tend to perceive women as communal and suitable for supporting roles and men as 
agentic and suitable for leader roles with authority (Eagly and Karau, 2002). 

Perception of applicant’s competence is not attached to gender alone but family status 
too. Indeed, previous research implies that applicant’s parental status is closely attached 
to perceived competence which tend to effect organizational processes. Ridgeway and 
Correy (2004) have studied motherhood as a status characteristic and argue that 
organizations include biased assumptions about mother role that discriminate mothers 
in terms of recruitment and pay. Assumptions about mothers as primary care takers of 
the family are strongly attached to cultural beliefs attached to nurturing, lower status 
and competence. This is something that is in conflict with the image of ideal worker.  
These assumptions, according to Ridgeway and Correy (2004), only regard women who 
have children, not men. Fathers, unlike mothers, are traditionally considered to be the 
provider of the family with only limited domestic obligations. Becoming a father do not 
therefore have the same negative effect on one’s career advancement. The gender biased 
expectations related to family expectations of male and female applicants is something 
that therefore create inequalities related to career development and hiring in work 
organizations. (Ridgeway and Correy, 2004) 

Moreover, previous research suggests that discrimination based on applicant’s 
relationship status occur in personnel recruitment. Indeed, previous research in 
academic recruitment showed that gender biased assumptions of applicant’s 
relationship status impact recruitment decisions and result in unequal treatment for 
male and female applicants. Based on this research, relationship status discrimination 
occurs especially when evaluating female applicants. Due to their relationship status, 
married female candidates were considered as less suitable and motivated open 
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positions. Recruiters consistently selected single male and female candidates over 
married female ones which led to exclusion of married female from open positions. 
Biased assumptions related to one’s relationship status did not have similar effect on 
evaluation of male candidates. Indeed, the relationship status was not equally considered 
when evaluating male candidates and the marital status did not limit their opportunities 
to be selected to a role. (Rivera, 2017)   

 

2.3.2 Gender inequalities in pay 

Gender equality in pay can be seen as one of the central goals of equality work (Figart, 
Mutari and Power, 2002). However, despite significant efforts, not even the most gender 
equal countries have been able to close the persistent pay gap between genders. This 
includes Nordic countries such as Finland where the average income of women continues 
to be lower than the average income of men. (Global Gender Gap Report 2017) Reasons 
why this gender wage gap exist, have been under a debate. Indeed, the gendered pay gap 
has been explained by gender segregated labour markets, female dominance in low paid 
jobs (Korkeamäki and Kyyrä, 2006; Talouselämä, 2015) but also gender based 
discrimination in pay. Despite the differing arguments, there is an increasing evidence 
suggesting that the existing wage-determination systems in work organizations have a 
central role in producing and maintaining wage gap between genders (Acker, 1992a; 
Figart, Mutari and Power, 2002; Kangasniemi and Kauhanen, 2013; Korkeamäki and 
Kyyrä, 2006; Koskinen Sandberg, 2017). 

The existing literature suggest that even when based on a formal wage-determination 
system, the wage setting practices fail to provide equal wage setting process. One 
example is performance-based wage setting. Performance based wage is often assumed 
to be based on factors such as complexity of the work, required skills and tenure and 
therefore to be objective and equal for all individuals (Korkeamäki and Kyyrä, 2006). 
This idea has been challenged by recent studies that suggest that gender based 
discrimination is created even through this system. In fact, even when based on objective 
measurement, evaluation of individual’s performance tends to be effected by subjective 
assumptions  of supervisor and leave room for biased interpretations based on gender 
(Kangasniemi and Kauhanen, 2013). Even in these cases, wage setting is a social process 
that reflect cultural gender valuations of occupations. These cultural and gendered 
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valuations are embedded in the wage determination and effect the evaluation of value of 
work and performance. (Figart, Mutari and Power, 2002; Koskinen Sandberg, 2017). 

Although the wage determination process may vary among organizations, wage setting 
is closely attached to the perceived value of work.  The value of work is often measured 
in the basis of effort, skill, risk taking needed in order to carry out a job (Graham and 
Bennett, 1998). Although this value of work is often determined by the demands a job 
sets on the employee, (Graham and Bennett, 1998) previous research indicate that the 
value setting is often not based solely on the nature of the work. Indeed, existing research 
indicate that gender play role in this process and suggests that work is valued differently 
depending on whether it has been carried out by men or women (Alvesson and Due 
Billing, 2009; Korkeamäki and Kyyrä, 2006; Koskinen Sandberg, 2017). The study of 
Korkeamäki and Kyyrä (2006) imply that jobs of equal worth i.e. average education, 
tenure and job complexity were differentially rewarded based on gender. The average 
wage for female dominated jobs were lower than the ones dominated by men. 
(Korkeamäki and Kyyrä, 2006) Certainly, previous research emphasizes that existing 
wage determination systems in organizations are strongly effected by shared 
understandings of a fair pay for a particular job and type of an employee. These 
understandings reflect societal values and cultural understandings of gender, class and 
race. (Figart, Mutari and Power, 2002).  This devaluation of women’s work is a persistent 
phenomenon in labour market and puts women into a disadvantaged position 
(Kauhanen and Kyyrä, 2006; Koskinen Sandberg 2017; Ridgeway and Correy, 2004). 

According to existing literature, wage setting systems not only support inequalities but 
they also have the tendency to legitimize them. Bureaucratic wage determination systems 
tend to hide pay discrimination and make them more difficult to identify. Existing 
research indicate that existing wage setting systems are not always applied according to 
the official regulations. Indeed, a recent study of Koskinen Sandberg (2017) showed that 
in reality, the wage setting is based on variety of other factors such as biased assumptions 
about gender. Existing wage setting practices are used to justify these practices and make 
them appear as legitimate.  
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2.4 Inequality barriers 

As discussed in previous subchapter, existing research provides a large body of evidence 
indicating that gender inequalities still exist in various different forms in work 
organizations. As it appears, many of these inequalities are closely attached to the 
existing organizational practices and activities that create unjustified advantage and 
subordination based on gender (Acker, 1990) and result in disparities in individual’s 
access to power, authority, opportunities, pay and other benefits.  

According to Joan Acker (2006), these disparities are both created and reinforced 
through so called inequality regimes. Inequality regimes consist of organizational work 
policies, processes and interactions that hinder an increased equality in work 
organizations. Inequality regimes occur in various different forms: they may be based on 
numerous different characteristics of an individual and that vary in terms of visibility 
and legitimacy.    Yet, something that they do have in common is that they are constantly 
changing alongside the cultural and political climate of the surrounding society (Acker, 
2006). Although the inequalities may vary in nature, Acker (2006) points out that they 
tend to exist in all organizations and institutions- even in ones with clear equality goals.  

Acker identifies six different equality regimes which work as barriers for increased 
equality: (1) bases of inequality, (2) Organizational structure (3) Organizational 
processes and practices that prevent equality, (4) visibility of inequalities (5) 
Legitimacy of inequalities and (6) Mechanisms for control and compliance These six 
different inequality barriers are be illustrated below, in the figure five. 
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Figure 5 Inequality barriers by Joan Acker (2006, pp. 443-445) 

 

2.4.1 First barrier: basis on inequality 

Acker (2006) emphasizes the fact that inequalities do not regard gender alone, but 
instead these tend to be closely attached to other social processes as well. Certainly, 
gender inequalities often intertwine with social processes related to class and race but 
other basis of inequalities such as age, sexuality and disabilities occur (Acker, 2006; 
Figart, Mutari and Power, 2002). Acker (2006) suggest that even though inequalities 
may be based on several factors, class gender and race can be seen as the most common 
sources for inequality.  

Class based inequality refers to disparities in access to and control over material and 
monetary resources. Class is often attached to gender inequalities i.e. socially produced 
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understandings and beliefs regarding differences between men and women and 
masculinity and femininity. Surely, many organizations have a long history of being 
managed by male employees dominating the highly powerful positions in the top of the 
organizational hierarchy. Race is another basis of inequality that often intertwine with 
class and gender equalities. Similarly, to gender people of colour have a long history of 
being placed to the lowest levels of the organizational hierarchy whereas while men 
dominated highest organizational levels.  (Acker, 2006). 

 

2.4.2 Second barrier: organizational structure 

Acker (2006) suggest that organizational gender structure and the steepness of the 
hierarchy effect the existing inequalities in the organization. Certainly, according to 
Acker (2006) the steeper the organizational hierarchy the stronger are the existing 
inequalities. Inequalities related to class, race and gender often take place in traditional 
bureaucratic organizations and especially in the highest hierarchical levels. 
Organizations with low hierarchy and team structures tend to have more decentralized 
decision making and are less likely to shape and maintain such inequalities related to for 
example power and pay.  

Another structural characteristic that work as a barrier for equality regards the degree of 
gender and racial segregation. These patterns of segregation may occur on hierarchical 
levels, occupational groups and within job tasks as well. Existing literature points out 
that women and coloured people are still unrepresented in highest hierarchical positions 
and positions with high power and benefits. (Acker, 2006; Acker and Due Billing, 2009) 
Less visible barrier for equality regards segregation within jobs. Indeed, previous 
research show that even though the occupational group would be heterogeneous, the job 
tasks assigned for individuals might vary based on gender (Acker, 1991). 

 

2.4.3 Third barrier: organizational practices and processes 

2.4.3.1 Organizing general requirements of work 

As mentioned in previous chapter, inequalities tend to be intertwined in nature and 
emerging from organizational processes in various forms. One of these processes regards 
the organization of general work requirements in organizations. Acker (2006) state that 
the organization of work requirements include embedded gender bias and assumptions 
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related to division of paid and unpaid work. The organization of work tend to be based 
on an image of an unencumbered worker and entail expectations of long working days, 
full commitment and flexibility. These expectations leave very little or no room for other 
obligations outside work. The ideal worker is one who is able to meet these expectations.  

What can be seen as problematic is that the organization work assumes particular 
division of paid and unpaid work.  The ideal worker is expected to be the main supporter 
and have no domestic obligations. It is assumed that these responsibilities are taken care 
of someone else. This is something that supports a stereotypical division of labour and 
the man as the main supporter of the family and woman as home maker. (Acker, 2006). 
This is something that create gender inequalities by limiting opportunities of women who 
often have multiple domestic obligations and are therefore less flexible and mobile 
(Acker, 2006; Alvesson and Due Billing, 2009). Acker suggests that this is likely to result 
in unequal gender distribution and creates gendered structures within work 
organizations. (Acker, 2006) Indeed, organization of work and work requirements might 
at least partly explain the small number of women in high manager positions and barriers 
for women to achieve these positions (Alvesson and Due Billing, 2009; Ridgeway and 
Correy, 2004). 

2.4.3.2 Organizing class hierarchies 

Another practice that create a barrier for increased equality regards organizing work 
into jobs and hierarchies within the organization. Existing theories suggests that 
traditional, bureaucratic way of classifying jobs into hierarchical systems creates both 
gender and race based inequalities related to status and pay (Acker, 2006; Korkeamäki 
and Kyyrä, 2006). In these hierarchical systems jobs are attached to a selection job tasks 
and assigned to a particular wage category. The assigned job tasks tend to reflect socially 
shares assumptions regarding gender and race (Acker, 2006). Furthermore, Acker 
(2006) argue that these job categories rank traditionally female dominated job tasks into 
the lowest levels of the hierarchy where job tasks are less clearly defined and wage 
categories are few. Traditionally male dominated jobs, on the other hand, are often 
spread to various hierarchical levels where multiple wage categories allow salary 
development over time. The hierarchical system does not always illustrate equal value of 
work but it also prevents the evaluation of comparable value of the different jobs.  
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2.4.3.3 Wage setting and supervisory practices 

Recent studies imply that Wage setting practices, in various forms, is another 
organizational practice that is likely to result in gender (Korkeamäki and Kyyrä, 2006; 
Koskinen Sandberg, 2017) and race based discrimination in pay (Acker, 2006). Acker 
(2006) suggests that this discriminative wage determination result from gender and race 
biased assumptions about one’s competence and fair pay for work. Embedded in the 
legitimate wage setting practices, these assumptions affect decision making and create 
gender and race based wage gaps. Beliefs and assumptions that are patterned along 
gender and race lines tend to create unjustified favouring and discrimination of 
individuals based on gender and race.  Acker (2006) argue that the impact on such 
gender and race bias is especially strong when individualized wage-setting practices are 
applied. Indeed, previous research has shown that the gender of both decision maker and 
the employee effect the wage determination. Indeed, male employees tend to be more 
visible for the male managers than female ones (Acker, 1991) and managers tend to rank 
fair wage higher for men compared to women (Korkeamäki and Kyyrä, 2006). This is 
something than create and sustain unjustified gender wage gaps within the organization 
and in society as a whole.  

2.4.3.4 Personnel recruitment and hiring practices 

Another central barrier that prevents increased equality regard personnel recruitment 
and selection practices in work organizations. Acker (2006) suggest that personnel 
recruitment practices tend to contain embedded gender and race bias that both formally 
and informally create gender based domination and exclusion. Indeed, existing research 
show that gender of both recruiter and applicant tend to affect perception of the 
applicant’s competence and the hiring decision (Alvesson and Due Billing, 2009; Acker, 
2006; Ridgeway and Correy, 2004; Rivera, 2017). These underlying assumptions and 
images often contain an idea of a ‘suitable’ worker who represent particular gender and 
race. Acker suggest that the gender and race of this ideal worker is often similar to the 
ones of the of the existing employees. These ideas can be manifested through images of 
appropriate gendered and racialized bodies that are attached to particular jobs. These 
images impact individual’s perception of so called men’s and women’s jobs that fit for a 
particular gender. These perceptions set particular expectations for the individuals and 
tend to favour the applicants who match this gendered image. (Acker, 2006) These 
gendered images affect the hiring decisions and are likely to result in discriminative 
recruitment decisions.  
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2.4.4 Fourth barrier: visibility of inequalities 

According to Acker (2006) inequalities vary in visibility and how aware the organization 
is about their existence. Organization may intentionally ignore the existence of 
inequalities but the lack of awareness can also be unintentional. Existing literature 
suggest that the visibility of an inequality vary depending on the basis of the it (Acker 
2006) and position of the observer (McIntrosch, 1995 cited in Acker, 2006, p. 452).  

Of all basis of inequality, gender based inequalities can be seen as the less visible one.  
Indeed, they are often embedded in actions and interactions that are so subtle and 
bypassing that they are difficult to grasp. Processes that produce such inequalities are 
often less evident and therefore the existence of the inequalities might be less visible for 
the individual. Indeed, gender inequalities are often considered as something that 
originates from other parts of the society, not the organization itself. This also applies 
class inequalities. Race inequalities on the contrary tend to be more evident but the 
existence of these inequalities can be equally denied within the organization. (Acker, 
2006)   

McIntosh (1995 cited in Acker, 2006, p. 452) suggest that awareness of existing 
inequalities depends on the position of the individual. McIntosh state that individuals in 
dominant position tend to tend to deny their privileged position. This is something that 
apply race and gender inequalities and the over privileged position of men and white 
people. Although the unprivileged position of women is widely acknowledged men as the 
dominant group tend to deny their privileged position and advantages they gain from 
women’s’ subordination. According to McIntosh this shared denial among men is 
something that hide existing gender inequalities and hinder increased quality between 
men and women.  

 

2.4.5 Fifth barrier: Legitimation of gender inequalities 

Acker (2006) explains that even when inequalities are visible, their existence might be 
highly legitimate. Whether an inequality is considered as legitimate or not varies among 
organizations and is effected by factors both within and outside the organization.  

As mentioned earlier in this paper, inequalities do not exist in a vacuum but are strongly 
attached to organizational context. Acker (2006) suggest that organizational structure 
tend to effect the acceptance of inequalities and explain that inequalities tend to less 
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legitimate in flat organizations with democratic goals compared to highly bureaucratic 
ones. In addition to structural characteristics, even political, legislative and economic 
conditions of the surrounding society effect the acceptance of inequalities. One example 
of this is antidiscrimination laws which have decreased legitimacy of gender and race 
based inequalities. Class equalities related to economic inequalities, on the contrary, are 
often seen as inevitable in societies and therefore more legitimate. (Acker 2006) 

Acker (2006) suggests that inequalities and discriminative actions can be justified in 
different ways in work organizations. This can be done by naturalizing gender and racial 
inequalities through shared beliefs of biological differences between individuals and 
superiority of particular gendered or racial characteristics. Inequalities can also be 
justified by market competition and superior performance of those who perform in the 
best possible way. In addition to this, existing class processes, such as wage setting 
system (Kangasniemi and Kauhanen, 2013; Korkeamäki and Kyyrä, 2006; Koskinen 
Sandberg, 2017) and organization of work are ways to make inequalities appear 
legitimate. (Acker, 2006) 

 

2.4.6 Sixth barrier: control and compliance 

Acker (2006) suggest that organizations tend to include different mechanism for 
practicing control and creating shared acceptance for systems that produce inequalities. 
These control mechanisms can be divided into direct, indirect and internalized controls. 
Direct controls refer to rules attached to reward systems and sanctions that are used for 
punishing and enhancing certain behaviour. Indirect control mechanisms regard the use 
of technology, such as monitoring calls and use of internet with the aim of limiting 
individual’s access to accurate information and possibility to defend their rights. 
Internalized controls are less tangible and consist of shared beliefs related to legitimacy 
and acceptance of hierarchical structures and normalizing the idea of dominance of a 
particular gender, race and class. (Acker, 2006) 

 

2.5 Summary 

With the aim of providing a coherent overview of the research topic, this literature review 
has covered a selection of existing theories in HRM and gender studies. In order to 
underpin the problem area of inequalities the chapter represents large body of evidence 
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based on previous research, showing the existence of complex inequalities in work 
organizations.  

