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Organizational Superstructure: institutional arrangements such as work/
management tiers, promotional ladders, labour/financial exchanges,
corporate practices, and institutional mechanisms.

Patriarchy: the literal meaning being the rule of the father of patriarch. Is
used to name the system whereby men generally dominate women. Refers
to the structural as well and ideological subordination experienced by
women in terms of the law and its implementation, religious and political
ideologies and practices, cultural and moral values and practices, relations
between men and women within the family and outside, reproductive,
economic and labour power, sexuality, violence against women, daily
events, and so on.

Practical Gender Needs: needs centred on practical necessities such as
living conditions, food, employment, sanitation, etc.

Sex: the biological difference between men and women founded on the
different male and female reproductive organs as well as the differences in
body features and psychological makeup.

Sexual Harassment: Any unwanted sexual attention including leering,
pinching, patting, repeated comments, jokes and insults, lewd gestures,
the exhibition of (male) organs, rubbing, suggestions of a sexual nature
(even on the telephone), the display of pornographic material, pressure for
sexual favours and bribes. It can take the form of attempted and actual
rape.

Strategic Gender Needs: needs centred on the subordinate position of
women such as better pay, measures to combat sexual harassment, control
over the body etc.

Transgender: complex movement towards transcending a person’s existing
sexual and gender identity through cross-dressing, scientific and surgical
interventions and so on.
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Foreword

Today, women are active everywhere in the economic sphere.
Job opportunities for women in an ever-expanding labour market
are increasing. Some gaps between women’s and men’s wages,
treatment and opportunities in the workplace are gradually
shrinking, and women’s education and entrepreneurship are rising.
More women than ever before are completing higher education
and moving into management positions.

Yet, discrimination based on sex still pervades the labour market.
Inequality between women and men is a determining factor in
world poverty, with women comprising 60 % of the worlds working
poor. In many countries women have higher unemployment rates
than men and make up the majority of workers in the informal
economy. Unpaid care work in the family and the community is
still widely regarded as women’s work.

ILO therefore recognises gender equality as fundamental to the
decent work goals of promoting productive work for women and
men in conditions of freedom, equity, security and human dignity.

Women in Sri Lanka have always been involved in economic
activities, but their labour force participation has fluctuated in
relation to national policy changes and shifts in international
trends. Female labour makes a significant contribution to national
production and income through their presence in plantation
agriculture, migrant domestic labour and the export-oriented
garment industry. Women also tend to be located in home-based
economic activities and as sub-contracted workers with little or
no protection by legislation. For the past few decades, the female
unemployment rate has been double that of males and women
and are being concentrated in the casual, low skill and low-paid
jobs in the formal and informal sectors. Most women are in
occupations with low incomes and limited opportunities for
upward mobility. The small number of women in professional
and administrative occupations confront the ‘glass ceiling’ that
restricts career advancement and entry into the higher employment
levels.

| am very pleased to present to you the book “Beyond Glass Ceilings
and Brick Walls -Gender at the Workplace” written by Ms. Maithree
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Wickramasinghe and Dr. Wijaya Jayatilaka, This publication is based
on a study commissioned by the Employers Federation of Ceylon (EFC)
and the International Labour Organization (ILO), to assess gender
equality and equity barriers that exist in the workplace for women
workers and women managers at various levels of the Sri Lankan
private sector. Based on the main findings of the research study, a
joint ILO — EFC seminar was held in 2003 on “Women in Management”,
an initiative which resulted in the formulation of Guidelines for
Company Policy on Gender Equity/Equality (ILO 2005).

ILO is strongly committed to promoting women'’s rights in the world
of work and eliminating all forms of gender based discrimination at
work. International labour standards adopted by the ILO guarantee
women workers’ rights and promote equal opportunities and equal
treatment for men and women in employment. Sri Lanka has ratified
the ILO Conventions 100 and 111 concerning discrimination and
women workers’ rights and national legislations reflecting these
international standards do exist. Progress has however been slow in
raising the awareness of women workers’ rights and the understanding
of gender issues in the workplace by both workers and employers and
if not reinforced wiill not create a gender responsive working culture
achieving gender equality at work.

