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ABSTRACT 

Gender equality policy in organizations is an important and extensively researched 

topic. In recent years, scholars have studied the implementation aspects of gender 

equality policy. It has been accepted that the scope and effects of gender equality policy 

implementation fail at times. However, despite extensive evaluations, the specific 

reasons for gender equality policy implementation failure have rarely been considered. 

This is an important oversight, given the significance of policy implementation in the 

organizational domain, to ensure ongoing gender equality policy adaptation and 

execution. Moreover, previous research has largely focused on various procedural 

domains, and it is unclear whether these domains will remain valid in the context of 

gender equality implementation or whether various organizational antecedents may 

have implications for true gender equality policy implementation. The purpose of this 

paper is to identify specific barriers—organizational and individual—that impede 

gender equality policy implementation. We draw upon thirty-three semistructured 

interviews conducted in the second largest public service organization in Israel. Our 

findings point to the conclusion that despite massive regulations to promote gender 

equality, meaningful implementation has not occurred. We identify key organizational 

and individual barriers and propose practical steps to speed up gender equality policy 

implementation in the public service sector. The research calls for an enrichment of the 

literature on the implementation of gender equality policies, incorporating individual 

and organizational barriers to practices and policies. 
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Introduction 

Gender equality policy in organizations has long drawn scholarly attention. 

Gender equality, a growing theme in scholarly discussions, is often considered a 

fundamental right in many countries and organizations worldwide (Larson and 

Alvinius, 2020; Saari, Kantola and Sandberg, 2021). Gender equality policy has been 

studied extensively, yet gender and policy scholarship has not systematically focused 

on policy implementation in terms of success and failure of implementation outcomes 

(Andersson et al., 2018; Lombardo et al., 2013; Mazur, 2017; Mazur & Engeli, 2020; 

Sarter, 2020). Although, on paper, most of these gender equality policies have the 

potential to affect women’s rights and status, the reality shows that many policies have 

not resulted in significant progress toward the realization of gender equality (Mazur & 

Engeli, 2020). Therefore, the purpose of this study is to focus and map two dimensions 

of barriers, i.e., individual and organizational barriers, which impede gender equality 

policy implementation by shedding light on the public service organizational setting. 

In recent years, implementation aspects of gender equality policy within 

organizations have gained various levels of success (Mazur, 2017; Mazur & Engeli, 

2020). The effectiveness of these programs is dependent upon the process of 

implementation, which involves accountability and monitoring (Sharma, 2015). Since 

policy implementation is important in determining “the content of that policy, and its 

impact on those affected, [which] may be substantially modified...during the 

implementation stage” (Hill & Hupe 2002, 7), further attention should be allocated to 

the specificities of the implementation phase. Based on a review of the extant body of 

knowledge, our thesis is that a gap exists in our understanding of specific individual 

and organizational barriers related to gender equality policy implementation. This 

research fills the void by producing context-specific knowledge of gender equality 
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policy implementation and shedding light on key practical steps to promote and 

facilitate the implementation of gender equality policy in the public service setting. 

This study presents two major contributions. The first is to identify and map key 

types of barriers in a specific organizational setting as perceived by managers and 

employees. This study joins a series of studies that are trying to open and unpack the 

black box of gender equality policy implementation. We attempt to draw a picture of 

organizational conduct that may slow down and even prevent the successful execution 

and implementation of an equal gender policy. Second, this study develops knowledge 

that responds to real-world challenges and solves authentic problems (Pascal et al., 

2013). To do so, the study provides an organizational framework that may assist in 

implementing practical and actionable steps intended to successfully implement an 

equal gender policy  

associated with various contexts and stakeholders. 

