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ABSTRACT Career advancement is important to retain employees. Workplace gender differences globally suggest
that there is inequality even in career growth. With South Africa’s long history of discrimination, career advancement
disparities are observed along racial and gender lines. The primary objective of this study was to investigate factors
affecting the career advancement of a group of South African women working for a selected manufacturing firm.
A quantitative research approach with questionnaires was adopted to gather the perceptions within the selected
firm, resulting in an eighty-five percent response rate. Data analysis through regression analysis and single factor
ANOVA tests showed that employment equity measures are yet to yield significant outcomes for these women in
the manufacturing sector. The results highlight the importance of pre-career choices on the career advancement
in the selected firm. Recommendations are that employers should consider incorporating sponsored formal tertiary
education, and provide mentoring and networking opportunities as options for its employees.
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INTRODUCTION

Career advancement refers to the upward pro-
gression in one’s career and contributes to em-
ployee satisfaction and retention at an organisa-
tion (Letchmiah and Thomas 2017; Louie 2014;
Rozman et al. 2017). McKay (2019) points out that
usually, an advanced career position demands
greater experience and higher education attain-
ment, and therefore career advancement comes
after additional education, training, and/or expe-
rience. When considering career advancement in
South Africa, women are under-represented in the
senior management levels of business. A mere
20.1 percent of top management positions in the
private and public sectors, combined are occu-
pied by women (Department of Labour 2017: 20).
Wittmann (2012) argues that post-apartheid South
Africa’s transformation process has made signif-
icant strides in achieving gender equality through
the introduction of legislation such as the Em-
ployment Equity Act 55 of 1998 that promotes the
inclusion of black people, women and the dis-
abled into the workplace. However, black women
continue to be marginalised along racial and gen-
der lines as business is an extension of society,

mirroring the complex power relations in South
African society that are reminiscent of the dis-
criminatory practices of apartheid South Africa.
Parashar (2014: 750) found that white women were
25 times more likely to occupy white-collar, male-
dominated positions than black women. This out-
come is attributed to a practice called labour queu-
ing, which is “the intentional or unconscious use
of sex and race as hiring screens by employers”.

The career advancement of black women in
South Africa’s manufacturing sector is negligi-
ble. This was clearly illustrated in the 16th Com-
mission for Employment Equity Annual report
2015-2016, which reported that black South Afri-
can women only occupied 2.1 percent of top man-
agement positions, 3.3 percent of senior manage-
ment positions, 6.2 percent for the professionally
qualified level and 10.0 percent for the skilled tech-
nical levels in manufacturing despite an econom-
ically active population (EAP) of 35.0 percent
(Department of Labour 2017: 12-28). Although sig-
nificant gains have been made in the enrolment
of a girl child from primary to tertiary education in
South Africa, these gains, in terms of female rep-
resentation, are yet to be seen at the management
level in the country (Statistics South Africa 2016:
6-9).

This paper seeks to identify reasons for the
gender gaps in one of the areas affecting gender
equality in economic participation and opportu-
nity index, namely, career advancement differenc-
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es. It aims to find the reasons behind the general
inequitable involvement of women in decision-
making structures in South Africa. This leads to
the following problem, which will be addressed in
this study, that is, what factors affect the career
advancement of black women in the selected man-
ufacturing firm in South Africa?

Objectives

The primary objective of this study was to
investigate the factors affecting the career ad-
vancement of South African black women em-
ployed by the selected manufacturing firm. To
achieve this objective the perspectives of black
women were petitioned and analysed.

Six hypotheses were formulated with regards
to factors affecting the career advancement of
black women employed by the selected firm.
These hypotheses were informed by literature and
categorised into self-driven factors and employ-
er-driven factors. The relevance of the hypothe-
ses will be tested at p-value with a 0.05 signifi-
cance level.

H1. Effect of self-driven factors on the ca-
reer advancement of black women.

H1.1 There is a relationship between pre-ca-
reer choices and the career advancement
of black women in the selected manufac-
turing firm.

H1.2 There is a relationship between career
capital and the career advancement of
black women in the selected manufac-
turing firm.

H1.3 There is a relationship between attitudes
towards gender discrimination and the

career advancement of black women in
the selected manufacturing firm.

H2. Effect of employer-driven factors on the
career advancement of black women

H2.1 There is a relationship between mentor-
ship opportunities and the career ad-
vancement of black women in the select-
ed manufacturing firm.

H2.2 There is a relationship between organi-
sational leadership and the career ad-
vancement of black women in the select-
ed manufacturing firm.

H2.3 There is a relationship between organi-
sational culture and the career advance-
ment of black women in the selected
manufacturing firm.

Literature Review

This study utilises career theories to argue
the factors affecting career advancement, as well
as the literature that addresses the global prob-
lem of gender inequality.

Career Theories

Career theories are very clear on the paramount
role of the individual in influencing career out-
comes, as well as the importance of the employer,
as it is within an enabling employment environ-
ment that career advancement is achieved.

