
 

Faculty of Engineering 

Blekinge Institute of Technology 

SE-371 79 Karlskrona Sweden 

MBA Master Thesis 
The reason for appointing more women to top positions 

Leila Kalantari and Martina Hansson 



 

  ii 

This thesis is submitted to the Faculty of Engineering at Blekinge Institute of Technology in partial fulfillment of the 
requirements for the degree of Master of Business Administration. The thesis is equivalent to 10 weeks of full time
studies. 

Contact Information: 

Author(s): 

Leila Kalantari 

leila.kalantari@gmail.com 

Martina Hansson 

Cim02ms1@yahoo.se 

 

University advisor: 

Dr. Urban Ljungquist 

Department of Industrial Economics 

Faculty of Engineering 

Blekinge Institute of Technology 

SE-371 79 Karlskrona, Sweden 

 

Internet : www.bth.se 

Phone : +46 455 38 50 00 

Fax : +46 455 38 50 57 



Kalantari and Hansson  Master Thesis 

i 
 

Abstract 
 

Objective: Our main objective is to identify why the executive management positions of most 
companies in Europe are not moderately genders diverse. Within this objective we study the 
pattern of gender representation and diversity in a specific company (named Company A) and 
investigate theoretically why more women should be appointed to the top positions.  

Research and practical implications: This thesis contributes to a better understanding of the 
reason behind not having moderately gender diverse executive management by studying 
Company A, taking into consideration that gender diversity positively influences a workplace. In 
addition it helps to raise the awareness of C-level management in the Company A; gives them an 
idea of what they should work with to get more women into management positions and show 
them the benefits for the organisation if appointing more women to top positions. 

Scope of the thesis: Due to the scope of this thesis, our research is limited to only consider the 
gender diversity at the executive level within Company A.  

Findings: This thesis has explored and identified that a gender diverse workforce drives 
economic growth and can capture a greater share of the consumer market. Diversity fosters a 
more creative and innovative workforce and is needed to realize a company’s full potential. 

Based on the outcomes from the theory part and the quantitative and the qualitative research of 
this thesis; it is clear that executive management of many engineering companies are not 
moderately gender diverse. The same result was found when studying gender ratio in executive 
positions at Company A that authors have examined.  

The reasons behind lacking a moderate gender diverse executive management, according to our 
study, are:  

- Lower number of females with several years of experience and relevant competence for 
engineering jobs compared to men. It is easier to find highly experienced men with the 
right knowledge compared to women.  

- Longer leaves of absence due to maternity leave. There are more women than men that 
take a leave of absence from the company for long periods, this leads to smaller networks 
and longer time to build experience.  

- Most top managers hire from their existing networks; people whom they have been 
working with previously, who are mostly men and who are performing well. Therefore 
the recruiting process is another reason as to why there are more men than women in 
executive positions. 
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 Introduction 1.

1.1. Background 
Nowadays diversity management is a popular and common word in use that has its focus on the 
individual and their unique contribution to the organisation. (Kirton & Greene, The Dynamics of 
Managing Diversity, 2010) We hear and see the word “diversity” everywhere and “diversity” has 
become the hottest topic at work, in the media and even at home.  

Diversity identifies differences between people and recognizes that these differences are a valued 
asset. According to Susan J. Barkman and Hannah L. Speaker (2014) diversity respects 
individuality while at the same time is promoting respect for others. It is obvious that there has 
been a shift from “equal opportunity”, which was the traditional way of expressing all differences 
that are named above with a focus on social justice. Diversity emphasizes the roles of the various 
groups such as gender, ethnical background, and income in the society that creates the world. 
(Barkman & Speaker, 2014) 

Diversity is a word with a broad meaning, sometimes confusing since it has had both negative 
and positive effects on society, companies and employees. It is necessary to dig deep to find out 
exactly what impacts diversity has on companies and organisations. Several different studies 
Helgesen, 2008; Widell & Mlekov, 2013; Kanter, 1977, 1987, 2008 and Acker 1992 to name a 
few, have shown that there is a need for diversity within a workplace; however diversity must be 
positioned in the culture of organisations in order to attain the benefits from diversity. Many 
organisations have started the journey towards a diverse workplace but few have achieved the 
goal of developing a truly multicultural organisation. As diversity is a broad topic this thesis will 
focus on the gender perspective of diversity at the executive level of companies in Europe. The 
theoretical study in this thesis shows that gender diversity is a great benefit to have in a workplace 
and then examine why executive management positions at most of the companies in Europe are 
not moderately gender diverse. It also researches if the executive management at Company A, 
which is one the key player in the Telecommunication industry, are moderately gender diverse or 
not and what the reason could be behind that through both quantitative statistics and qualitative 
interviews.  

1.2. Problem discussion 
Rosa Beth Moss Kanter (1987; 1977) named some difficulties experienced by women in the work 
force. Seeing as this was 38 and 28 years ago it is relevant to re-visit the area and find out if the 
thoughts and reasons among executive managers are the same today as back then. 

As discussions regarding equity between women and men continues, workplace gender diversity 
has gradually become an important part of the discussion in the whole world. Companies realize 
that gender diversity is a potential for growth rather than an opportunity for conflicts. (Cheah, 
2013) In the private sector many organisations are emphasizing on policy and putting more 
resources on gender issues in companies. (Kirton & Greene, 2010)  

Kirton and Greene (2010) claim that in order to ensure success in today's economy; gender 
diversity is a key and vital area for companies to work with. A company should be attentive about 



Kalantari and Hansson  Master Thesis 

2 
 
 

gender diversity if they want to have positive company image, fresh ideas and strong growth. 
When females are not represented at recruitment or executive boards then they cannot make any 
difference in policy and decision making processes in a company, argue the authors. (Kirton & 
Greene, 2010) Organisations in different companies are slowly adjusting to diversity and learning 
to treat women as equals to men. Gender differences in the labour force are rapidly disappearing 
but at the same time there are not so many women at the higher positions, especially at top 
management positions the rates are still relatively low. (Bukhari & Sharma, 2014)  

According to the European Union report, Women and Men in Leadership Positions; women are 
outnumbered by men in leadership positions in most companies. Highly qualified and 
experienced women are underutilized and this creates a loss of economic growth potential. 
Research from numerous countries proves that “companies with a higher representation of 
women at the most senior levels deliver stronger organisational and financial performance as well 
as better corporate governance” still only 16.6% of board members of large publicly listed 
companies in the 27 EU Member States are women. (European Comission, 2013) 
 
What could the reasons be that there are so few women in the executive positions even though it 
is proven that having gender balance on company boards guarantees many benefits? 
 

1.3. Problem formulation 
Many companies have established strategies to recruit and retain employees from different 
cultures and backgrounds, however there are still few companies who have women at their 
boards or top positions. The majority of companies continue to be directed by male board 
members, who share similar backgrounds, have the same views and circles of influence 
(Stephenson, 2004). 

Research has revealed that the differences between men and women in terms of education and 
recruitment are disappearing, though finding women in higher positions is still not very common 
and the improvement is slow (Davidson & Burke, 2004). The rate of women being chosen for 
the higher positions is still increasing in a rather slow pace according to Bukhari & Sharma 
(2014). 

Rupprecht (2014) has stated in the Catalyst, based on the released studies, that despite the fact 
that European women are actually better educated than their male colleagues, men are holding 
over 82% of board positions in large, publicly listed companies in Europe.  Over the last two 
years women’s representation in the top executive positions has barely changed (Rupprecht, 
2014; European Comission, 2013). 

The purpose of this thesis is to understand why there is still a low ratio of gender diversity within 
executive boards. To get an understand if why we will look at the current situation and trends of 
women and men participation in high-level decision-making positions, and will show the gender 
gaps that still exist in leadership positions. Authors’ will also show what has been done so far to 
reduce these gender gaps. 
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1.4. Objectives 
Our main objective is to identify why the executive management positions of most companies in 
Europe are not moderately genders diverse. Within this objective we study the pattern of gender 
representation and diversity in a specific company (named Company A) and investigate 
theoretically why more women should be appointed to the top positions.  

This thesis begins by looking at what diversity is and why it is beneficial for companies. Then 
moving on to explaining why women are not more widely present at the top positions. Secondly 
presenting an extract of the compelling evidence for why companies need more gender diversity, 
or more specifically more women at the executive positions.  

Our methodology will include not only a theoretical analysis but a practical analysis as well. The 
thesis explores the reason for not having moderate gender diversity in executive level of 
companies by answering this primary research question (PRQ):  

(PRQ): What could be reason that executive positions are not moderately gender diverse?  
 
The overall aim of the thesis is to conduct a theoretical research to figure out the reasons why 
there are few women at the executive level in different companies. The thesis will moreover 
explain the reason for appointing more women to top positions. 

Additionally the thesis will develop a theoretical framework in terms of a number of propositions 
for what should be done, with the aim of promoting women throughout the organization. The 
following strategy has been employed for the formulation of the propositions of the theoretical 
framework. In the first step, the ideas and information found in the theory sections has been 
taken into consideration and analysed, then in the second step, which is based on the output of 
each interviewee’s answers, propositions have been formulated. 

1.5. De-limitations 
As diversity is a broad subject, some examples are: gender, age, culture, religion, nationality and 
level of study, we have chosen to focus only on the gender perspective. More precisely only 
gender diversity in the executive management positions in the sales organisation of a company. 
For the practical research, because there are so many different companies in different industries, 
we have focused on a specific Telecommunication company that is present in the whole world. 

1.6. Thesis structure  
This section will give an overview of the upcoming chapters of the thesis, which are organised as 
follows: The first chapter gives the reader an insight into the background to the topic of this 
thesis. A very brief review of current knowledge will be given. Then the gap in the knowledge will 
be specified and the aim of our thesis will be stated.  

Chapter two will provide detailed insights into the theoretical foundations of this study. In order 
to to understand this thesis, authors will provide background information, the existing theoretical 
problem and an evaluation of previous research.  The third chapter describes the theoretical 
framework. The key research question is going to be answered based on the different literature 
review and previous research. 
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Chapter four describes the data collection methods and the data analysis process and gives an 
insight into the iterative empirical and theoretical design of this study in order to answer the 
research question stated in this thesis. After that the case study company will be described with 
some empirical findings in chapter five. Finally in chapter six the results of the analyzed case 
study and reviewed literature will be presented and in chapter 7, main findings related to the 
thesis objectives will be described. 
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 Theory 2.

2.1. Diversity 
Diversity in a political and social context refers to the structure of the community, working with 
integration of those who are a minority. The goal of diversity in the society is about having an 
equal and fair society to all. Within a business organisation diversity refers to business strategies 
to build a group that will maximize the productivity or revenue of the company as possible.  
(Widell & Mlekov, 2013) 

This term has been broadly used and refers to many demographic variables, including, but not 
limited to; gender, age, race, education, religion, colour, original nationality, disability, sexual 
orientation, geographic origin, and skill characteristics. (U.S. Department of the Interior) It was 
introduced in Sweden during the 90s but has its origin several hundred years ago. It is a strive to 
make the workforce more equal and fare thereby considering all the different people that the 
workforce is open to, especially as immigration increases and movement across borders becomes 
easier. (Widell & Mlekov, 2013; Thomas, 1996; Martin, 1998) 

Diversity can be incorporated into an organisation in many ways, though as Widell & Mlekov 
(2013) point out it is not only about hiring a person who is different from the majority and 
expecting that individual to adapt to the current organisation, it is about a hiring a person and 
allowing and encouraging them to have a different way or working and a different perspective. 
The benefit will be a common learning for both the minority and the majority.  