Research Context 

This study was held in a large organization in the public sector in Israel during 

the years 2015–2018. The public sector in Israel includes approximately 700,000 

workers. Furthermore, women make up the majority of employees in the civil service 

(63%), but their proportion among employees becomes smaller as the organizational 

level of the employees increases. During 2013 and 2014, a reform in Human Capital 

Management in the Public Service Sector was executed toward an explicit goal of 

implementing new gender equality policy guidelines. Within these policy guidelines, a 

concrete and special focus was placed on the advancement of women in Israeli society 

based on Ministerial Decision number 1697 – June 2014, within wider efforts of gender 

equality in the public service sector 
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(https://www.gov.il/he/departments/policies/2014_dec1697). This policy is a national 

mechanism that focuses on enforcing laws and regulations by providing guidelines to 

various stakeholders. However, it does not interfere with organizational practices, thus 

creating key challenges in gender equality policy implementation in the organizational 

domain (https://www.gov.il/he/departments/policies/2014_dec1697). Despite allocated 

budgets for policy infrastructure implementation, we argue that actionable steps toward 

policy implementation are incomplete, thus impeding the implementation process as a 

whole 

(https://www.ceci.org.il/sites/citizens/UserContent/files/monitorreport/monitor1697.p

df). 

A designated report and recommendations were issued for a period of three 

years from the date of adoption of the resolution. Organizations are required to submit 

a semiannual report to the Ministerial Committee for the Advancement of Women in 

Israeli Society until the recommendations have been fully implemented, the process of 

which is still underway. It has been acknowledged that despite these policy procedures 

and guidelines, some impediments to gender equality policy implementation persist 

(Sharma, 2015). In particular, among the senior staff in the Civil Service, the percentage 

of women is 43%, and this rate decreases in more senior groups of employees (Research 

and Information Center - Knesset of Israel, 2019; Gender Equality 2015-2019.pdf). In 

the most senior positions in the civil service, women hold only a quarter of the positions 

(Civil Service Commission, 2020). Additionally, the first follow-up report on the 

committee's decisions found that the proportion of women serving as CEOs is 

underrepresented compared to their proportion in the civil service 

(gender_Equality_2015.pdf). Furthermore, between 2014 and 2019, the representation 

of women at the senior level increased by 3%, and the representation of women at the 

https://www.gov.il/he/departments/policies/2014_dec1697
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middle level increased by only one percent. In general, approximately 60% of public 

sector organizations do not meet the 50:50 target of women staffing in senior roles 

(2015-gender_Equality_2015.pdf). 

Postadoption processes are typically dynamic and long lasting (Engeli and 

Mazur 2018). Given this reality, the Israeli case study illustrates that it is not enough to 

measure policy outcomes to assess the level of gender equality; the core task, as Engeli 

and Mazur (2018) argue, is to investigate why gender equality policy is not fully put 

into practice. 

 

Theoretical Background 

Gender equality policies have long drawn scholarly attention. In recent years, 

gender equality policies have entered the organizational domain. For example, the 

concept of gender mainstreaming has gained scholarly attention over recent decades 

(e.g., Davids et al., 2014; Mazey, 2001; Rees, 1998; Verloo, 2005). With its aim of 

integrating gender-driven analysis into various organizational and policy domains, 

gender mainstreaming became a central strategy of gender equality in various 

organizational contexts in the public and private sectors (Anderson et al., 2018; Mazey, 

2001; Rees, 2005; Walby, 2005). However, while most gender equality policies are 

formally geared toward a positive potential effect on women’s rights and status, reality 

shows that some gender equality policies in specific contexts have not resulted in 

significant progress toward the realization of gender equality (Engeli & Mazur, 2018; 

Mazur & Engeli, 2020). 