Career Adaptability Theory

Bocciardi et al. (2017) promote the concept of
career adaptability as a predictor of career devel-

Self-driven career advancement factors:

H1.2 Career capital development

H1.3 Attitude towards gender discrimination

H2.1 Mentorship opportunities for black women

H2.2 Organisational leadership

H2.3 Organisational culture

Career advancement of black women employed by
the selected manufacturing firm in Gauteng

H1.1 Pre-career choices

Employer-driven career advancement factors:

Fig. 1. Proposed hypothetical model for career advancement of black women
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opment and career success. Career adaptability
relates to resources one draws on to cope with
new and unfamiliar challenges, complex assign-
ments or situations, and change such as new work
environments or roles. Adaptability resources are
grouped into four dimensions, namely, concern,
control, curiosity and confidence (Savickas and
Porfeli 2012). Referring to these adaptability re-
sources, Zacher (2015) suggests that concern,
control and curiosity produce aspirations and
build confidence that one can realise your goals.
Bocciardi et al. (2017) observed education to be a
predictor of career adaptability as a strong rela-
tionship was found between education and two
adaptability resources, namely, concern and curi-
osity. The career adaptability theory is signifi-
cant for the study, as it stresses the individual’s
independence in building career capital and find-
ing motivation from within.

Boundaryless Career Theory

Traditional careers are characterised by em-
ployment in one or a small number of firms cou-
pled with job security and linear upward mobility.
However, boundaryless careers are described in
opposition to traditional careers that are bound-
ed to progress through organisational hierarchies
(Kuron et al. 2016: 358). Defillippi and Arthur
(1994: 307) showed in their argument of how indi-
vidual competency accumulation is best served,
and define boundaryless careers as “sequences
of job opportunities that go beyond the bound-
aries of single employment settings.” According
to their research, career competencies are slit into
know-why, know-how and know-whom compe-
tencies. The boundaryless career theory is mean-
ingful in the context of this study, as it emphasis-
es the collaborative role of the individual and the
employer in order for effective career advancement
to be achieved. The know-why, know-how and
know-whom perspectives confirm that both the
employee and employer can provide motivators,
influence skills proficiency, and build the influen-
tial networks required to advance one’s career.

Factors Affecting the Career Advancement of
Women

From the career theories outlined above and a
literature review on career advancement factors,

it may be deduced that the factors affecting the
career advancement of women can be categor-
ised as self-driven and employer-driven factors
(Bocciardi et al. 2017; Hango 2013; Holton and
Dent 2016; Kuron et al. 2016; Schweitzer et al.
2011; Singh et al. 2009; Smith et al. 2012).

Self-driven Factors that Affect the Career
Advancement of Women

Pre-career Choices

Pre-career women (women completing tertia-
ry qualifications and entering the labour pipe-
line), have lower wage and promotion expecta-
tions than pre-career men (Ezzedeen et al. 2015).
Pre-career choices are also listed as contributing
to gender inequality, as education choices con-
tinue to be engendered, with women opting for
qualifications in social sciences and the arts while
men pursue business, science and engineering
studies (Schweitzer et al. 2011). Buse et al. (2013)
link pre-career choices to the social cognitive ca-
reer theory (SCCT). SCCT finds a causal relation-
ship between the environment and outcomes by
arguing that culture has a direct impact on the
career choices of women (Buse et al. 2013: 141).
SCCT further posits that gender role socialisa-
tion affects views of both males and females about
male- or female-dominated professions thereby
limiting career interests of both genders in such
engendered professions (Buse et al. 2013). Nau-
dé (2017) concurs, arguing that subjects such as
music, art, languages and home economics are
generally viewed as suitable for girls, whereas
science, maths and woodwork are believed to be
suitable for boys.

Career Capital Development

Singh et al. (2009) believe that career capital is
attained by having career competencies and rela-
tional competencies. Career competencies relate
to skills obtained in mastering one’s work through
education, training and challenging work assign-
ments. Relational competencies “reflect the abili-
ty to develop key relationships in the work envi-
ronment” (Singh et al. 2009: 57). Relational or so-
cial capital is important in order to benefit from
resources, career-enhancing opportunities and
information useful to one’s career mobility (An-
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sari 2016). It is therefore not surprising that ca-
reer capital leads to both objective and subjec-
tive career success, as it “contributes to an indi-
vidual’s tradable capital in that field” (Sutherland
et al. 2015: 2). Böhmer and Schinnenburg (2016)
advocate for an independent development of ca-
reer capital through the pursuit of boundaryless
and protean career concepts, the outcome of
which is value that is recognised both internally
and externally. A boundaryless careerist, through
education and adaptability, develops skills that al-
low an individual to be marketable across organi-
sations and disciplines (Böhmer and Schinnenburg
2016).

Attitude Towards Gender Discrimination

Smith et al. (2012: 3) refer to perceptions of
gender discrimination as glass ceiling beliefs,
suggesting, “glass ceiling beliefs may affect a
range of wellbeing and performance variables”.