Diversity can be divided into primary and secondary dimensions, the primary ones being very 
difficult to change such as age, sex, personality, handicap and social or ethnical background. The 
secondary ones are easier to develop and alter; lifestyle, language, religion, work experience, ways 
of working, education and the way we communicate. (Widell & Mlekov, 2013) Within this study 
we are interested in narrowing down to only looking at the gender diversity, with that may come 
some aspects of the secondary dimension as well as ways of communicating.  

2.2. Why Diversity Matters 
Diversity is in many ways considered a positive thing in society. Companies who work with 
diversity are often viewed as taking a social responsibility to include all people and thereby 
showing that they believe all people have the same value. It shows that companies take corporate 
social responsibility. (Widell & Mlekov, 2013; Campbell & Mínguez-Vera, 2008)  

A diverse organisation can increase individual development as they are faced with new situations 
that would not occur in a homogenous environment. Meeting individuals of different ages and 
different cultures gives a new perspective and a new way of thinking. (Hofstede, Hofstede, & 
Minkov, 2010; Campbell & Mínguez-Vera, 2008) Different people come up with different 
solutions to problems and see tasks in different ways. Productivity can be improved as it is 
possible to find the right person for the right job as Frederick Taylor would state it. As tasks in 
an organisation demands different kinds of people it also promotes having a diverse work force. 
(Hindle, 2008) 
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Evidence shows that managing a diverse workforce can lead to greater staff retention and higher 
productivity. Working within a diverse organisation can increase the employees’ awareness of an 
increasingly diverse world, which can lead to improved relations with new cultures, which in turn 
can open up a new segment for the organisation to work towards. It can also give employees a 
better understanding for the need for adaptation, which can make a change process easier. 
Diversity can also open up the minds of the employees and thereby create greater creativity. 
(University of California, Berkeley; Kerby & Burns, 2012; DuBrin, 2013; Bukhari & Sharma, 
2014) 

2.3. Gender Diversity 
Gender diversity is as old as the universe; it is noted in religious texts as well as in philosophic 
writings as far back as documentation has been found. The power of the sexes has varied through 
history, during some eras women have had a great influence on society then been forced to repel 
again due to shift of power. (Hofstede, Hofstede, & Minkov, 2010) 

When it comes to gender diversity in the past, it was believed that women’s first priority was 
taking care of their families therefore all women were automatically assigned to temporary or low 
responsibility jobs in the workplace. There is likely a biological background to this as women are 
the ones carrying a child and nurturing for it the first month of its life. In the past men usually 
had the possibility to move more freely compared to women, there was also a need for the men 
to provide food and shelter to the women who stayed at home. (Hofstede, Hofstede, & Minkov, 
2010) 

The fact that women stay or used to stay at home with children emphasises the nurturing view of 
women. This preconceived view of women can makes them more prone to take on work that is 
caring compared to men. Men were more often rewarded for the work they did outside of the 
home. The fact that men are statistically on average taller and stronger than women encourages 
them to take on work that is physically demanding making some career paths more masculine, 
such as fire fighter and builder. The social status that has been built within the family is reflected 
in society in large today. The gender roles are extremely difficult to change. (Hofstede, Hofstede, 
& Minkov, 2010) 

Earlier analysis shows that mixed-gender groups tend to perform better than same-sex groups 
because of gender differences in group behaviour – men tend to offer opinions and suggestions 
during group tasks, whereas women tend to act friendly and agree with others. Wood argued that 
it was the combination of these differences in interactional style that contributed to the superior 
performance of mixed-gender. (Myaskovsky, Unikel, & Dew, 2005) 

When an individual is the only one of their gender in a group they experience “solo” or “token 
status”. Women are prone to receiving and accepting more female oriented tasks when they are 
the sole woman in a group and their work is viewed with more scrutiny, whilst men who are 
alone in group tend to be favoured. Women are to some extent outsiders, as they are a minority 
in the companies, and they help in the work environment by bringing different aspects to 
solutions. (Thomas, 1996; Martin, 1998; Acker, 1990; Kanter, 1987; Myaskovsky, Unikel, & Dew, 
2005)  
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Research indicates that gender diversity tends to affect behaviour, communication and individual 
experience within groups rather than group performance per se. (Aries, 1976, 1982; Kimble et al 
1981; Mabry, 1985; Smith-Lovin & Brody, 1989). Moreover the findings significantly extend our 
understanding of the potential impact of gender diversity on groups, and that reflect what often 
happens in real-world organisations. In modern organizations, women consistently have had to 
perform as well as, or even better than, men just to achieve the same job levels, although perhaps 
not for the same pay, responsibility or prestige-levels. (Myaskovsky, Unikel, & Dew, 2005) 

When having women in the top management position in the company or in the board a major 
increase of innovation and social and community responsibility were detected in the organization. 
The Conference Board reports that the factors that have the most impact on company results are 
those that have been influenced by more women on boards. So the outcomes is by having more 
women in the top management position, a corporate can have positive impact on the results. This 
could be due to the fact that most women control most of household spending and they buy 
most of the products and services therefore they have an intimate and deep knowledge of 
customers and consumer markets.  (Stephenson, 2004)  

2.4. Leadership and diversity 
Leadership is what sets the tone in an organisation, not only leadership from one person at the 
top but leadership throughout a whole organisation. (DuBrin, 2013) Formal leadership in the 
form of Board of Directors, Presidents or managers have an official role to steer an organisation 
towards a certain goal, which can be financial, quality related, etc. They also have an important 
role in setting the morale and the humane orientation of a company. The top management have a 
direct influence on who the company should buy and sell to, for example they have the ability to 
ban suppliers who use child labour and they have the ability to let go of those employees who 
may have allowed it, therefore they are a great influence to setting the morale of a company.  

As the top management are often those who have the greatest say in how money is distributed on 
a high level they are also the once with a great say in how they want their company to act. If a 
company decides to invest in becoming more divers by implementing key performance indicators 
(KPIs) in measureable diversity factors then the lower level managers will be motivated to 
accommodate the top management. (Kanter, 2008) In order for all parts of an organisation to 
implement the same set of values it is important that they come from the highest possible part of 
a company, the steering group. Kanter writes that common standards allow people to focus on 
the tasks that are important for them to perform and do not have to waste time looking for ways 
to perform their tasks. Shared values are equally important as this gives all employees a direction 
on how they are to act and make choices. If it is as Gardiner and Tiggemann (1999) write that 
men are more likely to have a negative view on female leaders then this needs to be created 
though the implementation and clear communication from top management all the way down in 
the organisation that this is not an acceptable view on other individuals. In order to really set the 
tone the top management could need to remove a person with these views to really set an 
example for the rest of the organisation.  

Conference Board research reports  shows that the by having women in the leadership team the 
leadership palette enhances with different perspective and constructive opposition that is an 
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outcome of diversity creates board unity. This report has concluded that when having three or 
more women in the board, 94 percent of boards monitor the implementation of corporate 
strategy and 74 percent of boards identify criteria for measuring strategy but when having only 
men in the boards only 66 percent of all-male monitor the implementation of corporate strategy 
and 45 percent of them identify criteria for measuring strategy. (Stephenson, 2004) 

Having women in the leadership team bring significant ethical benefits that 2002 Conference 
Board research report has mentioned. When having three or more women in the boards then 94 
percent of board’s members make sure guidelines in case of having conflict of interest. 86 
percent of boards ensure a code of conduct for the organization. But when having all male 68 
percent of them make sure to have conflict of interest guidelines and 66 percent make sure to 
have a code of conduct for the organization. 

2.4.1. Leadership traits 
DuBrin (2013) writes that there are several traits that have been proven to be good for leaders to 
have and that have proven to make leadership more effective. Though it is necessary that they are 
used in an appropriate way as different organisations and tasks demand different ways of leading. 
The nine traits that are common for good and effective leaders according to DuBrin are: 

- Self-confidence – the leader can project this trait to the group, it can also indicate that a 
person stands strong during crisis which keeps the group calm as well. 

- Humility – a leader who is humble more often gives the group credit for achievements. 
One person cannot do everything and a humble leader knows this. 

- Core self-evaluations – a leader who knows him- or herself has a better chance of 
assessing how to lead a group and adjust the leadership style accordingly, still maintaining 
authority and keeping calm and structured. 

- Trustworthiness – in order for employees to trust a leader he or she needs to “walk the 
talk” and show that the words pronounced, the vision, mission and common standards 
that Kanter (2008) described are important and that the whole company shall live up to 
them. 

- Authenticity – Being oneself and leading according to one’s own standards and values 
makes leadership easier as one does not have to think before acting instead the decisions 
and values come from within. 

- Extraversion – an extrovert leader more often has an easier time to talk to the group and 
is more often upbeat and outgoing. 

- Assertiveness – being clear in expressing expectations, demands and opinions facilitates 
for the group to be able to do the right thing. 

- Enthusiasm, optimism and warmth – these traits make people feel wanted and rewarded. 
They also have a tendency to spread within a group and be “contagious” which draws 
more people to want to work there. 

- Sense of humour – this trait can facilitate relieving tension in a workplace. It can also 
reduce boredom and defuse hostility. 
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2.4.2. Feminine and Masculine Leadership Characteristics 
As the main research question is if there is a benefit to having more gender diverse organisations, 
and especially in the management positions, it is important to understand the differences in 
leadership traits between men and women. According to Chapman (1975) women “adopt more 
accommodative strategies than do their male counterparts in influencing group performance and 
subordinate goal attainment.” Women are more prone to form coalitions in competitive activities 
compared to men who tend to exploit coalitions for personal gain. It is also suggested that 
women have a more nurturing and collaborative leadership style compared to men who more 
often have an image of being powerful and controlling. Women were considered to be more 
passive, accommodative, and intuitive; men on the other hand were seen as aggressive, active, 
and authoritarian. (Robinson & Lipman-Blumen, 2010; Helgesen, 2008; Chapman & Luthans, 
1975) 

Chapman and Luthans (1975) write that there is a dilemma for female leaders who on one-hand 
are high achievers and want to do a good job and on the other hand have a fear of achieving 
great success due to fear of being seen as less feminine as their job is more often done by men. 
When they are a minority in the work environment they are also more visible which increases the 
pressure on women in leadership roles as they are constantly under observation. (Gardiner & 
Tiggemann, 1999)   

It is often times difficult to determine what traits are genetically masculine and which are 
feminine compared to what traits are affected by social and cultural pressures that girls are to 
behave in one way and boys in another. (Chapman, 1975; Feingold, 1994; Gardiner & 
Tiggemann, 1999) For example what traits are biologically female and what traits are due to that 
girls more often grow up playing family or with dolls compared to tractors and playing war? 
Several studies indicate that men and women act according to the social expectations that are on 
them. (Emmerik, Wendt, & Euwema, 2010; Feingold, 1994; Gardiner & Tiggemann, 1999) One 
biological factor mentioned by Feingold is that women are more prone to depression, anxiety and 
compared to men as they have two X chromosomes and that is where the defect appears for 
these characteristics.  