The scholarly interest in the implementation of gender equality policies 

represents a new direction in gender policy research. It signifies a shift of the analytical 
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focus to the nature and form of the process, followed by a genuine adoption of gender 

policies: ‘implementation, evaluation and impact’ (Engeli and Mazur 2018, 112). The 

scholar’s GEPP theoretical model, i.e., Gender Equality Policy in Practice Approach, 

provides the framework for conducting empirical comparative theory-building studies 

on policy implementation. Moreover, examining gender equality policy 

implementation, Diefenbach’s (2009) typology is particularly useful for understanding 

gender equality implementation in the public sector. It is composed of five elements, 

each of which provides a useful lens for understanding the potential success or failure 

of gender equality initiatives in the organizational domain. Governments embraced the 

guidelines of Diefenbach’s (2009) New Public Management (NPM), which argued that 

government services should be designed, organized and managed in a business-like 

format that brings private sector principles of efficiency, productivity and 

accountability into public services (Diefenbach, 2009; Foley 2019), including gender 

equality. Both NPM and gender equality are underpinned by a business rationale, which 

means each purported to make the public service more competitive and efficient by 

enabling women to reach their full potential (Connell, 2006). Despite these frameworks 

and others, we see that operational steps toward gender equality policy implementation 

did not render much success. 

Recently, there has been a call to “turn to implementation” as the next important 

step in studying gender equality policy (Engeli & Mazur, 2018; Mazur & Engeli, 2020). 

Nonetheless, scholars working in this field suggest that more knowledge is required 

about the specific barriers that gender policies face in various stages of the 

implementation process itself, the knowledge of which will unlock their potential to 

transform gender inequalities (Saari, Kantola and Sandberg, 2021). Following this, we 

believe that analyzing the topic through this lens may shed light on the research topic, 
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resulting in both theoretical and practical contributions. Thus, we propose the following 

research question: 

RQ1: What are the main perceived barriers that prevent the successful implementation 

of gender equality policy in the public service sector? 

Methodology 

Participants 

The study was conducted as part of a national research project aimed at 

evaluating the degree of implementation of women's promotion policies in the Israeli 

labor market. Thirty-three interviewees were recruited from a statutory corporation 

established following government legislation with 6,000 employees. The interviewees 

were selected from all the organizational divisions, roles and levels to represent a 

diversity of views about women’s status in the organization. The sample included 19 

women and 14 men, with work experience ranging from 3 to 30 years (mean 20.5 

years). Fifteen of the thirty-three participants were managers (senior manager, head of 

division, head of the department, shift manager), while eighteen were in various roles 

without any managerial responsibility (administrative officers, secretaries, drivers, 

operators). Most participants (69%) have a university education. 

Data Collection Procedures 

Semistructured, face-to-face interviews were held with thirty-three managers 

and employees. All interviews were conducted in the organization’s offices. All 

participants were assured that their responses would remain entirely confidential and 

that their anonymity would be maintained. Therefore, quotes from the interviewees will 

not include any identifying signs. The mean duration of the interviews was 
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approximately 50 minutes. All the interviews were audiotaped with consent and then 

transcribed.  

Participants were asked questions regarding their present job (What is your role 

and what are your responsibilities?); personal career (What do you think about your 

future at work? What are your options for promotion in the organization? What affects 

your ability to be promoted to a managerial position or move to another position?); 

organizational values (What are the organization’s values? Are the organization's values 

compatible with your personal values?); women’s careers (Is there a difference between 

promotions for men and women in the organization? What is the effect on women’s 

promotion in the organization?). 

Data Analysis 

According to Clarke and Braun (2017), in this study, we used thematic analysis 

to create a ‘critical’ framework to interrogate patterns within personal or social 

meanings around the research questions. The study followed the steps suggested by 

Braun and Clarke (2006, 2017) for "systematically identifying, organizing, and offering 

insight into patterns of meaning (themes) across a dataset" (p. 297). Thematic analysis 

is a useful method for examining the perspectives of different research participants by 

highlighting similarities and differences between them (Braun & Clarke, 2006), so we 

can document both female and male interpretations of the research problem. Inductive 

(data-driven) analysis was used to answer the research question and to capture both 

manifest (explicit) and latent (underlying) meanings in the data. 

