Success in career development of Peruvian executive women.  Analysis of “impelling” and “restrictive” factors for their development
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Summary

This exploratory study aims at orienting the understanding of the role of Peruvian executive women, which increasingly pursue Master degrees and assume leading roles in the economic and social activities of Peru.  Inhibitory and impelling factors for their career success are analyzed.

One important impelling factor identified is emotional intelligence, that is to say, the readiness that a woman has to develop positive relations with her subordinates and colleagues, her adaptability to culture and teamwork, as well as her potential to take risks and to be perseverant, tolerant and methodical.

The study’s results reveal, in accordance with other research work, that family responsibility is a very important restrictive factor in the development of a woman’s executive career, which hinders a greater participation in managerial positions.  It is proposed that both, firms and the State establish flexible labor policies, so that working women may achieve a balance between work and family life; thus, generating a commitment to attract and retain them.
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1. Introduction

The 21st century has witnessed major changes in the economic situation of women in the western world.  Though, women’s entrance to the labor market was initially limited to poorly-paid occupations with little perspective, now this situation has changed.  In the last decades, women have become an important part of labor force.  A growing number has access to higher education and has assumed a stronger leading role in the economic and social activities of countries.  For instance, in US firms in 2005, 46.5% of all jobs were taken by women, though only 8% were placed at top management level.  With reference to income, women’s salaries represented 72% of men’s in average, and as for qualifications, half of the women held a Master’s degree (Economist, 2005).

According to Catalyst (2006), a non-profit organization from New York that conducts research on working women, the average rate of women promoted to top managerial positions decreased in US firms in 2005, and they estimated that if this trend continued, it would take about 40 years for women to equal men in number of executive positions.

Among other data, the 2005 census of Fortune 500 firms showed that more than half of the firms had less than three women working as top managers, and only eight firms had a woman working as a CEO in 2005.

In Peru, the managerial performance of executive and entrepreneurial women is increasingly better, and they have progressively assumed roles of greater responsibility, gaining access to strategic positions within the organization and actively participating in decision-making.  In the political scenario, the new government, established in July 2006, has appointed six women out of a total of sixteen ministers as part of the Cabinet.

In spite of the satisfactory performance and results attained by professional and executive women, in practice, it cannot be seen that women hold top management positions.  Perhaps, this is due to inhibiting factors which constrain their development.  Several studies have been done on this subject in other countries (Maxfield, 2005; Hewlett, 2002; Chinchilla, Leon, Torres & Canela, 2006; Cárdenas, 2005), but no reference was found for Peru.

In this sense, the aim of this exploratory research is to orient the understanding of the role of professional women in Peru’s economic activity, and to provide an analysis of variables called “impelling” and “restrictive”, which promote or constrain their professional development, respectively.

This study starts with a literature review of the conceptual framework of career success, to focus then on women’s professional career success.  Earlier studies on “impelling” and “restrictive” factors for women’s career development will be reviewed.  Once the methodology used in our study under the Peruvian context is presented, “impelling” and “restrictive” factors for women’s career development in Peru will be discussed.  Finally, our conclusions and recommendations will be proposed.

2. Women’s professional career success

According to the Royal Spanish Academy, the term “career” in Spanish is defined as the set of studies that enable a person to exercise a profession or occupation, which is economically compensated.  Hence, we can explain career as the particular occupation a person has been prepared for.  We could also refer to it as the general progress achieved during labor life, or as the professional achievements that an individual accumulates along time.  In other words, career can be defined as the sequence of actions and roles that an individual performs during all his or her life.  Hall (2002) conceptualizes career as a sequence of professional experiences and activities, related to work and oriented towards personal and organizational objectives, which an individual goes through during all his or her life.

Yan, Zhu & Hall (2002) maintain that the first theories describe a person’s career as a process of multiple stages developed throughout life.  Van Maanen & Schein (1975) sustain that an individual’s career development goes through four stages: exploration, growth, stabilization or maintenance, and decline or retirement.  The first stage is generally presented from 18 to 25 years old; it is a learning stage in which people need to learn both life and professional knowledge, and they also need to learn to become separated from their direct family and their most important friends.