This book aims at raising awareness about the challenges faced by
women workers and managers, and provides guidelines on how to
make work organizations more gender-responsive. It provides greater
insight into developing gender equitable and strategic management
policies and structures to enable women to break through the ‘Glass
Ceiling’ at all levels of work, in particular in relation to recruitment,
selection, training and development, performance appraisals,
promotions, remunerations, communications, working conditions,
prevention of sexual harassment and workers with family
responsibilities.

| hope that the readers of this publication — be they employers,
executives, human resource managers, academics, trade unions,
NGOs and others — will find inspiration in the examples provided
and gain substantive knowledge to initiate their own organizational
actions to reconsider their work ethics, and be inspired to promote
new work structures and management cultures that are gender
equal / equitable - so as to enjoy the maximum benefits of worker
satisfaction, as well as the enhanced efficiency / productivity of their
organizations.
Y




| wish to express my sincere appreciation to the two authors for their
excellent work and true commitment to highlighting the issues
surrounding working women. | also wish to thank the many
organizations and colleagues, who have contributed to the realization
of this book. In particular, | would like to thank the Employers’
Federation of Ceylon (EFC) Mr.Gotabaya Dasanayaka, Director General
and other officers for their assistance in coordinating the survey.
Within the ILO, special thanks goes to Ms. Claudia Coenjaerts, former
Director of the ILO Colombo Office, Ms. Jyoti Tuladhar (ILO Geneva),
Ms. Reiko Tsushima, (ILO New Delhi), Shafinaz Hassendeen, Ms.
Pramodini Weerasekera and a special thanks to Ms. Sharmila
Daluwatte, who worked tirelessly to coordinate all the efforts.

Tine Staermose

Director

International Labour Organization
Colombo
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Introduction

This book is written with a number of objectives in mind. Firstly,
it is our intention to convey the macro situation and status pertaining
to the participation of women in the Sri Lankan labour force,
particularly in the private sector. Secondly, to illustrate the specific
gendered experiences of women workers and women managers in
their respective workplaces. Thirdly, we wish to consider the
implications of these particular gender experiences and issues from
a perspective of strategic management. And finally, to provide
guidelines on how to make work organizations more gender
responsive to suit the complex needs of strategic management of
the present-day private sector.

The book is based on a study commissioned by the Employers’
Federation of Ceylon (EFC) and the International Labour Organization
(ILO) to assess gender equality and equity issues and barriers that
exist in the workplace for women workers and women managers
in various sectors and levels of the Sri Lankan private sector. The
original survey of 100 private sector workplaces, 6 case studies of
women managers and 10 case studies of women workers were
later expanded to include a further survey of 66 women workers.
This was done with the intention of providing a more comprehensive
view of gender concerns in workplaces as experienced by the
women themselves. The overall initiative resulted in the formulation
of Guidelines for Company Policy on Gender Equity/Equality (ILO
2005) and a manual (forthcoming) on how to operationalize a
gender policy.

It is our fervent hope that the end result of this exercise will improve
women’s working conditions, and provide equal opportunities and
gender justice - for both women and men in the private sector. We
also hope that employers will take the cue from this book to
reconsider their work ethics, and be inspired to promote new work
structures and management cultures that are gender equal and
equitable-so as to enjoy the maximum benefits of worker
satisfaction, as well as the enhanced efficiency and productivity of
their organizations.
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Background

Today’s complex environment of a rapidly globalizing economy
with its incumbent economic pressures on families has made
increasing demands on the supply of labour. More women have
entered the labour market along with men for purposes of
subsistence as well as to fulfil interests and aspirations for more
advanced lifestyles and standards.

Yet, patterns of labour distribution are not uniform for men and
women; nor do women and men enter the labour market on
even terms. On the whole, not only are there more men in
employment than women, but men also occupy different
occupational categories, different levels of employment and
sometimes even different divisions within companies. This results
in what is commonly referred to as gender segregation of the
labour market (Hartmann 1982). Analyses of segregation patterns
usually convey the following:

Vertical segregation - the tendency for women to be
concentrated in the lower rungs of the labour market, whereas
men are generally found in all strata while being inclined to
dominate the highest levels.