This body of evidence is supported by recent equality ranking, stating that even though 
Nordic countries, such as Finland, have come a long way in women’s rights, gender 
equality has not yet achieved in these countries. In Finland gender inequalities exist in 
form of economic participation and opportunity between genders which take form in 
gender pay gap and segregated labour market. (Global Gender Gap Report 2017)  

Existing theories show that much of these inequalities are originate in work 
organizations and are closely attached to the existing HRM practices such as hiring, wage 
setting and work-family reconciliation. The existing literature indicate that various 
organizational practices, processes, actions and meanings include underlying gender 
bias and gendered assumptions and identities that shape shared understandings of 
gender and gender differences. This effect men and women in various ways and create 
gender based advantage, subordination and exclusion.  

Joan Acker (2006) has developed a theory of so called inequality regimes in order to 
understand the creation of such inequalities. According to this theory, inequality 
regimes, in form of interlocked practices and processes, produce and maintain gender, 
race and class inequalities and create barriers preventing increased equality among 
individuals and groups. Understanding and overcoming these barriers for gender 
inequality can be seen as crucial in order to allow the organization to reach its full 
potential in terms of skilled personnel and in order to achieve increased gender equality 
in the society as a whole. The figure six summarizes the key aspects of the literature 
review. 
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Figure 6 Summary of literature review 

  

Gender inequalities  
 

HUMAN RESOURCE MAN
AGEMENT 

 
• Recruitment and 

selection 
 

• Wage setting 
 

• Work family 
reconciliation 

GENDER IN  
ORGANIZATION 
 

• Gendering processes 
 

• Organizational 
culture 

 
• Gendered order of 

power 
 

• Inequality regimes 



 35 

3 METHOD 

This chapter represents the research methods that were used to conduct this study. The 
chapter starts with a brief review to the problem area, objective and the research 
questions of this study. After this, the scientific perspective and research approach are 
introduced. This will be followed by a description of the research design and data 
collection process. After this, the approach that has been used in order to analyse this 
data will be presented. This chapter will be completed with a critical discussion 
regarding the choice of data sources of this study and ethical aspects related to the 
research chosen research design. 

3.1 Review to the problem, purpose and contribution 

As discussed in the previous chapter, the gendered nature of organizations is today 
widely acknowledged by numerous researchers. These researchers suggest that gendered 
expectations, assumptions and identities are embedded in the existing actions, practices 
and processes- including existing human resource practices (Acker 2006; Alvesson and 
Due Billing 2006). These practices shape the understanding of gender and create gender 
based dominance and subordination (Acker 2006) and result in persistent gender 
inequalities in hiring (Acker, 2006; Ridgeway and Correy, 2004; Rivera, 2017) and pay 
(Acker, 1992a; 2006; Kangasniemi and Kauhanen, 2013; Korkeamäki and Kyyrä, 2006; 
Koskinen Sandberg, 2017).  

Although the amount of gender studies has increased during the last couple of decades 
(Alvesson and Due Billing, 1992), there is a need for a deeper understanding in gender’s 
role in HRM practices. The need for an increased knowledge in this phenomenon is 
emphasized by resent research showing that gender inequalities in pay and occupational 
distribution continue to still exist even in the most equal countries (Global Gender Gap 
Report, 2017). The fact that these inequalities continue to exist despite major legislative 
and political efforts, underline the need the understand the barriers that may hinder the 
increased gender equality in work organizations. Based on the previous research HRM 
practices such as recruitment and wage setting practices play a major role in this 
development (Acker, 2006; Heilman, 2012; Koskinen Sandberg, 2017).  

The purpose of this research is therefore to tackle this problem by creating a deeper 
understanding of barriers to creating gender equality in work organizations. By 
producing knowledge and new insights in this phenomenon, this research aims to 
complement the existing theories in human resource management and gender studies. 
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In order to achieve these objectives, this study will answer the following research 
questions: 

Research question: What kind of human resource management practices are used in 
organization A?  

Sub question: Do these practices hinder gender equality in organization A? 

These research questions are the foundation of this study and together with the aim of 
this study they determine the choice of research design and methods (Sauders, Lewis and 
Thornhill 2011). Indeed, Sauders, Lewis and Thornhill (2011) explain that these choices 
are interconnected: choices made in the beginning of a design process will impact the 
choice of a design when moved forwards in this process. The figure below illustrates the 
overview of the research design of this study:  
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3.2 Scientific perspective 

Scientific perspective refers to the perception of the reality and surrounding world that I 
possess as a researcher. This perception determines my view on knowledge and how 
knowledge can be produced through a research.  

As a researcher I represent the subjective ontological stance. I therefore consider the 
organizational reality to be socially constructed and strongly affected by individual 
perceptions. The surrounding world and phenomenon cannot be objectively observed 
but instead, requires strong involvement of the researcher in order to be captured. In this 
type of a socially constructed world, researcher needs to be closely engaged with the 
objective of study (Sauders, Lewis and Thornhill 2012).  

Aligned with the subjective ontology, I embrace the interpretivist epistemology. In line 
with this epistemological stance, I share the belief that research process is affected by 
values that affect the interpretations made through the study. As a researcher I therefore 
do not only observe the phenomenon but have an active role in the research process: I, 
together with the research object, produce the knowledge. Therefore, producing a deeper 
understanding of a phenomenon can only be achieved through dialogue and interaction 
between the researcher and the object that is studied (Farquhar, 2012). The result of such 
interactive research process is what I, as a researcher, consider to be acceptable 
knowledge (Sauders, Lewis and Thornhill 2012). 

The above discussed ontological and epistemological stances that I possess, can be seen 
as the very foundation of the research design of this study. Certainly, this is something 
that determines the choice of research methodology that is used throughout the entire 
research process (Saunders, Lewis and Thornhill, 2012). 

 

3.3 Research approach 

Research approach refers to the strategy that is used by the researcher in order to get a 
grasp of the reality of the surrounding world (Jacobsen 2002).  

This research represents the abductive research approach that combines the 
characteristics of inductive and deductive research approach. Instead of using either 
existing theory or empirical data as a starting point of this study, I make use of empirical 
and theoretical data separately. This can be seen as an sustainable approach since it 
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gives the freedom for the researcher to adjust the theoretical framework based on the 
findings in case something unexpected comes up during the empirical data collection. 
(Alvesson and Sköldberg, 2009) Even though the research starts with exploration of the 
existing theories, these theories do not determine the nature of the empirical data that 
will be gathered. This can be seen as important in order to bring out new insights in the 
research phenomenon. 

Another motivation behind this choice of research approach relates to the drawbacks 
often attached to deductive and inductive approach. Indeed, whereas deductive research 
approach has been criticized for letting the existing theories to steer the empirical data 
collection, the inductive approach has been criticized for being too unfocused (Jacobsen 
2002). By using an abductive approach one can, at least partly, overcome these issues by 
creating a more focused data collection with the help of existing literature but still leaving 
some room for deviation from these theories. 

 

3.4 Research design 

3.4.1 Qualitative research method 

Depending on the research philosophy and research approach, either quantitative or 
qualitative research methods can be used in order to study a chosen phenomenon 
(Sauders, Lewis and Thornhill 2012). This study made use of qualitative research 
methods. The choice of research methods was based on the ontological and 
epistemological stance I represent as a researcher. Aligned with subjectivism and 
interpretivism, I chose to apply qualitative methods that can be seen as suitable for 
studying world that is socially constructed and requires great involvement of the 
researcher. Indeed, qualitative research methods can be seen as appropriate for 
investigating a phenomenon that cannot be objectively observed but on the contrary, 
requires close interaction between the researcher and the research objective. (Bryman 
and Bell, 2015) Qualitative methods enable the researcher ‘go native’ and closely interact 
with the participants of the study. (Jacobsen, 2002) 

Another motivation behind the choice of quantitative research methods regards the 
problem area and aim of this study. The problem of this study is explorative in nature. 
Qualitative methods can be seen as suitable of solving explorative problems by allowing 
the researcher to study the phenomenon in depth and revealing the contextual aspects 
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related to it (Jacobsen, 2002). Instead of testing an existing theory, quantitative research 
methods aim to generate new theories from the empirical data (Bryman and Bell, 2015; 
Jacobsen, 2002). This can be seen as compatible with the abductive research approach 
of this study and the fundamental aim of complementing the existing theories by creating 
a deeper understanding of the phenomenon in question. Another aim of this research is 
to, bring out new unexpected insight of the phenomenon in question. By using qualitative 
methods, the researcher is more open to new, unexpected information that might emerge 
during the empirical data collection (Jacobsen, 2002). 

Moreover, qualitative research method can be seen as a sustainable choice considering 
the nature of the study object.  Indeed, the object of this study is a socially constructed 
phenomenon: an organizational reality and the various HRM practices and processes it 
entails. This also applies inequalities that are socially constructed as well. How this 
particular phenomenon occur, will be studied in a given place at a given time and is 
closely attached to its context. Unlike the quantitative method, the use of qualitative 
research gives a rich description of the context where the phenomenon takes place. 
(Jacobsen, 2002) 

 

3.4.2 Research strategy: a case study 

In order to answer the chosen research questions and achieve the overall objectives of 
this study, a case study was conducted. Case study is defined as an empirical study that 
focus on studying a particular contemporary phenomenon in its real life context. With 
the help of a case study, the chosen phenomenon can be studied in depth in situations 
when the boundaries of the phenomenon and its context are not clearly identified. (Yin 
2014). 

There are multiple motivations behind the chosen research strategy. First of all, case 
study research method embraces different research approaches and supports the 
interpretivist epistemological stance I represent as a researcher. Moreover, it is suitable 
for a research in abductive nature as it benefits from prior theoretical research that is 
used as a starting point for the data collection (Yin 2014). 

Secondly, case study can be seen as the most suitable research strategy considering the 
nature of the unit of analysis. Indeed, case study can be a suitable approach when 
studying a complex social phenomenon (Bryman and Bell, 2011; Farquhar, 2012; Yin 
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2014) such as inequalities and existing HRM practices. Formulation and implementation 
of HRM practices, such as recruitment and wage setting, can be seen as highly complex 
due to the involvement of numerous shareholders which are strongly effected by both 
internal and external factors. Boundaries between the organizational process and 
external context are diffuse and therefore easier to capture with the help of a case study 
(Yin 2014).  

Thirdly, the case study research method serves well the objectives of this particular 
research. According to existing literature, case study can be seen as a suitable method for 
in-depth investigation of a phenomenon that is currently taking place in a particular 
organizational environment (Farquhar, 2012; Yin 2014). As discussed earlier in this 
paper, the primary aim of this research is to create a deeper understanding of the existing 
HRM practices and the possible barriers these might create for increased gender 
equality. One could say that the case study method therefore serves well this particular 
aim.  

Moreover, case study can be seen as a sustainable research method for a research that 
aims to produce contextual knowledge of a phenomenon that takes a place in a specific 
time and place (Yin 2014). Surely, this study investigates a phenomenon that is currently 
taking place in the chosen organization, located in Nordic context. Applying a research 
strategy that takes account this particular context can therefore be highly important for 
the purpose of this research. 

Case study can be conducted as a multiple-case study which focus on investigating 
several study objects or as a single case study, with only one unit of analysis (Yin 2014). 
This particular case study will be carried out as a single case study which will focus on 
investigating a single organization. This single case study is embedded in nature and 
therefore focus on studying multiple subunits within the same unit of analysis (Yin 
2014). These subunits, in this particular research, consist of existing HRM practices of 
two separate departments within the organization. Focusing a single case organization 
enables one to study a chosen phenomenon in depth and produce deeper understanding 
in how that phenomenon takes place in a certain context. This can be seen as beneficial 
when studying as complex topic as inequalities in a work organization.  
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3.5 Data collection 

3.5.1 Case sampling 

The organization chosen for this case study is a recruitment agency called organization 
A. This recruitment agency is specialized in staffing and recruitment services that aim to 
fill the human resource needs of different organizations operating in various industries. 
The organization is small and middle sized company (SME) (Statistics Finland, 2018), 
located in central region of Finland. In this particular case study, I focus on investigating 
two of the largest occupational groups within this organization: sales people i.e. account 
managers and recruiters i.e. consultant managers.  

The daily work of Account managers consists of various business-to-business sales 
activities. This includes activities throughout the whole sales process such as acquiring 
new corporate clients, sales negotiations, receiving a recruitment order and maintaining 
the portfolio consisting of existing clients. The daily work involves great deal of 
cooperation with both internal and external parties. (Document #12) Consultant 
managers have a central role in numerous recruitment activities that aim to fill the 
recruitment order received from a client company. The basic work of consultant manager 
involves managing application process, hiring people, development client and consultant 
relationships and maintaining and developing satisfaction (Document#11). 

The case organization of this study was chosen through a so called non-probability 
sampling method which imply that the case organization was not chosen on random 
basis but were knowingly picked out (Easterby-Smith, Thorpe and Jackson, 2012). This 
choice was made both based on access to the data and characteristics of the case 
organization (Yin 2014).  

Indeed, availability of the research data was the first thing that was considered when 
selecting the suitable case organization. Aligned with convenience sampling method, the 
case organization was selected based on the convenience for the researcher (Easterby-
Smith, Thorpe and Jackson, 2012). The fact that I am currently employed by this 
organization gives me a relatively easy access to large set of data that was required to 
complete this study. In this study I will make use of interviews, written documents and 
personal observations. Getting access to all this data might have been difficult for an 
outsider due to confidentiality and secretes aspects. During my employment, I had 
created a social network within the organization, one that I was able to use when 
searching for access to data. As a member of this organization it is easy for me to identify 
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the kind of data that is needed and where to find it. In addition to this, the professional 
experience in personnel recruitment was likely to give me some practical insights to 
hiring and wage setting practices.  

When it comes to the organizational characteristics, the organizational gender structure 
was the factor that initiated this study. In the chosen case company, the two occupational 
groups have traditionally been between strongly divided by gender. In the sales 
department, account manager role has been traditionally being dominated by men and 
today approximately 63 percentages of the employees in this role are men. The gender 
structure in recruitment department has been quite the opposite. Today 89 percentages 
of all consultant managers are women. (Document #15;16) This is something that can be 
seen as relevant for the research topic. Indeed, previous research suggest that this kind 
of gendered organizational structure may indicate the existence of gender biased 
practices and processes (Acker 2006). Considering the uneven gender distribution 
between different occupational groups, the existence of such structure in organization A 
could be seen as relevant for this study. 

Moreover, the fact that the chosen organization is specialized in personnel recruitment 
was likely to increase the value of the findings of this study. Indeed, there has been an 
increasing trend among companies to outsource their hiring practices to external parties 
such as recruitment agencies (Ordanini and Silvestri, 2008) like organization A. In case 
this trend continues, personnel and recruitment practices applied by these organizations 
are likely to have a significant impact on the labour market. In case the role of 
recruitment agencies continues to grow emphasizes their role as the gate keepers for 
increased equality for the labour market and society as a whole. Investigating the existing 
practices of these organizations can therefore be seen as highly important. 

Furthermore, the fact that the organization is physically located and operating in Finland 
served well the purpose of studying the phenomenon in a Nordic context. As mentioned 
earlier this paper, Finland has a long tradition of being one of the most highly ranked 
countries in gender equality and yet inequalities exist even in this country (Global 
Gender Gap Report 2017). Studying an organization that is closely attached to this 
particular context serves well the purpose of pinpointing the possible barriers that 
prevent increased gender equality, despite comprehensive legislative and political 
efforts. 
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3.5.2 Semi-structured interviews 

Interviews tend to be one of the most common case study research method (Yin 2014). 
In this particular study, empirical data was collected through qualitative interviews. One 
could say that qualitative interviews fits well to a research that investigate a socially 
constructed phenomenon and are likely to bring interesting insights about human affairs 
and actions (Yin 2014). Certainly, human resource management consist of processes that 
involve great deal of interaction between different individuals. These daily interactions 
include meanings and ideas that can be based on concepts such as gender, that are 
socially constructed. Qualitative interviews can therefore be seen as suitable method for 
capturing the essence of this type of actions.  

The qualitative interviews used in this study were semi structured in nature. Not using a 
strict interview formula could be seen as a good method for collecting a rich set of 
empirical data. Indeed, the semi-structured interviews allowed give an increased 
flexibility for the interviewees to impress themselves. Furthermore, keeping the 
interview structure loose is likely to increase the likelihood of grasping the perceptions 
the interviewees possess (Bryman and Bell, 2011). Another advantage of this research 
method relates to the flexibility it allows for the researcher. Indeed, the preliminary 
research guide can be adapter in case the respondent expresses something interesting 
(Farquhar, 2012). This is something that is likely to bring out new insights in the research 
phenomenon and therefore increase the value of the overall results of the study.  