Smith et al. (2012) argue that the psychologi-
cal disposition of women towards gender discrim-
ination, whether optimistic or pessimistic, affects
the subjective career success of women. It is im-
portant that women are resilient and persevere in
achieving their career goals in order to break the
glass ceiling. Holton and Dent (2016) describe
the glass ceiling as a state in which women in the
lower ranks of the organisation are unable to reach
senior roles in an organisation. Naudé (2017) sug-
gests that another aspect that could be affecting
women’s attitudes towards gender discrimination
in the workplace may be the conflict between the
promotion of gender equity and traditional and
religious beliefs that reinforce patriarchal views
and practices in society. The greater the pursuit
of career goals and development of career capital
the more aware women are of gender discrimina-
tion in the workplace and the more determined
they are to break through the glass ceiling.

Employer-driven Factors That Affect the
Career Advancement of Women

Mentorship Opportunities

Mentorship is viewed as critical to career ad-
vancement as it promotes career development
through training, challenging work assignments

and sponsorship (Scandura and Williams 2001).
Singh et al. (2009) positively linked mentorship
with career advancement expectations, promo-
tion predictions and staff retention. In addition,
the benefits of mentorship may enhance loyalty,
thereby binding individuals to organisations in
the long term (Böhmer and Schinnenburg 2016).
Ansari (2016) observed that women have less in-
fluential social networks than men, due largely to
the fact that there are fewer women than men in
the upper echelons of management. This also re-
sults in markedly less mentoring opportunities
for women. This view is echoed by Böhmer and
Schinnenburg (2016) who point to the fact that in
most western organisations employee competi-
tive behaviour is rewarded with either upward
mobility or sponsorship mobility (access to ca-
reer-enhancing opportunities through networks).

Organisational Leadership

Kim and Beehr (2017) believe that empowering
leadership embodies the qualities that are essen-
tial to develop followers’ abilities and confidence
to pursue career growth. The pursuit of gender
equality is not merely as a measure of women’s
standing in relation to men, but also as the means
to empower women with the necessary education,
skills and support to achieve career success. Coet-
zee (2017) suggests that South African organisa-
tions can retain female employees by paying at-
tention to how women are treated, especially treat-
ment from their line managers as this sets the tone
for how the rest of the organisation treat women.
In line with this view, Naudé (2017: 4-7) recom-
mends strategies that organisational leadership can
take, beyond compliance to legislative require-
ments, for inclusion of women in the workplace
and in leadership roles. For example, employees
must see top leadership living organisational val-
ues of inclusivity, fairness and non-discrimination
through business decisions, policies and conduct.

Organisational Culture

Valencia et al. (2010: 468) define organisation-
al culture as “values, beliefs and hidden assump-
tions that organisational members have in com-
mon”. The essence of organisational culture is
shared values, guiding acceptable behaviour with-
in organisations. Depending on the values the
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organisational culture fosters, its impact will be
reflected in the success or failure of the organisa-
tion. Holton and Dent (2016) affirm that top man-
agement commitment is essential in ensuring a
culture that values women in the workplace. Such
commitment is demonstrated in the existence of
women’s networks within the organisations, in
the human resource policies that ensure promo-
tion on merit, where men and women are equally
encouraged to pursue career growth and devel-
opment, as well as innovative talent management
practices that grow the talent pool of women with-
in the organisation.

METHODOLOGY

Research Approach

This study employed a quantitative research
approach as it seeks to find statistical associa-
tions and relationships between dependent vari-
ables (factors affecting career advancement) and
the independent variable (career advancement).
Factors affecting career advancement were iden-
tified from theoretical models (career theories),
and a hypothetical model was constructed dis-
playing each factor and their relationship with
career advancement. The purpose of the measur-
ing instrument was to obtain primary data to test
the hypothesised relationships. A structured
questionnaire was drafted from the information
obtained in the literature and the perceptions of
the sampled respondents were acquired using
this questionnaire.

Sample

The sample chosen for this study is the total
population of black women employed by the se-
lected manufacturing firm in the Gauteng Prov-
ince, South Africa. Since the total population of
black women was 40 employees, 40 question-
naires were distributed, of which 34 returned ques-
tionnaires were found to be usable, therefore re-
sulting in an eighty-five percent response rate.
Stoker’s sample guideline (1985) suggests that
for a population of 30 people, an eighty percent
response rate is recommended, and for a popula-
tion of 50 people, a sixty-four percent response
rate is sufficient.

 According to Stoker’s sample guideline (1985)
as cited in Strydom and Venter (2002: 200-201),

the suggested sample size should be approximate-
ly 28 employees to be representative for this study
with a population of 40 employees.