The growth stage (22 – 33 years old) is characterized by the energy an individual puts into gaining the competencies needed to fulfill tasks.  During the maintenance stage (28 to 55 years old), a person tends to desire to consolidate in life, and is in need to progress and grow in the different aspects of work and personal life.  Almost always, before entering the third decade, people begin to question themselves whether they have taken the best decisions for the development of their own career.  Finally, at the last stage of 55 to 70 years old, many people in this period face the possibility to accept reduced levels of power and responsibility.  It is worth mentioning that the proposed chronological stages are for reference purposes only because each individual’s life and context follows particular circumstances.

In this sense, a career is unique and dynamic for every person.  Not only does it comprise occupations, but pre and post vocational interests, as well as the way a person’s roles are integrated into working life.  Hence, one can perceive the impact that a career has in people’s life because it represents the primary factor that determines the quality of their lives and families.

Heslin (2005) states that there are two types of career: linear and non-linear.  A linear career develops within the organization itself and it focuses on positions, progressive steps scaling hierarchy, in which an individual’s progress is subject to the organization’s needs.  A non-linear career is centered in the individual, in the identification of personal skills and interests, and in career opportunities within and outside the organization.  These people defined their own career agenda and determine their own metrics to measure their success.  There is an increasing trend of careers transcending the organization (Garavan, 1996; Hall & Chandler, 2005).

Heslin (2005) has done a thorough study and takes the definition of career success from other authors, categorizing it from two points of view: “objective success” and “subjective success”.  In most studies, objective success has been considered as a variable that can be measured through salary increase and job promotion indicators; whilst, subjective success can only be experienced directly by an individual, either through work and career satisfaction or through achieving balance between his or her personal life and work.

Hewlett (2002) gathers a sample of executive women holding top managerial positions who were interviewed about their professional and personal level of satisfaction in their career development.  The results show conclusions related to Heslin’s theory (2005), in which objective and subjective success are neither the same nor do they have equivalent measures.  The main focus of their results is on the variables that prevent women from feeling completely successful when they have assumed personal sacrifices in order to advance in their careers (such as, leaving maternity aside not for their own desire, but because maternity was hindered by the “biological clock”.)

On the other hand, Heslin (2005)states that other factors should be considered in order to evaluate career success; thus, based on social comparison theory, he demonstrates that people make use of two criteria to evaluate their career success: one is the “external referent”, which consists in comparing oneself with other people; for instance, if their salary compensation level is greater or lesser than the average level in their industry or in relation to a colleague that does the same kind of work in the same organization or a different one.  The other is the “internal referent”, which consists in evaluating oneself in relation to one’s career objectives or regarding the personal aims that one would like to achieve.

Hence, four types of success can be found and they are presented in the following matrix:

	
	Objective Success Domain


	Subjective Success Domain



	Internal referent


	Own objective/reference (related to market culture; for instance, financial and positioning aspirations within the firm)
	Subjetivo/referencia propia

(relacionado a los objetivos personales de equilibrar vida personal y trabajo) 

	External referent


	 External objective/reference (related to social position or payment received by colleagues)


	External Subjective/reference (related to society’s culture; for example, entertainment)


Table No 1: Types of career success

Source: Heslin, 2005

Elaboration: The authors

The results in a recent study (Cardenas, 2005) elaborated upon the development of a program on womanhood and leadership for women in top managerial positions in Colombia showed that many women acknowledged that they had sacrificed themselves and their families in order to play the role of what is commonly known as a “successful executive”.  This concept, which corresponds more to a definition of Objective Success as an External Referent (Heslin 2005) than a definition of Subjective Success as an Own Referent, is related to the so called “womanhood conscience” (Cárdenas 2005).  This is understood as the coherent integration of what the women think, feel and do.  In addition, the study concludes that women’s contribution would be continuous if organizations became more flexible, more open to particular needs and the facilitators of the balance between work life and personal life.