First, after the interviews were transcribed and the researchers became familiar 

with the data, the systematic analysis began the coding process by two distinct 

researchers to identify patterns within and across data in relation to participants’ 
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experience, views and perspectives, as well as behavior. Second, the codes were sorted 

into potential groups to form overarching themes. Third, the data within each theme 

were reviewed until it was considered whether they appeared to form a coherent pattern 

and whether there were clear and identifiable distinctions between the themes. Fourth, 

the ‘essence’ of each theme was defined and refined, so it could be determined what 

aspect of the data each theme captures. 

Findings 

Our findings indicate that three themes capture the main ideas that answer the 

research question and represent the meaning within the data: First, equality of 

opportunity? This main theme includes two subthemes: men's perspectives on gender 

bias and women’s perspectives on gender bias. Second, gendered-biased organizational 

culture includes three subthemes: masculine culture, masculine managerial culture and 

masculine roles and departments. Third, organizational politics includes two 

subthemes: gendered political decision-making and men's social networking. 

Equality of opportunity? Women’s vs. men’s perspectives 

Men perspective on gender bias 

Our findings demonstrate that male employees were positive about promoting 

women and argued that there is no gender bias. They also justified their attitude by 

describing that many women were promoted along the managerial chain. However, 

their perspective does not fully correspond with reality. The trend of improvement in 

the positioning of women in senior positions was perceived as groundbreaking, unlike 

in previous years, as addressing the demand for equality between women and men. 

Nevertheless, "the perceptions that ‘gender problems’ in management have been 

‘solved’ can potentially undermine its reason for being" (Broadbridge & Simpson, 
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2011, p. 478). In fact, the gender ratio in management positions is far from equal. 

Overall, managers' attitudes toward the promotion of women are deceptive, creating a 

misrepresentation and difficulty in the practical implementation of the policy. 

"I do not think there is discrimination... There is no doubt that the situation 

is getting better for the benefit of women. When I look at the past, there 

were only a few women in senior positions. However, [in the organization] 

it has undergone a revolution. There are many women in senior positions". 

(Male Manager) 

Women’s perspective on gender bias 

Women, like men, recognized the trend of change toward gender equality. However, 

unlike men, they were aware that this trend is an ongoing process, and that gender bias 

still exists. Corporate policy in this area was still in its infancy and, therefore, far from 

having achieved an egalitarian model. Objectively, there is a gap between the number 

of men and women in senior management and the chain of management and, 

subjectively, perception gaps between these two groups. While men look at the glass 

half full, women see the glass half empty based on a realistic perception that the road 

to equality is still long. In other words, there is a barrier to workplace promotion, which 

is known as the “glass ceiling” (Coron, 2020), which is easily recognized by women 

and ignored by men. 

"There are women who work more than men, but they have no chance. If I 

were a man, I would have reached a higher career position long ago 

according to my current work achievements. In addition, I do not see how 

it can be solved. ..There are many people who say that this problem is very 

important – but it is just words, they do nothing to change the situation, 
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nothing, zero. Only men. They want there to only be men". (Female- 

Manager). 

"The senior management of [the organization] does not include many 

women. Only 10 percent are women. Why is it happening? It is not that 

there are not good enough women, they just do not make it there. They do 

not get there, they stop somewhere... there is no equality here". (Female- 

Employee). 

Gendered-biased organizational culture 

Masculine culture 

The interviewees, both managers and employees, identified organizational culture as 

one of the organizational barriers that influence women's career trajectories. Whereas 

the masculine culture is interwoven with the corporate culture, public service 

commitment to equal opportunity is not achieved. Therefore, equal opportunity 

regulations as part of women-friendly policies do not truly manage to defend or 

contribute to women’s promotion toward top management, and the lack of change in 

the managerial and organizational culture is recognized as a barrier. Masculine culture 

is seen as an obstacle that prevents women from being promoted to senior management 

positions. 

"I think the improvement should come mainly in the corporate culture. 