Data Collection

This study made use of both primary and sec-
ondary data. Secondary data collection was in
the form of literature derived from academic jour-
nals, books, published statistics and government
departmental reports. Primary data was collected
from the total population through the use of a
structured questionnaire. The questionnaire was
distributed in person to the respondents. An in-
terview was held with the human resources man-
ager in the selected firm with the objective to ac-
quaint the author with the actual policies and prac-
tices adopted by the selected firm to advance the
careers of black female employees as well as the
strategies driving those policies and practices.
Ethical clearance for the study was obtained from
the Nelson Mandela University (NMU) prior to
the distribution of the questionnaire.

Data Analysis

Descriptive and inferential statistics were
employed to analyse and draw conclusion from
the data. Descriptive statistics in the form of sam-
ple means and frequency distributions were used
to indicate the central point around which the
data clustered, for the general perception of the
sampled employees. Inferential statistics includ-
ed regression analysis and single factor ANOVA
tests, which were used to determine the relation-
ship among variables. Cronbach’s alpha reliabili-
ty coefficients were calculated to assess the in-
ternal consistency of the entire scale. Face and
content validity was ensured as the question-
naire was based on literature findings.

RESULTS

The empirical results of the survey are dis-
cussed. The description of the respondents is
presented in Table 1, followed by tables indicat-
ing reliability of the measuring instrument (Table
2), simple regression analysis (Table 3) and sin-
gle factor ANOVA tests (Table 4).
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The study used education attainment as an
indicator of pre-career choices and current em-
ployment level as an indicator of career advance-
ment. Table 1 indicates that fifty-three  percent of
the respondents had a tertiary qualification, with
forty-one percent having attained an under-grad-
uate degree or diploma and twelve percent pos-
sessing a post-graduated qualification. Twenty-
nine percent of the respondents did not complete
high school and thus do not have a Grade 12
qualification. Most respondents,  that is  fifty-six
percent, are in professional positions, which
means that, they are performing skilled work but
do not have employees reporting to them. Only
nine percent of the total respondents were either
in junior or senior management.

Reliability of the Measuring Instrument

Cronbach’s alpha reliability coefficient was
employed to test the internal consistency of the
research instruments and it can be viewed as a
measure of how well the sum score on the select-
ed items capture the expected score in the entire
domain. The assessment was on the hypothe-
sised relationships as depicted by the proposed
hypothetical model (Fig. 1). An alpha of 0.70 or
more is deemed suitable for exploratory research
(Manerikar and Manerikar 2015).

 Table 2 indicates that the Cronbach’s alpha
results of this study met the minimum acceptable
level of 0.70 with most instruments far exceeding
the minimum. An excellent score of 0.94 for men-
torship opportunities means that the population
score would closely resemble the sample results.

Simple Regression Analysis

Simple linear regression is a statistical meth-
od that allows the researcher to study relation-
ships between two continuous variables. The
impact of each independent variable on the de-
pendent variable (career advancement) was evalu-
ated using simple regression analysis, which quan-
tified the relationship between the independent
and dependent variables using a linear equation.

Regression analysis indicates which among
the independent variables are related to the de-
pendent variable. The results in Table 3 thus re-
flect the extent to which career advancement can
be attributed to each of the independent vari-
ables. Pre-career choices are attributed with fifty
percent of the variability in employment level, re-
flected by the R-squared value of 0.50. The other
five independent variables depicted a weak neg-
ative relationship with career advancement.

Table 2: Cronbach’s alpha

Measuring instrument Cronbach’s Validity
alpha  of alpha

Pre-career choices α = 0.80 0.36
Career capital α = 0.70 0.51
Attitude towards gender α = 0.79 0.376
  discrimination
Organisational leadership α = 0.88 0.225
Organisational culture α = 0.88 0.225
Mentorship opportunities α = 0.94 0.12

Table 3: Simple regression analysis

Simple Regression Analysis
Independent Variable R R-squared

Pre-career choices 0.70 0.50
Organisational leadership 0.49 0.24
Organisational culture 0.38 0.15
Attitude towards gender
  discrimination 0.26 0.07
Career capital development 0.23 0.05
Mentorship opportunities 0.22 0.05

Table 1: The education attainment and employ-
ment level of the respondents

Education % of
respondents

Lower than Grade 12 (High school certificate) 29
Grade 12 (High school certificate) 18
National diploma / under-graduate degree 41
Post-graduate diploma / post-graduate degree 12

Total 100

Employment % of
respondents

Senior management 0
Middle management 3
Junior management 6
Professional 56
Store workers 6
Factory operator 9
Cleaner 20

Total 100
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Single Factor ANOVA Test

Single factor ANOVA tests were performed as
additional inferential tests to support the study’s
findings to either accept or reject the hypothe-
ses. An alpha of 0.05 was used as the cut-off for
significance (Ali and Bhaskar 2016). A result is
said to be significant when its p-value is equal or
lower than the cut-off. Thus, a p-value less than
0.05 is significant. Only one ANOVA test provid-
ed a p-value less than 0.05, namely pre-career
choices, as seen in Table 4.