The semi-structured interviews were conducted as face-to-face interviews with nine 
different respondents. These respondents were selected through a purposive sampling, 
solely based on the knowledge and experience these individuals possess regarding 
organization’s HRM practices (Easterby-Smith, Thorpe and Jackson, 2012). Surely, each 
of the participants play a central role either in creation or implementation of these 
practices. These individuals therefore possess great deal of experience and knowledge 
that can be seen as relevant for this research and is likely to bring out new insights about 
the phenomenon in question. In order to provide a maximum variation in selection the 
participants present wide set of hierarchical positions (Farquhar, 2012) ranging from top 
managers, middle managers to individuals in assistant role. By choosing participants 
from different organizational levels, one is likely to achieve a comprehensive perspective 
to the studied phenomenon.  
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The participants consisted of four different groups: head of human resources, brand 
managers, internal recruitment team and team leaders of recruitment and sales 
departments. The role of each of these participants, are introduced in detail in following 
chapters: 

Head of Human Resources is responsible for developing human resource strategy for the 
organization A and has a central role in initiation of HRM practices and support 
managers in the implementation of these practices. This regards overseeing recruitment 
and wage setting practices and supporting managers in their final decisions.  

Head of office act as a leading manager of a particular local office. This individual is 
responsible for the overall results of the office and performance and well-being of people 
who work there. They contribute to HRM practices by developing the processes and 
supporting the internal recruitment team in their recruitment decisions. They support 
managers in their decisions. 

The internal recruitment team, is a team responsible for all internal recruitment 
processes that are carried out in the organization A. This team consist of employees in 
both manager and assistant positions. The team contributes to all of the steps of the 
recruitment process from definition of personnel need and competence criterion to 
screening and selection of the potential candidates. They support the team manager in 
the final hiring decision. In addition to this, the team contributes to development the 
existing internal recruitment practices on all organizational levels.  

Team managers are another group of individuals with key role in implementation of 
HRM practices. Both recruitment and sales departments have four to six team leaders, 
each responsible for the results of their team, focused on a particular field of business. 
These team leaders play a key role in both recruitment and wage setting: they make the 
final decision and are responsible for implementation of wage setting practices. 

Each of the nine interviewees was contacted personally by email where they are informed 
about the aim of the research and possibility to contribute to the study through a personal 
interview. All of the participants were informed that the participation was voluntary and 
all participants would stay anonymous throughout the research process and in the final 
thesis. Moreover, the participants were informed about the possibility to receive the 
interview questions before hand, if requested.  
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In total nine semi-structured interviews were carried out: one with each informant. Each 
of these interviews carried out as personal face-to-face interview and carried out in a 
meeting room at the organization’s office. The duration of these interviews varied 
between 35 and 60 minutes. A short case study interviews like these were considered to 
be focused and long enough to provide the relevant information required for the case 
study (Yin 2014).  

The interviews were semi-structured and included only open-ended questions and no 
pre-set interview protocol were strictly followed. The open-ended questions were 
considered as suitable approach since it allows the interviewees to openly express 
themselves and therefore allow one to gather great amount of empirical data. This 
increased flexibility can be seen as beneficial as the interviewer can deviate from the 
primary interview protocol if something interesting comes up during the interview. This 
can be seen as beneficial when studying a socially constructed phenomenon like HRM 
practices and gender. (Bryman and Bell 2011) 

The interviews were carried out in Finnish. This was considered as a feasible language 
for the interviews since this was the mother tongue of both the interviewer and the 
informants. Conducting the interviews in this language was considered as important for 
avoiding possible misunderstandings and language barriers. The ability of both parties 
to express themselves in their mother tongue allowed seamless communication between 
parties and collection of a rich set of data when both parties could express themselves 
freely.  

All interviews were recorded for the purpose of transcription and later analysis. This was 
done with the permission of each participant. All interviews were transcribed directly 
after they were completed in order to grasp researcher’s initial impression. In addition 
to this some handwritten documentations were made during the interviews. This 
documentation regarded interesting things the participants expressed during the 
interview and after the recording device was turned off. Summarized information about 
the informants and the interviews is listed below, in the table one. 
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Interview no Position of the informant Date Duration 
Interview #1 Human resource manager 26.10.2017 49:02 
Interview #2 Internal recruiter 27.10.2017 39:08 

Interview #3 Internal recruiter 2.11.2017 31:13 
Interview #4 Head of the office 2.11.2017 26:17 
Interview #5 Internal recruiter 7.11.2017 47:40 
Interview #6 Internal recruiter 8.11.2017 36:08 
Interview #7 Head of office 9.11.2017 44:16 
Interview #8 Team leader 12.12.2017 30:07 

Interview #9 Team leader 13.2.2017 48:39 

 

Table 1 List of semi-structured interviews 

 

3.5.3 Documents 

Existing literature underline the importance of using multiple sources of data while 
conducting a case study. This can be seen as crucial for increasing the quality of the 
results of the study (Yin 2014). In this particular study, several written documents were 
used in order to complement the empirical data collected through the qualitative 
interviews. These documents consist of internal documents and instructions regarding 
the existing HRM practices such as recruitment and wage setting. Furthermore, this 
study will make use of the existing equality report of organization A. This report 
describes the current state of gender equality in terms of occupational gender division, 
gender wage structure, employment status and parental leave. It also includes an 
establishes an action plan for increased equality within the organization. The documents 
used for this study are very specific and not affected by this case study which makes them 
appropriate sources of information (Yin 2014) and therefore likely to increase the value 
of the findings of this study. Table two contains a more detailed description of the 
documents used for this study.  
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Document no Document type Description Received 

Document #1 Job advert Recruiting consultant 
managers (fall 2016) 

20.2.2018 

Document #2 Job advert Recruiting consultant 
managers (winter 2016) 

20.2.2018 

Document #3 Job advert Recruiting consultant 
managers (spring 2017) 

20.2.2018 

Document #4 Job advert Recruiting consultant 
managers (fall 2017) 

20.2.2018 

Document #5 Job advert Recruiting account 
managers (spring 2016) 

20.2.2018 

Document #6 Job advert Recruiting account 
managers (fall 2016) 

20.2.2018 

Document #7 Job advert Recruiting account 
managers (spring 2017) 

20.2.2018 

Document #8 Job advert Recruiting account 
managers (fall 2017) 

20.2.2018 

Document #9 Interview template Recruiting account 
managers 

12.3.2018 

Document #10 Gender equality plan Equality plan from 2015 
- current state of gender 

equality 
- action plan for 

increased gender 
equality 

27.3.2018 

Document #11 Consultant manager 
wage structure 

- description of job tasks 
- wage policy (base, 

commissions and 
bonuses) 

27.3.2018 

Document #12 Account manager wage 
structure 

- description of job tasks 
- wage policy (base, 

commissions and 
bonuses) 

27.3.2018 

Document #13 Email received from a 
respondent 

‘no official instructions 
are used for salary 

negotiations’ 

12.3.2018 
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Document #14 Email received from 
respondent 

Average age of all 
employees: 27,14 years. 

Average age of account 
managers: 28,41 years. 

Average age of 
consultant managers: 

28,21 years. 

Employees with a family 
in the whole 

organization: 12,84% 

25.1. 

Document #15, 
#16 

Emails received from 
respondent 

Gender structure in 
account manager role: 
male: 63,16% Female: 

36,84% 

Gender structure in 
consultant manager role: 

Male: 10,71% Female: 
89,29% 

19.2.2018, 
14.2.2018 

Document#17 Email from internal 
recruitment team 

Key competences for 
account managers 

Key competences for 
consultant managers 

25.1.2018 

Document #18 Video advertisement 
used for recruitment of 
new account managers 

A current, male, 
employee describing his 
daily work. Images of 
him wearing a suit, 
riding a car and meeting 
clients. 

Uploaded in 
October 
2016 
 
 
 

Document #19 Video advertisement 
used for recruitment of 
new consultant 
managers 

A current, female 
employees describing 
her daily work. Images of 
only female consultants 
discussing their careers. 

Uploaded in 
May 2017 

 

Table 2 List of documents used for this study 
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3.5.4 Direct observations 

In order to collect direct, contextual, information, some direct observations were used to 
complete this study (Yin 2014). These observations regard environmental conditions 
such as the physical work environment of the organization. In order to meet the time and 
cost related resources in the most efficient way, these observations are done on day-to-
day basis while carrying out my daily work tasks in the organization.  Having the 
possibility to observe a real recruitment and wage setting situations would have been 
ideal but due to the limited resources this was not possible. 

Observation no Observed object Observation Date 
Observation #1 Office interior Walls and windows 

displaying quotes of 
athletes such as, 

Michael Jordan: ‘I’ve 
always believed that if you 
put in the work the results 

will come’. 
 

‘Talent win games, but 
team work and 
intelligence win 
championships’. 

7.3.2018 

 

Table 3 List of direct observations 

 

3.5.5 Data triangulation 

In this particular study, I made use of data triangulation and multiple data sources with 
the aim of supporting the findings of this study (Yin 2014).  The body of evidence consist 
of data gathered from above mentioned sources: qualitative interviews, written 
documents and direct observations. All of these three data sources were used with the 
aim of complementing each other and therefore providing a comprehend picture of the 
phenomenon in question. In addition to this, investigating multiple data sources can be 
seen as a beneficial for this study as it increases the amount of convergent evidence and 
increases the validity of the results of this study (Yin 2014). 

For the purpose of triangulation, and appropriate storage of the data, a separate case 
study database was created. This database stored all data, gathered from various sources, 



 50 

is documented form (Yin 2014). All data in form of interview notes, field notes, memos 
and different documents were stored in this database. The use of such database made it 
easier to maintain the so called chain of evidence i.e. a clear connection between the 
initial research questions that this data aims to answer (Yin 2014). 

 

3.6 Qualitative data analysis 

In order to answer the earlier mentioned research questions, the empirical data of this 
study was analysed with the help of a thematic analysis. In order to code the data, the 
transcribed interview data was printed into a paper form. The empirical data was coded 
by identifying symbols and meanings from the data that possessed interpreted meaning 
(Saldana, 2013). After this, each unit of data was given a different code by highlighting 
meaningful sentences and expressions from the transcribed interviews.  

After this, the individual codes were used in order to identify patterns of codes in the 
empirical material. These patterns consisted of codes that included similar meaning and 
repeatedly came up in the interview data. These patterns were then categorized into 
themes based on the subjects that were discussed during the interviews. (Saldana, 2013) 
Patterns were identified by colour coding these codes and dividing them into four 
different categories based on the colour of the code.  

These primary codes were recoded and recategorized during the analysing process.  By 
carrying out a second and third coding cycle (Saldana, 2013) these codes and different 
categories became clearly defined and conceptualized. In the end the coding process had 
resulted in four main themes: (1) basis on inequality, (2) organization of work 
requirements, (3) legitimation of inequalities and (4) silences of gender.  

 

3.7 Source critical consideration 

The chosen research design and methodology include several benefits but some 
disadvantages as well. These limitations have been taken into account during the 
research process and particular actions have been taken in order to, at least partly, 
overcome these drawbacks. 

One central limitation related to the data collection concern research bias.  This refers to 
a negative implication that might follow when collecting the empirical data through a 
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close interaction with the study object (Farquhar, 2012).  Surely, conducting a case study 
in an organization where one is employed can give an access to a wide set of data but it 
also entails some risks related to validity of the research results. Indeed, by interacting 
and engaging with the participants, as a researcher, I might have unknowingly affected 
the participants and the empirical data that was collected (Farquhar, 2012; Yin 2014). 
Indeed, the professional relationship I have with the interviewees might have impacted 
the way they expressed themselves during the interviews. Moreover, the fact that I’m 
currently employed by the organization A and therefore closely engaged in its operations, 
might have affected the way I interpret the research data (Bryman and Bell, 2011; 
Farquhar, 2012). As a researcher, I also acknowledge that my professional background 
within recruitment might make me analyse this data in a certain way.  

In order to minimize the impact of research bias, I acted in a professional way throughout 
the research process and uses a pre-formulated interview template that, at least partly, 
steered the overall structure of the interview. I also avoided expressing myself too much 
during the interview that might have encouraged a certain type of response from the 
interviewee. In order to avoid the impact of biased data and reassure the high quality of 
the results of this study, I have complemented the empirical data with other documents 
(Farquhar, 2012). Wide use of written documents that are not directly affected by the 
researcher can be seen as a good way to complement the interview data. 

Second limitation related to the chosen methodology regards the power relation between 
the interviewer and the informant. Indeed, the use of qualitative interviews raise the 
problem of uneven power relation between these parties which might affect the way these 
individuals express themselves (Kvale and Brinkman 2014). This can be seen as relevant 
especially when interviewing organizational members who have recently entered the 
organization. Indeed, I have worked for the organization for a relatively long time which 
might put a less experienced interviewee into a less powerful position that hinders the 
him from expressing himself freely. In order to tackle this problem, I avoided 
interrupting the interviewee, appearing judgemental and arguing against the informant 
(Kvale and Brinkman 2014).   

Another limitation of this chosen research design regards the external validity which 
refers to generalizability of the results of a single case study (Bryman and Bell, 2011; 
Farquhar, 2012). As a researcher, I acknowledge that even though the study itself might 
be applicable in another setting, the findings of this study regard only the chosen 
organization in the particular context.  Indeed, case study can be seen as a suitable 
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research strategy when a phenomenon needs to be studied in-depth in a particular 
context. Therefore, producing generalizable results is not the aim of this study. 

The problem of external reliability is another shortcoming related to qualitative studies. 
Surely, the possibility to replicate this particular case study and repeat it can be seen as 
difficult due to the constantly changing social context (Bryman and Bell, 2011).  In order 
to overcome this, at least partly, I maintained the research process as transparent as 
possible and provided a detailed documentation of the study. By doing this I aimed to 
ensure high dependability of the study.  

One central shortcoming of this study regards the theoretical framework and analysis of 
this study. In this particular study I have made use of a selection of existing theories that 
cover theories from human resource management and gender studies. These theories 
have been chosen based on their relevance for the research topic. Due to the limited 
number of theories included, the chosen theoretical framework does not cover all aspects 
of the research topic. Indeed, there is a large body of literature describing the chosen 
topics and as a research I acknowledge that including only a limited number of  theories 
in this study entails the risk of overlooking part of the existing theories. Surely, this is 
something that has effected the analysis of the overall results of this study.  

 

3.8 Research ethical consideration 

This research was designed and conducted with careful consideration of the ethical 
standards regarding confidentiality, anonymity and participant consent (Farquhar, 
2012). Before collecting any empirical data, the consent of each participant was discussed 
and confirmed. All of the informants were clearly informed that their participation was 
voluntarily and the participants would have the right to withdraw their consent at any 
stage of the research (Farquhar, 2012). The purpose of the research and role of the 
informants were explained to each of the informants before they gave their final consent.  

Furthermore, all participants were informed about the fact that they would stay 
anonymous throughout the whole research process.  In order to ensure the full 
anonymity, all data was handled in a secure manner: the empirical data was stored in a 
secure manner and the identities of the interviewees were not included in this material 
or any other documents used for the study. All documents and other research material 
were destroyed in a secure manner as soon they were no longer needed.  
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4 RESULTS AND ANALYSIS 

In this chapter the results of the case study will be presented and analysed in relation 
to the theoretical framework. For the purpose of providing a coherent answer to the 
previously stated research questions, the theoretical framework used for the analysis 
will focus on the theory of inequality regimes by Joan Acker (2006). In order to serve 
the purpose of the study, the analysis of the results will focus on four of the six barriers 
that, according to this theory, hinder increased gender equality in work organizations. 
The data used for this study was analysed through a thematic analysis. Based on the 
findings of this case study and aligned with the theoretical framework, the results of 
this study will be represented in form of four different themes: basis of inequalities, 
gendered workplace practices and processes, legitimation of gender inequalities and 
silences of gender inequalities. The figure placed below illustrates the key findings of 
this study, based on the existing theory of Joan Acker (2008).  

 

 

 

 

 

 

 

 

   

 

 

 

Figure 8 Overview of the results of the case study 
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4.1 First barrier: basis of inequality 

As discussed in the literature chapter, there is a large body of evidence suggesting that 
inequalities rake place in institutions and organizations located in various industries. 
What Joan Acker (2006) emphasize, is that the nature of these inequalities is 
intertwined: they tend to intersect with other social processes such as race, class, 
sexuality, age and disabilities. Inequalities may therefore raise from various different 
sources simultaneously; race, class and gender to be the most common ones. 

The results of this research indicate that several gender-based inequalities exist in 
organization A. Based on the results, these inequalities are both produced and 
maintained by  barriers that hinder gender equality within this organization. Other basis 
for inequalities were not identified from the empirical data. In order to serve the aim of 
this research, I therefore focus on analysing the empirical data from the gender 
perspective only. Other equality barriers that create and maintain these gender 
inequalities, are discussed in the following chapters. 

 

4.2 Third barrier: gendered workplace practices and processes 

4.2.1 Organization of general selection criterion 

The results of this study indicate that the existing selection criterion of organization A is 
based on two factors: job specific competences and cultural values of the organization 
(document #9). The selection methods that are used may vary depending on the position, 
but the goal is the same: to select the candidate who in the best possible way meet the 
competences (interview #1) and represent the cultural values of the organization 
(interview #7). 