There is nothing formal, legal, procedural, or any formal element that 

prevents women today from advancing in our organization... I do not think 

there is a difference between a woman and a man. Both can access 

tenders. However, the percentage of women [in management positions] is 

very low. Why? Because the organization is masculine". (Male-Manager) 
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"What is most needed is to change the culture of the organization. Change 

the attitude toward women and their career. Give women more options for 

promotion and developing their skills." (Female- Manage) 

The consensus among the managerial echelon and employees regarding values is 

that there is a strong organizational culture (Schall, 1983). Both managers and 

employees noted serviceability, security and professionalism as key values identified 

with the organization. While the values 'serviceability' and 'professionalism' were 

neutral in terms of their impact on women's careers, the organizational value 'security' 

was painted in shades of gender. Security as a core value affects the perception of the 

organization as a whole as masculine. This value becomes an integral part of the 

masculine culture (Antonova, 2002). Namely, this value, which is characterized by 

some of the organizational departments and certain jobholders as masculine, constitutes 

a barrier for women. As such, this value has an impact on women's ability to be 

promoted to senior management positions. 

"I think that at the base of the pyramid, for example, in more junior jobs, 

there are more women than men. However, as we move up in the 

managerial ranks, there are fewer and fewer women taking on roles. In my 

opinion, this is happening because of the hierarchical structure that is 

more focused on security and safety. There is a greater tendency to assign 

security and safety management positions to men who have left the military 

system and it is easier for them to advance in management roles". (Female-

Manger) 
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Masculine managerial culture 

Organizational culture, in general, and managerial culture, specifically, are reflected 

by their gendered nature. They described managerial culture as more prone to 

masculinity. Concerning this, when the top management and the management chain are 

composed mainly of men, a masculine organizational culture takes root. The managerial 

subculture is gendered in terms of both the numbers and status of women in 

organizations (Davidson & Cooper, 1992) and in management. The leader as a key 

influencer can be seen as belonging to the culture-as-variable paradigm, where the 

leader and culture are positioned in a cause-and-effect relationship (Schein, 1983). 

"There is a hegemony of men in the top management, and they do not allow 

women to go there. They do not literally say that they do not accept women, 

they do in unconsciously. In addition, this unconscious attitude is a real 

problem because you can’t fix something if you do not realize it." (Female- 

Manager) 

Masculine roles and departments 

One of the reasons for male hegemony in the management chain, especially in 

the senior ranks, stemmed from organizational barriers such as roles and departments 

that were perceived as masculine. Cultures often reproduce societal gender symbolism 

attached to positions and types of jobs, such as technical jobs and tasks that call for 

physical strength and are constructed as masculine (Bruni & Gherardi, 2002). The 

dichotomous division between male and female roles and professions constitutes a 

barrier to women’s promotion. Put differently, this masculine attitude results in fewer 

opportunities for women to be promoted or recruited to certain positions compared to 

men and to the underrepresentation of women in upper managerial levels. 
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"In the professional field (in the field of engineers, urban planners, etc.) 

there are more men than women. However, in the planning department, 

most of them are women. There are four women urban planners and only 

one man. However, in the buildings and infrastructure division, there are 

more men, and there is only one woman. There are only men in the paving 

division. Because it is mostly work outdoors, in the sun, on tracks and so 

on. Although there are women who do this work, they are very few. In the 

field of electromechanical systems, it is usually men. Because it is 

machines and everything related to it... Naturally, most of the secretaries 

are women. However, our secretaries are also assisting the head of the 

division". (Male-Manager) 

The impact of organizational politics on women’s promotions 

Gendered political decision-making 

Interviewees describe the organization as having a political character, in general, 

and gendered political decision-making, specifically that lowers the possibility of 

women being promoted to management positions. Recruitment and selection of 

employees and managers in the public service is a formal and well-structured process 

that is made through internal and/or external recruitment tenders and an appointments 

committee that examines the suitability of specific candidates for proposed positions. 