Finally, Heslin (2005) states that potential genre differences should be considered.  He found that men value more objective achievements, such as money and promotions; while women tend to evaluate their career success in terms of a more ample and subjective way, using criteria such as, sense of fulfillment, growth and development, work challenges, interpersonal relations and opportunities to help others at work.

On the other hand, Lee, Lirio, Karacas, MacDermid, Buck, Kossek (2006) focus career success in the context of life, in terms of a unique vision and central values in life.  In their study, they found that some factors that define professional success are related to having a fulfilling life out of the office, work that facilitates growth and learning, and an adequate balance among labor, personal and family life.

In this sense, Lee, Lirio, Karacas, MacDermid, Buck, Kossek (2006) affirm that women’s professional career success may be interpreted upon the different roles they play and the relevance of the various identities they adopt at different moments of their life.  Lee, Engler & Wright (2004) sustain that after professionals become parents, they progress along a gradual socialization process of motherhood/ fatherhood while they experience changes in work and family patterns, which leads them to shape a new identity through combining parental and professional roles.  Hence, the meaning of career success will change through this process.

Eaton and Bailyn (2000) point out that the conventional vision of a career has been the constant search pattern of maximizing our own achievements, independently from other elements in life.  However, people belong to a society, which is a much broader context than that of an organization; hence, they suggest considering a “career” as a route of life, as a path that divides into events at the workplace, professional achievement, events taking place out of the office, and personal relations with the family, friends and the community.

3. Professional development impellers of women’s executive career

Few studies discussing the factors that impel professional development have been found while reviewing the existing literature; this may be so because they have focused more in studying the possible causes for the limited presence of women in top managerial positions.

A first factor that has been widely discussed is the leadership capacity of women.  Burns (1978) defined two leadership styles based on the perspective of effects (2005) that leaders produced upon their followers: transformational and transactional.  Transformational leadership focuses on using personal influence to change the value, attitude and belief scale of followers; in other words, it develops positive relations with subordinates in order to strengthen the workers’ and the organization’s yielding.  Bass & Avolio (1993) sustain that transactional leadership is characterized by the establishment of a transaction between the leader and the group members through an economic and rational result.  This kind of leadership is supported by two factors: contingent reward (where the leader rewards a well-done work performed by subordinates) and management by exception (where the leader takes corrective actions upon a bad performance, which has been established by work standards).  This last factor of management by exception can take two forms: active (the leader intervenes before the problem occurs) and passive (the leader intervenes after the problem arises).

O’Leary & Ryan (1994) comment that the traditional paradigm of the 70’s, the male manager stereotype “to think manager is to think male”, in which the profile of a manager suits much better a man’s profile than a woman’s profile, does not exist.  Furthermore, academic studies have found a better correlation between women and a managerial position.  Rosener (1997) states that women’s interpersonal abilities are important attributes for managerial success.

In this sense, Burke & Collins (2001) and Eagly & Johannesen-Schmidt (2001) found that transformational leadership is the most effective for an organization as compared to transactional leadership, and that executive women make use of this leadership style at a greater extent than executive men.  Transformational leadership is deeply rooted in women’s socialization experience and represents women’s adapting response to gain access in the business world.  In order to be an effective executive, a person must be skilled in the following abilities: communication, delegation, conflict management, time management, adaptability, analysis and decision-making.  The study confirms what had already been studied under other contexts, that women perceive themselves as more effective at communicating with, guiding, and developing their subordinates as compared to men; abilities that are commonly associated to the transformational leadership style.

A second factor that has been discussed refers to personal factors; that is to say, those factors related to emotional components: personality, values, attitude and motivation (Chinchilla, León, Torres y Canela, 2006).

Tomlinson (1997) points out that managerial women have an advantage upon men due to their personality, as they have a higher facility in communicating with workers and empathy with them.  Moreover, Eagly & Johnson (1990) developed a study, a meta analysis about genre differences in leadership styles, demonstrating that women led with more “democratic” and “participative” styles in comparison to men, who led in a more “autocratic” or “directorial” style.  Furthermore, they found that there are no differences between men and women with regard to the leadership style of “task orientation” – the leader is concerned with achieving objectives through tasks; though, they found differences regarding the “relations orientation” style – the leader is interested in the welfare and satisfaction of followers.