Horizontal or occupational segregation - the tendency for
men and women to be employed in different occupations
from each other across the entire spectrum of occupations.

Sectoral or divisional segregation - the tendency of certain
departments or divisions within an institution to be occupied
exclusively by men or by women.

Furthermore, the conditions in which women and men work,
the status they are accorded, and the standards applicable to
them differ frequently on the basis of their sex/gender, aside
from other defining factors like educational and professional
qualifications, ethnicity, class, caste, language proficiency, sexual
orientation and identity. In particular, it is our contention that
skewed gender ideologies and subtle gendered value systems
are reflected in organizational superstructures. These are aspects
of employment structures and practices such as management,
recruitment, wages, and promotions.
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Moreover, these same gender unequal perceptions, values, ethics,
and morality also propagate institutional substructures or
subcultures at the workplace - as a norm. Even more insidiously,
these are maintained, reproduced and resisted through gender
micropolitics - or the way in which power is relayed in everyday
practices (Morley, 1999) - for instance, in terms of such issues
as morality, language, dress codes and codes of conduct at
workplaces. In fact, it is possible to even see work organizations
as gendered entities (Goetz, 1992) where gender relations and
gender politics are daily carried out.

These inequalities in the labour market, and more pertinently, in
the workplace, have been historically related to the gender division
in labour, which place men in the public arena of life, and women
in the domestic sphere - resulting in a split between work and
the family (Rao et al, 1999). Yet, in today’s context, Sri Lankan
men and women have multiple roles and responsibilities that are
dynamic and flexible, involving both the household and the public
realm: as economic producers and as decision-makers, in politics,
social/cultural activities, as family members, child bearers and
child carers, and as household managers.

Moreover, Sri Lanka takes pride in a high literacy rate, equal
access to education and employment opportunities and a fairly
egalitarian policy in the distribution of educational and training
facilities.

Yet, the numbers of women in senior management positions
who are directly responsible for decision-making and the
management of organizations remain low. This is in spite of the
fact that in most university courses (including management, law
and the liberal arts), the numbers of women outnumber men,
and large proportions of women attend management and accounts
training programmes offered by private educational organizations
and institutes. The need to examine the situation of women
workers and the role of women in management in the private
sector in Sri Lanka arises due to these apparent contradictions.

Sri Lanka, along with other nations, subscribes to gender equity
and equality (Wijayatilake, 2004) to ensure equal access to
resources and opportunities and gender justice as part of its
social and development goals.




We feel that such national goals can be realized only when all
social and economic institutions adopt policies and mechanisms
calculated to ensure gender equity/equality. This includes all
sectors - government, non-government, and private. The role of
the private sector and business grows in importance when
considering the emphasis placed on this sector for economic
growth and employment generation. Hence the relevance of
examining more closely, the opportunities, practices and threats
to gender justice in women’s employment in the private sector -
as workers and managers as well as in terms of career mobility.

From the point of view of the employee, it has been recognized
by law - both globally via international standards, and in local
legal provisions - that the right to work is an inalienable right of
all human beings, irrespective of sex, race, class, caste, religion,
political opinion, sexual orientation etc. Various other rights
documents and legislation also stipulate equality in all aspects of
employment.

When considering employee rights, it is important to make
distinctions about three types of rights. The first category, based
on practical or fundamental needs such as employment rights, is
common to all employees. In modern capitalist societies,
governments, in collaboration with the private sector, see to the
fulfilment of these rights.

The second set of needs, covering areas like maternity rights/
benefits, are those that are specific to women because of their
specific biological/reproductive features, and are usually addressed
through state legislation and policies. The third type of needs or
rights can be seen as strategic needs based on gender relations
and codes of conduct such as the need for institutional mechanisms
and procedures to combat sexual harassment. It is important
that both the state and private sectors recognize and legitimize
these needs through appropriate institutional measures.