Chapman (1975) performed an experiment with one civilian and one military group of leaders his 
first hypothesis was that there is no difference between male and female leadership styles and this 
hypothesis proved to be true measured with the “Least Preferred Co-Worker”-instrument. A test 
where 16 bipolar adjectives are compared on a scale to give a measurement of leaders least 
preferred co-worker.  A high score indicates that the leader is relationship oriented while a low 
score indicates a task oriented leader.  

Females tend to have a more relationship oriented leadership style compared to men who are 
more task oriented. “…men are believed to be more forceful, dominant, and motivated to master 
their environment and thus  more inclined to use the initiating structure leadership behaviour. In 
contrast, women are believed to be more concerned with others (e.g. more kind, helpful, 
understanding) and more inclined to use the consideration leadership behaviour.” (Emmerik, 
Wendt, & Euwema, 2010) 
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“…women tend to adapt a more democratic or participative style and a less autocratic or 
directive style than men.” (Emmerik, Wendt, & Euwema, 2010) Female leaders tend to use more 
transformative leadership style where employees are rewarded for achievements whilst men have 
a tendency to focus on mistakes made by their subordinates. Gardiner and Tiggemann’s (1999) 
study showed that female leaders in male dominated industries tend to adapt towards a more 
male dominated leadership style compared to what is otherwise seen as female leadership traits. 
This adaption is believed to take more energy from women as they are not able to act in their 
natural way which in turn puts more stress on women. Therefore it is reported that more women 
than men in male dominated industries become stressed and report worst mental health problem. 
(Gardiner & Tiggemann, 1999)  

A trait that has been highlighted as a strong advantage for women is that they are better at 
working as a minority, compared to men. As women have been a minority in a larger degree than 
men on the labour market women easier adjust to working with those who are not like 
themselves making them more understanding to diversity. (Helgesen, 2008; Emmerik, Wendt, & 
Euwema, 2010) 

Robinson and Lipman-Blumen (2010) write that it over time, in their study they used statistics 
from 1984 to 2002, the difference between men and women’s competitiveness as leaders has 
decreased. This has happened through men becoming less competitive as leaders whilst women 
have remained on the same level over the period, what the reason for this is has not been 
clarified. One suggestion is that leadership trainings have changed over time and are promoting 
more collaboration which has led to a joint leadership style between men and women. Another 
alternative is that governments are working towards getting a more equal work environment 
through legislation and through school programs encouraging women to join in what used to be 
male dominated fields such as science, mathematics and competitive sports. It could also be as 
Gardiner and Tiggemann (1999) write that men often have a more negative view of female 
managers and therefore they do not feel that they have to compete as much as they see their 
opponent as weaker. Whilst women feel that they need to perform better than their male 
counterparts and therefore do not let down their guard. 

2.5. Lacking women in the top positions  
There are 119 engineers in the listed IT and telecom companies' management teams and only 7 
of them are women. More than half of these companies do not have any women in management. 
It is worse than it was ten years ago, shows Ny Teknik review report. (Ahlbom, 2015) 

According to Suzanne Sandler, VD Styrelseakademien, only five percent of the Chairmen in the 
exchange listed companies are women. Suzanne Sadler believes that women have been kept out 
of the boardrooms because they lack experience of executive positions. But she hopes that new 
requirements will be necessary to implement on the boards in these changing times. (Find1, 2015)  

A study conducted by Catalyst (High-Potential Women in Europe, 2014) concludes that there are 
many high potential women in Europe. Though there are still few women holding top positions 
and according to the same study women are often better educated than their male colleagues yet 
still receive lower pay then them, as seen in Figure 1. (Rupprecht, 2014) 
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Figure 1 Women vs. men in top positions and in pay gap in Europe. (Catalyst, 2014) 

Even in managerial jobs and top management position the number of women is increasing but 
women are still very low in number when compared to men. According to Bukhari & Sharma 
(2014) gender differences in the labour force contribution and formal education are rapidly 
disappearing; but the rate of advancement of women into higher positions is relatively slow. 

Rupprecht (2014)has stated in the Catalyst based on the released studies that men are holding 
over 82% of board positions in large, publicly listed companies in Europe. Which is not a large 
change compared to 2006 when 11% of the board positions in listed companies in Europe as 
seen in Figure 2. (Desvaux, Devillard-Hoellinger, & Baumgarten, 2007) 

 

Figure 2 Share of women in governing bodies in listed European companies 2006 (Desvaux, Devillard-Hoellinger, & 
Baumgarten, 2007, p. 5)  
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Below from Catalyst, Figure 3 shows that only 28.8% women in Sweden are a board member in 
the companies that are at the European Stock Index. (Catalyst, 2015)   

 

Figure 3 Women’s Share of Board Seats at European Stock Index Companies (Catalyst, 2015) 

2.6. Diversity Challenges 
There are many challenges with diversity; there is a deeply rooted sense in people that what is 
different is dangerous. (Hofstede, Hofstede, & Minkov, 2010) This implies that in general people 
are sceptical when a new idea, which is evidently different from their own, is presented. At the 
same time the intention with diversity is to get new views of issues and ways of working. 
Organisations that work with diversity need to take this into consideration and work with their 
employees on an individual basis to make sure that all individuals are well integrated into the 
groups in the organisation.  

With large diversity there is a risk of less communication as the different persons in the group 
may have different interests and therefore not talk to each other more than necessary. Increased 
amount of conflict as communication decreases and opinions within a heterogeneous group 
varies more than a homogeneous group. (Campbell & Mínguez-Vera, 2008; Widell & Mlekov, 
2013) This will lead to more discussions and it will take longer time to make decisions. The end 
result from a long-term perspective may be good with more opinions but in the short term it will 
be less efficient. 
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 Theoretical Framework 3.

3.1. Why Few Women in Management 
Rosabeth Moss Kanter is one of the early management gurus who has written about gender 
diversity and touches on the subject of women not reaching top positions within organisations, 
i.e. why there is a glass ceiling for women. In the book “Men and Women of the Corporation” 
Kanter proposed that productivity, motivation and career success is determined by the 
organisational structure, which she emphasised again in 1987 when she revisited the subject 10 
years after the first publication. (Kanter, 1987)  

3.1.1. Gender Norms 
The major causes for women having a glass ceiling are stereotypical ideas of whom or how 
manager should be, in this case a man. Many support positions, such as secretary, were in the past 
dominated by women; this increased the preconceived roles for women and men. Women were 
usually positioned in low opportunity jobs where advancement to power was farfetched, for 
those few who did manage to reach power they were a minority which made their influence more 
difficult. (Kanter, 1987; Chapman & Luthans, 1975) Though in the 10 years between publishing 
of the book and the time it was revisited some areas improved for women in organisations. 
Employee empowerment increased and female representation in the work force increased, both 
in general and in the management room.  

Another theory is that women are distracted due to motherhood, claiming that women with 
children are not able to travel freely and change plans with short notice. Though again this is not 
a relevant excuse to use today as for example communication has become easier; possibility for 
video meetings has increased and the need for travelling has decreased.  Time management is 
something that all parents juggle which could argue that parents, men and women, are better at 
managing and juggling tasks. It’s common that women focus on the needs of others instead of 
their own needs states Linda Babcock and Sandra Laschever (2003) in their book “Women Don’t 
Ask: Negotiation and the Gender Divide”. Women often accept more family responsibilities and 
they have longer maternity leave and this can result in being paid less and not advancing as 
quickly or as far up the company ladder as men do. Women are less prone to brag about their 
accomplishments even when they make powerful contributions to their organization’s success. 
(Stephenson, 2004) 

While most of the companies claim that their norms and practices are gender neutral, Bukhari & 
Sharma (2014) show in their research that employees are expected to display and correspond to 
more masculine characteristics, behaviours and qualities in their daily work. Studies have also 
showed that men's styles were better rewarded than women's characteristic ways of working since 
they fulfilled the organisational efficiency goal. Men tend to get more promotions and are more 
sponsored than women even if they are mentored at similar conditions. (Acker, 1990; Ferguson, 
1984; Kanter, 1977; Martin, 1998; Ibarra, Carter, & Silva, 2010)  

Research has shown that expectations of men’s performance are greater since men have a higher 
social status, more influence and more prestige than women. Men in small groups will likely 
receive more opportunities to contribute to a task and will receive more approval and expressions 
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of agreement than female group members (Meeker, 1977; Ollilainen, 1999) Men and women in 
certain categorizes specially in management positions have been treated differently when it comes 
to decision-making and wage rates states Buddapriya. (1999) 

In most cultures a leader is expected to be decisive, assertive, and independent and most of the 
time these are qualities of a typical masculine man. (Dennis & Kunkel, 2004) But friendly, 
unselfish and care taking are thought to be typical women qualities and therefore women are 
lacking the qualities that are required for success in leadership roles. (Fletcher, 2004) Catalyst 
interviewed more than 30 female and male executive and reported that only women cared about 
achieving a balance between their working and personal lives and while advancing to senior levels 
they have made more adjustments between work and their personal lives than men but both men 
and women have equal aspirations to reach the corner office and have experienced similar 
obstacles during their rise to the top. (Catalyst, 2001) 

Simply being a successful woman in a male domain can be regarded as a violation of gender 
norms demanding approvals according to Heilman and Okimoto (2007). When women are 
executing leadership like a traditional male, they tend to be liked but not respected. (Rudman & 
Glick, 2001) Women are often judged to be too soft, emotional, and unassertive to make tough 
decisions and to come across as sufficiently authoritative state Eagly and Carli. (2007) 

Ambitious female leaders have less social support and therefore have a more difficult time to 
learn how to convincingly show leadership character without compromising themselves. This is 
due to that there are few role models for women in executive leadership. Most leaders learn their 
new roles by recognizing and comparing with their role models and experimenting and evaluating 
their trial and error ways of working against internal standards and external feedback. (Ibarra H. , 
1999) 

New York psychiatrist Anna Fels (2004) has stated that women fail to push for raises and 
promotions when they join a corporate because women learn in the early age that they must play 
down their accomplishments in order to be liked. Women have still not found a ways to get 
recognized for the special skills they've acquired. Women are taught to behave thoughtfully and 
mildly from an early age while men are trained to behave more insistently. This could be the 
reason behind that most women are hesitant to negotiate for more pay or greater responsibility 
on the job. (Stephenson, 2004; Fels, 2004; Babcock & Laschever, 2003; Keshavan & Duggan, 
2012) 

According to Ely, Ibarra, & Kolb D (2011) the result of prejudice becomes a malicious cycle: 
“…people see men as better fit for leadership roles partly because the paths to such roles were 
designed with men minds…” This belief pushes more men into leadership roles and reinforces 
the perception that men are a better fit and this because an intact gendered practices.  