4.2.1.1 Competence-based selection and gendered concept of a job 

The informants experienced that the existing selection practices in organization A are 
strongly effected by so called job design i.e. the characteristics of the particular job task. 
These characteristics set certain requirements for the individual in terms of skills, 
abilities and personal characteristics that are considered to be essential in order to  
successfully carry out a particular job. Applicants are selected based on the recruiter’s 
perception of how well they fill these competence requirements. As expressed by one of 
the interviewees (interview #1): 
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‘Depending on a job description it (recruitment process) includes certain tests and reference calls. 
This can regard calls to external references and discussions with our internal references. And 
based on this, we create an evaluation of that applicant. And then we have the ideal image, (job) 
profile that we have created. First comes the job design, then the competence questions and the 
whole recruitment process and in the end we compare; which of the applicants is the one that has 
best abilities to success in that particular job’  

This job specific competence evaluation criterion consists of six different competences.  
Out of the six competences four are seen as key requirements; characteristics that the 
applicant simply have to meet order to be chosen for the position. Two of the 
competences are seen as beneficial but less important than the four others. (Document 
#17) 

Based on the internal instructions, the selection criteria of account manager role consist 
of following key competences: goal orientation, perseverance, courage and initiative. 
Two competences that are seen as beneficial but not equally important are social 
intelligence and maturity. (Document #17) The importance of goal orientation, ambition 
and individualism was emphasized even by the informants. The ideal candidate was seen 
as someone who continuously thrives for better performance and higher goals (interview 
#2): 

‘Maybe the most important thing (competence) is that you really want to do it, that you all the time 
want to develop, become better, succeed and move forward. Certain ambition. Inner passion to all 
the time make yourself move ahead, become better, evolve, succeed, learn new things and proceed 
(…) And well…you need to like to work with people, to sell, to make profit and you need to like 
finding solutions. And yes, in some cent helping people, but it is a harsh selling job.’ 

 

This selection criterion differs quite a bit from the one of consultant managers. According 
to the internal instructions these applicants are evaluated based on their goal 
orientation, maturity, cooperation skills and flexibility.  Independency and organization 
skills on are seen as less important.   (Document #17) This is something that differs from 
the experiences of the interviewees, who seemed to devalue the need for goal orientation 
and emphasized a more caring, empathic and a sort of motherly nature of the ideal 
applicant. This is something that contradicts the official selection instructions of the 
organization. As the same informant described this (interview #2): 

‘You need to be ambitious, want to move forward, develop and become better…but there we have 
a bit softer values because it is about recruitment. You need to be interested in applicants, you 
need to care about them and you need to appreciate well-being of the applicants. It (consultant 
manager role) might require more empathy, because the job includes more stakeholders that one 
is in touch with.’  
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The emphasize on different competences was also suggested by the material used for 
recruitment purposes. The job adverts used for recruiting account managers have great 
emphasis of competitiveness, ambition, goal orientation, confidence and individuality 
(document #5;6;7;8) whereas cooperation skills, communality, empathy and 
emotionality are emphasized in the job adverts used for consultant manager recruitment 
(document #1;2;3;4). In addition to the traditional job adverts, the organization use 
advertisement videos in order to create awareness for new job opportunities. In these 
videos, existing employees represent the open positions. When it comes to advertisement 
of consultant manager role, the role is mostly represented by female employees  
(document #19). Vast majority of the videos that represent account manager position 
include costume wearing, male employees representing their job. Even in these videos, 
there are great emphasize on ambitiousness, competitiveness, rationality and goal 
orientation. As one account manager stated in such video (document #18): 

‘My goal is to get 2.6 customer meetings per day and I want to see this even on a monthly level. 
When I go to these 2.6 meetings I will achieve results. It is just a cold fact. (…) I don’t even 
remember all of the records I have broken; booking record of the day, booking record of Finland 
and highest sales margin during the first year.’  

As mentioned above, job design is something that determinates the competences used 
for evaluating applicants’ ability to succeed in a particular job. Closer investigation of 
account manager and consultant manager job designs reveals that these roles are rather 
similar to each other. Indeed, both roles are highly competitive with great emphasize on 
individual performance with performance based salary and pre-set performance goals 
(document #11;12). In addition to this, both roles include close cooperation with internal 
and external stakeholders (document #7; #8). Both occupational groups have a strategic 
role organization’s business since company’s result is determined by the performance of 
both of these groups. It can therefore be seen as particularly interesting that even though 
the two job descriptions of account manager and consultant manager are very similar, 
the competences that are evaluated are differ rather significantly.  

The results of this study indicate that the official competences are not fully realized in 
practical selection and recruitment decisions. Even when based on an official, 
standardized competence criterion the selection process leaves room for assumptions 
and expectations for appropriate gendered characteristics, behaviour and body that 
support the existing gender stereotypes and differences between men and women.   

Indeed, both the job description and the official competence criterion clearly indicate the 
importance of goal orientation when selecting potential consultant managers. Yet, the 
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results of this study suggest that another selection criterion is applied in reality. The 
informants suggested emotional and supporting characteristics of the applicant were 
experiences as more important than goal orientation or initiative. The ideal applicant 
was considered to possess stereotypical feminine characteristics and behaviour (Acker, 
1992a) even though the official criterion stated otherwise. In the official competence 
criterion masculine traits such as goal orientation were seen as highly important. The 
results of this study therefore indicate a disjuncture between the official competences 
and the realized ones. 

The results of this study suggests that the existing selection criterion in organization A 
strengthens the socially constructed understandings of gender differences and gendered 
behaviour. Indeed, the results indicate that selection criterion of account managers is 
highly masculine in nature and favours stereotypical masculine traits over feminine 
ones. This differs significantly from the one of consultant managers that favours 
stereotypical feminine characteristics and behaviour. Previous research suggest that the 
favoured gendered traits and behaviour tend to reflect the ones of existing employees 
(Acker 2006). The results of this study show that this apply organization A as well. 
Indeed, masculinity is favoured in a male dominated account manager position and 
femininity is expected in a female dominated consultant manger position (document 
#15;16). 

The results indicate that the account manager and consultant manager roles are strongly 
attached to gendered identities. Indeed, the above mentioned underlying 
understandings of gendered identities and bodies is manifested through the recruitment 
material used by organization A. The fact that majority of consultant managers are 
represented by women and account managers are almost entirely represented by men 
indicate gendered identities that are strongly attached to these roles. These images, 
according to Acker (2006) represent bodies of ideal applicants and indicate an 
underlying understanding of positions that are more suitable for either men or women. 
In the case of organization, A, the image of a male body attached to the account manager 
portray the body of the ideal candidate and assumes it to be a male one.  In the case of 
consultant manager role, the ideal candidate is portrayed as a female one. 

Selection practices like this assume certain gendered traits and behaviour and by 
favouring particular gendered characteristics these practices tend to lead to gender based 
discrimination (Acker 2006). This theory is supported by the results of this study which 
indicate that the existing selection practices expect and favour masculine  traits and 
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behaviour from account manager applicants and femininity in consultant manager 
position. The results support Acker’s (2006) theory by suggesting that these expectations 
are likely to lead to unjustified advantage and exclusion based on gender. In the case of 
organization A this means favouring of male applicants who apply for account manager 
role and are more likely to meet the expectations of masculine behaviour, characteristics 
and body that are assumed by this role. This limits the opportunity to female candidates 
to be chosen for this particular position. Female candidates are more likely to be chosen 
for a consultant manager position that expect stereotypical feminine traits and body. 

The above mentioned results therefore indicate the existence of gender biased selection 
practices that create unjustified advantage and exclusion based on gender. This can be 
seen as a major barrier for gender equality work in the organization by challenging the 
gender equality policy of organization A which states the following (document #10): 

Gendered selection practices that favour particular gender contradict this policy and can 
therefore be seen as a barrier that prevents increased gender equality in organization A. 

 

4.2.1.2 Value-based selection and expected gendered behaviour 

‘We do say that we have a competence based recruitment process but it is also a culture based one. 
Well…the competences are closely linked to our values, our culture and the way we want that 
people are at work and live their work life’. (interview #7) 

In this way one of the informants described the recruitment process in organization A. 
The central role of organizational culture and values were emphasized by all the 
interviewees. Organization A has three cultural values that are used for selection 
purposes alongside with the job specific competences. The interviewees stated that the 
ideal applicant is one that behave accordingly to these cultural values. One of the 
informants expressed this in a following way (interview #1): 

‘…The number one requirement is, before even begin to consider (hiring) someone, that those 
people…that we feel that those people fit into our culture. In practice, this means that during the 
interview we should be able to identify those things: the elements that imply whether this person 
behave accordingly to our culture. Whether one wants to develop things, evolve, proceed and set 
goals. Whether one also cares for other people and value good work environment and community 
and sharing energy. Because these three values are everything to us’.  

‘Both men and women can apply for open positions and all competent 
applicants have same possibilities to be chosen to the open position.’ 
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The fit between applicant’s and organization’s values was considered the one of the most 
crucial selection criterion when evaluating potential applicants for internal positions. 
Part of the interviewees experienced this to be more important than applicants’ other 
competences related to relevant skills, experience and knowledge. As one of the 
interviewees stated (interview #7): 

‘Culture is extremely important. That we hire people that fit into it. If we do not feel that the person 
fit into our culture, that person will never be hired to us. No matter what.’  

Based on the interviews, different cultural values are emphasized when selecting 
applicants for account manager and consultant manager positions. In fact, the interviews 
indicate that values related to competitiveness, rationality and individualism (Acker 
1992b) are emphasized when evaluating account manager applicants. Values that 
underline the importance of caring, kindness and supporting others were seen as less 
relevant. As one of the informant expressed this (interview #5): 

‘I might feel that helping others and this kind of ‘show heart’ is often less emphasized in account 
managers. There can be more focus on becoming better and sharing energy. But in that role…it 
helps the person to succeed in that job task. As a sales person you cannot be here at the office and 
helping others…because that time is away from your own success and achieving your own results’.  

Whereas helping others and the work community was not seen as relevant values for 
account managers, this showed to be the kind of behaviour that was expected from 
consultant managers. Indeed, the interviewees expressed that the value-based selection 
criterion for this role is focused on so called soft values such as communality and 
supporting and helping others. As one interviewee expressed this, the expectations could 
even refer to domestic duties carried out at the office such as tiding in the office 
(interview #9):  

‘It’s about how you share energy for the ones around you. For example, when you come to work, 
you say ‘hi’ to everyone. You look into that person’s eyes and say ‘hi’. You remember what 
everyone…if someone has been away from work you ask ‘how are you? Is everything okay?’. You 
pay attention to things; ‘hey you did a trip to the cottage this weekend! Did you have fun?’. These 
small things you can do in order to give energy in everyday life. You cheer your friend (colleague) 
if there’s a lot to do and also when it’s not. If one has not achieved the goals, one can write on Lync 
that ‘Hi, I can see that you have a lot of orders coming up and the results will come’. That you take 
the responsibility of that too. (…)(…) Also that one will say ‘I need help, I have a lot to do right 
now. Can you help me’. Also it one sees that there’s trash on the floor one picks it up. Or empties 
the dish washer’.  

The results of this study showed that the different emphasize of organizational values in 
different recruitment processes was something that was acknowledged by one of third of 
the interviewees. As one of the interviewees stated (interview #7): 

‘All the values should be equally important…but how this actualizes in practice? I myself have more 
experience in recruiting consultant managers…but I would say that we use to think about them all 



 60 

(values). Well…one could think that we focus more on ambition and results when recruiting 
account manager. But from my perspective, it definitely should not be like that’  

Based on the interviews, values were considered to be fundamental characteristics of a 
person. The interviewees experienced the organizational values to be something that the 
applicant either possessed or not –  something that could not be taught to a person. As 
one of the interviewees expressed this (interview #1): 

‘Because in the end, those three values mean everything to us. There was a time when we did the 
mistake of recruiting people who basically where good for the job, but our culture was totally 
strange to them. And we tried to coach these people into the culture, but it didn’t work. Because 
those kinds of things are so close to one’s personal character that it starts from the…you either 
have it or you don’t’. 

The interesting is that depending on the role, the applicant was expected to possess 
particular values by nature whereas some could be learned on the job. Account managers 
where considered to be goal oriented and individualistic by nature but not to possess 
feminine characteristics related to communality, team working skills and helping others 
(interview #1): 

‘I mean, they (account managers) are extremely individualistic and that is what makes them good 
at their job. But that does not always make them great colleagues. I have seen it at least ten times 
that we take someone in who is kind of a ‘prick’ (laughter), I mean as a colleague and we then teach 
that person. (....) If you look at our best account managers, I would say that they are pretty good 
at team work. But they were not that when they started at that job (laughter). But that is maybe 
the price you just have to pay. Because on the other hand, a really nice and pleasant person would 
not necessarily make it in this job’. 

When evaluating the consultant manager applicants, the expectations were the opposite. 
The informants expressed that the ideal applicants for this role were expected to be 
helpful, caring and supporting. What was not equally assumed from the applicants was 
the competitiveness, ambitiousness and goal orientation which could be learned. As one 
of the interviewees expressed this (interview #9): 

‘It is important to have the ability to take one step back and see that everything does not move 
around me. There are so many other things moving around. Those clients are always organization 
A’s clients and we always put the firm first. (….) And if I think about it, I was not that goal oriented 
when I started here. But in this firm, you learn that.’  

The above represented findings show that even though the organization’s official policy 
supports equal emphasize of all organizational values, the realized value-based 
evaluation of applicants reflects similar stereotypical gendered assumptions and 
identities as the competence selection criterion.  

Indeed, the value-based selection criterion of account manager position favours 
traditional masculine values (Acker, 1992a) whereas values in feminine nature are 
considered as less important. The value based selection criterion for consumer managers 
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on the contrary favour stereotypical feminine behaviour (Acker, 1992a) and values such 
as caring, kindness and supporting others. Favouring masculinity in account manager 
position and femininity in consultant manager position is something that follow similar 
gendered pattern as the competence evaluation criterion. 

Moreover, the results suggest that the ideal candidates are expected to behave in 
feminine or masculine way, by nature. The fact that account managers are assumed to 
masculine by nature but learn the more feminine values ‘on the job’ imply that the 
selection process include an underlying idea of an ideal male candidate. The selection 
process for consultant managers on the contrary expects femininity by nature but not 
masculinity. This is something that support Joan Acker’s (2006) argument for 
underlying gendered identities that support the gender stereotypes and are likely to 
result in gender inequalities. 

Similarly to the existing competence criterion, the value-based selection is likely to lead 
to discriminative selection based on gender. By producing and maintaining gender-
based favouring the existing processes fail to provide all applicants equal opportunity to 
open positions, is likely to hinder the organization from preventing discrimination based 
on gender (document #10) These practices therefore prevents the organization from 
achieving increased gender equality in terms of equal opportunity to work. 

 

4.2.2 Daily working hours 

The results of this study indicate that the culture in organization A is a rather competitive 
one. The organizational emphasizes continuous development and goal orientation which 
is communicated for example through quotes of athletes and other successful 
individuals, placed in the company’s interior (observation #1). Therefore, it might not 
come as a surprize that, organization expect a rather strong commitment from its 
employees both in terms of focus, commitment and long working hours. As one 
informant stated, these expectations can expand to one’s private life as well (interview 
#1): 

‘You have to be really strongly committed in order to have the strength do the job. Being successful 
in account manager or consumer manager job…you don’t always have to work mega long days, 
but you need to be extremely focused. You cannot just come to work, and everything will be fine. 
You must plan your day extremely well. (…) And that of course requires that the person who 
accepts that job will, in order cope in that job and be happy, plan well his/her domestic life too’  

As the informant continues: 
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‘I myself try to set a good example. I have one life that includes job, family, kids, relationships, 
myself, my hobbies, my friends and family and my wife’s family and bla bla bla. It all becomes a 
one big mess and I have one calendar and one to do-list. And for me updating that forecast on a 
certain time is equally important as buying a pair of rubber boots. Or whatever. I mean, it is 
difficult, and it is hard.’  

This expectation of full commitment to the job and the organization does not only regard 
the official working hours. It even expands to the person’s free time, expecting one to 
engage to work related activities outside the official working hours.  As one interviewee 
described this (interview #7): 

‘I mean; you don’t have to stay for after work…but if you always say no to that... that would be 
challenging if you think about our culture. Because having this job contains a lot of like…social 
networking’  

Although the expectation for high commitment regard both sales and recruitment 
departments, the results of this study indicate that the commitment expected from 
account managers is particularly high. Indeed, according to the informants, ability to 
work long hours and fully commit to the job is especially expected from the account 
managers who traditionally work long hours, especially in the beginning of their careers. 
One of the interviewees expressed this in a following way (interview #8): 

‘Many of our (account manager) applicants are really ambitious and have strong will to success. 
We try to make it clear that ‘okay that’s good. We want you here. But you need to understand that 
becoming the best in our organization will require a lot. It’s important that it will not come as a 
shock that it will require a lot.’  

As the informant continues: 

‘We have extremely tough and so committed account managers that the 7,5 hours working day 
might not be enough. Especially not in the beginning’.  

Something that can be seen as interesting is that while the daily working hours of 
consultant managers are regularly reported and followed, those of account managers are 
not. In fact, the results of this study show that even though account managers have no 
official working hours, they are expected spend considerable hours at work. When asked 
about the average working hours of a newly started account managers, there was very 
little information about this (interview #8): 

‘Well…I don’t have any information about that (working hours) because we (account managers) 
don’t have any pre-set working hours. We want to offer the option of, for example, working ten 
hours in four days and taking one day or half day off if one feels like it. But…well this is just an 
estimation…but if I think about the time I started so...I did work approximately 45-50 hours per 
week (…) 50 hours would probably be more accurate’.  

