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Abstract

1.Purpose
This paper explores the barriers facing senior female managers enacting globally mobile careers. Previous research suggests that women have faced a glass ceiling in terms of promotion to senior levels (Adler, 1979; Lineham & Scullion, 2001 and others) and in an international context that a second glass ceiling exists with respect to being selected for international assignments (Insch, McIntyre and Napier, 2008). However, findings from this study suggest that even when women succeed in breaking through these two glass ceilings, there are other multiple, glass ceilings facing them; some of which are internally and others externally constructed and maintained. The key question addressed by this article is how HR specialists can facilitate these senior female managers in navigating through such barriers. 
2. Research Approach
This social constructionist study draws on sixteen in-depth interviews with senior, women within a large, multinational case organisation.
3. Findings 
Preliminary findings show the existence of multiple, glass ceilings for women seeking to pursue an international career. Some of these are externally constructed, such as; bias in selection for global mobility opportunities; gendered attitudes to careers; politicking and collusion amongst male managers; lack of support for career breaks and flexible working; limited recognition of personal safety issues for women in international careers; problems with social isolation and continuing gendered pay issues creating difficulties in affording a male, trailing spouse or childcare. However, women also experience a self-imposed, internally constructed glass ceiling created by identity conflict caused by the multiple non-work roles they adopt (for example; wife, mother etc.). This creates a challenge for HR professionals in facilitating the international careers of senior, female mangers. 
4. Research limitations/implications 
Whilst this is a small scale study based on 16 interviews, it nevertheless contributes to the literature in both the fields of career management and women’s studies. A central argument presented is that given the need to encourage women into international careers to fill the talent gap, equality, diversity and inclusion must be at the heart of HR policies. HR specialists therefore must seek to deconstruct externally imposed glass ceilings through equal opportunities training and fairly designed and administered global mobility policies and practices. Furthermore, they must facilitate women in reconciling their identity conflicts by encouraging them to share stories to make sense of their global mobility choices. 

5. Originality/value of the paper 
Much of the careers literature is concerned with the experience of expatriate managers, there is little written about the other forms of global mobility, therefore this paper addresses a gap in this area. Research in the field has emphasised the existence of a single or dual glass ceiling facing female managers, this study is unique in that it identifies multiple externally and internally constructed glass ceilings that women face in enacting their globally mobile careers. 
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Introduction
The increased movement of people around the globe is reflected in the workplace and attitudes to notions of career (Storey, 2000 cited in Arnold & Cohen, 2008) encapsulated in  Arthur and Rousseau’s (1996) notion of the ‘boundaryless career’.  However, the counter-argument holds that the career world contains limited options and may have significant constraints (King, Burke and Pemberton, 2005;  Inkson, 2006) with new and different boundaries to negotiate, for example timescales, life-cycle stages and different geographies (Gunz, Evans and Jalland, 2000). And, whilst acknowledging that the boundaries may have become increasingly permeable and transcendable, when crossed they do not disappear, thus Inkson (2006) argues for the notion of a boundary-crossing not boundary-less career
Much of the research in the field focuses on expatriation (either male or female), however recently there have been calls to expand this work into other forms of ‘global work experience’ (Shaffer, Kraimer, Chen and Bolino, 2012). This study is unique in that it includes women who engage in numerous forms of global mobility as defined by Dickmann and Baruch (2011); flexpatriates (short-term assignees who return to their home country after completing a short assignment which may only be days in duration), inpatriates (those temporarily transferred to corporate headquarters for development purposes), short term assignees (who complete projects that range from 3 months to 1 year in duration), ‘globetrotters’ (individuals who engage in frequent business travel) and cross-border commuters and ‘virtual global employees’ (individuals who operate as part of a multinational team from an office and/or home base).
This study focuses on the barriers which even very senior female managers face in pursuing a globally mobile career; some of which are self-imposed whereas others are externally constructed and maintained. This leads to the conclusion that there is no single glass ceiling for women to break through, but rather mutiple layers of glass, in short, a layered glass ceiling. 

Willingness to be Mobile: External Constraints
In addition to the growth in voluntary labour movements, there has been an increase in the size of the so-called ‘traditional’ expatriate population where individuals engaged in international assignments with a typical duration of 3-5 years are accompanied by his/her family (Dickmann and Baruch, 2011). This has included a rise in the numbers of female expatriates with the trend predicted to continue. However, the percentages remain small overall with women comprising between 10-15% of expatriates within North and Latin America, Asia-Pacific and Europe (Harrison and Michailova, 2012). 