Although promotion is formal and regulation-based, it appears that political behavior 

seems to be involved in this process, leading to undesirable results for female 

candidates. These political habits often prevail over formal procedures. While these 

informal and unofficial patterns in managers’ political behavior may be considered 

dysfunctional for some organizational members, it plays out as functional and 
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beneficial to those who use it (Kidron & Vinarski-Peretz, 2018). Vigoda and Cohen 

(2002) found that individuals who successfully engaged in political behavior also had 

fewer negative perceptions of organizational politics, which may explain why women 

who do not engage in political behavior have negative perceptions of this practice. 

"Sometimes it is hard for me with politics and with political corruption. I 

mean with the stinking politics... Two weeks ago, I was a candidate [for 

the job] and I had the best fit for the job in terms of experience compared 

to the other candidates. I did not get it because of a political war. There 

was someone who decided I would not get it [and he] told me afterward 

that he owed me and that he would take care of me for a better job. If they 

were working according to the law I would have accepted that (i.e., the 

job)". (Female-Manger) 

"This is a very complex subject... unfortunately, not always someone who 

is good is also promoted according to his skills... Given this, we are 

entering a political issue... There are many politics here unfortunately. 

However, fighting it is like fighting the wind". (Male-Manger) 

Mens' social networking 

Alongside the formal processes, there are informal political processes that 

decrease the chance of, or even prevent, women’s promotion. Managers and employees 

(women mainly) stated that one of the important factors for promotion is networking 

with managers. Networks are defined as a set of nodes and the set of ties representing 

some relationship, or lack of relationship, between the nodes (Brass et al., 2004, p. 975). 

One of the most frequent political behavior categories is ‘build and use relationships’ 

(Landells et al., 2017). In the public service sector, managers perceive that managerial 
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appointees based on favoritism or networking rather than on professional skills are 

legitimate, even if others in the organization are harmed by its results (Kidron & 

Vinarski-Peretz, 2018). Therefore, it is not surprising that managers promote those 

close to them, regardless of their appropriate skills and abilities. In this regard, women 

who were not in the circles close to these managers were not promoted to the desired 

positions or were not even encouraged to apply for management positions. 

"You constantly feel this tension between the fact that you expect the 

manager to make a practical and professional decision but also a fair one. 

Many times, there is no fairness here because of personal interests. If we 

are talking about the promotion of women, when a manager will have to 

choose between a man and a woman, but the man is necessarily a friend 

of another man or another manager tells him, 'I want you to promote my 

employee' [it will have an effect]." (Female-Manger) 

 

Discussion & Conclusion 

The ongoing global debate regarding gender equality continues to exist. Despite 

years of discussions about the alleged progress in equality, there is mounting evidence 

of the barriers to implementing gender equality policies. In this work, we utilized the 

thematic analysis methodology, while the themes were used as key characters in the 

story we are telling about the data (Clarke & Braun, 2018) to capture the story behind 

the research question: "What are the main perceived barriers which prevent the 

successful implementation of gender equality policy in the public service sector?" 

We suggest a novel mapping framework that captures both individual- and 

organizational-level dimensional factors, which we found serve as barriers in gender 



17 

 

equality policy implementation. As the GEPP model shows, the context in which the 

policy process unfolds can affect how policy implementation practice occurs (Mazur & 

Engeli, 2020). The model components are synchronized with each other, such that a 

change in one component (i.e., barrier) may weaken or strengthen the other barriers 

(Figure 1). To capture this conceptualization, we developed three propositions 

regarding the preaction required from organizations for gender equality policy 

implementation. The design propositions are not the complete solution for the given 

problem; however, they are an input for the design of the specific solution (Denyer et 

al., 2008).  