4. Professional development inhibitors of women’s executive career

From the literature review done, we can say that a person needs several elements in order to advance in a professional career; these are not present in an isolated way but with interdependence among them.  This is why it is necessary to know the factors that might be influencing the limited presence of women in managerial positions, which can be grouped into organizational and family-related factors.

4.1 Organizational factors.  Some relevant factors that influence the executive professional career are:  training and development policies, work commitment, education, personal interrelations, encouragement and support from bosses and managers, differences in economic compensation (pay gap) and informal networks.

Tharenou, Latimer & Conroy (1994) sustain that training and development, work experience and education are critical factors for the advance and promotion of top managers.  In their study, they found out that women are at disadvantage in relation to men because women are less trained and developed, and have less working experience than men.  This is consistent with Ragins & Sundstrom‘s (1989) explanation, in the sense that organizations regulate access to training as part of a follow-up pattern that prepares men for higher positions.

Work experience is associated with the family responsibility that a person has.  In the case of women, having a husband, dependent parents and children reduce their opportunities for greater work experience; and in turn, access to training and development due to time restrictions.  On the contrary, having a family increases work experience for a man; this is perhaps due to the responsibility men assume in order to seek greater economic resources for their families, which leads to training and development, and as a result to advance and promotion (Tharenou, Latimer & Conroy, 1994).

Another obstacle is the lack of role models of executive women due to their scarce presence in top managerial positions.  Likewise, this study found out that there is no gender difference in organizational hierarchies when a woman has already gained access to them.  The lack of impact in women can occur because executive and managerial women have developed survival features becoming immune to the effects of men’s hierarchies.  A hierarchy composed by men solely may have an effect upon the election of a managerial board, and then its further influence is not very strong (Tharenou, Latimer & Conroy, 1994).

Pay differences for the same job are very common between men and women.  Women, in general, obtain fewer promotions and salary increases than men.  This allows men to climb up the organization’s hierarchy faster (Wirth, 2004).

The recent flattening of the organizational hierarchy has resulted in decreasing opportunities for people to work at top managerial positions.  This is even worse for women who want to return to work, after leaving their career aside for a certain time, especially for maternity reasons (Wirth, 2004).

The term “glass ceiling” was used in a 1986 report from Wall Street Journal to refer to the barriers that women face in order to reach the top of a corporate hierarchy.  Wirth (2004) mentions that these barriers are, above all, related to organizational and attitudinal prejudices, which constitute a reflection of genre inequalities, both social and economic. The major source of discrimination is enrooted in strong attitudes maintained towards the social roles and behavior of women and men.

In addition, Wirth (2004) addresses genre segregation sustaining that managerial women tend to concentrate in certain economic sectors only, which reflects the patterns of occupational segregation.  In large corporations, if a woman ever gets a top managerial position, it would generally be in non-strategic areas of the organization.  Moving towards other more strategic areas within the organization is even more difficult.  This organizational barrier is sometimes called “glass ceiling”.

Wirth (2004) also sustains that women do not generally belong to informal work networks.  While men maintain informal contact networks by chatting about sports or drinking at a bar, either with workmates or clients, women do not get involved in such networks, which can be considered as an organizational barrier.

4.2. Family factors.  Some relevant factors that influence the professional executive career refer to civil status, children and parents.

Hewlett (2002) states that in the struggle to attain career success many women have to sacrifice issues related to their personal and family life, such as not getting married, not having children or postponing motherhood until middle age.  In this study about successful executive women in the United States, it was found that between one third and one half of the women studied did not have children.  Hewlett (2002) states that some young professional women would rather not follow the patterns of success attainment of their more mature bosses, who become successful by having an unbalanced work and family life.

It is also worth mentioning, Hewlett’s (2002) statement on the implication of economic and resource waste for society when highly qualified and trained women leave the labor market because it does not offer them the possibility to make their working time compatible with their families.  This contrasts with the results obtained in a data study of 453 MBA graduates from a business school in Peru within a 43-year period.  155 out of the total interviewed women stated to be independent professionals.  This means that 34% has no labor links with any firm or does not receive a salary; they may work temporarily as is the case of consultancy.

