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Parental leave in Portfolio Careers versus Organizational Careers:
Exploring the Individual (and Gendered) Risks of Substitutability

Background and literature

Why and how does paid parental leave contribute to the gender gap in careers
and wages in a gender equal and family friendly society like Norway?

1. Motherhood penalty due to implicit bias / negative stereotypes?

Halrynjo, Sigtona & Mangset, Marte. 2025. Motherhood Penalty—Beyond Bias? From Stereotypes to Substitutability Structures. Accepted for publication in Social
Politics. Oxford University Press ISSN (P): 1072-4745, ISSN (E): 1468-2893, DOI Number: 10.1093/sp/jxae027

2. Long hours culture, presenteeism and lack of flexibility and substitutability of workers represent the last chapter towards
gender equality in career and family Claudia Goldin (2014; 2021). Ideal worker norm and flexibility stigma Joan Acker (2006)

3. Paid parental leave as sustainable or unsustainable substitutability structures - Nancy Fraser’s ideal for gender equity in the
welfare state
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recommended starting salary. Audit study: employers
discriminate against mothers but not against fathers.

Mixed, no bias against mothers but bias against young women,
interpreted as related to their status as “potential mothers” and
fear of maternity leave.

Yes, mothers judged to be less committed and competent, thus
lower chances of being recommended for a job. Mothers
perceived to lack stereotypically male attributes (agentic,
achievement-oriented, high job competence).

Yes, female evaluators display “normative discrimination.”

No. No bias against women or mothers but age bias: firms show
a substantial fall in interest over interviewing 38-year-old
candidates (compared to those aged 24 or 28 years).

Yes, bias against being pregnant (versus revealing no
pregnancy). Age is the most important factor of bias in favor of
the younger groups and against older groups.

Yes, mothers discriminated against in hiring and salary
recommendations, when motherhood is primes as a choice
(not when primed as constraint). Perceptions of choice
legitimize negative stereotypes against mothers as workers.

Yes, bias against women but only if the hiring implies a direct
promotion. Interpreted as related to the career penalty of
motherhood as employees at a higher occupational level imply
a higher investment and higher (temporary) exit costs for
pregnancies / motherhood.

Yes, recruiters assign lower wages to mothers than to
nonmothers but only for mothers aged 40 years and less and in
white-collar jobs.

Unclear. Mothers in Spain less likely to receive a callback but
not statistically significant. Observed differences in favor of men
can be interpreted as signaling gender bias in recruitment. Bias
increases when they have children.

Yes. Mothers 25% less likely to be called for a job interview than
nonmothers when applying to mid-level management and
marketing jobs. No differences in invitation rates between
fathers and nonfathers.


https://psycnet.apa.org/record/2008-00266-013
https://psycnet.apa.org/record/2008-00266-013

Findings: Bias/discrimination against mothers?

2011 Carlsson Does Hiring Discrimination Cause Feminist Sweden Field No. Higher call-back rate for women in female-

[ ] L .
Gender Segregation in the Swedish Economics experiment dominated and mixed occupations. No
I a S a n Labor Market? difference in male-dominated occupations.
L Suggests that the driving force is found on the

supply side. Discrimination against men in
female and mixed occupations.

S l e re O l e S 2017 Bygren, Do Employers Prefer Fathers? European Sweden Field No discrimination on the basis of gender or
Erlandsson, Evidence from a Field Experiment Sociological experiment parental status—neither between mothers and

&Gahler Testing the Gender by Parenthood Review fathers nor between mothers and nonmothers.
Interaction Effect on Callbacks to Job

[ ®
Applications
2018 Brandén, Can the Trailing Spouse Phenomenon  Population, Sweden Field No bias against women and mothers in general