Another interesting finding is that despite the fact that majority of the interviewees 
expressed the expectations of strong commitment and long working hours, the 
acknowledgement of work-family balance varied rather significantly among the 
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interviewees. In fact, almost half of the interviewees saw that WFB had little or no impact 
on the existing hiring practices in the organization. As one of the interviewees expressed 
this when asked about the role of WFB in company’s recruitment practices (interview 
#6): 

‘Well...work-life balance. (long pause). I would not say that it is (present). Not in internal 
recruitment processes. Maybe if the person would bring it up very strongly, that it has been 
challenge or something…in that case, some way or another. But overall, I don’t think that we have 
positions where that would be a challenge. So that that might be the reason why we do not take 
that into account…because that is kind of assumed. (…)(…) Here we kind of assume that everyone, 
in all internal positions…we want that one has good possibility to work life balance’  

Furthermore, the interviews implied that these two occupational groups have a very 
different stand to WFB and expected division of paid and unpaid work. In the male 
dominated, sales department, there was little acknowledgement for WFB and the 
expectations for all the applicants were the same, regardless their family statuses. As 
expressed by one of the informants (interview #8): 

‘We don’t think about the fact that someone (applicant) has a family. In a good way. At least I don’t 
see it as a challenge. But if we get five new account managers and one of them has two children 
and the others do not, the goals are the same for all.’  

This differed considerably from the female dominated recruitment department, where 
the balancing act between work and family life was increasingly acknowledged. Indeed, 
consultant managers are assumed and even encouraged to work distance and prioritize 
domestic obligations. One of the informants expressed this as following (interview #9): 

‘I always say to my team that I always leave the office at 4 p.m.…And if my child is sick, I always 
stay home. I do not want to make others sick too. It is very strongly in my mind all the time that 
family comes first. So, if I had a candidate with children I would of course say that this (job) is very 
tough. It is very tough to start as a consultant manager and have a family, but it can be done. We 
have very flexible working hours and even though we have our goals, it does not matter if you work 
from home.’  

The above presented results indicate that although organization A expect relatively high 
commitment for its members, these expectations are not equal for all occupational 
groups. Indeed, considerably long working hours and high commitment were expected 
from account managers who could work as much as 50 hours per week in the beginning 
of their careers. Even though the official alignment is that account managers do not have 
any pre-set working hours, the interviewees expressed that long working hours and 
flexibility are expected from these individuals. These expectations leave very little room 
for other obligations outside the work place. This differs significantly from the 
expectations attached to consultant manager role where employees are encouraged to 
prioritize their domestic obligations and obligations related to household and childcare 
are considered to be highly legitimate.  
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The expectations of commitment related to account manager role support Ackers (2006) 
theory about an underlying image of unencumbered worker: an ideal employee who have 
no domestic obligations related to household or childcare. Indeed, the results of this 
study imply that the account manager and consultant manager positions assume 
particular gendered division of paid and unpaid work. These expectations support 
traditional labour division where the ideal account manager is the main supporter of the 
family (man) whereas consultant manager is one with legitimate domestic 
responsibilities (woman) (Acker 2006; Bygren, Gähler and Nermo, 2004). 

Previous research show that gendered images and expectations like this hinder gender 
equality in work organization by creating unjustified gender based advantage and 
exclusion (Acker 2006; Ridgeway and Correll, 2004). Indeed, the image of 
unencumbered worker and expectations for particular labour division are embedded in 
the existing organization working hours which limit the opportunity of female applicants 
to be chosen to account manager position. Women are still taking care of the majority of 
the domestic obligations  (Bygren, Gähler and Nermo, 2004) and are therefore less likely 
to be able to meet the requirements of long working hours and correspond the image of 
unencumbered worker. The organization of work and gendered images are therefore 
likely to hinder organization A form achieving one of their central equality goal 
(document #10):  

 

The results also indicate that employees working in account manager and consultant 
manager positions have very different opportunity for work life balance (WLB). Indeed, 
existing work practices and legitimacy of unpaid work allow increased WLB for 
employees working in consultant manager role but not in accountant manager position. 
Expectations for long working hours and devaluation of domestic obligations in account 
manager role can be seen as a significant challenge for organization A’s equality goal of 
increased WFB (document #10):  

‘Both men and women can apply for open positions and all competent 
applicants have same possibilities to be chosen to the open position.’ 

 

’ Make it easier for both men and women to combine work and family life’ 
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Considering the multiple aspects of gender can be seen as important for providing work 
conditions that are equally appropriate for both genders. This is even listed as one of the 
central objectives of organization A’s gender equality plan (document #10): 

The interviews of this study indicate that this goal is yet to be achieved in organization 
A. Indeed, the job conditions that require strong commitment, flexibility and long 
working hours can be seen as unsustainable for women who tend to joggle with multiple 
domestic obligation (Bygren, Gähler and Nermo, 2004). Providing equal opportunity for 
WLB and combining work and domestic obligations can be seen as an essential part of 
achieving this above mentioned goal. 

 

4.2.3 Wage setting practices 

Equal pay for all employees regardless gender is listed as one of the central goals of 
organization A’s gender equality plan. According to this plan, organization A has clear 
policy for ensuring equal pay for all of its employees (document #10): 

Based on the results of this study, the main wage setting practice is that, all applicants 
are offered standardized salary of the particular role. This salary, consists of the pre-
determined, fixed salary and provision based on individual’s performance (document 
#11; #12). The official alignment therefore is that salaries are not negotiated with 
applicants. However, interviews of this study indicate that exceptions from this occur. 
Indeed, seven out of nine interviewees expressed that salaries are, in some cases, 
negotiated. As one of our interviewee expressed this (interview #3): 

‘It is possible to negotiate about the salary…certain guarantee salaries. For a certain time period. 
If the person changes from a job with much higher salary.’  

As she continues: 

‘We rarely need to negotiate about that (salary) because we continuously discuss it starting from 
the first telephone interview. And we don’t even continue in the process with applicants whose 
salary request differs significantly from that. (…) This is because for account manager and 
consultant manager positions we have salary models that are almost the exact same in the entire 
concern. So that…someone could consider that unfair but at the same time it is also fair that it 
(salary) is the same for all’.  

a ’Work conditions are appropriate for both male and female employees’ 
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Majority of the interviewees described wage setting practices from a general perspective 
but some concrete examples of wage negotiation situations were mentioned as well. All 
of these examples where a higher wage was negotiated, regarded account manager 
position. These interviewees expressed that salary could be negotiated in the basis of 
applicant’s previous experience in sales and applicant’s economic status that might, 
hinder that person from accepting the job. As one of our interviewees expressed this 
(interview #1): 

‘Let’s say that you come from a sales job where you haven’t had provision but you have had higher 
standard salary. In that case we can agree on a transition time. Which means that for a certain 
period of time the person receives kind of a transition salary so that the person’s economic 
situation is free enough but after that time period the person will transit back to our normal salary 
system.’ 

Indeed, the results of this study indicate that the existing wage setting practice applied 
in account manager position differs from the ones of other internal positions. When 
recruiting account managers, the organization knowingly competes with the salary. This 
differs from wage determination in consultant manager position where the salary is 
determined by average salary in the market. As one of the interviewees stated (interview 
#1): 

‘We try to use the information (about average salaries on the market) in order to pay competitive 
salaries for our employees but we don’t…account manager is actually the only one where we 
knowingly compete with the salary. When it comes to other roles, we want to pay competitive 
salaries compared to our market.’   

Moreover, the results of this study indicate that, while stated otherwise in the equality 
plan (document #10), the organization A lack clear policies wage setting and negotiations 
(document #13). Based on the interviews, a higher salary can be justified by numerous 
different factors – both objective and subjective in nature. As mentioned above, higher 
salary can be justified by previous work experience and salary level.  In some cases, the 
justification for a higher salary could be based on an individual judgement of the 
recruiter.  As one of the interviewees expressed this (interview #8): 

‘Well it’s always case-by-case. Usually the hiring manager has had strong faith on that person, that 
‘this is such an organization A- person, that this person will succeed. (…) But it is not based on 
anything clear or specific. It’s not based on a specific type of a person. (…) For us it is not based 
that one needs to have much of previous experience, or recently graduated or specific type of a 
person. No. It’s some kind of combination in that person…that one feels that ‘I want to hire this 
person! This person has that something’.  

As the interviewee continues: 

‘Well now I know those people to whom we have made the exception. They are very different from 
each other. They have had very different things. The hiring manager has in most cases also been 
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different. The one who had participated the negotiation. They have seen different things in those 
persons. So, I cannot say any particular, clear factor.’  

The above-mentioned findings indicate that organization A, is a good example of an 
organization, where standardized wage setting practices are used for increased equality 
but deviations from these practices are likely have the opposite effect in practice. Indeed, 
based on the empirical results, the official policy for wage setting that is stated in the 
equality plan (document #10) differ from the one that is realized in actual wage 
determination situations.  

Indeed, based on the interviews the standardized wage determination process is not 
always followed and individualized salaries are negotiated with some of the applicants. 
The results of this study indicate that these negotiations are carried out without official 
guidelines which leaves great room for subjective assumptions, expectations and 
perceptions of the recruiter. As Acker suggests (2006) this kind of individualized wage 
setting practices are strongly affected by subjective judgement and assumptions of 
applicant’s competence. As previous research suggest these perceptions of applicant’s 
competence is often affected by the gender of both recruiter and applicant (Acker, 1991; 
Korkeamäki and Kyyrä, 2006). 

Furthermore, the empirical results imply this individualized wage setting is applied 
especially in the account manager role- a role that, based on this study, favours masculine 
characteristics, behaviour and body. Based on the existing theories, gendered 
expectations and images like this are likely to affect wage setting practices (Acker, 1991). 
The fact that individualized wage setting is more common in this particular position is, 
based on the theories and empirical results, likely to result in discriminative wage setting 
practices that favour male candidates. Indeed, male candidates are more likely to match 
the image of the ideal account manager and convince the recruiter about his capability. 
By creating unjustified advantage for male applicants, the individualized wage setting 
limits the opportunity of women to receive higher wage. This is something that is likely 
to create a gender pay gap within the organization. 

The results of this study therefore indicate a significant disjuncture between the official 
wage determination and the realized one. Indeed, the existing wage setting practice is 
not implemented accordingly when individualized salaries are negotiated. The fact that 
these negotiations are rather loosely regulated, leaves great room for subjective 
perceptions of the recruiter. The lack of documentation related to these negotiations 
make such discriminative wage setting difficult to capture when it is hidden in the official 
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wage classifications. This is something that hinders the organization from achieving 
gender equality in pay.  

 

4.3 Fourth barrier: legitimation of gender inequalities 

According to Acker (2006) existing gender inequalities can be legitimated in numerous 
ways in work organizations. The findings of this study support this argument by 
suggesting that in organization A, the existing inequalities are legitimated by job design. 
When it comes to the gendered selection criterion, the interviewees expressed that the 
existing competence criterion is strongly determined by the job description. The nature 
of a work would determinate which personal characteristics and skills would be favoured 
in the selection process. As one of the informants expressed this (interview #1): 

‘We have four to six competences, depending on the role. (…) (…) But the thing is that they all 
come from the job design. Because I believe…or we believe that everyone is good in some way. But 
everyone is not good at everything and we have to find the one who is the most suitable person for 
let say account manager job. And then we have to understand the requirements that the job sets 
for that person.’ 

Indeed, in the case of consultant managers, the superiority of stereotypical feminine 
traits such as empathy, communality and emotionality were motivated by the nature of 
the work and involvement of multiple stakeholders. The person who would possess these 
characteristics would succeed in this job (interview #2): 

‘You need to be interested in applicants, you need to care about them and you need to appreciate 
well-being of the applicants. You need to be more empathic, because the job includes more 
stakeholders.’  

The competence criterion of account manager role which favour traditional masculine 
traits such as goal orientation, individuality and competitiveness were considered as 
crucial for one to feel content and be successful on the role.  As one of the informants 
expressed this (interview #3): 

‘If you look at our sales people, you see that there are many different ways to succeed. But let’s say 
that…to summarize that…you have to be very competitive. You have to want to be the best. (…) If 
I think about the one who is most successful and those who feel happiest here, those are the ones 
who love to make revenue.’ 

Indeed, superiority of masculine characteristics such as goal orientation an individuality 
was considered as justifiable due to the fact that they would ensure individual’s success 
in the account manager role. As another informant stated (interview #5): 

‘In our account manager role, it helps you to succeed better if you are motivated by money…than if 
you want to work together with someone or develop things and generate new ideas.’ 
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Even the general work requirements was justified by the job design which, according to 
the interviews, requires particular organization of the work. Full commitment and long 
working hours expected by account managers, were justified by the work pace and the 
design of the particular job. As expressed by one of the interviewees (interview #1): 

‘Because the fact is that particular job tasks require certain kind of sacrifices; you have to travel 
and you have to be flexible…that you meet your customers when your customers want to meet 
you.’  

Job design was also considered to be the one factor that allows certain room for WFB. 
The inequality in work-family reconciliation and devaluation of unpaid work were 
motivated by the differing job designs of account manager and consultant manager roles. 
These job designs either allow appropriate level of WLB or not. As one of the informant 
answered when asked about the differing stand to WFB (interview #1): 

‘In different ways, because the job task is a bit different. For example, in account manager 
recruitment, the situation is that you come in as a new account manager and you start to build 
your client portfolio from scratch. And that means that in the beginning the work is harder because 
you have to call the clients and build the clientele.  The person has to be strongly committed in 
order to have the strength to do that’  

The above represented findings of this study indicate, that job design is used for creating 
acceptance towards systems that create and maintain the gender inequalities 
represented in this paper. Indeed, one could say that job design is used to justify and 
legitimate the superiority of gendered characteristics that emphasizes beliefs of 
biological differences between genders. Referring to job design creates acceptance for the 
existing selection criterion that create gender-based favouring. As stated by Acker (2006) 
this is something that naturalizes these inequalities and make them appear legitimate- 
even when these regard subordination or exclusion based on gender. 

The same job design is used to justify gender inequalities related to differing stand to 
family reconciliation and WFB. The expectations of unencumbered worker (Acker 2006) 
and full commitment in account manager role, are legitimated by referring to the nature 
of the job that requires the work to be organized in this way. This is something that is 
also used to create acceptance of differing stand to paid an unpaid work and devaluation 
of domestic obligations attached to this role. Devaluation of domestic obligations is likely 
to appear natural when referred to job design that set same requirements for all 
individuals regardless gender. 

Legitimation of the systems that create and maintain the existing inequalities can be seen 
as problematic since it prevents successful gender equality work in organization A. 



 70 

Indeed, acknowledging the existing inequalities and the need for change can be seen as 
the first step towards more equal organizational life. In the case of organization A the 
belief in job design as the objective determinant of organizational reality hides the 
existing inequalities and make them appear as natural and justifiable. The results 
therefore support Acker’s (2006) theory by suggesting that this legitimation of the 
existing systems for selection and organization of work prevent the organization from 
achieving many of the above mentioned equality goals related to equal opportunity for 
work and WFB. 

 

4.4 Sixth barrier: silences of gender inequalities 

While carrying out the interviews, another interesting finding was discovered: shared 
silences of the existing gender inequalities. Before the interviews were carried out, all of 
the interviewees were informed about the fact that the study would focus on gender 
aspects of organization A. Once these interviews were carried out, both carefulness in 
expressing themselves and fear of getting exposed could be sensed from the way these 
individuals behaved and expressed themselves. Indeed, even very experienced 
participants with long experience in internal recruitments, expressed the need to check 
the official guidelines of the organization when asked about the selection criterion. As 
one of the interviewees expressed this (interview #5): 

‘Well there’s the competences we are looking for. So that I don’t say anything wrong, so I prefer 
look up those for you what the official competences are’.  

Indeed, the need to answer accordingly the organization’s alignment was expressed for 
example by one of the interviewees who stated the following in the end of the interview 
(interview #5): 

‘Good questions…I just needed to think a bit those answers…maybe also to avoid saying something 
that one self thinks at this point.’   

Something that also indicated a certain carefulness when expressing personal views on 
organizational practices was the unwillingness to discuss the gender topic in the presence 
of recording advice. It seemed that many of the interviewees knowingly waited until the 
recording devise was turned off before talking about gender. Many of the interviewees 
did not specifically mention gender during the interview and discussed the existing 
practices in a very general way. It was first after the recording devise was turned off when 
a discussion about gender started. Indeed, as soon as the discussion was no longer 
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recorded, the interviewees expressed very relevant and interesting things about gender 
equality and inequality. These things were documented by hand written notes. One of 
these things regarded the need to explain competitiveness for female candidates 
(interview #2) 

‘Well…You know it is interesting that quite often you need to explain for female candidates, what 
we mean with competitiveness. It is not something that they tend to relate to’ 

Another (male) participant experienced that the gender inequality occurred, not only in 
form of inequality of women but as lack of male employees in the organization. As he 
expressed this (interview #1): 

‘Approximately 70 percent of our employees are women and half of the managers on the concern 
level are women. Even 70 percent of all the managers are women. Equality is an important issue 
but one equality issue is that there are too few men in the organization.’ 

The desire to wait until the recording device was expressed by one of the interviewees. 
All of the interviewees were asked at the end of the interview, if they had anything to add. 
When asked this question, the interviewee said (interview #3): 

‘Yes…well I can ask after the… (looked at the recording device that was still turned on)’.  

After the recording device was turned off the same interviewee added (interview #3): 

‘To express that you are goal oriented or get motivated by money… It differs between men and 
women. Many women are afraid to express it.’ 