3.1.2. Networks 
Another unpleasant truth and reason behind why we do not have so many women at the top 
leadership positions or boards is that most of women have a lack of access to networks and 
sponsors; there are few female role models in management positions. Indications are that 
informal networks can shape career paths and increase the likelihood and speed of promotion, 
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but with lacking role models and mentors this speed decreases. (Hindle, 2008; Westphal & 
Milton, 2000) 

Even if women have networks they use their networks in a different way compares to men. 
Women tend to build networks with different functionality, “obtaining instrumental access from 
men and friendship and social support from women whereas men’s networks are mostly men and 
multi-purpose”, states Ibarra. (1999) 

Women in senior positions can also signal that being female in such a position is huge 
responsibility and there is a problem to find time for mentoring others. This can discourage 
female leaders from turning to senior women for developmental advice and support as they feel 
rejected. (Ely R. J., 1994) Therefore young women could have an absence in desiring to be an 
executive leader not only because amounts of senior executive women are limited, but also they 
seem unfit as role models. (Ibarra & Petriglieri, 2008) 

3.1.3. Organisational Structure 
Human beings favour discourses as powerful resources according to Fairclough (2003) based on 
this employers and organisations try to rationalize and justify their positions and actions and 
moreover to influence others. Therefore discourse does not reflect reality but it is important in 
forming the reality. “The discourse of diversity can potentially be positioned to minimize 
perceptions of structural gender inequalities and to legitimize organisational inaction,” (Kirton & 
Greene, What does diversity management mean for the gender equality project in the United 
Kingdom? Views and experiences of organizational “actors", 2010)  

According to (Acker, Gendering Organizational Theory, Gendering Organizational Analysis, 
1992) in some organisational processes and decisions seems that they have nothing to do with 
gender diversity but in the reality gender diversity exists and is deeply hidden in them. But in 
other cases when managers choose only men or only women for certain positions then gendered 
processes and practices mentions to be open and overt.   

Many of organizational structures reflect men’s lives and situations since most practices and 
structures in an organization were made when women had only a small presence in a company 
and due to this it is difficult for women to reach the top and executive positions. (Bailyn, 2006; 
Hewlett, 2007) In many companies the established career path to senior roles is formal rotations 
in sales. It’s usual to have men in these sales than women. A study made in Sweden showed that 
men outperform women in sales, though not in other important business aspects such as 
profitability (Kolb, Williams, & Frohlinger, 2010; Rietz & Henrekson, 2000) 

3.1.4. Fear of the uncertainty 
The last proposed reason for the glass ceiling; which may still be valid today, is that women are 
more newcomers into the corporate world. As the world changes in a more rapid pace today 
companies may prefer to hire familiar types of people, which in some areas such as engineering 
are dominated by men. Even though external changes, affecting a company, may require internal 
changes to be possible to cope with there is a human resilience to too much change at the same 
time, and companies often go with the comfort of knowing who the hire. ”Organisations are 
human creations, and human interventions can change them.” (Kanter, 1987) 
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3.1.5. Education and Experience 
An important component of gender equity is breaking the differences in terms of education and 
recruitment among men and women. Number of studies on this subject has been done. These 
researchers have revealed that the differences among men and women in terms of education and 
recruitment are disappearing but still finding women in higher positions is not so usual and the 
improvement is slow. (Davidson & Burke, 2004; Bukhari & Sharma, 2014)  

The most common reason that Carol Stephenson (2004) mentions, in her article in the Ivey 
Business Journal, as to why few women are occupying top positions in companies is due to 
lacking required experience. Women do not have the operational experience required. Women 
often choose marketing and human resources jobs according to Catalyst (2014) and this is the 
reason behind this gap and the fact is that managers with critical profit-and-loss responsibility fills 
most senior executives and board positions.  A study regarding if male and female performance 
in entrepreneurial firms also confirm that men and women tend to work in different industries. 
(Zolin, Stuetzer, & Watson, 2013) 

3.2. How to create a gender balance executive level 
A number of nationwide governments have taken initiatives to encourage or even enforce change 
in order to create gender balance on company boards. Due to many benefits that gender balance 
brings on company boards many individual companies, social partners and other relevant 
stakeholders are working on facilitating and supporting programs, which develop talented 
women. They try to recognize and break down the barriers that limit talented women’s access to 
leadership positions, states journal Women and men in leadership positions in the European 
Union, 2013. (European Comission, 2013) 

The European Commission approved a proposal On 14 November 2012. This proposal aimed at 
“improving the gender balance on the boards of listed companies”. The Directive had an 
objective; that by 2020, 40% of the nonexecutive directors should be women. Small and medium-
sized companies got an exemption and publicly owned companies should comply until 2018, two 
years less. The proposed Directive requires that the selection process of an executive manager 
should be transparent and men and women should be treated equally on their skills and 
experience and not their gender. (European Comission, 2013) 

Carol Stephenson talks about their executive MBA program in Ivey, which attracts business 
women leaders and helps them to access top executive leadership positions. These students have 
established qualifications in a wide variety of industries both public and private sectors and most 
of these students have at least five years of management experience. (Stephenson, 2004)  

3.2.1. Design and Delivery of Women’s Leadership Programs 
Ely, R & Ibarra, H and Kolb D (2011) in their faculty and research working paper, “Taking 
Gender into Account”; Theory and Design for Women’s Leadership Development Programs 
talks about their collective experiences of designing and teaching more than 50 women in their 
leadership programs (WLPs) over the past ten years. In this program they have addressed the 
particular challenges women face when transitioning to more senior leadership roles by 
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demonstrating how standard leadership topics and tools can be used. Below are some example of 
the tools and topics that Ely and Ibarra (2011)have used in their leadership programs: 

- Coaching by using 360-degree feedback:  
360-degree feedback is an evaluation reports and used for development of a person, 
which contains direct feedback from an employee's supervisor, colleagues, subordinates 
and a self-evaluation. Using 360-degree feedback could be an important part in all women 
leadership development programs. The first step is to learn how to use 360-degree 
feedback and then learn about networking, negotiations, leading change, and managing 
career transitions. (Ely, Ibarra, & Kolb, 2011) 

- Expanding the leadership Networks:  
Since women have less access to sponsors compared to men and gain fewer returns from 
their networks and relationships (McPherson, Smith-Lovin, & Cook, 2001), leadership 
programs or mentors must learn women about networking strategies and help them to 
develop these strategies by identify potential sponsors and not only by learning them how 
to build a strong network with generic tactical advice but also learn them to expand the 
depth and range of evolving relationships (Day, 2001). 

- Improving the negotiation skills:  
Improving the negotiation skills teaches women how to deal with various issues that 
come up frequently and problems that might not have been negotiable in the past. 
According to Ely, R & Ibarra, H and Kolb D (2011) in their leadership program by using 
short cases that feature contexts and issues participants practice negotiation skills. By 
teaching women how to negotiate over potentially provocative issues and decisions, “not 
only figuring out what to ask for but also understanding the potential sources of the 
other’s resistance.” (Ely, Ibarra, & Kolb, 2011) 

- Enhancing leading Change:  
Creating a sense of urgency for change can increase the speed for which women are 
promoted to higher level positions. Teaching them the skills about how to get stakeholder 
buy-in, motivate and inspire individuals and communicate the future’s vision. And 
through comparing and opposing different leadership style of the existing women CEOs, 
boards members or top managers, each individual are able to recognize their own 
stereotypes and are able to understand some of the factors that have stopped the firm 
from advancing women into senior leadership roles and help the company to change in 
order to empower women’s success. (Ely, Ibarra, & Kolb, 2011) 

- Facilitate Career Transitions:  
Successful transitions involve developing new characters that are more fitting (Ibarra H. , 
2003) Assist talented women or those participating in the leadership program to transit to 
more senior leadership roles. This by helping women work through any uncertainty that 
they may feel, and foresee and work with personality requirements in order to go forward 
in their careers.  

“Feedback, networks and negotiations can be used to build expertise, power, and credibility over 
the course of one’s career”, says Ibarra. Senior women executives should talk honestly with junior 
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women leaders about their key leadership transitions, in order to help others in their paths and 
career transitions. (Ely, Ibarra, & Kolb, 2011) 
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 Research Method 4.
This part provides an overview of the research design and method that is used in this thesis.   

4.1. Method Choice 
When choosing a method to use it is important to consider what the input is, the main thesis 
question, as well as what output is wanted. In this case, the thesis question is: “What could be 
reason that executive positions are not moderately gender diverse?” The intention of the author’s 
is to seek answers to the question through studying theory and interviewing persons in higher 
level positions. The thesis will conclude with propositions on how to achieve an increase of 
gender diversity in male dominated engineering companies.  

Creswell (2009) presents three different methods of performing research; qualitative, quantitative 
and a mixture between the two. Qualitative research is often used when a social or human 
problem is to be analysed, quantitative research is often used when the data acquired is numerical, 
measurable and statistical analysis is used to draw conclusions. A mixture of the two is considered 
the strongest type of research as theory is used to come up with various hypotheses and 
quantitative research is performed to verify or discard each hypothesis. Within qualitative 
research hypothesis are usually not written as there is no intention to have quantitative statistics 
found to be able to verify them. (Flick, 1999; Creswell, 2009) 

The main strength of qualitative facts is that is based on human experiences and counter or 
follow-up questions are possible to ask if there are uncertainties. This gives a depth and insight 
into a problem or situation that is usually not possible to get through quantitative research. 
Though collection qualitative data takes time and therefore the amount of cases studied or 
persons interviewed is often limited which has the downside that a generalisation of the results 
can be misleading. (Creswell, 2009; Flick, 1999)Another limitation to qualitative design is that the 
results can be biased as the researchers need to study the subject before interviewing.  There is a 
risk that biased questions are posed or that the authors choose a too small variety of persons to 
interview with the same result, a biased data is analysed. (Yin, 2014) 

Quantitative research is often more respected within the scientific community as it is based on 
statistics with less risk of being biased, especially if the facts and figures are chosen from a wide 
range. (Creswell, 2009) A quantitative study is easier to visualize through graphs or diagrams, 
which for some make them easier to understand. Performing quantitative studies allows for larger 
amounts of information to be gathered but does not allow for deeper questions. Another 
challenge for quantitative studies is that they demand surveys, or searching databases to be able 
to gather large portions of data which usually take time. There is also the insecurity of whether 
the focus group will answer surveys or not with the risk of waiting a long time for little data. 

To be able to judge if an organisation is gender diverse, and if it in that case has a positive 
influence on a workplace through quantitative research, time is required. There are many 
potential measurable parameters that could be used. Some examples are the amount of sales, 
employee satisfaction and/or employee turnover. All of the above mentioned parameters change 
slowly over time, to analyse if they are affected by gender diversity or something else within a 5 
month period is not plausible, as the noise level will be too high. For example the over-all 
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economy affects sales. The relationship to the manager and to co-workers affects the employee 
satisfaction, which are also parameters that can affect the employee turnover. Therefore the 
authors consider that mixed research needs to be used to achieve a thesis with a plausible result.  

As stated above the research in this thesis is to be based on studying available theory and on a 
case study company, Company A. In order to get as reliable information as possible in the 
available time frame, approximately 5 months, primarily a mixed method research method is 
chosen with greatest focus on the qualitative research gathered through interviews. The 
quantitative research is based on how gender divers the case main company and the comparison 
case company as well as official statistics which are needed to be able to perform a reasonable 
analysis.  

4.2. Validity and Reliability 
For any official, formal thesis it is important to ensure that the facts presented are valid. Ensuring 
that facts are true is essential to be able to draw viable conclusions and to write a credible thesis. 
In order to attain a valid thesis for a subject as broad and commercial as gender diversity it is 
important to study articles promoting and finding that homogeneity is good as well as finding 
research showing the opposite, that diversity is good. The findings are then paired with findings 
from interviews, qualitative facts, and statistics, quantitative facts. There by threats to the validity 
are possible to meet and dual patterns are possible to eliminate.  The authors are creating internal 
validity through studying theory and looking at quantitative statistics which are then compared 
with the qualitative interviews before conclusions are drawn.  

