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Abstract 
 

The progression of women in banking sector of Pakistan is adversely affected by the glass ceiling 
phenomenon. This research paper intends to explore the existence of glass ceiling concept in banking 
sector of Pakistan. The moderating role of transformational leadership has also been examined to 
explore its impact over employee performance that is affected by the existence of glass ceiling.  The 
study is qualitative in nature. However, the quantitative measures have been used to derive the 
conclusion based upon three major variables that were operationalized. The results indicate a significant 
negative correlation between glass ceiling and employee performance. Additionally, the role of 
transformational leadership is indicating a positive impact over the employee performance. Overall, 
these results indicate that supportive leadership can change the negative impact of glass ceiling and can 
introduce positive employee performance. The study can be further evolved in empirical directions for 
further analysis and recommendations. 
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Introduction  
 
Although women in recent years have contributed significantly to the progress of organizations in various 
sectors all over the world, they are still rarely seen at the highest levels of business (Tom F., 2021). It has 
also been observed that even if some women do manage to reach at top management level, they often 
leave their post out of disappointment or lack of inspiration (Meyerson & Fletcher, 2000). On the whole, 
the role of management is considered suitable for males only (Large & Saunders, 1995). Up till 2006, there 
was no single large organization being headed by a female in the entire United Kingdom. That unseen and 
unknown barrier that suppresses or proscribes women to reach the top management positions in their 
entire life is known as the glass ceiling effect or phenomenon. It probably exists because older men start 
feeling insecure and find younger, more enthusiastic females unapproachable and daunting. As a result, in 
a male-dominant society women are intentionally or unintentionally suppressed in all fields of life simply 
because the men find it frightening to see them as their bosses (Rehman, M. Z. U., Jafer, A., & Nawaz, M. 
A., 2022).  
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The glass ceiling phenomenon not only exists in organizations but has been discussed for breaking 
through its adverse effects (Gibelman, 2000); (Bell, Mclaughlin, & Sequeira, 2002); (Weyer, Twenty years 
later: explaining the persistence of the glass ceiling for women leaders, 2007); (Jamali, Safieddine, & 
Daouk, 2006); (Helm, 2006). To stop this phenomenon even Government legislations (Large & Saunders, 
1995) have been imposed in countries like UK. It is still not resolved internationally and is visible in 
banking sector organizations as well (Jamali, Safieddine, & Daouk, 2006). However, there is a difference 
between a glass ceiling and a job barrier and therefore there is a need to make this distinction to infer 
that a reduction in the organizational performance is actually due to the glass ceiling and not because of 
any other factor (Showkat, S., 2021). The present study is an attempt to find out if a glass ceiling exists in 
Pakistani banks and whether a decline in the overall performance employee is actually due to this 
phenomenon. The study further studies the moderating role of transformational leadership for the 
relationship under study. 
 

Problem Statement  
 
It has been observed that a glass ceiling exists only internationally over organizations but is also a possible 
hindrance in the way of women’s progress in Pakistan. The glass ceiling effect has adverse consequences 
on progression of women in Pakistani banks which in turn hinders negatively on employee performance. A 
number of models have been proposed to lower the impact of this phenomenon on the whole and to 
improve the performance of an organization taking into account the significant contribution given out by 
the female employees. The study tries to examine the role of transformational leadership to reduce the 
negative impact. However, despite these efforts the glass ceiling is still a predominant factor in affecting 
the overall performance of an employee. There is a need to identify the issue in the banking sector of 
Pakistan, particularly to see how much this factor is contributing to the decline in productivity and the 
progression of women towards higher and more secure job roles. Not much research has been conducted 
in this regard and therefore this study will be of great interest to people who are currently working or plan 
on working in the banking sector in Pakistan and contribute to its further development and true 
implementation.  

 
Research Questions 
 
RQ1: Does glass ceiling phenomenon exists in banking sector of Pakistan? 
RQ2: Does glass ceiling negatively effects performance of women employees in Pakistani banks? 
RQ3: Can Transformational Leadership play a role in moderating the effect of glass ceiling on employee 

performance? 
 