First, we found evidence for gender-biased organizational culture. The 

organization under study is a statutory body that has undergone a process of rapid 

development and growth in recent years. Despite the fact that this organization adopted 

NPM business techniques and values (DeLeon & Denhardt, 2000), the dominant 

organizational culture lagged behind. Thus, the NMP model has created transactional 

public service organizations with a stereotypical masculine management style (Miller, 

2009). 
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There is a general recognition in the literature that an organization’s 

professional environment may provide an atmosphere of acceptance and appreciation 

for some individuals while at the same time making others feel they are being 

marginalized or not taken seriously (Antonova, 2002). As a result, the professional 

public service setting is a delicate environment due to the key role stakeholders play 

within the public service organization (Chalutz Ben-Gal et al., 2015). Our findings 

suggest that a masculine culture is rooted in various aspects of daily organizational life. 

For example, organizational values, which influence a masculine managerial culture, 

result in masculine roles embedded in masculine departments. Since organizational 

culture is one of the cornerstones of any organization, it is not surprising that it 

constitutes a significant barrier to the implementation of gender equality policy. The 

'code of conduct' in masculine cultures that are familiar to men could be completely 
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alien to women and, thus, be considered a women’s career barrier (Jandeska & Kraimer, 

2005). As long as organizational culture does not assimilate beliefs, values and norms 

of equality in general and gender equality in particular, the implementation of equality 

policy may hit a stone wall. Culture can lead to a set of relevant practices, policies and 

procedures that will be applied by organizational members. Based on cultural 

assumptions, certain sets of practices and procedures should be adopted in concordance 

with organizational goals (Ostroff et al., 2003). 

 

Proposition 1: Changing the cultural milieu for a more egalitarian organizational 

culture or woman-friendly culture may facilitate the implementation of a gender 

equality policy. 

 

Second, previous studies found that organizational politics are perceived as self-

serving behavior by employees to achieve self-interests and benefits at the expense of 

others and sometimes contrary to the interests of the entire organization or work unit 

(Dipboye and Foster, 2002; Vigoda-Gadot, 2003). Organizational politics have an 

impact on career progression that can be perceived as functional or dysfunctional, 

depending on how it has influenced key stakeholders (Landells et al., 2017), as seen in 

this study. Political patterns of behavior, which characterize some of the organizations 

in the public service sector, also permeate decision-making on women’s promotion 

(Grandey et al., 2020). 

Understanding organizational politics is a source of power. While male-

dominated networks offer members advice, information, and friendship, women often 

are excluded from those networks that provide resources for career advancement 

(O'Neil et al., 2011). Given that men use political tactics in promotion processes for 
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management roles to circumvent the formal system, women, in many cases, may refrain 

from taking part in the political game. In this case, political engagement by managerial 

appointees causes women's careers to stall, generating negative perceptions of 

organizational politics (Landells et al., 2017). Framing gender equality policy through 

a focus on technical and administrative aspects may shrink the space for politicizing 

gender (Walby, 2005). 

 

Proposition 2: While the organizational context of gender equality policy 

implementation is characterized by the political nature of the organization and 

its actors, the organization needs to produce more 'neutral mechanisms' that may 

assist in gender-bias-free behaviors and their treatment. 

 

Finally, in the organizational discourse on gender equality, the differences 

between women and men accentuate how gender equality policy implementation may 

be a challenge. Kurt Lewin (1936) argued that people respond to their perceptions of 

reality, not to reality itself. Grounded in this line of reasoning, the implementation of 

gender equality policies is sometimes difficult and depends largely on the goodwill of 

managers (Woodhams & Lupton, 2006). These differences in the perception of policy 

implementation illustrate that as long as senior management consists primarily of male 

executives, the implementation of equality policy is difficult to achieve. Gender is an 

ongoing and persistent source of inequality, where gendered effects are increasingly 

concealed and denied (Broadbridge & Simpson, 2011). Even when managers are 

committed to implementing gender equality, they may lack the necessary expertise and 

resources (Williamson et al., 2019). Given this, denying the inequality between women 

and men in management positions by policy-makers and creating the illusion that 
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gender equality policy has received recognition and has been implemented may delay 

the actual policy implementation. However, by introducing more “female” work 

cultures, managers may be more effective in coping with individual female-specific 

barriers (Grandey et al., 2020) and may be successful in reducing gender differences, 

an important step toward gender equality policy implementation in many organizations. 