The external factors that have impacted on the levels of globally mobile females include; a lack of dual-career support, a shortage of female mentors and  access to networks for women (Lineham and Scullion, 2006), the nature of the supervisor-subordinate exchange with male supervisors more likely to select other males for international assignments due to prejudice and gender stereotyping (Varma, Stroh and Scmitt (2002).  Thus a key reason for lower numbers of female expatriates has been attributed to a male-imposed glass ceiling for female expatriates  (Lineham and Scullion, 2012; Shaffer, Kraimer, Chen and Bolino, 2012). Indeed as Insch, MacIntyre and Napier (2008) assert, women who succeed in breaking through the first glass barrier into senior management are then faced with a second pane of glass; an expatriate glass ceiling that prevents them from being chosen for foreign assignments. However, there are other self-imposed constraints that inhibit women in globally mobile careers as discussed in the following section.
Willingness to be Mobile: Internal Constraints
The extent to which lower female numbers can be attributed to a lack of willingness to undertake such assignments is by no means clear. Van der Velde, Bossink and Jansen (2002) conclude that there are gender differences with respect to willingness to expatriate or to become a trailing spouse, with women attaching more importance to their parental roles than men. Cross and Lineham (2006) suggest that women impose a glass ceiling on themselves as they evaluate the costs and benefits of globally mobile career moves with the deciding factor not whether or not they can do the job on offer, but about the impact taking that role will have on their work-life balance. Thus, it is argued in this paper, identity can operate as either a catayst to break through glass ceilings or as a constraint for women in pursuing an international career. 
Sveningsson and Alvesson (2003) argue, the concept of identity is central to all aspects of human behaviour and decision making as identity is not only formed by these interactions, it shapes the ways in which the interactions are managed by the individual. Engaging in identity work; ‘which describes the ongoing mental activity that an individual undertakes in constructing an understanding of the self that is coherent, distinct and positively valued’ (Alvesson, Ashcroft & Thomas, 2008:15). 
Undertaking an international assignment  invokes a change in identity as the individual engages with their new environment (Hartl, 2004) and the same is true, it is argued, for all forms of global mobility (Kirk, 2010). For women, it is posited; “Feminine identity positions function mostly as a constraint to change” (LaPointe, 2012:10). This is because of the multiplicity of roles that some women, particularly those with dependents, have to struggle to reconcile; as a mother; a wife; a senior manager etc. 
The result is a gendered struggle over what work and life should be as individuals shift between the different definitions of self  making up their core identity in order to work out what the implications of any situation/event are (Weick, 1995). As such identity work is highly social and on-going, it is facilitated by the the listening to and telling of stories (Watson, 2008). Glanz’s (2003) exploration of the telling of stories amongst expatriates concludes that opportunities for such exchanges are  central to the way in which individuals enact global mobility choices. Therefore, for women in particular as they experience on-going identity struggles, opportunities to understand the implications of their global mobility choices for both their personal and their work lives are vital.
However, even for those women who break through both layers of the glass ceiling,  they face another challenge as they face on-going discrimination and politicking of senior male colleagues seeking to exclude them from strategic decision making whilst they are engaged in international travel or overseas on assignment. Thus an image emerges of a multi-layered glass ceiling imposed and enforced through gender bias by men and the another established and maintained by women themselves in seeking to reconcile identity struggles. Findings from this study therefore suggest that the metaphor of a single ‘glass ceiling’ is insufficient to explain gender discrimination and inequality within female global careers. The notion of a multi-layered, glass ceiling is proposed where even when women succeed in shattering one layer, then are faced with further layers; some internally and others externally constructed.
Methodology 
This study was approached from the view that the world is to some extent socially constructed (through language, symbols etc.) but that there is a reality that exists outside of discourse, albeit that it is perceived differently by individuals depending on their backgrounds, culture etc.( Liebrucks, 2001).Thus this study was designed to explore the perceptions of the barriers to pursuing a globally mobile career for senior, female managers within a large multinational organisation.

This qualitative study was exploratory in nature and designed to examine the factors that  impact on female managers’ ability to successfully pursue a career that involves international mobility. The scope of this research, unlike other studies in the field, is not confined to considering expatriation but, as discussed previously includes a wide range number of forms of mobility.  Theoretical sampling  (Huberman and Miles, 2002) was used to purposively select particular individuals who served to illustrate differing examples of the concepts in the study, i.e. those faced with global mobility choices operating in different cultures and contexts across the case organisation. Whilst theoretical sampling is undoubtedly an on-going process; the question nevertheless arises as to when to stop. Thus this research study was approached from the perspective vaunted by Charmaz, namely; to ‘grapple’ with the data until no further new theoretical insights emerged. 