The results of the single factor ANOVA tests
indicate that pre-career choices have a statisti-
cally significantly relationship with the career ad-
vancement of black women working in the select-
ed  manufacturing firm. This statistically signifi-
cant relationship was confirmed by the p-value
of 0.002 (< 0.05) of the single factor ANOVA test.

Findings of the Study in Relation to the
Hypothetical Model

Pre-career Choices: Influence on
Career Advancement

H1.1: There is a relationship between pre-ca-
reer choices and the career advance-
ment of black women in the selected
manufacturing firm.

This study found a positive relationship be-
tween pre-career choices and career advancement
as 49.67 percent of the variability in employment
level could be explained by education level at-
tainment. The demographic characteristics of the
sample revealed (see Table 1) that sixty-five per-
cent of the respondents occupied skilled level
positions in the form of professional and man-
agement positions compared to thirty-five per-
cent of the respondents in low to semi-skilled

positions of store workers, factory operators and
cleaners. This closely resembled the education
level of the respondents wherein fifty-three per-
cent of the respondents possessed under- and
post-graduate qualifications, and eighteen per-
cent had completed Grade 12. These results high-
light the significance of the education level of
black women in the manufacturing sector in South
Africa and suggest that lifelong learning and en-
gendered occupations should be pursued to en-
able career advancement.

In order to test hypothesis H1.1, simple re-
gression analysis as well as a one-factor ANOVA
test were employed. The study found evidence
(see Table 3, regression analysis) that supports
the hypothesis that pre-career choices, as repre-
sented by the highest level of education attain-
ment, have a statistically significantly effect on
the employment level of black women working in
the selected manufacturing firm. This statistical-
ly significant relationship is confirmed by the p-
value of 0.002 (less than 0.05) of the single factor
ANOVA test (see Table 4). Thus the hypothesis
is accepted.

Career Capital Development: Influence on
Career Advancement

H1.2: There is a relationship between career
capital and the career advancement of
black women in the selected manufac-
turing firm.

The results reflected that the respondents,
who were found to be highly motivated to pursue
their career goals, seek learning opportunities and
develop their skills. Differences were, however,
observed between employees with under-gradu-
ate degrees and those with post-graduate degrees
with regards to the marketability of skills, as re-
flected in the perception of available jobs in the
industry, and networks built within and outside
of the selected firm. Employees with post-gradu-
ate qualifications were more confident of their
skills and their networks than the employees with
under-graduate qualifications. This finding is in
line with literature, and more specifically, career
mobility theory’s assertion that employers place
great value in education as a predictor of employ-
ee productivity (Grunau and Pecoraro 2017).

In testing this hypothesis, regression analy-
sis indicates a weak negative relationship be-

Table 4: Single factor ANOVA tests

Independent Variable ANOVA
 (p-value)

Pre-career choices 0.002   < 0.05
Career capital development 0.17     > 0.05
Attitude towards gender discrimination 0.8045 > 0.05
Mentorship opportunities 0.24     > 0.05
Organisational leadership 0.62     > 0.05
Organisational culture 0.53     > 0.05
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tween career capital and career advancement.
Table 3 showed that career capital merely ex-
plained five percent of the reasons for career ad-
vancement. One-factor ANOVA was used to test
if variation of responses could be detected by
employment level. The one-factor ANOVA test
resulted in a p-value of 0.17 (see Table 4), which
is greater than 0.05, the cut-off for significance.
Therefore, disputing the hypotheses that there is
a relationship between career capital and career
advancement. Although the hypothesis is reject-
ed, the descriptive statistics suggest that there
may be a relationship between career capital and
the highest level of education attained.

Attitude Towards Gender Discrimination:
Influence On Career Advancement

H1.3: There is a relationship between attitudes
towards gender discrimination and the
career advancement of black women in
the selected manufacturing firm.

Literature argued that acknowledgement of
gender differences can either motivate action to
break down gender barriers in the workplace or it
can result in one being resigned to the status quo
(Holton and Dent 2016; Naude 2017). Of the re-
spondents, fifty-six percent agreed or strongly
agreed that regardless of gender, any qualified
individual can have a successful career in the
organisation. Neutral means were observed when
respondents were asked whether or not the con-
tribution of both genders is equally valued by
the organisation and whether or not the opportu-
nities for career growth are determined along gen-
der lines. The overall neutral mean for the atti-
tude towards gender discrimination measurement
reflects uncertainty, as respondents could nei-
ther agree nor disagree that gender does have a
role in the value attributed to women in the or-
ganisation and the decisions made about their
careers. Since gender discrimination is a sensi-
tive issue in the South African work environment,
this may have been a contributing factor for the
neutral response regarding gender discrimination.

The study found no significantly statistical
relationship between attitudes towards gender
discrimination and career advancement. This was
reflected by the R-squared value of 0.07 (Table 3)
and a p-value of 0.8045, which is more than 0.05,

and thus not significant (Table 4). Hypothesis
H1.3, that there is a relationship between attitude
towards gender discrimination and the career ad-
vancement of black women, is rejected.