These above-mentioned findings that indicated both carefulness and certain 
unwillingness of the interviewees to express their personal views on gender can be seen 
as a sign of shared silences of gender and gender inequalities in the organization A. The 
fact that many interviewees waited until the recording device was turned off before 
expressing their view on gender indicated unwillingness to be exposed. With many of the 
interviewees, a more open conversation about gender occurred first when the discussion 
was no longer recorded. 

This unwillingness to discuss gender issues gives an impression that the official 
alignment might be in conflict with the gendered reality discussed in this paper. Indeed, 
the results of this study indicate that systematic gender-based disparities are produced 
in the organization – some of which contradict to the official practice of the organization. 
One could say that the fear of discussing this gendered reality might raise from this 
disjuncture of the gender neutral organizational logic and highly gendered 
organizational reality (Acker, 1992a).  One example of this is the need to check the official 
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guidelines for the selection criterion. Although these guidelines express gender-
neutrality, the implementation of these is deeply gendered.  

The unwillingness to be exposed as someone who challenges these guidelines and the 
official alignment of the organization might explain the interviewees careful 
consideration when expressing themselves and unwillingness to be recorded while doing 
this. This kind of disjuncture between the gender way of talking about organizational life 
and the deeply gendered reality, is something that according to Acker reproduce and 
maintain the existing gender inequalities in work organizations (Acker, 1992a).  

 

4.5 Summary 

In this chapter the empirical results of this study have been represented and analysed in 
relation to the theoretical framework. The theoretical framework used for the analysis 
focused on Joan Acker’s (2006) theory of inequality regimens and four of the six barriers 
that, according to this theory, produce and maintain gender-based inequalities in work 
organizations.  

The findings of this study support Acker’s theory about organizational practices, 
processes and meanings that produce and maintain gender inequalities in organization 
A. The results of this study suggest that the existing practices and processes create and 
maintain gender-based advantage and subordination that result in systematic disparities 
in opportunity for employment and equal pay. These gender based disparities exist 
despite the explicit gender equality plan and organization-wide gender equality goals.  

The findings of this study support Acker’s (2006) theory of equality barriers that, in form 
of existing HRM practices, prevent the organization from achieving these goals. These 
barriers relate to existing recruitment and selection practices, general work 
requirements and wage setting practices. Moreover, the results show that legitimating 
efforts and silences of existing are both creating and maintaining gender inequalities. 
Legitimation of inequalities and lack of open discussion mask gender inequalities and 
make them difficult to change. Tackling these barriers together with the shared belief in 
job design as the absolute truth should lie in the very heart of the gender equality work 
in this organization.  
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5 DISCUSSION 

This chapter will discuss the key findings of this research and the conclusions one can 
make based on this case study. The implications of the findings of this study will be 
discussed in relation to the organizational theories, gender studies and gender equality. 
Furthermore, the study’s contribution to the field of gender studies and managerial 
studies is represented. The chapter will be completed by a brief discussion of central 
limitations of this study and suggestions for future studies.  

As stated in the very beginning of this paper, previous research provides a large body of 
evidence suggesting that gender inequalities exist even in the most gender equal 
countries such as Finland. Few of these rather persistent inequalities regards gender pay 
gap and occupational segregation in labour market. The fact that these inequalities 
continue to exist despite both antidiscriminative legislation and political efforts, 
underline the importance to understand the underlying factors that prevent increased 
gender equality in organizations and societies. This is something that stress the need to 
study this phenomenon even further. Much of these inequalities originate in work 
organizations (Acker 2006) which is why it is essential to study work organizations in 
particular and the barriers they may have for achieving equality between genders.   

The primary aim of this thesis therefore is to create a deeper understanding in barriers 
to creating gender equality in work organizations. In order to achieve this objective, this 
study would answer the following research questions: 

Research question: What kind of internal recruitment practices are used by 
organization A?  

Sub question: Does these practices hinder gender equality? 

In order to achieve this aim, an overview of the research topic was represented in the 
literature review of this paper. This overview included a selection of existing theories in 
human resource management, gender studies and findings of previous research showing 
how gender inequalities are produced as by-products of organizational practices and 
processes. In order to produce an answer to the research questions, a single case study 
was carried out. The case study was conducted in a recruitment agency, organization A. 
The case study was embedded in nature and focused on investigating the existing HRM 
practices of organization’s two largest occupational groups: account managers and 
consultant managers. The empirical data of this study was collected through nine semi-
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structured, qualitative interviews. This data was complemented with a selection of 
written documents and participant observations.  

The results of this study were analysed in a relation to Joan Acker’s (2006) theory about 
inequality regimes and four of the six barriers that, according to this theory, produce and 
maintain gender based inequalities and therefore hinder increased gender equality in 
work organizations.  

 

5.1 Gender-based inequalities 

Based on the results of this study, organization A is a good example of an organization 
where gender based disparities occur despite organization-wide gender equality goals. 
Indeed, the findings indicate that gender inequalities exist in form of systematic 
disparities related to hiring, wage determination and organization of general work 
requirements.  

Moreover, the findings support Acker’s (2006) theory by suggesting that these 
inequalities are produced and maintained through organizational practices, policies and 
meanings that result in gender based advantage and subordination. The empirical results 
show that these inequalities are created and strengthened through selection, wage 
determination, organization of general work requirements, legitimation and lack of open 
discussion about gender. These create major challenges for a successful gender equality 
work in organization A and are likely to prevent the organization from achieving many 
of its central equality goals. 

 

5.2 Restraining gender equality through recruitment and selection 

Perhaps the most visible of the equality barriers regard the existing recruitment and 
selection practices in organization A. The results of this study imply that the existing 
selection criteria of both account and consultant manager positions include underlying 
gendered assumptions and ideas in lines of stereotypical gendered behaviours, 
characteristics and bodies.  The selection process of account managers favour traditional 
masculine traits that are manifested through the selection criteria and images of male 
bodies illustrating the ideal applicant for this role. The ideal consultant manager, on the 
contrary, is expected to behave in a feminine way and possess stereotypical feminine 
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characteristics and values. These expectations for feminist characteristics and body are 
communicated through female employees who represent this role. Although the official 
selection criteria of consultant manager role includes masculine characteristic as well, 
the empirical results indicated favouring of stereotypical feminine traits over the 
masculine ones.  

This favouring of particular gendered traits can be seen as rather interesting regarding 
rather similar job designs of these roles. Surely, both roles have great emphasize on 
results and individual performance. Although both roles focus on individual 
performance in evaluation and pay, goal orientation and individuality were expected 
mainly from the account managers. Indeed, consultant managers were expected to be 
communal and prioritize well-being of others – something that support the traditional 
feminine traits. The results indicate that despite the similar job design, female 
dominated consultant manager role is strongly attached to the traditional feminine role 
of a supporter whereas male dominated account manager position has a strong agency 
role.  

As argued by Acker (2006), the results suggest that implementation of a selection 
criterion like this, strengthens socially constructed differences between genders and is 
likely to result in gender based domination and exclusion in organization A. In practice 
this means that male candidates, who are more likely to meet the expectations of 
masculine characteristics, behaviour and body are likely to be considered as more 
competent for account manager role. The selection criterion is therefore likely to give 
male candidates an unjustified advantage based on their gender. Female candidates, who 
are less capable to match this image, are likely to be excluded through a selection 
criterion that favours the opposite gender. This continuous reproduction of gender based 
domination and exclusion might, at least partly, explain the current gender structure in 
organization that include similar gender pattern.  

The gendered organizational structure is not the only reason why such selection practices 
can be seen as problematic. Indeed, the existing selection criteria can be seen as a major 
obstacle for an increased competitive advantage and future success of the organization. 
Selection practices that fail to prevent an objective and gender neutral evaluation of 
individuals’ competence, are likely miss highly competent employees. Evaluation that is 
strongly effected by gender bias is likely to favour or discriminate a particular gender and 
fail to evaluate the true competence behind that gender. As emphasized in previous 
research, failing to acquire the most competent employees in an increasingly competitive 
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environment, is likely to become fatal for the organization (Carless, 2009). Furthermore, 
implementation of discriminative recruitment practices might risk of damaging 
organization A’s employer brand which would be likely to lower its ability to attract 
suitable candidates for open positions.   

The use of gender biased hiring practices may have undesirable implications on societal 
level too. Implementation of gender biased selection criterion is likely to make it difficult 
to tackle the persistent occupational gender segregation in the labour market. Indeed, 
organizations can be seen as a gate keepers of equal access to employment in the society 
as a whole. Hiring practice that favour one gender over the other is likely to maintain 
these gendered structures. Favouring of masculine characteristics in a male dominated 
jobs and feminine characteristics in female dominated fields is likely to keep the gender 
division between these occupations unchanged. This is something that underlines the 
importance to provide equal evaluation for all applicants’ regardless gender. 

 

5.3 Individualized wage setting practices as a source of inequality 

Acker (2006) suggest that wage setting practices are another practice that tend to be 
affected by gender bias, especially when it comes to individualized wage setting.  As Acker 
points out, these discriminating practices are not always intentional but they may have 
unintentional discriminative implications. Organization A can be seen as a good example 
of this. Indeed, the official alignment of the organization is that all occupational groups 
are offered a standardized salary that is equal for all employees included in a particular 
occupational group. According to the empirical data, this was experienced as one method 
to ensure equal and objective wage setting for employees.  

However, the empirical results showed that in reality, an individualized wage setting is 
used alongside of the standardized one. Indeed, individualized wages are negotiated with 
some applicants for a certain period of time. These individualized wages are negotiated  
with very few official guidelines of when and how the individualized salary should be 
negotiated. This leaves a lot of room for gendered assumptions and expectations. Based 
on the interviews, the individualized wage determination is strongly affected by 
subjective perception of the recruiter. Indeed, the results indicate that a higher salary 
could be negotiates with a person who, based on the perception of the recruiter, would 
fit well to the role.   



 77 

This disjuncture between official and realized wage determination can be seen as 
problematic in the eyes of gender equality. It is likely to place women and female 
dominated occupational groups such as consultant managers into an unfair position. 
Indeed, the results suggest that individualized salary negotiations took place mainly in 
the male dominated account manager position. As the above presented findings indicate, 
this particular role is strongly attached to a male identity and favours stereotypical 
masculine behaviour, characteristics and body. Considering this, one could say that the 
salary are increasingly negotiated with applicants who match these characteristics and 
therefore likely to favour male applicants in wage determination. This creates an 
unjustified pay gap between genders. The fact that individualized wage setting is not 
communicated within the organization lowers the transferability of wage determination 
process and hide the inequalities that are produced by it. Masking these inequalities is 
likely to prevent the organization from achieving one of its central inequality goals: equal 
pay regardless gender.  

 

5.4 Inequality through organization of work requirements 

The findings of the case study suggest the existence of underlying gendered assumptions 
and meanings that are embedded in the way work requirements are organized in 
organization A. Indeed, the results indicate that the general work requirements of 
account manager and consultant manager roles expect particular division of paid and 
unpaid work that support traditional gendered labour division. The results indicate that 
in the account manager role the work is organized in a way that expects the employee to 
have very limited domestic obligations related to household and child care. Unpaid work 
and WLB have rather low acknowledgement and legitimacy in this role. These work 
requirements differ significantly from the ones attached to consultant manager role. In 
this role, the daily work is organized in a way that allows flexibility for domestic 
obligations that are not only considered as legitimate but also something that should be 
prioritized. The results therefore indicate an underlying expectation for the account 
manager to be the main supporter of the family and the consultant manager to be a 
person who is the caretaker of the family and children. 

The findings indicate that these gendered expectations exist implicitly within the 
organization. Indeed, according to the official description, account managers have very 
flexible working hours and their working hours are not documented or followed by the 
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organization. Indeed, according to the official job description the work of account 
manager is highly flexible with no pre-set working hours. However, the empirical data 
showed that in practice, the organization implicitly expects the individuals to work long 
hours especially in the beginning of their careers. According to the informants the 
average length of these working days could be around ten hours per day and the ability 
to meet these requirements play a crucial role in the recruitment decision.  

These work requirements and the underlying gendered expectations have very different 
implications for men and women and are likely to create challenges for sustainable 
gender equality work in organization A.  

Indeed, the results of this study indicate that the above mentioned requirements are 
likely to prevent equal opportunity for employment regardless gender. The implicit 
requirement of high commitment and long working hours can be seen as a major barrier 
for women to enter the account manager position. Female applicants with multiple 
domestic obligations are less capable to work long hours and match the reflect the image 
of ‘ideal’ unencumbered worker (Acker 2006). Work requirements that expect such 
commitment therefore create an unfair advantage for male candidates with less domestic 
obligations. This gender-based advantage and disadvantage is strengthened by shared 
attitudes towards unpaid work and valuation of such work. Indeed, the fact that domestic 
obligations are devalued in account manage role is likely to increase the barrier for 
women to enter this position. 

Based on the findings of this study organization of work requirements and attitudes 
towards unpaid work are likely to hinder the organization from achieving two of its 
central equality goals: equal opportunity for work and combining work and family life. 
Failing to acknowledge different aspects of gender and social life in work requirements 
is likely to reproduce an uneven gender distribution within the organization. This lack of 
acknowledgement in work organizations is likely to create similar gendered pattern in 
labour market as a whole by preventing women with multiple family obligations from 
entering positions and industries prevent the combination of the work and family related 
obligations.  
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5.5 Legitimation of gender inequalities 

Acker (2006) explain that existing gender inequalities are often legitimated in different 
ways in work organizations. Based on the findings of this study, this applies to 
organization A as well. Certainly, the empirical results indicate that many of the above 
mentioned gender inequalities are legitimated through so called job design i.e. 
characteristics of a particular job. Aligned with Acker’s theory, the results indicate that 
the job design both legitimate the existing inequalities and creates acceptance for the 
systems that create them.  

The results imply that job design is considered as an objective yardstick that set 
particular requirements for the individual in terms of competences and commitment. By 
setting these requirements that are tend to be equal for all individuals, job design is 
considered to determine which individuals will succeed in the job and how the work is 
organized.  

Since the requirements are same for all individuals, it was could also assumed to be 
equal. This makes the inequalities that are produced by selection and work requirements 
seem natural and acceptable. Indeed, the requirement of high commitment and 
flexibility and favouritism of masculine characteristics were considered as justifiable 
since the nature of the work required it. Referring to job design could be seen as 
something that naturalizes the gendered selection criterion and make prioritizing 
particular gender appear as natural and acceptable. This also regards the expectations of 
division of paid and unpaid work. Referring to the job design can be seen as a method to 
create acceptance around the systems that, according to this research, produce these 
inequalities.  

The results of this study indicate that legitimation of the existing gender inequalities with 
job design is likely to create barriers for tackling the existing inequalities.  Indeed, job 
design has not been emerged in a vacuum but it has been created by organizational 
members through a social process. Similarly to other social processes, formulation of a 
particular job design is most likely been effected by gender bias of the individuals 
involved in its creation. Although the results indicate that use of such job design may aim 
to objectivity and equality, legitimating gendered reality with it is challenging for a 
successful equality work. Legitimation hide the existing inequalities and make them 
difficult to change. 
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5.6 Lack of open discussion about gendered reality 

Possible one of the most interesting findings of this study regards the implicit silence of 
gender and gender inequalities in organization A. According to Acker (2006) gender 
inequalities are often unnoticeable in organizations and many times these are both 
knowingly and unknowingly overlooked. This is something that applies even in 
organization A.  However, the results of this study imply that this silence is much 
stronger than expressed by Acker (2006).  Indeed, the results indicate that even though 
the visibility of the existing gender inequalities vary, these are all equally covered by  
shared silence around the subject of gender. 

This shared silence around the gendered reality and existing gender inequalities could 
be seen as rather unexpected considering organization A’s seemingly active approach to  
gender equality work. As mentioned above, organization A has explicit, organization-
wide, goals for increased gender diversity and equality. This gives an impression of a high 
transparency and openness when it comes to gender aspects and equality. However, the 
behaviour of the interviewees gave an indication of a strong silence around gender. When 
discussed about the existing HRM practices, interviewees expressed need to carefully 
consider their answers and unwillingness to express themselves about gender aspects. 
Indeed, with many interviewees a more open discussion about gender started as soon as 
the recording device was turned off. This gave a strong impression of the informants’ fear 
of getting exposed. This impression is something that contradicts the one received from 
the organization’s gender equality plan.   

One may wonder if this fear of getting exposed and unwillingness to discuss gender 
issues raise from the collision of the official, gender neutral alignment of the organization 
and the organizational reality which is highly gendered. Indeed, the findings of this study 
indicate that despite the explicit equality goals, there are many aspects in the existing 
processes and practices that include gendered assumptions, meanings and identities 
that, aligned with the theory of Acker (2006), both formally and informally produce and 
maintain gender inequalities within the organization A.  

Based on the results of this study, this persistent silence of gender can be seen as the 
most significant barrier between organization A and increased gender equality. Lack of 
open discussion about multiple aspects of gender and existing gender inequalities  can 
be seen as crucial for acknowledging the existence of such inequalities and initiating a 
change. Indeed, without an open discussion about gender equalities, tearing down the 
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other inequality barriers is highly unlikely. Breaking this silence can therefore be seen as 
the first step towards more gender equal future in organization A. Organization A can be 
seen as a good example of an organization where formal equality plans and goals are 
likely to lack the power to tackle gender inequalities within the organization if the 
discussion is not open. Instructions and action plans can only do so little if the 
individuals applying these cannot openly discuss the current state of equality within the 
organization. 