It is important to make sure that the data is reliable, meaning that the research procedures are 
possible to replicate. In this case research consists of theoretical analysis as well as interviews, the 
interview questions are documented and the interviews were recorded. By having written 
questions it is known that the same questions are posed to all interviewees and by recording the 
authors have the possibility to re-listen to the answers and go back to the interviewees in case 
there are uncertainties and clarifications are needed.  

4.3. Mixed Method Research 
Within the qualitative research methodology Creswell (2009) presents five different strategies that 
are possible to use: Ethnography; a chosen group is observed over a period of time and data such 
as interviews and observations are used primarily, Grounded theory; where the researcher uses 
own experience as a basis and compares this with theoretical data to find similarities and 
differences to support the hypothesis. The third method is case study methodology where a more 
in-depth study of a program, event or individual or individuals is made. Fourthly is the 
Phenomenological research where the researchers works with few individuals and studies their 
experiences to find patterns and relationships to further understand a human described 
phenomenon. The last strategy is narrative research; where individuals stories are told and 
compared to the researchers own stories.  

The primary chosen method to use in this thesis is the case study methodology and the main 
reason for this is that “How” and “why” questions are posed which is a pre-requisite to perform 
a good case study. As for all qualitative research the case study methodology poses research 
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questions and not objectives or hypothesis, which needs quantitative statistics to be proved. It is 
also a good methodology to use when studying a modern-day issue or even which we do not 
have control over, i.e. facts cannot be steered towards a certain predetermined direction. The 
facts gained when performing a qualitative case study are highly suitable when working with a 
subject such as gender diversity as studying the available theory and combining it with one in-
depth case will create a solid base for the analysis. (Creswell, 2009; Yin, 2014) 

A reason for choosing to perform a case study compared to an ethnographic or 
phenomenological research is that the latter two are based on extensive observation periods. As 
this thesis is to be performed over a five month period the observation period is too short and 
there is a large risk that wrong conclusions could be drawn. Narrative research is not considered 
applicable by the authors as the topic can be considered ethically sensitive therefore the thesis 
should not solely be based on narrative stories and perceptions, the fact based theories are equally 
important to balance potential biased opinions which turn into stories.  

The spread of gender diversity varies a lot between different industries and there is a strong want 
to focus on engineering companies where there is a strong dominance of men in a majority of 
positions. Therefore the case study object is primarily an international engineering company 
based in Sweden, to further narrow the focus the sales organisations within the Nordic region has 
been chosen as the main case.  

4.4. Case study research 
Case Study Research is often used when there is a clear question that should be answered as well 
as when there is a real-life scenario that is being analysed. It is especially beneficial when an 
extensive and in-depth analysis of a social phenomenon is to be done. (Yin, 2014)As is the case 
with this thesis, looking at what happens to a group when diversity is present and when it is not.  

The subject “gender diversity” is one that many people have opinions regarding and therefore the 
choice of study method is important as it is necessary to maintain a neutral point of view and 
analyse the facts and not let personal opinions shine through.  

The aim of this thesis is to perform an in-depth analysis rather than a shallow statistical survey. 
(Shuttleworth, 2008). The case study method will not provide full answers to the thesis’ research 
question or questions, instead it will facilitate gathering information, narrowing the subject down 
to the degree that an analysis is possible to be done and further elaborations can be made as well 
as further develop research questions. As diversity is an extremely broad subject, with research 
both stating benefits and disadvantages, it is a good method to narrow the subject down and 
create discussions regarding gender diversity in particular. 

4.4.1. Theoretical description of Case Study Research method 
The case study research method is an iterative method of doing scientific research. The method 
consists of 6 steps, as seen in Figure 4, with iterations as the arrows show. Having an iterative 
approach instead of a linear model is one of the strengths with case study research. This forces 
the writer to reflect on the whole writing process and return to the thesis question and theory 
several times throughout the whole process. (Flick, 1999) 



Kalantari and Hansson  Master Thesis 

22 
 
 

 

Figure 4 Case Study Methodology according to Yin (2014, p. 1) 

The method is chosen as the thesis is written about a present circumstance, gender diversity in 
sales organisations, and it is looking to answer how gender diversity affects a group and an 
organisation. If there is a lack of gender diversity in the organisations presented in this thesis it 
will also try to answer the question why this is the case.  

Plan – During this phase it is relevant to determine if the case study research methodology is 
relevant and possible to use for the research. If so it is important to consider other possible 
methods that could be used and to note the concern with case study in order to be able to avoid 
them 

Design – The design phase is used for determining the main case study question and which case or 
cases to study. It is the period for which theories and propositions are developed and limitations 
to the study are to be set. Yin (2014) presents four important aspects to consider when designing 
a research to maintain a high quality, credibility and confirm ability; 

(a) Construct validity: use multiple sources, make sure there is a chain of evidence, allow key 
informants to review draft. 

 (b) Internal validity: Search for patterns, build explanations, do not ignore rival explanations and 
use logic models. 

(c) External validity: for single-case studies validate findings with theory and for multi-case make 
sure to find logic patterns. 

(d) Reliability:  use a protocol to ensure not missing details, save data in a structured way to be 
able to prove or go back if data needs to be furthered analysed. 

Prepare – During the preparation phase it is important to practice some skills needed to collect 
information without being partial. An example of important skills are listening and asking open-
ended questions.  Being able to perform an interview without affecting the interviewees opinions 
and steering answers in a direction is often more difficult than expected. During this phase it is 
also important to screen possible candidates to interview or to perform surveys on.  The persons 
that are chosen to be part of the study need to be assured that they are not exposed in a negative 
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way. A case study protocol is also a help. The protocol should contain an overview of the case, 
data collection procedure, data collection questions, and a guide for the case study report. (Yin, 
2014) 

Collect – When gathering data there are six main sources that are recommended: documentation, 
archival records, interviews, direct observations, participant-observations and physical artefacts. 
(Creswell, 2009; Yin, 2014)The information is to be gathered and categorized in a comprehensive 
way, having a good structure when collecting data will facilitate to maintain a good chain of 
evidence and will make the study easier and more reliable. It is important to use multiple sources 
of evidence to eliminate false or biased information. It is also important to look at the data with 
critical eyes and motivate and argue for the benefits and weaknesses with the data.  

Analyse – When data is collected in a structured way it is easier to arrange data in different ways in 
order to analyse and look at it in different perspectives. Check for patterns in the collected data 
and make sure to keep an unbiased thought of mind. Keep in mind to question the data and try 
to find contrary explanations and interpretations. Make sure that there is a continuous iteration 
between analysing and collecting data. Return to interviewees or reports if further questions arise 
during the analysis. 

Share – Define who the main audience is for the case study. Determine if the study is to be 
presented orally or written. Make sure that the report is visually and textually easily understood. 
The report is to contain enough supported evidence for the audience to reach their own 
conclusions as well as recommendations on what can be further investigated. (Yin, 2014) 

4.4.2. Benefits and Disadvantages of Case Study Research Methodology 
As with any method of research there are benefits and disadvantages. A disadvantage with the 
case study methodology is that research often focuses on one case which can be considered too 
narrow for drawing general conclusions; though for this thesis this can also be seen as an 
advantage as the focus on the one case makes it easier to go in-depth on the subject. 
(Shuttleworth, 2008) A benefit of a case study is that it posts an open question and does not have 
a hypothesis to prove, which means the authors have the possibility to create new deeper 
research questions and let the information lead to new ideas. (Creswell, 2009)  

4.4.3. The Empirical Process 
The Research Process that has been used is comprised of 3 phases: 

The first phase, case study plan and design, is the literature review process this gave us a 
contextualization of theory. In phase two preparation and data collection was done through 
formulating questions, performing semi structured interviews and receiving data from HR 
responsible manager in each studied company. Phase three was the data analysis, where the 
theoretical parts are combined with the interview answers and analysed to find patterns and 
generalisations to facilitate finding and answer to our research question whether gender diversity 
enriches a workplace?  
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4.5. Overview of Research Process 

4.5.1. Case Study Plan and Design 
In order to structure the case study a protocol was established as a high level plan.  The protocol 
can be found in Attachment 1 – Case Study Protocol. 

In order to get a comprehensive understanding of diversity and gender diversity concepts a vast 
number of academic journals regarding the topic were studied. The theoretical framework of this 
research was shaped by the literature review. A challenge with finding literature on this subject is 
that many sources, especially on the internet, are persons with opinions rather than fact based 
information sources. The many opinionated sources prove that the subject is of importance to 
many and can create discussions.  

In order to make a proper case of this case study research we are using one main company, it will 
be called Company A. It will be considered a single case study of Company A. In order to narrow 
the thesis, focus has been on the Sales organisation and gender diversity. Company A is a global 
firm with offices all over the world. Due to that there is a time restriction for this thesis and it is 
more relevant to go in-depth rather than study a wide field only the Nordic countries will be 
studied. 

4.5.2. Preparation and Data Collection 
As this is a single fixed case study the theoretic research, being the major external validation 
source that is used, will be extensive. The authors consider it important to use several sources 
stating similar ideas as they are secondary sources and not primary. This increases the credibility 
of the ideas. Theory is gathered from newspapers, as the topic is commonly discussed in media, it 
is also found through statistics specific for Sweden, research articles and student literature. As 
gender diversity is a popular topic, information and opinions regarding gender diversity is found 
in many newspapers and magazines as examples are Forbes, Harvard Business Review, 
“Forskning och Framsteg” and “Chef”, which are also useful sources when gathering data. 
Internet sources will be used with caution as it is sometimes difficult to know if the writer is 
using facts or if the texts are pure opinions. 

Gender diversity can be considered a sensitive subject to some, especially if persons are for 
homogeneity, despite that the authors gathered primary data through interviews to understand 
why statistics of diversity look like they do. Structured interviews were performed with a target 
group of sales managers at Company A to gather the primary data. The reason for interviewing 
the managers only is that they are the once who can be expected to lead a change, and who are 
actually in the groups we are aiming to study. The researchers acquainted themselves with the 
respondents’ background and roles within main study company. Interviews were carried out in 
person onsite at Company A while one of the researchers carried out interviews on different 
dates, this lead to the possibility to improve the interviews for each session. There were initial 
questions that were posed but the interviews were only semi-structured in order to get more 
elaborate answers. 
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The interviewees were: 

- Respondent 1: Head of Customer Unit Industry and Society, male, more than 10 people 
reporting to him  

- Respondent 2: Head of Sales of Business Unit Cloud and IP, female, 50 years, more than 
20 people reporting to her  

- Respondent 3: Head of Customer Unit, male, 45 years old, more than 10 people reporting 
to him  

- Respondent 4: Head of Strategy Company A, female, 45 years old, more than 20 people 
reporting to her 

- Respondent 5: Key Account Manager Customer Unit Nordic and Baltic, male, 38 years 
old, less than 5 people reporting to him  

- Respondent 6: Key Account Manager Customer Unit Nordic and Baltic, male, 50 years 
old, less than 5 people reporting to him  
 

The interviews enabled us to get insights in what diversity means to each sales managers, if they 
think that diversity is beneficial for their organisation and what the reason is that their 
organisation is lacking diversity, with focus on gender diversity.  

In order to prepare the interview questions the research problem was analysed. Then an 
assessment of what further information the respondents could provide us with was studied and 
questions were formulated. As result a standard layout for the interview was created. The 
interviews were conducted individually since the diversity and gender diversity is still a sensitive 
topic and we wanted to give each person to express their thoughts freely without thinking about 
others and being cautious that they are politically correct or not. The questions posed are found 
in Attachment 1 – Case Study Protocol, they are personal in the respect that we are asking for 
persons opinions on a sensitive subject, gender differences,  and could lead to controversial 
answers therefore we are keeping the answers anonymous with respect to our interviewees.  