Mentorship Opportunities: Influence on Career
Advancement

H2.1: There is a relationship between mentor-
ship opportunities and the career ad-
vancement of black women in the se-
lected manufacturing firm.

Literature acknowledged mentorship as instru-
mental in improving the exposure of employees
to career growth opportunities and influential
network in an organisation (Ansari 2016; Böhmer
and Schinnenburg 2016). However, merely thirty-
eight percent of the respondents have been re-
cipients of any mentorship. The responses of
these mentorship recipients demonstrated their
mentorship relationships were focused on voca-
tional support and role modelling. An overwhelm-
ing majority of the recipients of mentoring oppor-
tunities (92%) respected their mentors’ abilities
to teach and motivate. Similarly, eighty-five per-
cent of these respondents received assistance
from their mentors in coordinating their career
goals. These are mentoring functions that are fo-
cused on developing the career of the protégé
and imparting behaviours that have the potential
to build good corporate citizenship.

Since only thirty-eight percent of respondents
had received mentorship, it is not surprising that
the regression analysis depicted a weak negative
relationship between mentorship and career ad-
vancement. Table 3 indicates that mentorship
opportunities account for just five percent to-
wards career advancement. This statistically in-
significant relationship between mentorship and
the career advancement of black women in the
selected manufacturing firm is confirmed by the
one-factor ANOVA test resulting in a p-value of
0.24, which is greater than the cut-off point of
0.05 and thus not significant (see Table 4). The
hypothesis is rejected.

Organisational Leadership: Influence on
Career Advancement

H2.2: There is a relationship between organi-
sational leadership and career advance-
ment of black women in the selected
manufacturing firm.
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The second employer-driven factor identified
by this study as affecting the career advance-
ment of black women in the selected manufactur-
ing firm was organisational leadership. The re-
spondents employed as professionals at the firm
responded with thirty-seven percent of these
women having clarity about company goals and
how their roles were aligned to company goals in
order to empower them. The strength of the bond
between a supervisor and his or her subordinate
could be the making of an empowered employee
or an over-dependent one. However, only twen-
ty-one percent of the respondents indicated that
their supervisors take the time to discuss the
team’s concerns with them.

 The simple regression analysis attributed
twenty-four percent of career advancement to
organisational leadership (Table 3). The single
factor ANOVA test produced a p-value of 0.62,
which is greater 0.05, and thus not significant
(Table 4). The hypothesis is therefore rejected.
There is no statistically significant relationship
between organisational leadership and the career
advancement of black women in the selected man-
ufacturing firm in Gauteng. This is contrary to liter-
ature, which suggests that organisational leader-
ship should support strategies, which empower
women and include women in leadership roles (Co-
etzee 2017; Naudé 2017). Kim and Beehr (2017)
suggested that empowering leadership had a pos-
itive impact on the employees’ commitment to ca-
reer advancement.

Organisational Culture: Influence on Career
Advancement

H2.3: There is a relationship between organi-
sational culture and the career advance-
ment of black women in the selected
manufacturing firm.

Literature demonstrated the extension of so-
cietal values, including culture, into the workplace
(Naudé 2017). Gender influences education and
employment choices, and when women endeav-
our to enter male-dominated fields of work, the
macho and hostile work environment often mar-
ginalises women (Buse et al. 2013). This study
obtained perceptions regarding organisational
culture as experienced by the black women in the
selected firm. The instruments used explored both
the perceptions relating to the respondents as
team members as well as respondents as individ-
ual employees.

The regression analysis (Table 3) depicted a
weak negative relationship between organisation-
al culture and employment level and indicated
that organisational culture explained fifteen per-
cent of the reasons for career advancement. In
testing the hypothesis, the one-factor ANOVA
test resulted in a p-value of 0.53 (see Table 4),
which is greater than 0.05, the cut-off for signifi-
cance. The hypothesis formulated by the study
that organisational culture has a relationship with
career advancement is therefore rejected. This is
contrary to research that proposes that top man-
agement should secure a culture that values wom-
en in the workplace (Holton and Dent 2016).

DISCUSSION

This study found literature to be unequivocal
about the influence of pre-career choices on ca-
reer advancement. Career mobility theory found
a causal relationship between education and em-
ployment promotions (Grunau and Pecoraro 2017).
Career adaptability theory attributed task perfor-
mance, critical thinking and career satisfaction to
education (Bocciardi et al. 2017). Similarly, this
study was able to prove, empirically, that pre-
career choices affect the career advancement of
black women employed by the selected firm. Lit-
erature was equally unambiguous about the role
of career capital, organisational leadership, or-
ganisational culture and mentorship in launching
one’s career. This was demonstrated by the
boundaryless career theory that placed respon-
sibility on both the individual and employer in
educating, providing the required skills and ex-
posing talent to influential networks. This study,
however, was not able to provide empirical evi-
dence to support the influence of career capital,
mentorship opportunities, organisational leader-
ship and organisational culture on the career ad-
vancement of black women employed by the se-
lected firm. Attitude towards gender discrimina-
tion, as a factor affecting career advancement,
was addressed in the glass ceiling beliefs litera-
ture and career anchors theory. According to
Herrbach and Mignonac (2012), managerial, tech-
nical and lifestyle anchors amplified perceptions
of gender discrimination. This is consistent with
the optimistic perception of the glass ceiling char-
acterised by high levels of motivation to achieve
career goals (Smith et al. 2012). This study was
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not able to find a relationship between attitude
towards gender discrimination and the career ad-
vancement of black women employed by the se-
lected firm.