On the other hand, Wirth (2004) sustains that raising children is the main reason for successful career women, who seek to make their family life compatible with work, to retire.  Instead, they work as independent consultants or enterprising entrepreneurs, acquiring more autonomy and independence through these activities; though, this reinforces the firm’s old belief of betting less on a woman’s career.

In the case of working couples, the stereotypes of men and women force women to take up domestic work in addition to their regular working day, which has a negative influence in their work performance due to insufficient rest and the stress of a double working day.  Generally, women find themselves force to work fewer hours than men in order to balance these two activities; hence, creating in the firm the perception of being less committed to work, which limits their opportunity for promotion (Tharenou, Latiner & Conroy, 1994).

5. Research Methodology

Firstly, the research process consisted in the identification of the problem; then, existent literature on the issue was reviewed, the research design was formulated; and, data was compiled to be codified and analyzed; finally, the results were interpreted.

In order to obtain data, three sources were used: interviews in depth, documents and record entries.  According to Yin (1994), the use of different sources facilitates data triangulation; therefore, interviews in depth were conducted with four executive women and two executive men.  Interviews were personal and took held in Lima; time devoted to them was of one hour.  The interview development was planned before the interviews took place, which included interview purpose and protocol.  The interview format was semi-structured in order to favor fluent conversation and discussion that will yield more revealing responses.

Specialized magazines and reports containing interviews with Peruvian executive women holding top managerial positions in important firms were considered among the main document types used to gather sample opinions.  Customer database entries from a firm, whose name we cannot disclose for confidentiality matters, were also used, as well as a database of graduate women from a prestigious business school in Peru.

The first database comprises 2,735 data entries of women holding executive positions whose monthly income exceeded US$ 1,800.  These data correspond to women with professional degrees, but not at post grade level.  Other data considered in this database were age range, civil status, current position and salary range.  The second database used comprised 453 women holding an MBA degree, and included data on age range, profession, participation in a given economic sector and current position.

6. The executive career of Peruvian women

Women’s insertion in Peruvian labor activities has increased in the past years from 55.9% in 1998 to 60.1% in 2005, in contrast with the male population whose level of activity has only increased by 1.5% in the same period of time (INEI 2005).  Only 23.9% of a total of 6’313,619 women belonging to the economically active population receive a salary.

The sample corresponding to MBA women graduates shows that participation in executive positions from the different economic sectors is the following: 17% in financial intermediation, 16% in service and telecommunications firms, 11% in engineering, mining and architecture related firms, 7% in public sector firms, 6% in legal activities and consultancy, 4% in transport and information technology, 4% in the mass consumer products industry, 2% in the cosmetic and pharmaceutical industry, and a last 34% reported being independent.

6.1. Career success

Results obtained in this paper reveal that in most cases women’s success is attained when there is a balance between professional and family issues.  The opinion gathered among executive women in this sense included: “… establishing a balance is very important, one needs to get organized”, “…it is difficult to keep the balance, the problem is that workload is very high”, “…women have the capacity to balance family and work. …It is important to get organized by devoting quality time to family and work, reaching a balance which is difficult to maintain…”

In this respect, another group of executive women interviewed who were posed the question: which is the most important achievement in your career? replied “…having formed a highly qualified professional team… I’m satisfied with working in generating awareness of the issue of social responsibility…”  Another woman replied, “… establishing synergies with people, we get a united family (firm) with great projection and a great capacity to contribute to society, which allows us to offer jobs to 2,000 workers…”

These results are in agreement with Heslin’ s study (2005), in which he proposes that a woman’s success is presented more from the subjective point of view rather than the objective one, as well as with that of Shepard’s (1984), which describes success in terms of a unique vision and of central values in life.

During another interview to an outstanding Peruvian executive woman about her opinion on the key issues for women’s success, she responded that “it is first necessary to define what success means for each woman.  This definition must be personal and not imposed by others; it is necessary to have a career plan with clear goals and to dare to be successful.”