Furthermore, because historically, men have, by and large,
dominated organizational structures and management tiers in
the workplace, it is possible to see current institutional mechanisms
as being, by and large, patriarchal in nature and work practices
as androcentric. In other words, they reflect the dominant needs,
values and interests of those that control them - usually men.
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Hence, a majority of workplaces do not exhibit structures,
procedures and even work cultures that take into consideration
the differing requirements, interests and standards of women
employees or women management. The ensuing micropolitics at
the workplace, we argue, consisting of everyday tensions,
resentments, conflicting interests, networking, personal and
political strategizing, and other influences etc., (Morley 1999),
endorse the existing status quo.

Women who work in settings that are not sensitive to their needs
find the adjustment difficult. Although capable of undertaking
any type of work, when women enter the workforce, the work
culture is often not conducive to their outlook, values, and
aspirations, since they are socialized to be different to men.
However, management researchers have found that there are
certain advantages and positive features that women bring into
organizations. Gendered socialization has added value to women
that can be of benefit to the overall resource profile of an
organization.

The long-term development of organizations, especially in the
private sector, relies a great deal on sound planning. The wisdom
of scientific management know-how is constantly reviewed revised
and improved. New approaches to understanding organizational
behaviour and strategic decision-making are widely adopted.
Integration, organizational structures, strategic controls, strategic
leadership have become vital in a competitive market driven
economic system. Social relationships in organizations are
recognized to be a vital aspect that will determine the strength
and capability to deal with competition and innovation. Managing
a diverse workforce that will include women and men is important
within this context. The reality of more women joining the
workforce, women becoming more educated and skilled in all
spheres of work, more women taking a stake in the corporate
board rooms, are realities that call for greater understanding of
the gender dimensions of work and management.

From the perspective of many employers, it is increasingly
acknowledged that gender equity and equality is good for
business. Faced with increasing competition in the marketplace,
an organization’s human resources are seen as its most precious
asset.
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There is a competitive advantage for organizations that maximize
the potential of their entire workforce, address the needs and
aspirations of all of their workers, both male and female, and
promote women into management. This is because gender equity
and equality can also affect institutional outcomes through
diversified management, increased efficiency, and enhanced
productivity. Furthermore, the differing perspectives, attitudes,
work and management styles of men and women can foster
innovation and creativity in the workplace.

From the point of view of good corporate governance, then,
there is currently an increasing trend on the part of leading
organizations to better manage workplaces by conforming to
good practices that are accepted by international standards of
human resource management, and are in keeping with concepts
of personal rights and gender justice.

This involves an organizational approach that promotes gender
equity and equality. Here, we use the term gender to refer to the
socially constructed roles and responsibilities, status, expectations
and relationships of men and women (adapted from Rao et al
1999). It is worthwhile reiterating here that our perceptions of
gender and our executions of gender are defined socially,
according to various ideologies and discourses (religious, political
etc.) through social institutions (schools, workplaces etc.) and
practices (cultural, familial etc.) as well as real-life experiences of
gender.

Thus, we can talk in terms of people being socialized or socially
learning (Mischel, 1970) how to become men and women or to
have gendered identities (Kohlberg, 1966; Wickramasinghe,
2002). Most often, views of gender identities are based on
pervasive gender stereotypes - a standardized and sometimes
pejorative idea or image held about a person on the basis of
gender (Pilcher et al 2004).

But, neither men nor women are homogeneous groups, and
gender identities vary with such determinants as age, geographical
location, social class and values, ethnicity, sexual orientation,
cultural practices, and scientific interventions.
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Moreover, gender roles and responsibilities are not static, and
can change with time, crisis situations and so on.

The concept of gender equality means that women and men
should have equal opportunities and conditions for realizing their
full human rights and potential to contribute to the work
organization (especially at management levels) and to benefit
from the results. On the other hand, the concept of gender equity
means the recognition and equitable valuing by the work
organization of the differences between women and men, as
well as the social expectation of the varying roles/responsibilities/
status/relationships of men and women.