CONCLUSION

The career advancement of women continues
to be a relevant topic, globally, and its relevance
will continue until gender equality is achieved in
all spheres of life. Black women in South Africa’s
economy are still marginalised, especially in man-
ufacturing, despite affirmative action measures
to redress the disadvantages in employment ex-
perienced by designated groups. The factors af-
fecting the career advancement of black women
in the selected manufacturing firm were examined
against this backdrop. These factors have been
characterised as either self-driven or employer-
driven, thereby stressing the collaborative effort
needed between employee and employer to
achieve career growth. Empirical evidence is re-
quired before reliance can be placed on these fac-
tors as determinants of career advancement for
the targeted population, as only one out of the
six hypotheses of this study, namely pre-career
choices could be empirically proven to impact
career advancement for women. This study sug-
gests that employment equity measures, namely,
promoting equal opportunity and fair treatment
in employment, have not yet ensured significant
outcomes for black women in South Africa’s
manufacturing sector. The practical recommen-
dations made in this study could change this re-
ality for the selected firm. Ultimately, individuals
determine their career goals and organisations
should support the achievement of these goals
by providing a work environment that encourag-
es and rewards career growth.

RECOMMENDATIONS

In light of the findings of this study, certain
implications for individuals and the firm stood
out and thus the following recommendations are
suggested.

Education was found to be the predictor of
career advancement. Although this study cate-
gorised pre-career choice as a self-driven factor
in career advancement, further education contin-
ues during the course of employment for many

employees. In order to achieve career success,
employees should partake in formal education.
The employer, through its career development
initiatives, could incorporate sponsored formal
tertiary education as an option for its black fe-
male employees. Employees without Grade 12
education could be prioritised as recipients of
education and training initiatives so they can
progress from low- and semi-skilled employment
positions to skilled positions.

Career capital development relies on individ-
uals to assume responsibility for their career de-
velopment through skills acquisition and pursu-
ing career goals in order to achieve career suc-
cess. The study found education to play an im-
portant role in career capital development. Black
women working for the selected firm were found
to be highly motivated but lacked networks with-
in the firm and industry. Furthermore, the majori-
ty of the respondents occupying professional
positions were not confident of the marketability
of their skills. In addition to education initiatives,
the firm could encourage women to form or en-
gage in existing networks in the firm. These net-
works need to be supported by senior leadership
(0% response by senior management in this
study) to legitimise their importance in support-
ing organisational goals and in empowering wom-
en. All women in professional positions should
be encouraged to be involved in mentorship rela-
tionships. Such an initiative could potentially
improve organisational leadership and culture
perceptions.

The relationship that the line manager has with
his or her female subordinate sets an example for
how the rest of the members of the organisation
treat the subordinate. Direct leadership should
be trained to be empowering leaders who share
power, encourage and motivate subordinates,
thereby increasing the confidence of the subor-
dinates in their abilities as opposed to instilling
fear and anxiety.

LIMITATIONS

The sample size is a limitation of the study.
Although the sample represents an eighty-five
percent response rate, and is appropriate for the
context of the research question, the sample de-
mographics are specific to the selected firm. The
study acknowledges that factors affecting career
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advancement may extend beyond the specific
self-driven and employer-driven factors identi-
fied by this study.

REFERENCES

Ali Z, Bhaskar SB 2016. Basic statistical tools in re-
search and data analysis. Indian Journal of Anaesthe-
sia, 60(9): 662-669.

Ansari N 2016. Respectable femininity: A significant panel
of glass ceiling for career women. Gender in Manage-
ment: An International Journal, 31(8): 528-541.

Bocciardi F, Caputo A, Fregonese C, Langher V, Sartori
R 2017. Career adaptability as a strategic compe-
tence for career development: An exploratory study
of its key predictors. European Journal of Training
and Development, 41(1): 67-82.

Böhmer N, Schinnenburg H 2016. How gender and ca-
reer concepts impact global talent management. Em-
ployee Relations, 38(1): 73-93.

Buse K, Bilimoria D, Perelli S 2013. Why they stay:
women persisting in US engineering. Career Develop-
ment International, 18(2): 139-154.

Coetzee M 2017. Fairness as it relates to employment
equity for women. In: A Bosch (Ed.): South African
Board for People Practices Women’s Report 2017.
Rosebank, South Africa: SABPP, pp. 26-31.