On the other hand, a study conducted by AFP Horizonte in 2002, which compiles opinions drawn from a survey done to a group of outstanding Peruvian professional women from diverse fields, indicates that success to them meant an expression of both, an academic qualification of quality and the result of a process that combined work commitment, search for excellence, tenacity, ethics appraisal, desire to learn, team-work capacity, sense of responsibility, discipline, and, for some of them, family support.

6.2. Professional development impellers in women’s executive career

The study’s results reveal that an “impeller” for an executive career is women’s emotional intelligence and their capacity of transformational leadership.  A woman has the ability to know herself and others.  This quality helps her develop positive relations with her subordinates and colleagues, and allows her to adequately adapt to a given culture.  Likewise, she seeks to solve conflict in a peaceful way.  This result agrees with the ones obtained in the research work mentioned in previous chapters (O’Leary & Ryan, 1994; Burke & Collins, 2001; Eagly & Johannesen-Schmidt, 2001).

In the interviews to Peruvian executive women, they mentioned that one of the reasons that explain professional success is the facility that women have for teamwork, cooperation and empathy, contrasted with the greater emphasis that men place in the competitiveness issue. During another interview, an executive woman sustained that “our emotional intelligence enables us to understand other people’s feelings, tolerate work pressure and frustration, enhance our teamwork capacity, and adopt an empathic and social attitude, all of which offers more possibilities to develop a good leadership.”  On the other hand, during another interview an executive man commented that women are considered loyal, hard working, responsible, honest, capable, and oriented towards peaceful conflict resolution; therefore, firms are increasingly realizing that they can hire women because they offer an important contribution to business development.

Likewise, women’s potential to take risks was mentioned during the interviews, as well as their qualities of being perseverant, methodical and tolerant; in other words, those of an executive.  “…We can still find human groups with male chauvinist trends in firms,…they do not believe in women’s potential;…however, empathy and listening capacity are women’s attributes that help strengthen the workers’ yielding…”  Another of the executive women interviewed pointed out the importance of personal factors and risk-taking capacity for their professional development.

The following data have been extracted from one of our sources corresponding to a business school in Peru: 20% of total MBA graduates are women.  From this 20%, 29% are 31 years old in average, 26% are 32 years old in average and 45% are over 33 years old in average.  In one of the interviews, a young executive woman stated that her motivation to pursue a master’s degree was the expectation of the impact that this degree has upon career lines.  This is in agreement with studies like those of Tharenou, Latimer & Conroy’s (1994), which remark that training is a critical factor for advance and promotion among top managers.

Finally, a factor emerging as an impeller of the development of women’s professional career is gaining experience through career exercise, as well as obtaining academic degrees.  However, this may rather be perceived as a constraint because many times women with family responsibilities do not have time for training, especially if they are married and with small children.  Often, women lack of financial resources for investing in a training program, and these programs are not a common policy among Peruvian firms, as they do not have a special budget for training.

6.3. Professional development inhibitors of women’s executive career

The study’s results reveal that family responsibility is a very important restrictive factor for the development of an executive career.  According to our database, 34% of MBA graduate women within an age range of 34 to 43 years old declared that they worked independently, and therefore, they were not developing a career line in a firm.  During the interviews we carried out, they remarked that they had prioritized their children’s education rather than work.  As stated by an independent consultant: “…I quit working to raise my children well.”  In other interviews, we learned that Peruvian labor laws, the firms’ structures and their culture of working more hours than ruled do not allow to balance work and family.

When asked whether there were restrictions or not to the professional development of women, one of the executive women interviewed considered that there were no restrictions.  Another of the executive women commented that a woman has to divide her activities between family and work.  They considered that support from their bosses was very important; nevertheless, they felt that they restricted their promotion due to family issues.  On the other hand, most married executive women stressed that unfortunately family is a constraint to women’s professional development as perceived by firms.

This result is accordingly with those obtained in some studies (such as Tharenou’s, 1990) where dependence of spouse and children reduces the amount of work experience.  This happens because many women interrupt their career line in a firm in order to attend their family.