 

5.7 Contribution to gender studies and managerial studies 

The findings of this study contribute to the existing gender studies by providing a 
description of how gender inequalities are produced and maintained in a work 
organization, located in a Finnish context. As mentioned above, the results of this study 
support the existence of four of the six inequality barriers, that according to Joan Acker 
(2006), both produce and maintain gender inequalities. Moreover, the results 
complement this theory of Acker by suggesting that equality work is not hindered not 
only by lack of visibility of some inequalities or privileged position of individuals – it can 
also be prevented by shared silence of gendered reality and existing inequalities. Based 
on the results of this study, this silence that prevents an open discussion about the 
existing inequalities can be seen as a highly powerful barrier – one that is likely to 
prevent the organization from tackling other barriers that hinder increased equality 
between genders.  

The knowledge produced by this study underline the importance for managers to adopt 
a multidimensional approach to gender equality work – one that seeks to address social 
processes within and outside the organization that effect equality between genders. One 
such thing is the differing domestic obligations of men and women and how this effects 
gender equality in the work place. Indeed, results of this study underline the fact that 
gender inequality should be seen as something that is not only created outside the 
organization but within it as well. In order to successfully strive towards increased 
equality, one should therefore address the differing implications the existing 
organizational practices, processes and meanings may have on men and women.   

Moreover this study suggest that an open, organization-wide, discussion about gender 
and existing disparities lies in the very heart of a successful gender equality work. Indeed, 
the lack of open discussion can be seen as the most significant barrier for increased 
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gender equality in a work organization. The findings indicate that, open discussion is 
required in order to acknowledge the existing disparities and initiate change. Supporting 
an open discussion about the gendered reality and inequalities should therefore be the 
starting point for the organization’s equality work.   

 

5.8 Limitations and suggestions for future studies 

This paper has focused on studying the existing human resource management practices 

and whether these practices hinder gender inequality in the organization. Gender 

inequalities discussed in this paper do not take account the intertwined nature of the 

inequalities. When discussing gender, this paper do consider men and women to be 

homogeneous groups and do not take into account the variation in characteristics such as 

class and race within these groups. In order to tackle this limitation and address the 

intertwined nature of the inequalities it would be interesting to study existing inequality 

barriers from a perspective that take account multiple basis of inequalities such as class 

and race. Studying the phenomenon from a wider perspective would be likely to bring 

out new valuable insights that would benefit equality work in work organizations. 

In this particular paper, the chosen topic was investigated through a single case study. As 

a researcher I do acknowledge that the small sample limits the generalization of the 

results of this study. The results produced by this case study can therefore be applicable 
in the particular context only. In order to increase the generalizability of the results, it 
would be interesting to conduct similar study in multiple organizations located in  similar 
context. This could be done by using the same interview template which would allow 
comparison between the results. 

As a researcher I acknowledge the possible research bias that may have affected the 
results of this study. Indeed, the fact that I am employed by the organization and have 
professional relationship with the interviewees is something that is likely to have affected 
the empirical data that was gathered through this case study. I might have unknowingly 
effected the way the interviewees expressed themselves during the interview and how I 
interpreted and analysed the data. In order to overcome this issue it would be interesting 
to study the phenomenon with the help of quantitative research methods. Gender 
inequality can be seen as a rather sensitive subject and the use of qualitative methods 
such as research formula would help the researcher to overcome limit impact on the 
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interviewees and the empirical data. This could bring out new knowledge about 
phenomenon in question.  

 In this particular paper, the chosen phenomenon was investigated through a single case 

study that was conducted in a work organization. Since institutions are gendered entities 

as well (Acker, 1992a) it would be interesting to conduct similar study in an institutional 

context. Due to the differing characteristics of institutions and work organizations such 

study would be likely to produce deeper understanding in how gender inequalities occur 

in institutional environment. Moreover, institutions of different kinds play significant role 

in today’s society which is why it would be essential to create a deeper understanding of 

this phenomenon in this particular context.  
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6 CONCLUSION 

The findings of this study support Joan Acker’s (2006) theory of inequality regimes and 
existence of such organizational practices, processes and meanings that both produce 
and maintain gender inequalities in work organizations. Based on the results of this 
study, systematic gender based disparities in pay and opportunity for employment result 
from existing practices related to gendered selection, individualized wage setting and 
work requirements related to high commitment. Moreover, these inequalities are 
strengthened through legitimation efforts  and lack of open discussion about gendered 
organizational reality.  

Although gender equality might seem important per se, one may still ask why the 
organization should care about this. In the case of organization A, four barriers create 
challenges for a successful gender equality work in the organization and is likely to 
prevent it from achieving many of its central equality goals related to equal pay, 
opportunity for employment and balance between work- and family life. Acknowledging 
the existence of these barriers and inequalities they create is essential for increased 
gender equality within the organization. The increased equality itself can be seen as 
crucial for organization’s ability to acquire and retain skilled human resources. Applying 
human resource practices that address multiple aspects of gender can be seen as an 
important part of this. Acquiring and retaining skilled employees is something that has 
proven to play central role for organizations’ success and survival in the increasing 
competition (Carless, 2009). 

The findings of this study suggest that the key to development towards increased gender 
equality lies on facilitation of open discussion about gender and gender inequalities. 
Indeed, this study suggests that perhaps the most significant of the inequality barriers is 
the shared silence of gender in organization A.  Certainly, lack of open discussion about 
gender and gender inequalities showed to be exceptionally strong. Since the 
acknowledgement of the problem itself can be seen as the first step towards 
improvement, overcoming this silence can be seen as essential for tackling the existing 
inequalities and processes and practices that these are strengthened by. Opening the 
discussion about gender inequalities is likely to help the organization to tackle rest of the 
barriers as well. The findings of this study indicate that facilitating an open discussion 
about gender and existing inequalities should lie in the very heart of a successful gender 
equality work. 
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As Acker (2006) explained, discriminative actions are not always knowingly taken by 
organizations. Organization A can be seen as a good example of this. Indeed, the results 
imply that that there is a genuine will to improve gender equality with the help of detailed 
gender equality plan  and organization-wide equality work. However, the empirical 
results indicate that gender inequalities originate from processes, practices and 
meanings that organization might not even be fully aware of.  

Moreover the case study supports Acker’s (2006) argument  that even processes that are 
not directly related to gender may have unintended negative effects on gender equality. 
The organization of general work requirements can be seen as a good example of this. 
Even though the defining these requirements is not directly related to gender, it may 
have an unexpected negative effect on gender inequality. Indeed, the results of this study 
show that application of work requirements that fail to address multiple aspects of 
gender is likely to result in subordination and even exclusion based on gender. 

The above mentioned findings provide a coherent answer to the research questions by 
identifying the existing gender inequalities and the processes, practices and meanings 
that create and maintain these inequalities.  The aim of the research design was to 
provide results that are highly valid and reliable. This was done with the help of multiple 
data sources that would complement each other and provide a coherent picture of the 
phenomenon. The use of multiple data sources was considered as particularly important 
for decreasing the undesirable impact of research bias.  

The knowledge that is produced by this study complement the existing theories by 
supporting the theory of Joan Acker (2006) and highlighting the essential role of shared 
silences of gender as an equality barrier.  This increased understanding of gender 
equalities and how these are created and maintained in organizations can be seen as 
valuable for organizations and academics. One may say that gender inequalities remain 
a puzzle that researchers continue to fill piece by piece. There are still many pieces left to 
be discovered but results of this study are likely to facilitate successful gender equality 
work in organizations that hopefully lead to increased gender equality in society as at 
large. 
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SVENSK SAMMANFATTNING 

 

Introduktion 

Forskningen inom genusstudier har ökat kraftigt under de senaste två decennierna 
(Alvesson och Due Billing, 1992) och i dagsläget understryker flera forskare 
genusfrågornas centrala roll i organisationer (Aaltio-Marjosola, 1994; Acker, 2006; 
Alvesson och Due Billing, 2009; Gherardi, 1995; Koskinen Sandberg, 2017; Petersen och 
Saporta, 2004). Så här har det dock inte alltid varit. Det var först på 1980-talet när, tack 
vare ökat intresse för ämnet, det blev etablerat att genus är närvarande på olika sätt i 
både organisationer (Aaltio-Marjosola, 1994; Acker, 1992a) och institutioner (Acker, 
1992b).   

Dessa teorier tyder att genus finns inbyggt i dagliga interaktioner och processer som 
innehåller förutfattade meningar, idéer och antaganden om kön (Aaltio-Marjosola, 1994; 
Acker, 2006; Alvesson och Due Billing, 1992; Rivera, 2017). Dessa meningar formar 
kontinuerligt individernas uppfattningar om kön och producerar könsstereotyper i 
organisationer (Aaltio-Marjosalo, 1994; Acker, 2006; Heilman, Manzi och Brown, 2015). 
Dessa könsladdade uppfattningar och förutfattade meningar påverkar kvinnor och män 
på olika sätt, något som skapar oberättigad favorisering samt diskriminering baserat på 
kön. 

Dessa teorierna stöds av den senaste globala jämställdhetsrankningen som visar att det 
är långt kvar till jämställdheten i världen – även i de nordiska länderna som ofta framstår 
som världens mest jämställda länder. Detta inkluderar även Finland där ojämställdhet 
fortsätter att existera i form av en löneklyfta och kraftig könssegregering på 
arbetsmarknaden. (Global Gender Gap Report, 2017) Resultat av tidigare forskning visar 
att en stor del av denna ojämställdhet produceras i organisationer. Ett flertal studier 
visar att kvinnor och män blir olikt behandlade vid rekrytering (Heilman, Manzi och 
Brown, 2015; Ridgeway och Correy, 2004; Rivera, 2017) och lönesättning (Figart, Mutari 
och Power, 2002; Kangasniemi och Kauhanen, 2013; Korkeamäki och Kyyrä, 2006; 
Koskinen Sandberg, 2017) i dagens organisationer. Processer och aktiviteter kopplade 
till personalledning har således visat sig att ha en betydande påverkan på jämställdhet 
på arbetsplatser och samhället i stort. 

Att denna ojämställdhet kvarstår trots omfattande politiska och lagstiftningsmässiga 
satsningar understryker vikten av att förstå de bakomliggande faktorerna som hindrar 
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ökad jämställdhet i organisationer. Att kunna förstå och överkomma strukturer som 
producerar och vidmakthåller ojämställdhet i organisationer kan dessutom anses vara 
centralt för organisationernas framgång och ökat välmående i samhället i stort. 

Det primära målet för denna forskning är således att öka kunskapen om de befintliga 
personalledningsprocesserna och behandlingssätt som tillämpas i dagens organisationer 
och hur dessa kan hindra jämställdhet mellan män och kvinnor. De vetenskapliga 
resultat som produceras av denna studie kompletterar de befintliga teorierna om 
personalledning samt genusstudier. Den nyproducerade kunskapen kan användas av 
akademiker i framtida forskning. Därutöver kan kunskapen användas av samtliga 
organisationer  med avsikt att sträva efter ökad jämställdhet och driva ett hållbart 
jämställdhetsarbete. 

För att kunna nå studiens mål kommer denna studie svara på följande forskningsfrågor: 

• Hurdana personalledningsprocesser tillämpas i organisation A? 

• Hindrar dessa processer jämställdhet i organisationen? 

 
Studien avser att svara på dessa forskningsfrågor med hjälp av en kvalitativ fallstudie 
som genomförs på en rekryteringsbyrå, organisation A. Organisationen driver sin 
verksamhet på den finska marknaden och befinner sig i huvudstadsområdet i södra 
Finland. Studien fokuserar på att undersöka de befintliga personalledningsprocesserna 
för organisationens två största yrkesgrupper: account managers som arbetar med 
försäljning och consultant managers som är ansvariga för rekrytering. Empiriska data 
samlas med nio stycken semistrukturerade intervjuer med organisationsmedlemmar. 
Dessaa intervjudata kompletteras med olika typer av skriftliga dokument och 
observationer.  

 

Teoretisk referensram 

Genusfrågor i organisationer har fått allt mer uppmärksamhet under de senaste 
decennierna (Alvesson och Due Billing, 1992). Detta kan ses som ett resultat av 
feministrörelsen som har ökat allmänhetens uppmärksamhet när det gäller könsbaserad 
dominans och underordning (Acker, 1992b). Ökad forskning i ämnet har lett till ökad 
förståelse av organisationer som genusladdade enheter.   



 88 

Studier visar att genus är närvarande i den organisatoriska vardagen och finns inbyggd i 
de dagliga processerna (Acker, 2006; Kangasniemi och Kauhanen, 2013; Figart, Mutari 
och Power, 2002; Koskinen Sandberg, 2017; Fiske, et al., 2002), organisationskulturen 
(Aaltio-Marjosola, 1994; Alvesson och Due Billing, 2009; Gherardi, 1995) samt 
maktrelationerna (Alvesson och Due Billing, 2009; Eagly och Karau, 2002; Ragins och 
Winkel, 2011). En forskare som betonar organisationernas genusladdade karaktär heter 
Joan Acker. Enligt Acker finns genus inbyggt i alla organisationer (1992a) och 
institutioner (1992b) och dagliga interaktioner, handlingssätt och processer. Acker 
(1990) förklarar att dessa processer och aktiviteter bär med sig olika betydelser, 
förväntningar och identiteter kopplade till genus. De befintliga processerna ”skapar 
genus” genom att påverka individens uppfattning om kön och lämpligt könsbeteende 
samt karaktärsdrag. Dessa genusladdade processer producerar kontinuerligt och 
vidmakthåller särskilda uppfattningar om genus. 

Tidigare forskning visar att dessa processer, aktiviteter och förutfattade meningar om 
genus ofta leder till genusbaserad dominans samt underordning (Acker, 2006). Många 
gånger  innebär detta oberättigad favorisering av män och maskulinitet och 
underordning av kvinnor och femininitet (Koskinen Sandberg, 2017). Flera studier visar 
att män och kvinnor blir behandlade på olika sätt i både rekrytering (Heilman, Manzi 
och Braun, 2015; Ridgeway och Correy, 2004; Rivera, 2017) och lönesättning (Figart, 
Mutari och Power, 2002; Kangasniemi och Kauhanen, 2013; Korkeamäki och Kyyrä, 
2006; Koskinen Sandberg, 2017) där förutfattade meningar och uppfattningar om genus 
påverkar utvärderingen av ens kompetens och prestation. Denna argumentation stöds 
av den senaste jämställdhetsrankningen som visar att ojämställdhet förekommer även i 
Finland i form av könssegregation och löneklyftor mellan män och kvinnor  (Global 
Gender Gap Raport, 2017).  

Tidigare forskning visar att en stor del av ojämställdhet skapas och vidmakthålls i 
organisationer. Enligt Joan Acker (2006) innehåller organisationer så kallade 
ojämställdhetsområden (inequality regimes) som består av befintliga processer, 
handlingssätt och interaktioner som skapar och förstärker ojämställdhet i 
organisationer. Enligt Acker skapas ojämställdhet av sex barriärer: (1) 
ojämställdhetskällor, (2) organisationsstruktur, (3) organisatoriska processer och 
behandlingssätt som hindrar jämställdhet, (4) synlighet av befintlig ojämställdhet, (5) 
legitimitet av ojämställdhet och (6) mekanismer för kontroll och efterlevnad.  
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När det kommer till den första barriären antyder Acker (2006) att ojämställdhet kan 
härröra från olika individuella karaktärsdrag så som genus, klass, ras och även sexuell 
inriktning, handikapp samt  etnicitet. Ojämställdhet från olika källor flätas ofta samman 
och en ojämställdhetskälla, som exempelvis genus är ofta kopplad till andra sociala 
processer så som ras (Acker, 2006). 

Organisationsstruktur i form av stark hierarki är också någonting som, enligt Acker 
(2006) förstärker ojämställdhet. Acker (2006) anser att den starka hierarkin, 
tillsammans med centraliserat beslutfattande leder till köns-, klass- och rasbaserad 
ojämställdhet i byråkratiska organisationer. En platt organisationsstruktur däremot 
stödjer mer jämn maktutdelning och lönesättning. Därutöver ökar könssegregation 
ojämställdhet mellan män och kvinnor.  

Den tredje barriären som hindrar jämställdhet i organisationer inkluderar de befintliga 
processerna och handlingssätten. Enligt Acker (2006) ställer organisering av det dagliga 
arbetet vissa krav på medarbetaren vilket påverkar män och kvinnor på olika sätt. Acker 
förklarar att arbetet ofta är organiserat på ett sätt som kräver fullt flexibilitet och långa 
arbetsdagar. Detta innebär antagandet av en viss uppdelning av betalt och obetalt arbete 
som stödjer traditionella könsroller: mannen som en arbetare och kvinnan som ansvarig 
för barn och hushållsarbete. Att ordna arbetet på ett sätt som inte lämnar rum för obetalt 
arbete begränsar kvinnors möjligheter till en sådan position. 

En till process som hindar jämställdhet är skapandet av klasshierarkier. Acker (2006) 
antyder att organisering av jobb i hierarkiska system, tillsammans med arbetsuppgifter 
och lönekategorier, skapar och förstärker ojämställdhet i status och lönesättning. Dessa 
hierarkier brukar återspegla sociala värderingar och meningar om kön och brukar 
exempelvis placera kvinnodominerade tjänster längst ner i hierarkin där 
löneutvecklingen är begränsad och arbetsuppgifterna otydligt dokumenterade. 
Traditionella mansdominerade tjänster däremot brukar favoriseras av detta system.  