Structured interviews were carried out at Company A to try and understand if and why there are 
fewer women at the higher positions, especially at top management positions. By interviewing 
top managers, Heads of Customer unit and Key account managers, we have tried to find out how 
diverse sales organisations are and how they are perceived. If perceived as not diverse we have 
prepared follow-up questions to try and find what the reason behind this could be.  

The case specific data has been collect by using statistical facts from three large Swedish 
multinational companies within the telecommunication trade and one non-telecommunication 
trade in order to see if there is a trend of gender diversity in the telecommunication industry or 
not.  

According to Ghauri and Gronhaug (2010) Case research usually requires a research in the field 
and a qualitative construction. Generally in such business case as ours it is important to 
investigate gender diversity in its natural setting since it is a sensitive subject. With respect to the 
companies that have collaborated with us the statistics received from these mentioned companies 
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has been given to us only for research reason and therefore the names of the companies are not 
revealed. 

4.5.3. Data Analysis  
For the analysis phase it is again important to point out that as this is a popular subject and using 
sources carefully and with a critical view is essential. It is also a sensitive subject where opinions 
can disturb facts. Both primary and secondary sources are used, by using several secondary 
sources, such as articles and books, stating the same or similar theories their validity is stronger 
than if only one source was used.  

We are going to use both quantitative and qualitative analysis. This is said to be de greatest 
combination to perform a research thesis. (Mora, 2010; Creswell, 2009) By looking at numerical 
data on how many females Engineering educations compare to men examine if there are fewer 
women in management positions compared to men by collecting numerical data from official 
data bases and we will try to explain this phenomenon using qualitative methods, in our case 
interviews. There were considerations of performing a survey to find a more general view of 
gender diversity across the main case company though the risk of not getting responds in time to 
be able to analyse was greater, therefore a choice to use statistics from the human resource 
department and in-depth interviews was done. 

The quantitative data will be analysed statistically in regards to if there is a difference between the 
main case company and the comparison companies. We will also compare the case company to 
the statistics on how gender diversity is within Swedish Technical educations, where many future 
employees are found. Interviewee data will be analysed compared to scientific reports as well as 
magazine articles. The quantitative data will be connected to the amount of women in the work 
place and will not be connected to number of sales, revenue or turnover. A reason for not 
comparing to economic values is the amount of noise that will occur and make it impossible to 
determine whether an increase or a decrease is due to diversity, financial market, business 
changes or other external or internal changes. 

The data gathered for the qualitative research is deeply analysed and explained. There are several 
ways to analyse qualitative data depending on where they are gathered there is an option to 
record focus groups, trials, in-depth interviews, or if observations are done. In this case we have 
decided to do in-depth interviews with managers at the case Company A. The interviews were 
voice recorded this means that it is only the interviewer who can interpret any physical 
expressions that the interviewee may have performed. If a person is not comfortable with the 
subject that we are asking about they may have moved or twitched uncomfortably but this 
information is difficult to catch after the interview. As the interviews were conducted within one 
of the authors’ workplaces it was possible to go back to the interviewees and re-post questions 
and to follow-up on uncertainties that may have arisen while analysing the material. 

4.6. Methodological Limitations 
The chosen research method has some limitations. Due to interview time constraint and 
administrative restrictions; the amount of the interviews was limited and this caused a shortage in 
pulling out widely applicable empirical findings. Since the interviews were recorded the 
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respondents may not have been comfortable to tell us all the facts and their personal views. 
There is always high risk of misinterpretation and error as we are human. Another limitation is 
the quality of the questions that were asked.  

4.6.1. Thesis share and distribution 
The report will be presented in written form and will not be presented verbally. There will be two 
oppositions to the report which will be updated once after the first opposition and again after the 
second one. As this is a master thesis for an MBA program it will be an official searchable 
document. 
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 Case description/ Empirical findings 5.

5.1. Information about the case company  
Company A has over 1,000 telecommunication networks in more than 180 countries that use this 
company’s network equipment, and more than 40 percent of the world's mobile traffic passes 
through their 2G/3G/4G networks. 

Company A has more than 110,000 employees and work with customers around the world. In 
countries like United States, China, India, Brazil, Japan, South Africa, Australia, Germany, Italy, 
the United Kingdom, and Sweden.  In each country Company A has a different customer unit 
responsible for sales towards different customer. Company A’s vision is to be the prime driver in 
an all-communicating world. (CompanyA, 2014) 

Company A is divided into four business units. Business units Radio and Cloud & IP consist of 
network infrastructure that provides the fundamentals for communication. Company A was a 
driver in the development of 2G and 3G technology and now with 4G/LTE with evolution 
towards all-IP.  

The third business unit is Support Solutions Business Unit that develops and delivers software-
based solutions for operations and business support systems, as well as TV and Media and 
emerging M-Commerce eco-system solutions are parts of this business unit.  

Global Services is the fourth business unit that effectively manage large and complex projects and 
multi-vendor networks. This unit offers capabilities in consulting, network operation, network 
design & optimization, systems integration, network rollout, managed services for network and 
IT, customer support, broadcast services.  

Company A has been divided to different Regions in order to serve different customers around 
the world. North America, Latin America, Northern Europe & Central Asia, Western & Central 
Europe, Mediterranean, Middle East, Sub Saharan Africa, India, North East Asia, South East 
Asia & Oceania. Each region consists of different customer units and each customer unit 
contains of different sales organisations. 

 

Figure 5 Structure of Company A (CompanyA, 2014) 
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One of the Customer Units that has been studied, for this thesis, is the Customer Unit that is a 
part of Region Northern Europe Central Asia.  It represents Company A and is responsible for 
customers in Denmark, Norway, Sweden and some other countries.  

Key Account Teams consists of Key Account Managers and Account Managers. These accounts 
are based in corresponding countries and are responsible for the management of sales, and 
relationships with specific important customers that Company A has. (CompanyA, 2014) 

What we have studied in this thesis is how gender diverse the Key Account Teams are in the 
different customer units in the Region Northern Europe. 

According to Company A the company supports diversity, they encourage having a wide range of 
gender, age, culture and disabilities within their work force. There is a workplace culture that 
allows employees to contribute and achieve outcomes while focusing on valuing employee 
differences has been created in the company. 

With more than 100,000 people with diverse experiences, perspectives and ideas working in 
Company A, the company creates a diverse environment that brings all employees closer together 
and helps them make a difference. 

Company A states that diversity is of the most important building blocks of the company and 
believes that all employees together inspire innovation, communication and connectivity around 
the world, which is Company A’s strength.  

The diversity of Company A’s employees is one of the major strengths of this company and 
makes them a high performance business. Most employers believe diverse teams are the best 
teams. These teams are high performing, innovative, the most creative and thus the most 
successful teams in the company since theses diverse teams have variety of perspectives and 
experiences. (CompanyA, 2014) 

Company A has a strong focus on Diversity and run a program worldwide in order to coordinate, 
support and encourage local diversity efforts. 

- Driving Diversity 
Company A has started a number of programs such as employees having access to 
flexible working arrangements and availability of private rooms and facilities for e.g. 
prayers, breastfeeding.  

- Diversity Training 
Special diversity training exists and it should be completed within the first month of an 
employee beginning at Company A. This training is not only for new employees, but also 
for those employees who have been in the company for a long time.  

- Diversity I-Check 
Diversity I-Check is trainings with the education and tools necessary that aims to create 
awareness for a diverse workforce. This program is also part of the global approach, 
which encourage local diversity efforts.  
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5.1.1. Data from Human Resource, HR  
In the quantitative part of the study, in order to see if women are presented widely at the top 
management positions, authors asked the Human resource organization of Company A for data 
regarding how many women versus men, that are working within these organizations. The 
hypothesis is that the ratio of women should be between 28%-44% based on the portion of 
women studied at the technical universities.  

Based on the received data from HR Company A the sales organisations, which consist of 
Account managers, Key account managers, Head of Networks, Head of ICT Engagement and 
Head of Customer Unit in the Nordic countries the ratio of women 10% -17%. Table 1 below 
shows of how the gender is divided amongst the account managers and Key account managers, 
who are profit and loss responsible, working in one of the customer units in the Nordic countries 
in Company A. 

Table 1 Female and Male employees per organisational unit in Company A (2014) 

Organizational Unit Female Male 
Sweden  2 5 
Denmark  2 3 
Finland  0 6 
Norway 0 9 
Overall Result 4 23 
Total Female (%) 14,8%  

    

 

As seen in Table 1, men are holding more than 85% of the positions in this specific Customer 
unit and women are holding less than 15% of the positions. 

Table 2 Top Executive Managers in Company A (2014) 

 

 

 

 

 

 

 

Table 2 shows a result of how many women versus men, within Company A worldwide, that 
hold a top executive management role, and how the distribution is between profit and loss 
responsible. The result shows that only 7% of the total profit and loss responsible top 
management positions are allocated by women. 

Further studying the numbers in Table 2 it can be observed that that the numbers of females in 
top executive roles have decreased between 2010 and 2013. This fact is in line with the theory 

Top executive managers worldwide in Company A 
 Years Total Female  Total Profit & 

Loss Roles 
Females in  
Profit & Loss 

2010 211 37 18% 107 4 4% 
2011 95 19 20% 44 5 11% 
2012 61 13 21% 19 4 21% 
2013 (September) 43 7 16% 26 1 4% 
2010-2013 410 76 19% 196 14 7% 
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part of this thesis, where S. Bukhari and B.C. Sharma (2014) have shown in their research that the 
number of women in top positions is currently declining both in the United States and Europe. If 
comparing this data with how many women have a relevant degree the numbers in total are on 
par with this, though the women who have profit and loss roles is in a minority. If possible it 
would be interesting to find out if Company A had specific strategies to increase women leading 
positions in 2012. A likely reason that the amount of women decreased more than men between 
2012 and 2013 is that Sweden has a labour law stating “first in, first out”. As Sweden has a strong 
union culture this is a common happening in Sweden.  

5.1.2. Females within Engineering Education 
During 2010 there were approximately 308 000 persons within potential working age, 20-74 
years, with an engineering education, 159 000 with higher education than high school. (Statistics 
Sweden, 2013) 

As can be seen in Table 3 the majority of engineering educated persons are men, 85% in total. 
Which means that the amount of females applying for an engineering position is quite low 
compared to the amount of men. The same study shows that three out of four females with an 
engineering education are under the age of 45, compared to men where two out of four are 
below 45. But it is not only the education that counts, as some choose to move on to other 
professions after finishing their education. 82% of females with an engineering education and 
working within an engineering or technical profession are below 45. (Statistics Sweden, 2013) 

Table 3 Engineer educated persons in the working force between ages 20-74, 2010. (Statistics Sweden, 2013, p. 9) 

 Men Percent 
[%] 

Women Percent 
[%] 

Total 
amount 

Degree of engineering 81 602 78 22 957 22 104 559 
there of M. Sc. 72 746 78 20 128 22 92 874 
there of postgraduate degree 8 455 77 2 593 23 11 048 
hence master's degree in 
engineering 

399 63 236 37 635 

Bachelors trained 41 768 77 12 396 23 54 164 
there of bachelor degree 32 531 79 8 891 21 41 422 
hence a general degree of 
engineering (bachelor/Master) 

8 896 72 3 388 28 12 284 

hence higher vocational 
education (or equivalent) 

341 74 117 26 458 

Technical college educated 137 154 92 11 459 8 148 613 
Total 260 524 85 46 812 15 307 336 
 

Another study by Statistics Sweden (2010) shows that the amount of women with a master 
degree in engineering is increasing from 1990 to today and the prognosis implies that it will 
continue to rise, though men are and still will be in a clear majority. In 1990 approximately 10% 
of persons in Sweden with a M. Sc. were women, the amount in 2007 was 20% and in 2030 the 
prognosis is that 25% will be women, depicted in Figure 6. 
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Figure 7 shows how gender is distributed for engineering educations and professions compared 
to the age the persons. For persons between 50-64 working within engineering professions only 8 
percent are women. This number is growing for the younger ages, persons 20-34 28% are 
women. (Statistics Sweden, Forecast institute, 2010) This states that in the 1990s the group to 
select women from was not very large, and the group of women who have decided to work 
within engineering companies and who have experience to work in top management and in 
steering groups is also limited.  