A total of 16 interviews were conducted, with the sample selected being representative of the target population in terms of age, gender, ethnicity, length of service etc. A combination of in-depth, semi-structured face-to-face and telephone interviews by the author was carried out between April 2008 and February 2009. 11 of the interviews were carried out face-to-face in the head offices of the case organisation in America and the remaining interviews had to be undertaken by telephone due to the challenges presented by both the global mobility of the participants and the geographic locations in which they were based. 
The duration of the interviews varied as might be expected in open, exploratory studies of this nature. The length depended on how many different forms of mobility the individual participant had experience of, thus interviews ranged from an hour’s duration up to 2 1/2 hours in length. The table below shows the sample profile. Pseudonyms have been used to protect participants’ privacy.

Table 1: Sample Profile

	Job Title & Pseudonym
	Location
	Form(s) of Mobility 
	Age 
	Dependents

	Head of Leadership & Talent Management
Sarah Blest
	US
	Domestic moves & business travel
	48 years
	Children

	Human Resource Manager
Jean Williams
	US
	Business travel
	56 years
	Grandchildren

	Global Diversity & Inclusion Mgr
Katie Singer
	US
	Business travel
	38
	Parents

	Director 
Nina Shelton
	US
	Business travel
	49 years
	Children

	Head of Human Resources 
Rita Rogers
	US
	Business travel
	44 years
	Children & parents

	Global Mobility Specialist
Hayley Smith
	UK


	Business travel
	35 years
	Children

	Lead Human Resources
Stina Howitt
	UK
	1st time expatriate
	56 years
	No longer

	Project Manager
Geraldine Gill
	US
	All forms
	47 years
	Children

	Regional Director
Jean Morpeth
	US


	Domestic moves & business travel
	49 years
	Children

	Global Leadership Talent Manager 
Lucy Wray
	Belgium


	All forms
	46 years 
	Children & trailing spouse

	Vice President
Mary Stevens
	US
	All forms
	55 years
	Children & trailing spouse

	Vice President
Ria Leverment
	US
	Business Travel
	54 years
	Grandchildren

	Global Mobility Manager 

Stephanie Bell
	Belgium


	Expatriate
	46 years
	None

	Vice President 
Diane Neil
	US
	Business travel
	44 years
	Children

	Global Diversity & Inclusion Mgr
Tina Green
	US


	Business travel
	45 years
	Children & parents

	Business Unit Manager
Irene Child
	Switzerland
	All forms
	36 years
	No – trailing spouse


The interviews were taped and transcribed. A pragmatic and iterative approach (as per Mounce, 2002) to the analysis  was adopted as preliminary codes and themes were identified and then re-focused as comparisons across transcripts highlighted similarities and differences in participants’ global mobility experiences. Frequency of recurring themes and observations from transcripts were recorded in order to give an indication of the strength of shared feeling, however the focus was also on the discourses and narratives told by participants which offered thick description (Geertz, 1973) reflecting details of the culture(s) in which these individuals work. The key finding that emerged from the stories told by female participants was that they faced not one, but several glass ceilings in pursuit of their globally mobile careers; some internally and others externally imposed.

Findings
Evidence from interviews shows there are a number of externally constructed and maintained glass ceilings that impact on a female manager’s pursuit of a successful international career. The first of these relates to corporate selection (Adler, 1979) for international assignments.

Bias in Selection
Participants in this study reported instances of male stereotyping and prejudice in the selection of women for global mobility opportunities as noted by Lineham and Scullion (2001). Irene Child, a business unit manager who is very keen to be globally mobile complained that she has not been selected; 
“Yeah, you know, I don’t have a mobility issue [laughs].  So the only thing is that it’s funny that they have a problem with some but you know there are some people who have no problem and then they don’t move us”.
This assumption that women are unwilling to expatriate is only part of this issues. It is also about the beliefs entrenched in the culture and reflected in attitudes to both male and female careers.

Gendered Career Paths 
Irene explained that senior male managers also have a fixed view of male careers too;

“But for me I think the main difficulty is the prejudice that male senior leaders have in thinking that the [male]spouse will not follow”.
The idea that the male career is always the dominant one was echoed in some of the stories women told of how the established culture within the case organisation is one where a female trailing spouse has endured;

“Well many men within [case organisation] have stay at home wives that have relocated with them multiples times, and they work for men that have stay at home wives that have relocated multiple times.” (Rita Rogers, Head HR)

Traditional gendered attitudes to career within organisations can result in, as Insch et al (2008:20) assert; “overt or unintended gender bias inherent in their cultures and international

employment practices”. It can also be reflected in the levels of networking and political tactics engaged in, particularly by men seeking to further secure their positions.