Objectives 
 
O1: To determine the existence of glass ceiling phenomenon in Pakistani banks. 
O2: Identify the reasons for existence of glass ceiling. 
O3: To find out the effect of glass ceiling on individual performance of women employees in Pakistani 

banks. 
O4: To establish the moderating role of transformational leadership plays on the effects of glass ceiling 

performance of women employees. 
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Significance 
 
Women play a significant role in economic development of a country, especially in developing countries 
like Pakistan. This study is an attempt to highlight the adverse effects of a glass ceiling in organizations, 
which in turn hampers women input in an economy. The proposed study focuses on banks of Pakistan, as 
research gap exists in this sector with regard to the glass ceiling factor and its impact on employee 
performance. Stressing on the existence of the researched phenomenon and identifying its unfavorable 
effects, opens further grounds for work towards eliminating this economic weakening blockage through 
Leadership. Thus, this research is very important for progression of women in Pakistani banks and the role 
management as to play as Leaders. Taking this research further can impact women’s contribution to the 
economic growth of Pakistan. Thus, the current study is of great value to both academicians and 
economists. 
 

Literature Review 
 
This research was undertaken to determine if a glass ceiling exists over banks in Pakistan and whether this 
factor is the most dominant one in suppressing women to reach the top management levels. Research 
work has already been conducted in establishing the presence of glass ceiling effect in different 
organizations including banks in countries like the United Kingdom, South Africa, Lebanon, and Sweden. 
Since there is a lack of female role models in Pakistan as leaders in different organizations, there is a 
strong chance of not having female representatives at the top management in Pakistani banks. There are 
many other factors that overpower women living in a male-dominant society including family pressure 
and sexual harassment, which is very common in almost every field of life. Moreover, the idea of working 
in a close environment with males is considered against the teachings of religion. As a result, a large 
number of women are either working as teachers, doctors, and nurses or they are not working at all. 
What is Glass Ceiling? 
 
The term “glass ceiling” became popular in the 1980s .It is the concept used to describe the hurdles 
women face with regard to career development within corporations’ hierarchy levels.  
(Collins English Dictionary, 2022) defined the term glass ceiling as: 
 
“A situation in which progress, especially promotion, appears to be possible but restrictions or 
discrimination creates a barrier that prevents it.” 
 
Working women play not only an important but critical role in the economic growth and stability of 
countries especially developing countries (Mavin, 2000). Research has shown effects of glass ceiling 
(Morrison, A. M., & von Glinow, M. A., 1990) as cited in (Cortis & Cassar, 2005). Efforts have been made 
through organizational and government level policies to ensure presence of women on higher levels of 
management (Hurn, 2012). However, women representation in middle and top level managerial positions 
is still unbalanced as compared to the total number of working women (Ott, 1998); (Vianen, A. and 
Fischer, A. , 2002); (Vinnicombie, S., 2000)as cited in (Cortis & Cassar, 2005). 
 
According to (Jackson J., 2001), barriers that collectively form the glass ceiling are divided into two main 
categories: corporate culture and corporate practices. A culture where more men are present, women 
naturally go in the back seat. They are not called to important meetings where decisions are made simply 
because their opinion does not have a significant weight.  
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Gibelman (2000) conducted a study that examined the existence of glass ceiling factor in non-profit 
human service organizations. In the study, the author has collected the data from seventy-five agencies 
using a pretested, structured questionnaire reflecting demographic variables such as race, gender, 
education, position held, salary, and years of experience, etc. The questionnaires were filled by executive 
directors of the organizations. The study confirmed the existence of glass ceiling in non-profit human 
service organizations. It entails those men disproportionately represented the upper-level management 
and women disproportionately represented lower level management. In addition to it, gender is the 
striking variable in determination of salary. Men earn more salaries than women based upon gender and 
minority status. 
 