Instead of demanding that women be similar to men, gender
equity requires women’s empowerment through specific measures
designed to eliminate barriers to gender inequalities and actively
promotes the recognition and participation of women - resulting
in gender justice. The following quotation illustrates the point
further:

“Gender equality, or equality between men and women, entails
the concept that all human beings, men and women alike, are
free to develop their personal abilities and make choices without
the limitations set by stereotypes, rigid gender roles and prejudices.
Gender equality means that the different behaviours, aspirations
and needs of women and men are considered, valued and favoured
equally. It does not mean that women and men are the same,
but that their rights, responsibilities and opportunities do not
depend on whether they are born male or female. From this it
follows that gender equity means fairness of treatment for women
and men. This may include equal treatment or treatment that is
different but which is considered equivalent in terms of rights,
benefits, obligations and opportunities.” (ILO 2005)

The two concepts must be seen as being complementary, rather
than contradictory - recognizing the need for equal (based on
parity and equality) as well as equitable (based on difference and
justice) treatment - due to the current unrecognized, unequal
and sometimes discriminatory situations and relations between
men and women within work institutions.
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Because women have been historically excluded from possessing/
exercising power within work organizations, the operationalization
of gender equity/equality requires a fundamental shift at the policy
and executive levels of institutions to redistribute power.

We propose that there are at least six overlapping ways of exercising
power that need to be accessed for institutional change. These are:

i. positional power derived from an office or title in the
organization;

ii. agenda-setting power - the capacity to include or exclude
what should be in the institutional agenda;

iii. hidden power - the ability to decide what is legitimate/
the norm, or not, for discussion;

iv. power of dialogue - the ability to press for organizational
change;
V. power of conflict, in terms of confrontational action or

pressure tactics; and

Vi. power of consensus - building, by relying on multiple
forces such as mentoring, coalition building, legislation,
etc., to reshape organizations (based on Rao et al 1999:
Luke 1997).

For the successful institutionalization of gender equity and equality
within organizations, women as well as men must have access
to the above avenues of exercising institutional powver.

Methodology
The book is based on:

a) A survey of 100 private sector workplaces (with the use of
questionnaires) to ascertain the numbers of women/men
employed at each workplace, as well as their levels of
employment. The companies selected for the purpose of sampling
illustrate both diversity and the typical. They include a range of
manufacturing and export industries and trades such as garments,
food, tea and rubber; and companies in the service sector such as
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IT, hotels and travel. There is also representation from multilateral
companies to smaller privately-owned establishments.

b) Interviews with structured questionnaires of 66 women employees
from various levels of employment, industries, divisions, and
occupations to find out the common concerns of women in their
workplaces. These employees are not affiliated to the 100 companies
selected for the survey.

¢) In-depth interviews forming case studies of 10 working women, again
from various ranks, industries, and divisions of employment (unrelated
to the above survey and interviews) from within the private sector
in and around Colombo to provide an in-depth understanding of
women’s working experiences.

d) In-depth interviews with 10 women managers (not associated with
the above survey and interviews) from various ranks, industries,
and divisions of employment forming case studies of workplaces to
convey the status and conditions under which women managers
operate.

e) Primary literature that illustrates/affects the status of women workers
and to a lesser degree, women managers.

f) Further detail is drawn from secondary research literature on the
subject, so as to sketch the multiple facets of the Sri Lankan labour
market and workplace issues.

The rationale for the quantitative data and the sampling processes in
terms of workplaces, women workers and managers was to capture/
compose a wide range of the diverse gender dimensions of workplaces.
While it is not possible to provide statistical generalizations due to the
minimal count of the survey, it is, however, possible to provide an
indication of the trends and patterns of what is typical or average.

On the other hand, much of the book is centred on qualitative data.
The working women/women managers who were interviewed
represent various vocations and diverse echelons of age, class and
ethnicity from in and around the city of Colombo. These in-depth
interviews illustrate these women’s work histories/lives, as well as
the work conditions and cultures of their places of employment. Again,
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they serve to provide an overall indication of the gender issues/barriers/
redress affecting women workers and mangers in general.

One of the main drawbacks in the collection and composition of data
was the fact that a number of work institutions were not always
willing to cooperate wholeheartedly with the research study.