Another factor emerging in our study is that women that manage to advance in their professional career line can balance well work and family issues.  It is worth mentioning that this advance is reflected in the salary they receive.  According to our database of women holding executive positions, 30% of the women who hold top managerial positions are between 35 and 50 years old and earn more than US$ 3,000.  Hence, it can be observed that there are few women that continue a career line within an organization; that is to say, that they manage to be promoted in the salary and hierarchical areas.  On the other hand, from this 30%, 64% are married and most of them are in the range of 40 to 49 years old, which contradicts the belief that women that become managers are less likely to establish a family (Davidson & Cooper, 1987).  These data can also show that women had to postpone marriage and establishing a family in order to reach a managerial position.

In addition, they consider that in order to get developed, it is very important to count with their bosses’ support.  However, they feel that their promotion is constrained because they prioritize their family, even to the point of quitting their jobs, which is harmful to the firm in the long term.

Another factor is the difference between the income obtained by men and women.  Women perceive lower salaries than men.  All of the women interviewed consider that there are still differences in pay.  In this sense, according to a survey conducted by the Ministry of Work and Social Promotion, this gap has been reducing along the last decade, in particular from the 90’s, as a result of the elimination of some inefficiencies and of inflexibility in the labor market.  In 2005, it was proved that women earned 12% less than men, as contrasted with 26% for the gap in 1987.

This tendency towards equity among male and female workers has been a trend in all Latin America (Wirth, 2004).  In Colombia, Honduras, Nicaragua, Paraguay and Peru, women’s pay with regard to men’s has increased by 10%, which is at a higher range than that achieved by Chile, Ecuador, El Salvador, Panama and Venezuela of a modest 5% increase.

From the same study, we can conclude that one could expect to find a near equivalence in the salaries obtained for jobs requiring high qualifications, and for those were education and training could be comparable, but this is not the case.  Even for these jobs, women’s average salary is still 88% of men’s salary.  One of the main reasons identified for this gap is women’s poor capacity to negotiate and a poor bargain power, as well.

7. Conclusions and recommendations

7.1. Conclusions

The results of this exploratory study suggest some interpretations that should be verified later on through an explanatory study.  We can summarize that:

The definition of success for the professional career of Peruvian women is highly related to civil status and age, and therefore, to the stage they are at in their professional career.  For a young professional, the definition of success is associated with the objective perception, as she is just developing her working competency and puts all her energy into this task; whilst, for a senior executive woman who has acquired family responsibility, success is related to the subjective perception and with life’s central values; in other words, being able to balance work, personal and family life in a better way.

Important impellers for women’s executive careers are emotional intelligence, which is the facility to develop positive relations with subordinates and colleagues, and adaptability to culture and teamwork.  Likewise, they also influence women’s potential to take risks positively, and their perseverant, tolerant and methodical attitude, all virtues belonging to the feminine genre.

The executives interviewed agreed on the importance that their bosses’ support had for their promotion; however, they felt that their promotion was constrained because they prioritized their family above work, even to the point of quitting their jobs, which is harmful to the firm in the long term.

In addition, most of them consider that the family is an inhibitor for women’s development in the workplace, even though it seems contradictory.  Women in Peru are still considered as the basis of a home and they have a fundamental role in their children’s lives.  Furthermore, these women consider the fact that firms do not believe in women’s potential to face challenges in the organization as an inhibitor.

Although women must face highly demanding challenges, of which the conciliation of work and family duties is one of the most important, the interviewees remarked that women have the necessary tools to cope with them successfully; for instance, they are very organized and methodical, which makes them concentrate on their weaknesses in order to overcome them.  In Peru, it is traditional that parents and relatives may offer to help in household chores and children care.  In addition, cheap home help can be hired for this purpose.  These two factors contribute to facilitating balance between work and family life.

As for the cultural aspect (man/woman stereotype), this has been changing in Peru.  A couple of generations ago, it was rare to find a man taking care of household chores or a woman dedicated to work, unless it was in typically feminine sectors (teachers and nurses).  Currently, household chores are shared, and in general, both spouses take up jobs seeking the family’s welfare.  It is expected that some of the cultural aspects currently limiting women’s participation at managerial level in large firms will gradually change.