Bell, Mclaughlin, & Sequeira (2002) examined relationships between discrimination, harassment, and the 
glass ceiling. They pointed out that the said factors not only prevent the presence of women from 
occupying executive level positions but also promote sexual harassment. After analyzing the relationships 
between said factors, they recommended various suggestions to corporations for lessening sexual 
harassment in which the most emphasis was on increasing number of women in top executive level to 
limit it. Other recommendations included organizational support for gender equity, sexual harassment 
control policies, etc. 
 
Cortis & Cassar (2005) explored the grounds of empirical research in Malta to highlight the existence of 
glass ceiling in organizations and its adverse effects on diversity in workforce. Survey was conducted on a 
sample size of 200 male and female middle management employees and B. Commerce students in Malta. 
The results of the study supported the existence of glass ceiling in organizations which hinders women to 
progress towards higher management. Researchers focused on internal factors like job-involvement and 
self-esteem and external factors like attitudes of other towards female managers and the impact of these 
factors on female career progression. The results indicated that the internal factors for female and male 
employees were not different. Females were as involved in their jobs as their male colleagues and felt as 
much successful as them even with lower pay scales. However, the external factor of attitudes of males 
towards females was alarmingly stereotypical when viewing women in managerial roles. External factors 
thus in turn hinder women representation in workforce and higher management as indicated in Labor 
Force Survey, 2003 Malta. 
 
Helm (2006) based on interviews of 40 women managers in 4 retail banks of South Africa. Study focused 
on the fact on determining if glass ceiling is a reality or a myth in South African organizations. According to 
research findings existing social culture influences organizational culture promoting a patriarchal 
managerial hierarchy which is not supportive of female bread winners in general. Stella Nkomo’s in 
(Bennett, 2002) supported this finding by declaring through research that cultures are cultivated 
overtime; men have adjusted to these cultural standings, but females process the feeling of isolation. 
Thus, females experience difficulty in career growth within organizations. Study indicated that women are 
competent and can/should opt for entrepreneurship as a solution to break these barriers. 
 
Jamali, Safieddine, & Daouk (2006) highlights positive trends towards eliminating the existence of glass 
ceiling from Lebanese banking sector. The study is based on literature review and questionnaire type 
survey by (Bergman & Hallberg, 2002) on 61 top and middle level woman managers in 12 different banks 
in Lebanon. The hypotheses was rejected surprisingly indicating that culture and practices existent in 
banking sector do not hinder women to progress in their careers in contrast to other middle-eastern 
countries. The research brings a breath of fresh air that even though the percentage of women in 
top/middle level management is still low but in last 5 years work has been done to help progress women 
in work environment and remove glass ceiling. 
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Weyer (2006) explored an empirical study in large corporations of USA to determine whether multi-source 
feedback (MSF) instrument contribute to the existence of glass ceiling or not. They took MSF raters and 
rate as independent variables and leadership constructs as dependent variables. The study found MSF 
instrument unbiased, hence, not contributing to the existence of glass ceiling in top level management. 
 
Verzat & Wolff (2008) conducted an empirical study in a private organization of France that lies in Defense 
and Aerospace sector. The sample size was 4,654 employees. The study was held to examine the impact 
of glass ceiling upon wage distribution to males and females. It was concluded that while controlling 
factors (e.g. age, experience, education, qualification, etc), the gender wage gap was less than 8 % that 
was quite low.  The study concluded that the reasons for gender gap that was mainly due to labor market 
characteristics differences instead of differences in reward based upon those characters particularly in top 
level management. Additionally, the probability of women getting positions at executive level was also 
low. 
 
Tonge (2008) explored empirical research that was based upon qualitative research methods used to 
searched out application of personal contacts networks in seven UK public relation agencies. The study 
found seventeen barriers including psychological, social, situational, etc. Men highlighted seven barriers 
to network. On the other hand, women highlighted all seventeen barriers to networking, especially the 
younger females that hesitate enough in establishing personal contacts networks. Therefore, the study 
exhibits the gender differences in networking that leads to glass ceiling concept.  It was recommended in 
the study that managers should encourage employees to maintain networks. 
 