The Wolf Pack 

Lineham (2001:828) commented on the need; “to break down male organisational cultures” which, she argues; “perpetuate the “old boy ghetto syndrome”.  This idea of an ‘old boy network’ was commented on by a very mobile female manager who noted how longer-serving senior male managers have formed cabals (Burns, 1955) to defend their positions. The formation of such networks, she explained makes it harder for women to be mobile than for men as male colleagues collude via their networking activities to tacitly undermine the women’s position by ensuring that important decisions are made when women are engaged in business travel. Similarly, if the female managers accept international assignments away from the corporate hubs then they find that important strategic decisions have been made in their absence;

“they still…..they have these men clubs, you know, I call them the wolf pack sometimes [laughs], but it’s true you know, it really is. And so they look after each other.” 

(Mary Stevens, Vice President)
Mann (1995) argues that it is easier for men to acquire and exercise power in organisations because women are less keen to engage in such “politicking and power-mongering.” Mary’s view is reflective of this stance in her assertion that women need to be ‘heavy networkers’ to overcome this problem. However, the need to be continually networking does present obstacles for women if they choose to take a career break.

Career Breaks & Commitment
Participants in the study noted that if a woman decides to take a career break or to decline a global mobility opportunity due to family reasons then assumptions are made about her commitment to her career as the following quote shows;
“When I was pregnant and you know, people knew, it was funny people coming up because of my mature age they were saying, oh I thought you never wanted kids, I thought you were a real career women.” (Lucy Wray, Global Leadership Talent Manager)

In addition to the need to discourage discrimination in attitudes to women in general terms, all HR policies and practices need to be re-assessed with a view to overcoming gender bias and promoting equality of opportunity. This is particularly pertinent with  regard to issues of both physical and psychological safety in an international context as well as with regard to equal value issues in reward. 

Safety 
For women travelling, often unaccompanied, to foreign destinations there are potential problems with discrimination and harrassment. A number of female participants described how they feared for their personal safety when travelling on business as Stina Howitt, HR manager explained;

“Number one is usually safety.  So I’ve been in some situations where I’ve felt extremely uncomfortable.  Personal safety.  Because the expectation of  [the case organisation] is that you’re independent and able to turn up where you need to when you need to no matter what time of day or location. “
This lack of concern to ensure that policies and system support female global careerists is reflected in nequitable policies in terms of travel expenditure, for instance as Stina commented;

“[the case organisation] will pay for drinks at the bar but they don’t pay for a movie for a women for example in a room situation where she doesn’t want to go out.”
This was linked to a number of comments made by participants about social isolation as due to fear of harrassment they remain in their hotel rooms during the evening when away from home whilst their male colleagues partake of what one manager called ‘the bar culture’ attending football matches with other male business colleagues. This raises a further glass ‘partition’ for women as they are prevented from networking effectively to acquire career capital (Dickmann and Doherty, 2008). The final external glass barrier is one which has been commented on for a number of years; that of inequitable compensation (Davidson & Cooper, 1992; Adams & Funk, 2012).
Gendered Pay 
Issues of renumeration were raised by a number of participants who perceived that a glass ceiling still exists in terms of a gender pay gap;
“There’s an interesting comment, we were having a discussion about this in Europe last week, that it may well be that men at the same level are being paid more and are therefore able to afford a trailing wife, whereas women who may be in the same salary band are paid at a lower level and therefore unable to afford it.” (Stina Howitt, HR Manager)
Evidence presented here clearly demonstrates the existence of externally constructed and maintained glass ceilings for senior, female globally mobile managers. However, there are also internally imposed glass ceilings too.