When analyzing the so called “glass ceiling” under the Peruvian executive women’s context, it was observed that there are very few executive women in large corporations.  During the interviews, they commented that they did not really perceive that “glass ceiling” prevented them from advancing, as they depended on cognitive and emotional capacity.  Others, remarked that they chose to be independent or to get managerial positions in smaller firms, so that they could manage their time in a more flexible way to allow them to balance their work and family life.  Nevertheless, it was found that all of them stated that there is inequality regarding men and women’s pay.  They consider that this is mainly due to cultural patterns enrooted in men, and that some firms have this orientation.

There is little analysis and work for an adequate understanding of the emotional issues of a working woman because it is evident that a woman assumes multiple simultaneous roles, such as being a wife, a mother, a housewife, a professional, and a friend.  This gives place to a conflict of interests in relation to the time she could devote to each role; and this in turn, could affect calm and emotional stability.  Research paths in this sense may help establishing strategies oriented to support women, or providing them with tools that could facilitate greater emotional stability in all senses.

7.2 Recommendations

After analyzing the variables called “impelling” and “restrictive” that promote or limit a woman’s professional development, we hereby recommend that the State and the enterprises should establish flexible labor policies that contribute to a balance between work and family life.  These policies should seek to reduce conflict between labor demands and role assumption in a family, as well as to  promote its diffusion in the media.

It is proposed that firms and the State establish flexible policies of working time and workplace.  Flexibility policies offer workers more control over their timetable, their workload and working hours; thus, creating a commitment that improves the attraction and retention of workers.  It is stressed that many firms perceive that flexible work policies represent a support system for workers, but not for the firm.  Furthermore, they consider that the firm may lose more than gain; thus changing the essence of this strategy from human resources management.  Nevertheless, studies show the contrary, family and work policies may affect a worker’s loyalty positively (Roehling and Moen, 2001) because the relation between employees and employers becomes enhanced when firms consider the labor and non-labor activities of their workers; hence, influencing the employee’s attitude and behavior towards the firm.  These policies also influence organizational productivity in a positive way (Honrad and Mange, 2000), as well as the sales level ( Rothausen, 1994).

It is recommended, if possible, that firms organize work based on objectives instead of on time spent in the workplace.  Currently, in Peru, working conditions have an adverse impact and do not allow the balance of family demands with work development.  The high competition for the scarce jobs available causes employees to take up a higher workload, which forces them to extend their working time to 10, 12 or more hours a day.  In this sense, Galinsky’s et al(2004) research points out that employees working longer hours do so because they want to keep their jobs and to succeed in the firm.  They also observe, in many cases, that they postpone or program their meetings for the last working hours of the day.

In addition, the pay gap between genres must be eliminated, as this “discourages” women’s participation in the labor market.  In some cases, the decision to work turns into an option of economic rationality or “cost opportunity” between exclusively devoting to the house or developing a profession. Therefore this will be a way to reduce the waste of resources invested in developing highly qualified professionals, which are not very abundant in developing countries such as Peru.

It is suggested to invest in developing women’s careers.  A few firms are doing so in other countries.  They have found that promoting women produces more talent, and consequently, greater profitability in the long term.

Finally, it is suggested to promote participation of junior professional women in more strategic positions or in the top management line; in other words, eliminating those factors that have traditionally blocked women’s promotion to higher strategic positions.” 
This article has been elaborated by Peruvian researches: Kety Jáuregui, Associate Director of the ESADE/ESAN Doctorate Program, Mariella Olivos, Cladea Executive Coordinator and Vice Director of Undergraduate Programs and collaboration of Gianina Beoutis, Research Assistant at Universidad ESAN.  This research consists of theoretical support in base of diverse studies, and of the empirical analysis of own resources and database.

This paper work is one of the   Woman, Society and Enterprise Group of CLADEA. (The Latin American Council Management School), that study and looks for cases about women role,  how  they influence in  their  environment and   in the economic and social activity of her countries. 
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