Bygren, & Be Explained by Employer Recruitment Space and Place experiment but tendencies of bias against married women
o ~ Géahler Choices? with long commutes, not significantly between
° mothers and nonmothers.
S Ca n d I n a V I a 2019 Carlsson & Age Discrimination in Hiring Decisions: Labour Sweden Field No bias against women. Women preferred over
. Eriksson Evidence From a Field Experimentin ~ Economics experiment men at age 35 years, but callback rates fall
the Labor Market substantially for workers already in their 40s.
The decline in the call-back rate by age is
N O steeper for women than for men.
2019 Carlsson & In-Group Gender Bias in Hiring: Real ~ Economics Sweden Field No bias against women but against men. Female
Eriksson World Evidence Letters experiment recruiters or female-dominated firms favor

women in the recruitment process. Male
recruiters or male-dominated firms do not favor
men. This suggests that women’s disadvantage
in the labor market may be the result of supply-
side factors (e.g., the presence of children).

EX p e rl m e nta | St U d I e S Te St I n g 2021 Carlsson, Gender Bias in Academic European Norway, Lab No bias against women or against mothers.

" 17 Finseraas, Recruitment? Evidence From a Survey Sociological Sweden and  study/factorial
I\/I Ot h e r h O O d P e n a Ity a S Midtbgen, & Experiment in the Nordic Region Review Iceland survey Possible bias against men.
. . . . . . Rafnsdottir experiment
Discrimination. Scandinavian among faculty
2021 Bygren & Gahler Are Women Discriminated Againstin  Social Politics: ~ Sweden Field No evidence that women of child-bearing age
CO u nt rl e S Countries with Extensive Family International experiment are discriminated against in hiring situations,
Policies? A Piece of the “Welfare State Studies in regardless of job qualification level and
Paradox” Puzzle from Sweden Gender, State & occupational gender composition. Women are
Society weakly preferred over men in occupations that

are not gender balanced or when they signal an
immigrant background.