 

Proposition 3: Acknowledging that the male-dominant formative context of 

organizations is the main anchor, a change in the gender perspective of 

individuals and organizational discourse may open the door for women's 

progression in organizations. 

 

Practical implications 

Our findings are relevant to management scholars and practitioners, in 

particular to leadership across disciplines, organizations and government policy 

domains. In line with the study’s results, the recommended organizational changes 

should address both the identified individual and organizational barriers. 

First, in line with Proposition 1, we believe that promoting a gender-equal 

organizational culture would assist organizations in overcoming organizational 

barriers. These cultures have the foundations of supporting values to promote equality 

in the workplace (e.g., cohesion, morale, employee training). The culture should be 

communicated via employee training. To ensure ongoing implementation, we propose 

that compensation systems be aligned with the desired values (Tomczyk, Lee, & 

Winslow, 2013). 

Second, in line with Proposition 2, the key issue is that the negative 

consequences of organizational politics call for leaders of organizations today to be able 



22 

 

to understand their influence on gender equality policy implementation. Although 

organizational politics is an integral component of organizational life and culture, when 

it weakens the achievement of organizational goals, more control is needed. In this 

sense, we encourage organizations to execute company-wide plans, providing key 

managerial tools that focus on a firm’s culture and politics to assist in the promotion of 

a gender-equal environment.  

Third, in line with Proposition 3, it is essential that organizations transform their 

gender perspectives of individuals and employees alike by providing true opportunities 

for women to progress in organizations. Assessing managers based on their 

implementation of the gender equality policy will probably motivate them to make 

more of an effort and to consider this issue important (Coron, 2020). For example, top 

organizational teams should be composed of a substantial percentage of female 

managers, relying on organizational policies that regulate this. The same regulations 

should apply to female board members Kowalewska, 2021). Integrating the policy 

process of gender equality with other processes in the organization may help actors in 

the policy-making process understand this challenge (Andersson et al., 2018). That is, 

the implementation of gender equality programs should be an organizational priority. 

 

Limitations & Future Research 

Despite the important findings that emerge from this study, it has some 

limitations, which require acknowledgment but, simultaneously, provide avenues for 

future research. The key limitation is that a single organization in the public service 

sector in Israel, the second largest public service organization, was studied. Thus, our 

findings should be generalized with context specificity in mind, although they indicate 

a phenomenon that may be present in other public service organizations specifically 
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and in organizations more generally. Therefore, it opens the door to conduct similar 

studies in other organizations, as well as in other states, to gain additional insights into 

this topic. Moreover, as qualitative methodologies, narrative and discourse analysis 

cannot provide definitive answers, care must be taken when drawing conclusions. 

Undoubtedly, additional research is required from various organizations and sectors to 

confirm our findings and to expand knowledge in the field. Following this, qualitative 

research is appropriate as an exploratory study, but in more advanced stages of research 

on this topic, quantitative research is required. Finally, the study was conducted in the 

specific contextual and cultural setting of the second largest Israeli public service 

organization. According to Hofstede, Israel is neither a clear masculine nor feminine 

society (https://www.hofstede-insights.com/country/israel). However, some elements 

point at features that are more masculine (e.g., performance is highly valued; managers 

are expected to be decisive and assertive). Harel and Tzafrir (1999) suggest that the 

Israeli environment provides researchers and practitioners a convenient and diverse 

laboratory to study managerial practices, as much as it is a Madurodam (microcosm) 

for developed countries in Western Europe and North America. Since it is not clear to 

what extent the results may be replicated in various cultural contexts, to validate the 

findings of this study, additional studies in other countries are needed. 
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