Bendl & Schmidt (2010) on basis of literature review and existing models has concluded that Firewall is an 
evolved metaphor of glass ceiling and is more appropriate for use in organizations. (Murrell & James, 
2001) as cited in study define glass ceiling as: 
 
“most well-known illustrations of discrimination in the workplace are captured by the concept of glass 
ceiling, which defines the invisible barrier that prevents many women and minorities from advancing into 
senior and executive management positions within organizations.” 
 
The reason for recommendation for use of Firewall metaphor instead of Glass ceiling is because glass 
ceiling refers to structural status quo and firewall refers to procedural view of problems.  Researchers 
have argued that structural changes through legislation etc. to change organizational culture have proved 
to be largely ineffective till now. Thus, focus on procedural decision making is required to break the 
phenomenon on gender discrimination in organizations.  
 
Adams & Funk (2012) say that gender difference in board room management matters. They argue in 
support of this statement through support of a survey conducted on Swedish director’s value system as 
defined by (Schwartz, 1992). Results of the study show that these gender variations are different from 
general population characteristics, and thus male and female characteristics in management cannot be 
stereotyped. They focused on how these differences vary in management board rooms. Results showed 
that the core values and risk-taking attitudes of female management are defined with stereotyped gender 
orientation of tradition loving, security demanding females. Female in higher management, however, tend 
to be risk takers and fearless while taking tough decisions. Findings indicate that having more females in 
the board and as suggested by (Morris, 2009) as cited in (Adams & Funk, 2012) and (Kristof, 2009) as cited 
in (Adams & Funk, 2012) could have led to a different financial position in America today. It also has been 
suggested that even today’s financial crisis could have been avoided with more female representation. 
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Overall, the study contrasts the standing image of female population from female board room manager’s 
characteristics and highlights that gender variation in board holds its impact on the organization. 
 
Price (2012) examined the agency relationship between manager and workers. The authors investigated 
the compensation schemes piece rate and tournament payment scheme used by the managers for the 
workers in the laboratory. For the purpose, the author selected students of Purdue University that were 
employed at “Vernon Smith Experimental Economics Laboratory”. The study examined the direct 
relationship between productivity and wage scheme by the use of laboratory environment. The author 
builds an economic experiment that was adopted by the design as cited in. (Niederle & Vesterlund, 2007). 
The experiment was conducted for 1.5 hours that comprised of four tasks and series of subjective 
questions. The results of the study indicated that manager chooses the tournament payment scheme less 
often for female workers when they have the information of workers ability. Conversely, when no 
information has given to the managers then they choose the compensation scheme based upon their own 
choices and preferences. Based upon the subjective ranking questions, the study concluded that female 
workers are less productive in addition exercises. However, the study overall concluded that the above-
said results are tied up to a stereotype that female workers are less productive as compared to males 
regarding different tasks. But this study’s results were only task specific. 
 
Hurn (2012) study is based on UK companies’ critical review. Author suggests that even with government 
interventions women representation in board rooms still is below stated targets as highlighted in Female 
FTSE Board Report 2021. Thus, only mandatory quota of woman board members cannot bring forced 
change in organizations. Study also indicates that it has been argued that fixing quota for woman 
managers in boards can be counter-productive and can worsen obstacles that women are already facing 
in organizations. It is also suggested that change should be incremental creating awareness and focused 
on evolving cultures with positive structural changes encouraging women presence and development in 
organizations. 
 
Hussain, Mailk, Hyder, Khan, & Anwar (2016) studied the banking sector of Pakistan. The study showed 
that gender discrimination led to career immobility for women which in turn resulted less representation 
of women in top management. (Soomo, Soomro, & Memon, June-2015) studied the role of gender 
discrimination and its impact on the employees’ performance/productivity.  
 