Some were simply not interested in participating in the study, while
others were pressed for time, and consequently, constraints were
imposed on the interviews. In some instances, company management
preferred to select the respondent women workers, and on occasion,
were even physically present during the interviews. Women were
seen to open out more, and speak freely when interviewed privately.
However, some of the women workers were reluctant to speak and
share their experiences freely - fearing reprisals from management
and colleagues. Some wanted to meet the fieldworkers in private
places where they felt it was safer to speak out. These circumstances
were indicative of the ‘problem’ we were attempting to study, and
highlighted the importance of careful investigation and follow up.

As noted earlier, the book does not by any means profess to encompass
or represent the wide range of occupations, employment levels and
sectors that currently construe the labour market in Sri Lanka. Nor
does it cover all gender issues affecting women in the workplace.
Rather, it is an attempt to illustrate the types of gender issues that
affect the workplace in general, which, for the most part, place more
women (than men) in a disadvantageous position, both in their
vocations and their personal lives.

The book is divided into two sections. Part One sets the scene vis-a-
vis the Sri Lankan labour market and private sector companies as
well as the perceptions and lived experiences of women workers. In
contrast, Part Two addresses the concerns of women managers from
a framework of strategic management and offers guidelines for private
sector companies to initiate and operationalize gender equity/equality
in the workplace.

Chapter One on Gender and the Workforce begins by delineating the
current legislation that impact on gender concerns. It then proceeds
to give a national picture with regard to gender configurations and
compartmentalizations in the Sri Lankan labour force through available
data.
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This is followed by a more localized indication of the participation and
positioning of women and men in private sector workplaces. Finally,
it provides a more personal picture by introducing women workers
and women managers under study and highlights the reasons why
women, in particular, go to work.

Chapter Two on Gender Dimensions of Organizational Structures,
Cultures and Micropolitics deals, on the one hand, with the
experiences of women at the workplace by focusing on institutional
structures and practices that preclude gender equity (The experiences
of women are highlighted because it is commonly accepted that
women, more than men, are disadvantaged in the workplace.)
These include issues relating to the superstructure and micropolitics
of the workplace: recruitment and other procedures, appraisals
and promotions, wage structures, and conditions of employment.
Some of the issues discussed can be seen as non-gendered or as
generic management issues, and therefore, problematic for both
women and men. However, it needs to be argued that even what
are considered to be ‘genderless’ problems may pose an additional
twist for a woman employee due to norms regarding gender
identities.

On the other hand, this Chapter also concentrates on the more
intangible aspects of organizational subculture that impact
negatively on women. Here, the book refers to the substructure
and the micropolitics of workplaces that arise from various gender
- inequitable assumptions founded on gender-based roles and
responsibilities, gender relations and gender-based expectations
etc., which serve to propagate a general atmosphere of
discrimination, insensitivity and injustice in the workplace.

Chapter Three looks at Management Issues in Promoting Women’s
Participation and Gender Justice, under three sections. First, a
few major concerns in management are highlighted briefly as the basic
framework. Second, it assesses certain important ‘gender in
management’ issues relevant for the assurance of greater gender equity
and justice. The third section is a set of case studies undertaken for
the purpose of identifying the present status of women in management
as well as the opportunities and constraints faced by women managers.
Here again the focus is on the experiences of women managers on the
basis that there exists ‘a glass ceiling’ on women’s upward mobility.
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Chapter Four provides recommendations for gender equity and equality
measures in private sector workplaces. These guidelines address the
restructuring of work organizations at all levels through the
mainstreaming of gender issues - policy and management, structural
and attitudinal changes, workplace practices, monitoring, and
aspirations for a new work ethos.

They are founded on the review of issues concerning women workers
and women managers highlighted in the earlier chapters, and works
on the premise that if work organizations are to adopt the ideals of
gender equity and equality, there is a necessity to not only dismantle
glass ceilings and brick walls of structural impediments, but also to
tear down the more subtle frames of mental barriers.

Maithree Wickramasinghe
Wijaya Jayatilaka
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