 

Figure 6 Number of educated between ages 20-64, 1990-2030. (Statistics Sweden, Forecast institute, 2010, p. 28) 

 

 

Figure 7 Distribution of men and women educated and working within an engineering profession sorted by age. 
(Statistics Sweden, Forecast institute, 2010, p. 28) (Utb. =Education; Yrke=Profession) 

According to the National Agency’s (Högskoleverket) report 2012 proportion of women studying 
at Swedish university concerning 2007 and 2011, are between 28% and 44%. 

– Blekinge Institute of Technology: 44% 
– Stockholm School of Economics: 44% 
– KTH: 31% 
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– Chalmers: 28% 

Proportion of women at the international institutes and universities are between 31% and 36%. 

– MIT 2012: 45% undergraduate; 31% graduate 
– Harvard Business School 2012: 36% (same as 2002) 
– INSEAD: 33% (17% in 2005) 

Based on all these numbers and figures presented above, it is easy to conclude there are fewer 
women with engineering background compared to the amount of men. 

5.2. Limitations 
The subject in this case study is a somewhat undefined field as there are no directives on how to 
define a gender diverse organisation. A group can be diverse when there is one person who 
differs from the group, but it is not necessarily positive diversity to have one person differing 
from the group as there is a risk of them being tokens or being left out.  

We will define our classification of gender diversity in organisations. This will be presented in the 
analysis section as we continue researching the subject.  Having positive gender diversity is not 
necessarily 50% of each gender. The ratio of women to men in technical universities is not equal 
yet, when and if it ever becomes equal is impossible to predict therefore it is impossible for all 
technical companies to strive equal amount of women to men in positions where technical 
knowledge is necessary.  
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 Analysis 6.
The following chapter presents the data and findings, quantitative and qualitative studies, 
structured in three sections: 

1) What women bring to leadership – why we need to find and break barriers 
2) Barriers identified based on understanding how diverse engineering educations are. 
3) Barriers identified by analysing the interviews and find out the reason why executive 

management positions are not moderately gender diverse.  

6.1. What women bring to leadership 
When comparing DuBrin’s (2013) list in Section 2.4.1 to the traits that were examined by 
Feingold (1994), the traits would be divided according to sex as seen in Figure 8, the blue 
indicating that men show more of this trait and pink that women show more of the trait. The 
white ones are not mentioned in the study. Looking at this circle it shows that there are some 
traits that are more common for women to bring into a group that men generally do not.  

What was noticed in the Emmerik, Wendt, and Euwema (2010) study, mentioned in the theory 
chapter, was that female managers in male dominated workplaces seem to alter their leadership 
styles to become more masculine, possibly in an attempt to make them more homogenized with 
the group, or they take over the traits from their male subordinates who are their role models, or 
they may have been chosen to become managers as they show similarities with their male 
colleagues. Though altering a person’s natural leadership style could be both an advantage and a 
disadvantage. The advantage of being able to alter a leadership style to please the receiving 
crowed, the employees or the group is that it can make a crowd feel as though the leaders is one 
of them and making them feel familiar with the leadership style, not introducing anything 
unknown could be good as it is easier to get the majority to follow the leader. Though if the 
leadership style differs too much between what is natural for the leader then there is a large risk 
of being perceived as false and not authentic, which is also seen as a good attribute for an 
effective leader, Figure 8. As Gardiner and Tiggemann (1999) wrote women are under increased 
stress if they adapt male leadership traits as they are considered “abrasive or maladjusted” and of 
they use stereotypical female leadership traits they could be perceived as less capable than their 
male counterparts. Another disadvantage of altering leadership styles could be that it takes a toll 
on the health of the leader, having to put extra thought into how to make decisions and what 
values and traits to live up to takes energy that could be used to lead a crowd towards a common 
goal.  
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Figure 8 Effective leadership traits (DuBrin, 2013, p. 72) 

Looking at Figure 8 above we would judge that there are certain traits that women bring into an 
organization or board room that are different from men. Therefore in the long run we would 
consider it an advantage to have more women in leadership positions in order to make board 
rooms more humane and thereby reduce the distance between the board room and the people 
working in the lower levels.  

Another characteristic that has been highlighted by Robinson and Lipman-Blumen (2010) as 
different between men and women managers is that men working with many women become less 
competitive whilst women maintain the same level or even increase their level of 
competitiveness, having this dynamic in a boardroom could lead to increased discussions and all 
members of the group being more alert in order not to slack off and be seen as non-productive. 
The same authors note that men’s collaboration and contributory behaviour has decreased over 
time, if this is really the case then bringing more women into boardrooms and encouraging them 
to use their natural leadership styles will help enable companies to grow a more collaborative and 
humane image which can attract people who have the same characteristics.  

According to Sally Helgesen (2008) bring “direct communication, relationship-building and 
diversity” into board-rooms and leadership teams. These are qualities that are promoted in 
today’s society and bring a difference between the stereotypical male hierarchic leadership styles 
where decisions are made in a board-room and only the decision is communicated not the 
motives behind it, which could help when implementing change. If motives are communicated 
with decisions then the workforce are more motivated to work towards the goals, and may also 
suggest better ways of working as they understand the whole picture of why changes are made. 
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6.2. Barriers based on engineering educations gender diversity 
In this section authors will explain the reason behind having fewer women in Executive 
management positions compare to men by analysing the existing numerical data on engineering 
educations gender diversity.  
 
As the main case company Company A is an engineering company the authors have made an 
assumption that most of those working within this company usually have an engineering 
background, the assumption is based on the authors experience. It is therefore relevant to 
understand how diverse engineering educations are as well as what the diversity history looks like.  

Based on all these numbers and figures presented above in section 5.1.2, it is evident that there 
are fewer women with engineering background compared to the amount of men and this could 
be part of the reason behind why there are fewer women in the executive management positions 
compare to men especially in the Telecom industry, as well as other engineering divisions. If the 
amount of women wanting to work within engineering companies does not increase then it could 
be difficult for companies to recruit towards a more gender diverse organisation.  

6.3. Barriers identified by analysing the interviews  
In this part of the study, authors have tried to explain why women are not presented widely at the 
top positions by interviewing executive managers and some top managers at Company A.  
Interviews have been used to explore the views, experiences and beliefs of these individual 
participants and their suggestions about how to resolve the issue. 

6.3.1. Anticipated Ethical Issues 
Diversity in general is what the authors classify as a sensitive subject as many people have 
different opinions regarding it, often based on own experience. As an example there is racial 
diversity which is a sensitive subject within the whole society as discrimination is illegal, at least it 
is in Sweden, therefore not employing a person based on him or her originating from a different 
culture, religion or country is punishable by law, though there is a risk that it happens frequently 
but other excuses for not hiring are used.  

As this qualitative case study concerns gender diversity in the work place writers have chosen to 
keep the name of company and all the interviewees anonymous in order to get as honest answers 
as possible. Creswell (2009) writes that the trust between the researcher and the interviewee and 
the case company is important and protecting their integrity is crucial. There are still some parts 
of the world where it is not acceptable for women and men to work in the same place and to 
interact with each other which is one of the reasons for this subject being sensitive, though this is 
not common in Sweden or the Nordic countries.  

As the interviews are conducted with open-ended questions the answers are interpreted once at 
the time of the interview, when the answers are noted and once again when the analysis is being 
done and compared to the theoretical parts to find patterns. It is important to return to the 
interviewees in case questions arise to not misrepresent the original answer. (Creswell, 2009) 
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6.3.2. Interviews and the mind-set of executive managers 
The writers have collected the data from all interviews in a structured way in order to be able to 
analyse it. The collected data was checked for patterns and authors tried to find contrary 
explanations and interpretations and the same time made sure to keep a neutral thought of mind.  

Two Key account manager and four Executive managers within Company A were asked what 
they thought about gender diversity and if it was important to them. They were asked to identify 
the barriers for women to become an Executive manager in company A. One sensitive and 
important question posed was: “If there was a need to recruit a person to their organization were 
they willing to hire women or not?” as well as asked to explain the reason behind their answer. 
The answers were in agreement with theory part of this thesis; they would hire a woman as long 
as she fulfilled the same criteria as the men who applied, they would preferably not hire a woman 
who did not fulfil the criteria for the sole reason of them lacking women in the group. 

It was obvious that all the interviewees think that gender diversity is necessary and positive for an 
organization. But when it comes to how to make an organization gender diverse most of 
interviews had different opinions. Authors used a framework based on interviews and the theory 
part of this thesis to categorize the findings. 

6.3.3. Defining gender diversity  
All of the interviewees define diversity as being about integration of those who are a minority in a 
company or society and can include gender, race, colour, religion and age. They are all in 
agreement that diversity is beneficial in the workplace in many ways. 

"Gender diversity matters since it creates an atmosphere of trust and respect which in turn has a 
direct link to employees’ engagement, and consequently impacts company performance," 
Respondent 1 says. (Repondent1, 2015) The respondent believes that diversity moreover 
supports recruitment challenges and makes it possible for an organization to get the best people 
hired.  

Company A has built its corporate culture based on impressions from all over the world. When 
the telecommunications industry changes in a fast pace diversity becomes increasingly important 
both for business and for innovation performance, says one of the respondent. (Respondent2, 
2015) 

6.3.4. Why gender diversity matters & diversity challenges in the executive level 
Most of the interviewees believe that gender diversity can lead to a wider suggestion of solutions 
if there is a problem at the board of executives. It is common that diverse groups understand 
different tasks in different ways and the solutions become different and innovative. Higher 
productivity and openness can be observed in the gender diverse groups in the organization, 
which in itself will lead to creativity.  

The respondents believe women bring different aspects to solutions due to their different ways of 
thinking. By having women in their board Company A will be able to increase innovation as well 
as social and community responsibility in its different organizations. By having more women in 
the top management position, their corporation can have positive impact on the results. 
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"I truly believe that gender diverse teams are more productive, more creative and more effective," 
says Respondent 5. (Key Account manager , 2015) 

Respondent 1 stated that gender diversity brings higher qualified workforce specifically to the 
sales organizations. He trusts that increased gender diversity can lead to increased economy 
growth and better revenue results for the sales organizations. (Repondent1, 2015) 

When it comes to challenges the reason why Company A is not very gender diverse, mainly at the 
top management and in the sales organization, most of the interviewees believe that it can be a 
result of long maternity leave. A majority of women in Sweden have a one year maternity leave. 
In Denmark on the other hand women are entitled to 4 weeks leave before birth and 14 weeks 
after giving birth. (Nordiska Rådet, 2015) Long maternity leave can result in not advancing as far 
up in the company as men do, believe most of the respondents, it is also emphasized as a reason 
for women having a glass ceiling according to the Economist (Hindle, 2008). The way to break 
this glass ceiling is to change the perspective of the leaders in the organisation. 