Channar, Abbassi, & Ujan (2011) research paper explored the negative impact of gender discrimination of 
women in workforce and its impact on the satisfaction and motivation, commitment and enthusiasm and 
stress level of employees. (Vasilakia, Tarbab, Ahammad, & Glaister, 2016); (Jyoti & Bhau, 2015) research 
examined the effect of HRM practices on employee behavior in Merger and acquisition (M&A) integration 
and the role that leaders play during this process. This paper develops a conceptual framework that 
focuses on the moderating role of transformational leadership on the achievement of human integration 
and organizational identification in M&A integration.  
 
Luu, Spring (2017) research has examined different factors that influence employee creativity, such as 
transformational leadership and POS. Results revealed that although neither of the two organizational 
factors moderated the relationship between openness to experience and creativity, both were significant 
predictors of creativity above and beyond the effect of openness to experience, which is consistent with 
findings in extant literature. 
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Theoretical Framework 
 
      Independent Variable         Dependent Variable 
 
 
 
 
 
 
 
 
 
 
 

Moderating Variable 
 
Hypotheses 
 
A set of relationship between glass ceiling and the organizational performance are hypothesized and 
tested in the study. 
 
Ho1: Glass ceiling phenomenon has no impact performance of employees. 
H1: If glass ceiling phenomenon is increased the performance of employees decreases. 
Ho2: Transformational Leadership has no impact on relationship between glass ceiling and employee 

performance. 
H2: Transformational Leadership plays a moderating role and reduces the negative effect of glass ceiling 

on employee performance. 
 

Methodology 
 
The study is objective in nature and researcher shall focus on positivistic and deductive approach. 
Quantitative techniques shall be used to drive to conclusions in the specified area of research.  
 
Population 
 
The study focuses on individual and organization perspective of women towards glass ceiling. The 
population of working women in corporate banks of Pakistan shall form the population. Due to resource 
limitations geographical delimitation shall be applied and female employees of banks in 
Islamabad/Rawalpindi region shall form the population.  
 
Sample 
 
Convenience Sampling shall be used due to lack of sampling frame available. The sample used to test the 
present study's hypotheses included 126 female respondents.  
 

Glass Ceiling Employee 
Performance 

Transformational 
Leadership 
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Instrument 
 
Primary instrument used for recommended for conducting empirical research on the same topic is survey 
questionnaire. Theoretical Framework considered 03 qualitative variables that were operationalized using 
survey questions. Items of the scales are rated on 5-point Likert scales anchored by 1 = Strongly Disagree 
to 5 = Strongly Agree. For the scale assessing Glass Ceiling, the Cronbach’s α (Cohen & Cohen, 1983) was 
.794 with N of Items 11. For Transformational Leadership, the Cronbach’s α (Cohen & Cohen, 1983) was 
.950 with N of Items 13 and for Employee Performance, Cronbach’s α was .876 with N of Items 14. This 
indicated acceptable level of reliability for all variable scales. All scales have been adopted from 
referenced sources. 
 
Procedure 
 
Initial data is gathered from online journals, books, and observation of current scenario of conditions 
working women face in Pakistani banks. On the basis of literature review independent and dependent 
variables are identified. After identification of variables theoretical framework is developed and findings 
are derived on the basis of literature review. 
 
Statistical Tools 
 
Data analysis for research would be conducted using linear regression analysis. Assumption of variables is 
that when independent variable “glass ceiling” increases in organizations the dependent variable 
“employee performance” declines. With decline in independent variable the dependent variable would 
increase. 
 
Interaction model: Model 1 
Employee Performance = β0 + β1Glass Ceiling + β2Transformational Leadership + β3(Glass Ceiling with 
Transformational Leadership) + ε 
 

Results 
 
Study results followed the pattern depicted by the literature review. Increase in Glass Ceiling 
phenomenon is negatively affected Employee Performance as indicated by a significant negative 
correlation.  
 