Defillippi RJ, Arthur MB 1994. The boundaryless ca-
reer: A competency-based perspective. Journal of
Organisational Behaviour, 15: 307-324.

Department of Labour 2004. Employment Equity Act,
No. 55 of 1998. Pretoria, South Africa.

Department of Labour 2017. 16th Commission for Em-
ployment Equity Annual Report 2015-2016. Preto-
ria, South Africa.

Ezzedeen SR, Budworth M, Baker SD 2015. The glass
ceiling and executive careers: Still an issue for pre-
career women. Journal of Career Development, 1-15.

Grunau P, Pecoraro M 2017. Educational mismatch and
promotions to managerial positions: A test of the
career mobility theory. Applied Economics, 49(12):
1226-1240.

Hango DW 2013. Gender Differences in Science, Tech-
nology, Engineering, Mathematics and Computer
Science (STEM) Programs at University. Ontario, Ot-
tawa, Canada: Statistics Canada.

Herrbach O, Mignonac K 2012. Perceived gender dis-
crimination and women’s subjective career success:
the moderating role of career anchors. Industrial Re-
lations, 67(1): 25-50.

Holton V, Dent FE 2016. A better career environment
for women: developing a blueprint for individuals and
organisations. Gender in Management: An Interna-
tional Journal, 31(8): 542-561.

Kim M, Beehr TA 2017. Directing our own careers, but
getting help from empowering leaders. Career Devel-
opment International, 22(3): 300-317.

Kuron LKJ, Schweitzer L, Lyons S, Ng ESW 2016. Ca-
reer profiles in the “new career”: Evidence of their
prevalence and correlates. Career Development In-
ternational, 21(4): 355-377.

Letchmiah L, Thomas A 2017. Retention of high-poten-
tial employees in a development finance company. SA
Journal of Human Resource Management, 15.

Louie K 2014. Career Advancement: What It Is And
How To Achieve It. From <https://www.careerbuilder.
com/advice> (Retrieved on 30 October 2017).

Manerikar V, Manerikar S 2015. Cronbach’s alpha. A
Peer Review Research Journal, XIX(1): 117-119.

McKay DR 2019. Career Advancement: How To Move
Up At Work. From <https://www.thebalance.com/ad-
vancement-525653> (Retrieved on 30 October 2017).

Naudé P 2017. Women in the workplace: en route to
fairness? In: A Bosch (Ed.): South African Board for
People Practices Women’s Report 2017. Rosebank,
South Africa: SABPP, pp. 3-7.

Parashar S 2014. Marginalised by race and place: A mul-
tilevel analysis of occupational sex segregation in
post-apartheid in South Africa. International Journal
of Sociology and Social Policy, 34(11/12): 747-770.

Rozman M, Treven S, Cancer V 2017. Motivation and
satisfaction of employees in the workplace. Business
Systems Research Journal, 8(2): 14-25

Savickas ML, Porfeli EJ 2012. Career adapt-abilities
scale: Construction, reliability, and measurement
equivalence across 13 countries. Journal of Vocation-
al Behavior, 80:  661-673.

Scandura TA, Williams EA 2001. Mentoring and trans-
formational leadership: The role of supervisory ca-
reer mentoring. Journal of Vocational Behaviour,
2004: 1-21.

Schweitzer EN, Lyons S, Kuron L 2011. Exploring the
career pipeline: Gender differences in pre-career ex-
pectations. Industrial Relations, 66(3): 422-444.

Singh S, Ragins BR, Tharenou P 2009. What matters most?
The role of mentoring and career capital in career suc-
cess. Journal of Vocational Behaviour, 75: 56–67.

Smith P, Caputi P, Crittenden N 2012. How are women’s
glass ceiling beliefs related to career success? Career
Development International, 17(5): 458-474.

Statistics South Africa 2016. Labour Market Dynamics –
South Africa, 2015. Pretoria: Statistics South Africa.

Strydom H, Venter L 2002. Sampling and sampling meth-
ods. In: AS De Vos (Ed.): Research at Grass Roots: For
the Social Sciences and Human Service Profession.
Pretoria: Van Schaik, pp. 197-211.

Sutherland M, Naidu G, Seabela S, Crosson S, Nyembe E
2015. The components of career capital and how
they are acquired by knowledge workers across differ-
ent industries. South African Journal of Business Man-
agement, 46(4): 1-10.

Valencia JCN, Valle RS, Jiménez DJ 2010. Organization-
al culture as determinant of product innovation. Eu-
ropean Journal of Innovation Management, 13(4):
466-480.

Wittmann V 2012. Gender and empowerment in South
Africa. Multicultural Education and Technology Jour-
nal, 6(4): 248-260.

Zacher H 2015. Daily manifestations of career adapt-
ability: Relationships with jobs and career outcomes.
Journal of Vocational Behavior, 91: 76-86.

Paper received for publication in January, 2020
Paper accepted for publication in February, 2020