Multiple Roles & Identities
Drawing on the work of Adler (1979), Cross and Lineham (2006) assert that in addition to an

externally constructed and imposed glass ceiling,  women face another self-imposed glass

ceiling in their working lives. This barrier is related to the priority they attach to their caring

role and the need to balance there personal lives and their careers. For some women, it is

argued, these non-work identities (such as mother, daughter etc.) are an imbedded source of 

identity (Kohonen, 2005) as Nina Shelton, a director explained;

“I believe women are…I’m sorry, but what’s most important to many of us as women is our children”.
Even for those women without children, there are other roles and identities which they need to balance, as Katie Singer, a Global Diversity and Inclusion manager explained;
“I mean for instance right now technically you’d think I would be able to, you know, single with no children.  Yeah, move around, right.  Plus I’m global, I’m interested, but, you know, I’ve got other considerations right now in my life stage with my parents and whatnot, so it doesn’t make sense for me right now.  I’ve given everything to my career, I’m 38 years old, I need to stay in a place because frankly I’d like to have a relationship, you know, and right now I can’t and I’ve given everything to my profession but I need to step back from that”.

Thus, as Alvesson et al (2008) assert there are mutiple external or ‘extra-organisational forces’ (such as family commitments, partner’s career demands etc.) that exert an influence on identity work. In the dynamic, globally mobile context in which the women in the case organisation operate, it is argued that identity work  is, as Musson and Duberley (2006:147) posit; ‘an on-going cycle’ as they seek to obtain a ‘fit’ between their different identities and their personal and career-related choices. 
Lucy Wray, a Global Leadership Talent Manager explains how her husband is much less mobile in his career than her, describing him as ‘the stay at home parent.’ This clearly causes Lucy identity issues as she recounts an occasion when her husband’s work took him abroad and how her young son said he didn’t like his father travelling and how he missed him. Lucy wryly says when she asked him if he missed her when she was away, he said no. In attempting to make sense of her roles as mother and talented leader, she says the answer made her “glad and not glad.” 

Hoang and Yeoh (2012) assert that masculinity identities are plural and competing, but this clearly applies to women too and can act as a self-imposed glass ceiling or barrier to global mobility (and thus, by association, to career progression. Thus for those female managers who are experiencing identity more support is needed in enabling them to make sense of the global mobility choices they might make. A number of participants in this study emphasised the value of stories in helping them enact their globally mobile careers, as Nina Shelton explains;

“And people can go out and find, you know, learn about different stories.  So there’s stuff like that. There are, you know, self… like what colour is my parachute stuff out on the web, what are my values and interests and skills and what does that equal.”

Nina Shelton (Director)

Sarah Blest described how she and others have been deterred from some global mobility opportunities because they perceive that asking questions about the implications of the role could be seen as evidence of a lack of commitment. Individuals in situations such as this give and receive support and guidance from each other through the process of storytelling;

“I also – I’m thinking about the couple of people who’ve shared stories with me about even interviewing for a role was because they felt that all these questions were taboo that they really needed to understand the commitment and the impact on their personal life.” 

Sarah Blest (Leadership & Talent Management)

In attempts to break through the externally and internally constructed glass ceilings that women face in enacting a globally mobile career, stories provide a means of sensemaking that assist in reconciling role and identity conflicts. 
Discussion

Early conclusions appear to indicate that there are multiple internally and externally constructed glass ceilings that impact on the global mobility choices of senior, female managers. Thus there is a need to ensure that equality, diversity and inclusion are at the heart of HR policies and practices and that the necessary support is available for both the global careerist and their family, where applicable, on an on-going basis not just during international assignments (Collings, Doherty, Luethy and Osborn, 2011).
In doing so, HR specialists must recognise that as non-work identities may be a source of embedded identity for women, there is the need to provide flexibility and family-friendly policies to accommodate these workers (Cross and Lineham, 2006; Mäkelä, Suutari and Mayerhofer, 2011)). Secondly, as women seek to reconcile the often competing needs of their different embedded identities, they are influenced by the experiences of others to whom they can relate. Thus, the use of story telling and narratives enables individuals to make sense of their global mobility choices. A key part of an HR professional’s role in a global context is to create opportunities either to exchange these stories either face-to-face or using technology in order to facilitate the process of sensemaking and identity construction as Glanz’s (2003) work on expatriates ‘storying’ via the Internet shows. 
As individuals are now engaging in a wider range of different forms of global mobility, it must be recognised that the types of support that they require will differ. Thus, as Shaffer et al. (2012) argue HR professionals need to take an active role in evaluating what form(s) of global mobility might suit different individuals at various life stages. This is particularly important for women who experience mutiple glass ceilings in their international careers. 

Contribution
As stated, much of the careers literature is concerned with the experience of expatriate managers, there is little written about the other forms of global mobility, therefore this paper  addresses a gap in this area. Research in the field has emphasised the existence of a single or dual glass ceiling facing female managers, this study is unique in that it identifies multiple externally and internally constructed glass ceilings that women face in enacting their globally mobile careers. 
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