Table 1. Correlations 

 Glass Ceiling 
Transformational 

Leadership 
Employee 

Performance 

Glass Ceiling Pearson Correlation 1   

Sig. (2-tailed)    

Transformational 
Leadership 

Pearson Correlation -.187* 1  

Sig. (2-tailed) .036   

Employee 
Performance 

Pearson Correlation -.254
**

 .663
**

 1 

Sig. (2-tailed) .004 .000  

*. Correlation is significant at the 0.05 level (2-tailed). 
**. Correlation is significant at the 0.01 level (2-tailed). 
N = 126 
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Transformational Leadership however, had positive impact on performance as indicated by positive 
significant correlation. The study intended to show that negative impact of Glass Ceiling shall be 
moderated by supportive and progressive leadership. Moderation interaction term showed that impact of 
Transformational Leadership along with Glass Ceiling led to increased Employee Performance. These 
results indicate that supportive leadership changed the negative impact of Glass Ceiling and introduced 
positive performance in employees. 
 
Correlation analysis shows significant negative correlation between Glass Ceiling and Employee 
Performance -.254 p<.05. This result shows that with increase in the negative phenomenon of 
organizational hindrances in form of Glass Ceiling the performance of employee’s decreases. Relationship 
between Transformational Leadership and Employee Performance however shows positive significant 
correlation .663 p<.05. This indicates that supportive leadership impacts positively of employees’ 
performance. However, the main goal of the study was to access the moderating impact of 
Transformational Leadership on the relationship between Glass Ceiling and Employee Performance which 
is analyzed using regression analysis. Table 1 also indicates negative significant relationship between Glass 
Ceiling and Transformational Leadership. This phenomenon is supported by literature explaining that 
organizational support shall lead to reduction of negative impact of Glass Ceiling phenomenon. 
 

Table 2. Multiple Regression Model 

R R-sq MSE F df1 df2 P 

.6958 .4841 .1344 38.1617 3.0000 122.0000 .0000 

 
The model shows significant results with r .6958, F(38.1617), and p<.01. To review the impact of 
moderation the following procedure provides detailed results. 

 
Table 3. Moderation Procedure 

 coeff se T p LLCI ULCI 

Constant 5.2684 1.0963 4.8054 .0000 3.0981 7.4387 

TL -.3218 .2999 -1.0730 .2854 -.9155 .2719 

GL -.8654 .2976 -2.9078 .0043 -1.4546 -.2763 

Int_1 .2107 .0823 2.5585 .0117 .0477 .3737 

 
The Model 1 is reviewed for moderating impact of Glass Ceiling on Employee Performance through 
impact of Transformational Leadership. It is predicted in Table 3 the interaction term Int_1 of moderation 
has reversed the negative impact of Glass Ceiling, GL (-.8654, p < .05) to Int_1(.2107, p < .05) on Employee 
Performance. 
 
H1: If glass ceiling phenomenon is increased the performance of employees decreases. 
H1 is accepted β1 -.8654 p < .05 Table 1. 
 
H2: Transformational Leadership plays a moderating role and reduces the negative effect of glass ceiling 
on employee performance. 
 
H2 is accepted β3 .2107 p < .05 Table 3. The relationship is reversed, and results shows positive significant 
impact. 
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Discussion 
 

 
Fig. 1 : Moderating Effect of Transformational Leadership over Glass Ceiling Impact on Employee 

Performance. 
 

Fig. 1. Shows Moderating Effect of Transformational Leadership (TL) over Glass Ceiling (GL) Impact on 
Employee Performance(EP). We can see that the high values of Transformational Leadership produce 
positive impact to reduce the negative effects of Glass Ceiling phenomenon. It further indicates that 
majority of female employees over ages of 35 reported higher Glass Ceiling effects. However, this effect 
was catered for employees who reported their management to be supportive. 
 

 
Fig. 2 : Supervisor Ratio 

 
Fig. 2. Shows Females representation in supervisor role are far less in number to the Male supervisors. 
Further analysis showed that female employees working with Female supervisors marked their supervisor 
as supportive. 
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Further Study 
 
This study can further evolve in empirical directions. For empirical study qualitative research will be used 
on the basis of theoretical framework to derive findings based on employee’s responses. The findings 
would further be analyzed, and recommendations are put forward founding on the data analysis results. 
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