Processer angående lönesättning kan anses vara ett annat hinder för ökad jämställdhet. 
Även när ett formellt lönesystem används speglar utvärderingen av ens kompetens och 
prestation ofta antaganden och uppfattningar gällande genus (Acker 2006; Korkeamäki 
och Kyyrä, 2006). Enligt Acker (2006) produceras ojämställdhet speciellt vid 
tillämpningen av individualiserad lönesättning som lämnar utrymme för dessa 
antaganden.  
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Liknande utvärdering av ens kompetens sker under rekryterings och urvalsprocesser 
där utvärderingar av kompetens ofta präglas av subjektiva antaganden och uppfattningar 
kring genus (Acker, 2006; Heilman, Manzi och Braun, 2015; Ridgeway och Correy, 
2004; Rivera, 2017). Acker (2006) förklarar att rekryteringsprocesser brukar innehålla 
gömda könsladdade förväntningar om ett lämpligt beteende, karaktärsdrag och kropp. 
Dessa idéer om den ”ideala” anställda brukar återspegla de befintliga anställdas kön och 
ras. Därutöver präglas urvalsprocesser ofta av uppfattningar om ”lämpliga” jobb för 
kvinnor och män vilket har en tendens att påverka rekryteringsbeslut och leda till olik 
behandling av individer beroende på kön. 

Den fjärde barriären till ökad jämställdhet handlar om synlighet av existerande 
ojämställdhet. Ojämställdhets synlighet varierar beroende på dess karaktär och Acker 
(2006) antyder att ojämställdhet brukar vara gömda i befintliga processer och dagliga 
interaktioner, vilket gör att de är svåra att identifiera och dokumentera. McIntosh (1995 
citerat i Acker, 2006, s. 452) poängterar att ojämställdhet brukar vara osynlig för dem 
som tillhör den dominerande gruppen och mer synliga för dem som tillhör den 
underordnade gruppen. 

Ackers (2006) femte jämställdhetsbarriär handlar om legitimering av existerande 
ojämställdhet. Ojämställdhets legitimitet påverkas av både organisationsstruktur och 
kontextuella faktorer. Acker antyder att ojämställdhet brukar existera i byråkratiska 
organisationer med hierarkisk struktur. Därutöver påverkas legitimiteten av samhällets 
acceptans mot en viss typ av ojämställdhet. Ojämställdhet kan även legitimeras internt 
genom att skapa förtroende för marknadskrafterna samt ”naturliga” biologiska 
skillnader mellan män och kvinnor. Dessa kan användas för att berättiga befintliga 
processer och system som producerar könsdiskriminering och få diskrimineringen att 
framstå som naturlig och acceptabel. (Acker 2006) 

Enligt Acker (2006) brukar organisationer innehålla särskilda kontrollmekanismer för 
att skapa acceptans kring olika system som producerar ojämställdhet inom 
organisationen. Dessa mekanismer omfattar direkta kontrollmekanismer i form av 
regler som är kopplade till belöningssystem som belönar och straffar för ett visst 
beteende. Indirekta mekanismer gå ut på att övervaka individens tillgång till information 
om sina rättigheter. Internaliserad kontroll däremot skapar förtroende för den befintliga 
hierarkiska strukturen och den naturliga dominansen av en viss ras eller ett specifikt 
kön. (Acker, 2006) 
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Metod 

Studiens metodval har påverkats av både studiens mål och de tidigare nämnda 
forskningsfrågorna som studien avser att svara på (Saunders, Lewis och Thornhill, 
2012). Ytterligare har detta val påverkats av befintlig metodlitteratur och förenligheten 
med den. 

Vetenskapsfilosofin som jag presenterar som forskare ligger som grund för metodvalet 
och forskningsdesignen (Saunders, Lewis och Thornhill, 2012). Som forskare 
representerar jag den subjektiva ontologin och uppfattar världen som socialt 
konstruerad. Enligt detta förhållningssätt kan olika fenomen inte observeras objektivt 
utan som forskare måste jag engagera mig i fenomenet som forskas (Saunders, Lewis och 
Thornhill, 2012). I enlighet med den subjektiva ontologin presenterar jag den 
interpretivistiska epistemologin.  Detta innebär att jag inte endast observerar fenomen 
utan jag producerar ny kunskap tillsammans med forskningsobjekt genom interaktion 
(Farquhar, 2012). Studiens vetenskapliga angreppssätt däremot är abduktivt. Detta 
innebär att forskaren rör sig mellan teori och empiri under forskningsprocessen: jag 
använder de befintliga teorierna som studiens utgångspunkt  men kan senare anpassa 
den teoretiska referensramen enligt de empiriska resultaten om någonting oförväntat 
dyker upp (Alvesson och Sköldberg, 2009). På grund av ökad flexibilitet kan denna 
metod anses vara lämplig. 

Själva forskningsdesignen har påverkats av både vetenskapsfilosofin samt det 
vetenskapliga angreppssättet jag representerar som forskare. Jag använde mig av 
kvalitativa forskningsmetoder som anses vara lämpliga för forskandet av ett socialt 
konstruerat fenomen (Bryman och Bell, 2015; Jacobsen, 2002). Studien genomfördes 
som en kvalitativ fallstudie som anses vara en lämplig metod för att studera ett 
kontextuellt fenomen (Yin, 2014). Fallstudien genomfördes på en rekryteringsbyrå, 
organisation A. Studien fokuserade på att undersöka de befintliga 
personalledningsprocesserna av företagets två största avdelningar: försäljning och 
rekrytering. Organisationen valdes ut med hjälp av bekvämlighetsurval som baserades 
på lätt tillgång till relevant information (Easterby-Smith, Thorpe and Jackson, 2012; Yin, 
2014). 

Empiriska data samlades med hjälp av nio stycken kvalitativa intervjuer med 
organisationsmedlemmar.  Intervjuerna var semistrukturerade och innehöll endast 
öppna frågor. Detta gjordes för att möjliggöra insamlandet av stora mängder  data 
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(Bryman och Bell, 2011) som med största sannolikhet skulle ge lämpliga svar på 
forskningsfrågorna. Informanterna valdes baserat på kunskapen och erfarenheten de 
har gällande interna personalledningsprocesser. Längden på intervjuerna varierade 
mellan 30 och 60 minuter. Alla intervjuer genomfördes på företagets kontor och spelades 
in. Varje intervju transkriberades direkt efter genomförandet för att fånga forskarens 
första intryck. Empiriska intervjudata kompletterades med skriftliga dokument för att 
öka studiens kvalité (Yin, 2014). Dessa dokument omfattade interna instruktioner 
gällande lönesättning och rekrytering, jobbannonser och företagets jämställdhetsplan. 
Därutöver gjordes observationer på det fysiska kontoret. Alla deltagarna informerades 
om anonymitet i början av studien och anonymiteten var försäkrad under 
forskningsprocessens gång. 

Empiriska data analyserades med hjälp av en tematisk analys. För att kunna koda den 
samlade data skrevs de transkriberade intervjuerna ut i pappersform. Dessa data 
kodades genom att identifiera symboler och meningar med tolkningsbara innebörder. 
Efter identifieringen fick varje dataenhet sin egen kod som sedan användes för att 
identifiera mönster av data. Ofta förekommande mönster av koder organiserades i olika 
teman. (Saldana, 2013). Efter att jag hade kodat data för tredje gången kom jag fram till 
fyra olika teman som även kunde kopplas till Joan Ackers (2006) 
ojämställdhetsområden. De slutliga temana var följande: (1) källor till ojämställdhet (2) 
organisering av generella jobbkrav (3) legitimering av ojämställdhet och (4) tystnader 
kring genus. 

 

Resultat och analys 

De empiriska data analyserades i relation till en befintlig teori av Joan Acker (2006) och  
fyra av de sex barriärerna som enligt teorin hindrar ökad jämställdhet i organisationer. 
Resultaten av denna studie stödjer Ackers teori och visar att fyra av de sex 
jämställdhetsbarriärerna existerar i organisation A:  

• Barriär 1: ojämställdhet baserad på kön 

• Barriär 3: organisatoriska processer och behandlingssätt som hindrar 
jämställdhet: rekrytering och urval, generella jobbkrav och lönesättning. 

• Barriär 4: tystnad kring ojämställdhet 
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• Barriär 5: legitimering av ojämställdhet 

När det kommer till den första barriären tyder studiens resultat på att de befintliga 
processerna angående personalledning, rekrytering, lönesättning och organisering av 
arbete, har olika konsekvenser för kvinnor och män. Baserat på empiriska data kan 
konstateras att dessa processer skapar könsbaserad dominans och underordning, samt 
hindrar jämställdhetsarbetet i organisation A. Resultatet stödjer således Ackers teori om 
ojämställdhetsområdena (2006) och processerna som gör det svårt för organisationen 
att nå sina jämställdhetsmål (dokument #1).  

Dessutom antyder resultatet att arbetet i organisationen har ordnats på ett sätt som 
kräver relativt högt engagemang från account managers i form av flexibilitet och långa 
arbetsdagar (intervju #1; 7; 8). De nya anställda brukar jobba cirka 50 timmar i veckan i 
början av sin karriär (intervju #8) vilket lämnar relativt lite tid för obetalt arbete så som 
barnvård och hushållsarbete. Att de anställda förväntas möta dessa krav är någonting 
som stödjer Ackers (2006) teori om inbyggda könsrelaterade förväntningar kopplade till 
den obelastade, ideala arbetstagaren som inte har några åtaganden utanför 
arbetsplatsen. Detta fenomen favoriserar således män och underordnar kvinnor med 
befintliga familjerelaterade plikter. Att behandla män och kvinnor olika på dessa sätt 
hindrar organisation A från att nå ett av sina centrala jämställdhetsmål gällande lika 
möjligheter till arbete oberoende av kön.  

Liknande mönster kunde identifieras i de befintliga urvalskriterierna. Resultaten tyder 
på att de urvalskriterier som används vid rekrytering av interna medarbetare innehåller 
könsrelaterade antaganden gällande meningar och identitet. De befintliga 
urvalskriterierna favoriserar särskilt könsrelaterat beteende samt karaktärsdrag och 
kroppssynen som stödjer könsstereotypier och förstärker skillnader mellan män och 
kvinnor. När det kommer till account managers kan den ideala arbetaren vara en 
maskulin person som är individualistisk, stark och tävlingsinriktad (dokument #5; 6; 7; 
8; 15; intervju #2). Att denna yrkesgrupp är starkt kopplad till maskulinitet illustreras av 
rekryteringsmaterial där kostymklädda män representerar tjänsten (video #1). 
Consultant managers förväntas ha feminina karaktärsdrag och bete sig på ett emotionellt 
och stödjande sätt (dokument #1;2; 3; 4; intervju #2). Könen som favoriseras återspeglar 
det dominanta könet hos de befintliga arbetarna (dokument #13;14).  Resultatet tyder 
således på att de befintliga urvalskriterierna högst sannolikt påverkar rekryterings- och 
urvalsbeslut och påverkar män och kvinnor på olika sätt.  
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Resultaten talar även för könspräglade antaganden och meningar som är sannolika att 
påverka lönesättning på organisation A.  Enligt organisationens officiella policy 
tillämpas en standardlön vid lönesättningen och huvudregeln är att alla medarbetarna 
erbjuds samma lön (dokument #11; 12). Det som studien visar är att i verkligheten så 
tillämpas en individualiserad lönesättning i vissa situationer (intervju #3; #1). Detta görs 
ofta med bristande riktlinjer om vad som motiverar högre lön och hur hög denna lön får 
vara (dokument #13) Dessutom antyder resultaten att individualiserad lönesättning 
används speciellt på försäljningsavdelningen där högre lön kan motiveras av både 
objektiva och subjektiva faktorer (intervju #8). Resultatet stödjer Ackers (2006) teori 
genom att ge ett starkt intryck av diskriminerande lönesättning som sannolikt gynnar de 
ideala, maskulina individer som anställs till account managers – med andra ord män. 

Det intressanta är att trots de jämställdhetsmålen som organisationen har, ger resultaten 
ett starkt intryck av en delad tystnad kring könsojämställdheten. Detta kunde observeras 
hos deltagarna under intervjuernas gång. De flesta beskrev befintliga processer på ett 
generellt sätt och kön eller ojämställdheten nämndes sällan. Därutöver uttryckte 
deltagarna att de fick tänka noggrant innan de svarade på frågorna (intervju #5) och de 
kände sig osäkra om officiella riktlinjer gällande till exempel urvalskriterier (intervju 
#5). Flera personer väntade tills intervjun inte längre spelades in innan de uttryckte sina 
åsikter och känslor om kön och könsojämställdhet (intervju #1; 3). Som Acker (2006) 
förklarar kan den här typen av brist på öppen diskussion om kön och ojämställdhet anses 
vara en central utmaning för en ökad jämställdhet mellan män och kvinnor. 

En till barriär som enligt studiens resultat hindrar jämställdhet i organisation A, är 
legitimeringen av ojämställdheten och de system som skapar den. Det empiriska 
resultatet visar att favoriseringen av stereotypiska könsladdade karaktärsdrag 
tillsammans med jobbkrav legitimeras med hjälp av så kallad jobbdesign, det vill säga 
jobbets natur. Resultaten antyder att jobbdesignen ansågs vara någonting som avgör hur 
det dagliga arbetet ska ordnas (intervju #1) och vilka krav individen måste uppfyllas 
(intervju #2; 3; 5) för att kunna successivt genomföra ett arbete. Favoriseringen av vissa 
manliga karaktärsdrag och låg möjlighet till obetalt arbete ansågs vara en naturlig och 
ofrånkomlig konsekvens av en viss jobbdesign.  Som Acker (2006) poängterar används 
jobbdesignen för att kunna skapa acceptans hos organisationsmedlemmarna och få 
ojämställdhet framstå som naturliga. 
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Slutsatser 

Sammanfattningsvis stödjer studiens resultat Ackers (2006) teori om 
ojämställdhetsbarriärerna genom att visa att fyra av de sex ojämställdhetsbarriärerna 
hindrar ökad jämställdhet i organisation A. De ovannämnda barriärerna består av 
organisatoriska processer och handlingssätt som både producerar och vidmakthåller 
ojämställdheten. Dessa kan anses utmana organisationens centrala jämställdhetsmål 
med avseende på lika möjligheter till arbete, lön samt balans mellan arbete och familjeliv 
oavsett kön. Att riva ner dessa barriärer och skapa en öppen diskussion om 
ojämställdhet, kan anses vara centralt för utvecklingen mot en mer jämställd framtid hos 
organisation A. 
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APPENDIX 1 INTERVIEW TEMPLATE IN ENGLISH 

 

General 

1. Could you please tell me a bit about you and your daily responsibilities in 
organization A? 

Theme 1: recruitment practices and gender 

2. How does the recruitment process in organization A?  

3. When organization A recruits a person for account manager/consultant 
manager  role, how does that person look to you?  

4. When you think about an ideal account manager/ consultant manager 
candidate. What factors do you have in mind? 

5. Does these factors affect the recruitment process? How? 

6. How would you describe the core values of organization A? Are these values 
present in recruitment practices? 

Theme 2: Measuring performance 

7. As a recruiter, how would you define a successful candidate? 

8. Does organization A evaluate candidates previous performance during the 
recruitment process? How? 

Theme 3: Work family reconciliation 

9. Describe to me what employee well-being mean to you? 

10. How is employee well-being present in recruitment practices? 

11. Does organization A take work-family reconciliation into account when 
recruiting new internal employees? 

Theme 4: Contract and negotiations 
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12. How are the contracts negotiated with the chosen candidates? 

13. Does the person get other benefits? How are these negotiated? 

14. How are salaries defined? 
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APPENDIX 2 INTERVIEW TEMPLATE IN FINNISH 

 

Yleistä 

1. Voisitko kertoa hieman itsestäsi sekä roolistasi organisaatio A:ssa? 

Teema 1: sukupuoli rekrytoinnissa 

2. Millainen on organisaatio A:n rekrytointiprosessi? 

3. Kun organisaatio A rekrytoi henkilöitä account managerin/ consultant 
managerin rooliin, miltä tällainen hakija sinulle näyttää? 

4. Kun ajattelet ideaali account manager/ consultant manager hakijaa, mitä 
ominaisuuksia tällaisella henkilöllä on? 

5. Vaikuttavatko nämä asiat hakuprosessiin? Miten? 

6. Miten kuvailisit organisaation A:n arvoja? Ovatko nämä arvot läsnä 
rekrytointiprosessissa? 

Teema 2: suorituskyvyn mittaaminen 

7. Miten rekrytoijana määrittelisit menestyneen hakijan? 

8. Arvioiko organisaation A hakijoiden aiempia suorituksia rekrytointiprosessin 
aikana? Miten? 

Teema 3: työ-perhe-elämän tasapaino rekrytoinnissa 

9. Mitä työntekijän hyvinvointi sinulle tarkoittaa? 

10. Onko työhyvinvointi läsnä rekrytointiprosessissa? 

11. Ottaako organisaatio A työ-perhe-elämän tasapainon huomioon palkatessaan 
sisäisiä työntekijöitä? 

Teema 4: Sopimukset sekä neuvottelut 
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12. Miten sopimukset neuvotellaan uusien, tehtävään valittujen työntekijöiden 
kanssa? 

13. Tarjoaako organisaatio A työntekijöilleen palkan lisäksi muita etuuksia? Miten 
nämä etuudet neuvotellaan? 

14. Miten uuden henkilön palkka neuvotellaan? 

 

 

 

 

 