6.3.5. Recruitments in respect to gender and the reason behind it  
It’s seldom that appointing manager look at the talents across the organisation when a position is 
available, especially in Key account management position or Executive position in Company A, 
say some of the respondent. Most of the time, based on the experience and performance or if 
other top managers have recommended them, certain candidates get chosen. According to the 
majority of the interviewees, the best candidate, who will get the position, gets chosen based on 
the performance and experience, but also based on the personal networks and who has 
recommended this individual.  

When it comes to recruitment, two questions were asked. One about how each respondent’s 
recruitments process has been in respect to gender since all of the interviews have line 
management responsibility and they have recruited people to their organization several times.  
They were then asked for the reason behind their choice in the recruitment process. 

If there was one female candidate who had 90% performance and experience and one male who 
had 100% performance and experience, the male is going to be chosen for the open position 
regardless gender diversity goals, says respondent 2. (Respondent2, 2015)       

Similarly, in other recruitment processes, the pool of talent that is going to be considered is 
mostly known candidates with a strong network or already working in the existing organization. 
Most of the time the hiring managers did not considered all possibilities and was not committed 
to interview diverse candidates in order to find another possible candidate, such as a female 
meeting the right criteria. (Respondent5, 2015) 

Most internal job announcement in Company A are already taken when they get announced. 
Despite there being a chosen candidate the position is announced for legislative reasons, as 
everybody should have a chance to apply, states most of the interviewees. Because the hiring 
managers already has a chosen candidate from the existing organization that is going to get 
promoted or from other organizations that has been recommended by other executive managers.  
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Since most of the Executive managers are men, based on the statistic from Company A, their 
networks also consists of a majority of men. This is common says one of the interviewees; 
subsequently most of the top and executive managers in the sales organization have been 
working in different counties with different customers and teams they have a male dominant 
networks. They prefer to hire someone that is similar to them in terms of personality and has 
been working well and shown results. When it comes to women, due to maternity leave and 
difficulties with moving the whole family to other counties, they fall behind with creating a wider 
network or getting very close with other colleagues. (Respondent6, 2015) This is in line with the 
study be Gardiner and Tiggemann (1999) that women are more often excluded from networks 
which are mostly male and this exclusion is stated as one of the main reasons for leaving an 
organisation.  

“People gravitate toward people like them.”  People like to identify themselves with other similar 
people and managers and leaders in different organizations frequently “hire and promote those 
who share their own attitudes, behaviours, and traits”, states Christine M. Riordan in his Harvard 
business review article. (Riordan, 2014) 

6.3.6. How to increase the gender diversity in the executive management  
Most of the respondents say that a gender diversity goal should be given to all managers and this 
gender diversity goal should be followed up actively. They strongly believe that the mind-set 
needs to be changed within the company.  

Company A needs to widen its viewpoints in order to succeed. Therefore Company A has set up 
an additional and more specific goal to reach 30 percent women in the labour force by the year 
2020; this is in addition to the general diversity goal. (Respondent2, 2015) 

All managers should actively work towards improving the diversity mind-set in their teams. Goals 
should be set up to be able to motivate and encourage their teams to work towards seeing the 
positive aspects of diversity. Company A should challenge managers to think of gender diversity, 
implement a gender diversity mind-set into decision making process and look at female talents 
for the executive positions across the organisation, advises respondent 4. (Respondent4, 2015) 

Leadership programs are important says some of the interviewees. Respondent 6 says that there 
are some executive development programs at Company A, like KAM assessment and executive 
assessment that make it possible for both men and women to participate. Sadly most of the 
participants have been men in these programs while he was participating. But more women 
should be introduced and get nominated by their managers. (Respondent6, 2015) 

Respondent 3 says that Company A needs to identify the issues that cause the gender inequity, 
which is not easy but likely the best way to increase gender diversity within the company, and 
specifically its sales organization. To work towards identifying the issues that cause the gender 
disproportion and then find a solution to the problem in order to change the situation is wanted 
from the respondent. (Respondent3, 2015)   
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 Conclusion  7.
The purpose of this thesis was to explain why there are so few women in top management and 
executive positions. To reach the purpose of the thesis, authors reviewed a large number of 
books, research papers, articles and other online sources within the subject of diversity to 
investigate theories of possible reasons. These findings have been captured in the theoretical 
framework part of this thesis and further lead the empirical findings and analysis. Authors have 
also found the motivation for appointing more women to top positions. 

Studying the theory available it is evident that there is an incentive to have a gender diverse 
organisation and board, as women are believed to be more extroverted and nurturing bring 
different perspectives into the organisation. This can be an advantage for the executive 
management of a company as they can make the customer feel welcome and get a familiar 
feeling. The nurturing and familiar feel that women have can convince some customers that the 
company is trustworthy.  

The main research question posed in the beginning of this thesis is: “What could be reason that 
executive positions are not moderately gender diverse?” The authors have through theoretical 
analysis and interviews found the following plausible reasons: 

- Gender norms - Childbearing, parental leave and women’s behavioural patterns like “an 
unwillingness to ask for more money; holding back in meetings; underestimating self-
worth; citing luck as the reason for success; failing to put ourselves forward for 
promotion”  could be a reason. (Kutchinsky, 2014) In today’s society, women are no 
longer perceived as lower standing compared to men instead they are seen as equals. It is 
up to women to decide whether they want to put work first and family second or vice 
versa. It can be observed that organisations have started to treat women as the equals of 
men and are slowly adjusting to these changes, change takes time. 

- Networking and networks - women use their networks in a different way, mostly 
friendship and social support compared to men who use their network in a multi-purpose 
way in order to achieve higher organizational.  

- Organizational Structure could be the third cause. Since most of organizational 
structures reflect men’s lives and situations and managers choose only men or only 
women for certain positions then it becomes difficult for women to reach the top and 
executive positions. When appointing a person for an executive management position, 
men are considered more qualified only due to their gender. (Schein, 2001) 

- Fear of the uncertainty and lack of experience could be some other reasons behind 
having shortage of women in the executive management positions. Women do not have 
the operational experience required and they are more newcomers into the corporate 
world. When hiring new executive manager, there could be a risk in believing that female 
candidates are not equally interested in the positions as male candidates due to the huge 
responsibility and lack of experience. Men are considered a risk free option for the top 
positions when employing. (Banke & Hansen, 2010)  
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7.1. Implications and future studies 
Carol Stephenson believes that company boards or executive managers must have the gender 
diversity on their agenda and develop a plan to guarantee that their boards or leadership teams 
become more gender diverse. This plan should be created based on a careful analysis of the 
current skills and experiences of board members or leadership teams accordingly identify any 
existing gaps that could exits. (Carol Stephenson, 2004) 

Due to pressures of competitors, customers and even employment opportunity rules, in recent 
past years women have entered into corporate sector and many research has observed that. Kolb, 
et al., (1998) has concluded that by increasing the numbers of women within the organisation, a 
gender justifiable workplace environments cannot be achieved, but policies and procedures 
within an organisation in a company should be adapted to women's needs. And by providing 
gender sensitivity training for management team an equitable workplace can be created.  

Women leadership development programs are very important and should occur over the course 
of one’s career. In order to achieve different goals and become an effective leader or executive, 
women should attend both only women leadership programs and even mixed programs in order 
to learn the rules of the game as men have established them. As men have established the rules it 
is important to teach women what protocol is in affect within the organisation, otherwise it is 
difficult to adapt to the necessary leadership style. (Chapman & Luthans, 1975) 

Companies should have programs to assist women to succeed in their new responsibilities 
suggest Stephenson. “Mentoring, corporate orientation and in-depth briefings on core business 
and industry issues” should be included in the companies’ diversity plans.  Women must 
enthusiastically look for the potential opportunities to work at the executive or board level of a 
company. Women must tell others about their accomplishments, “build and leverage their 
connections, and seek opportunities to enhance their qualifications” says Stephenson.  Then, 
boards or executive managers should actively seek out potential female candidates who could 
address these gaps both within and outside the company suggests Stephenson. The scope and 
depth of the search for new directors should be expanded and recruiting process should be 
improved. (Carol Stephenson, 2004) 

Executives, managers and companies that are interested in closing the leadership gender gap 
should be offered practical insights and should get educated by that they will enhance the 
organization’s health and wellbeing. A gender-sensitive, critical eye should be brought to all 
companies to unleash untapped leadership potential and to update old-fashioned policies and 
practices. (Ely, Ibarra, & Kolb, 2011) 

For a faster development requires a genuine interest from the company's CEO, and that you do 
something concrete about equality and not just talk, says Tuija Kivistö, an expert on diversity of 
industry association for Information Technology and Telecom Industries. (Ahlbom, 2015) 

For future research the authors suggest that the study should be expanded to examining more 
companies within the Nordic region or more companies within the same industry worldwide. 
Looking at other companies and their ways of working with diversity may give suggestions to 
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other ways of working with diversity and depending on how their ratio of women to men is could 
give an idea of what strategies work and which do not.  

Another suggestion for future research is to find companies who are actively working with 
reducing the barriers found in this thesis to find out if it has led to change within a group or a 
whole company.   
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 Attachment 1 – Case Study Protocol 9.
A. Overview of the  Case Study 

1. The mission if to determine if gender diversity is important in sales organisations, the 
focus being on sales organisations within in telecommunication companies in the 
Scandinavian region.  The audience that we are addressing are the c-level management 
within these companies. 

2. Is diversity, gender diversity in particular, in the workplace beneficial for a company? 
If so why are higher management positions at Telecommunications companies 
lacking gender diversity? 

3. The theoretical framework of this thesis and main readings are to be found in chapter 
2 Theory. 

4. The role of this protocol is to get an overview of how the case study is to be 
performed. It is considered a standard agenda for the way of working. 

B. Data Collection Procedures 
1. The persons doing field work is Leila Kalantari and Martina Svenäng 
2. Data is collected from daily newspapers, scientific reports, and interviews with 

managers within sales organisations in the studied companies as well as gender 
statistics from the companies studied. Books regarding diversity are used to gain a 
general view of how diversity affects groups. 

3. Before doing fieldwork diversity in general is studied and open-ended questions are 
written to be possible to use for starting a conversation with the interviewees.  

C. Data Collection Questions 
1. What is gender diversity?  
2. How does gender diversity affect groups? 
3. Interviewee questions 

a. How do You define gender diversity? What does gender diversity mean to 
You? 

b. In what aspect do You think diversity is good for the company? 
c. Do You consider men and women who have executive positions have 

more or less same characteristics? 
d. What do You think the reason is that the company does not have a 

moderate gender diverse executive level?  
e. How could gender diversity be increased within executive positions 

company or an organisation? 
f. Why do You believe that the company has recruited more men for the 

executive positions? 
g. How have Your recruitments been in respect to gender? 
h. How have You reasoned around these recruitments? 

 