1. BUT

still
Parenthood
-gap in
career and
wages

Scandinavian Studies
documenting

Career and Wage Gap
Between Mothers and
Fathers

Year  |Author Article title Journal Country Approach/Design Findings: career and wage gap between mothers and fathers?
2012  |Bygren & Gahler Family Formation and Men’s and Social Forces Sweden Management/authority gap; How family status Yes, career gap between mothers and fathers as men—but not
Women'’s Attainment of Workplace affects management gap. Mothers vs. nonmother women—strongly increase their chances for supervisory authority
Authority and vs. fathers. 1968—-2000 when having children. Among childless and single, the gap is
marginal, even reversed.
2014  |Petersen, Penner, & From Motherhood Penalties to lAmerican Journal of  |Norway Wage gap: How family status affects gender wage  [Yes, family status creates a gender wage gap between mothers and
Hggsnes Husband Premia: The New Sociology gap. Longitudinal matched employer-employee data [fathers (male premia to marriage and children). No motherhood
Challenge for Gender Equality and from Norway, 1979-96, a period with expansion of [penalty compared to non-mothers at the occupation-establishment
Family Policy family policies. level, and reduced by 75% at the population level, explained by
family policies.
2016 |Cools & Strgm Parenthood Wage Penalties in a Review of Economics of [Norway Wage gap: Parenthood penalties for hourly wages  |Yes, substantial wage penalties to motherhood, especially with
Double Income Society the Household using panel data for Norwegian employees in the master’s degrees, largest in the private sector. Also, a small wage
years 1997-2007 penalty to fatherhood in the private sector, substantially explained
by fathers’ leave.
2016 |Angelov, Johansson, & |Parenthood and the Gender Gap in Vournal of Labor Sweden Wage gap: Within-couple gap in income and wage [Yes: 15 years after the first child born, income gap increases by 32
Lindahl Pay [Economics trajectories before and after parenthood. Register percentage points from pre-child difference, and monthly wage gap
data 1986 to 2008 increases 10 percentage points.
2017 |Boye, Halldén, & Stagnation Only on the surface? The British Journal of ~|Sweden Wage gap: How skill and family responsibilities Yes, large gender wage gap among parents. The gender pay gap in
Magnusson Skill & Family Responsibilities: ISociology affect the gender wage gap Longitudinal survey less qualified occupations fell considerably over the last decades, but
Gender Wage Gap in Sweden 1974-2010 remained stable among parents in qualified occupations
2017 |Cools, Markussen, &  |Children and Careers: How Family  |Demography Norway Career and wage gap: How family size affects Yes, increasing long-term career penalties among college-educated
Strgm Size Affects Parents’ Labor Market parents’ labor market outcomes in the long run. women. Additional child reduces probability of being employed by
Outcomes in the Long Run Register data 1992-2010. higher-paying firms and high earnings rank within firms.
2017 [Hardoy, Schgne & Children and the Gender Gap in Labour Economics Norway Management gap: How children affect the gender  |Yes, gender gap in management increases considerably after first
Dstbakken Management gap in management. Register data 2003-2014, (2 child. Immediate effect (parental leave) and subsequent impact of
years before birth to 9 years after) caring responsibilities. Mothers do not catch up.
2017 [Magnusson & Nermo |Gender, Parenthood and Wage ISocial Indicators Sweden Wage gap: How gender, parenthood and time- Yes, gender differences in payoffs among parents, partly explained
Differences: The Importance of Research consuming job characteristics affects wages. Swedish |by fathers’ greater access to employment characterized by time-
Time-Consuming Job Level of Living Survey (2000, 2010) consuming conditions. Fatherhood premium only present in
prestigious occupations.
2018  |[Butikofer, Jensen, & The Role of Parenthood on the [European Economic Norway Wage gap: How parenthood affect careers in Yes, child earnings penalty for mothers in professions with nonlinear
Salvanes Gender Gap Among Top Earners Review professions with linear vs non-linear wage structure. |[wage structure (MBAs/lawyers)
Registry data 1986 to 2010
2019 |Gallen, Lesner, & Vejlin |The Labor Market Gender Gap in Labour Economics Denmark Wage gap: Examine role of motherhood in explaining|Yes, Increasing importance of motherhood for gender wage gap,
Denmark: Sorting Out the Past 30 gender wage gap. Register data from 1980-2010 especially towards the top of the income distribution - Despie
Years reduced educational & occupational segregation
2019 [Kleven, Landais, Children and Gender Inequality: lAmerican Economic Denmark Wage gap: Impacts of children on gender inequality |[Yes, children creates a long-run gender gap in earnings driven by
Spgaard & Egholt Evidence from Denmark Uournal: Applied in the labor market. Danish administrative data from |hours worked, participation, and wage rates, linked to occupation,
Economics 1980-2013 sector, and firm choices.
2020 |[Bygren, Gahler, & The Constant Gap. Parenthood ISocial Forces Sweden Wage gap: The size of parenthood effects on wages [Yes,. Parenthood premium — due to increased labor market
Magnusson Premiums in Sweden 1968-2010. 1968-2010. Longitudinal data, Level of Living Survey [investments — is constantly larger for men.
2020 |[Bergsvik, Kitterpd & Parenthood and Couples’ Relative  |European Sociological |Norway Wage gap: Within-couple gender gaps between Yes, gender gap increase with number of children and was most
Aarskaug Wiik Earnings in Norway, Review couples with and without children and within couples|distinct among couples with children below 6 years. However, a
before and after childbirth 2005-2014. decreasing fatherhood premium from 2009 onwards.
2021  |Nylin, Musick, Trends in Women’s Relative European Sociological |Sweden Wage gap: Change in the female partner’s share of |[Women's earnings share declines steeply following birth, across all

Billingsley, Duvander &
Evertsson

Earnings Within Couples Across the
Transition to Parenthood in Sweden,

Review

couple earnings from 2 years before to 8 years after
first birth. Register data between 1987 and 2007.

groups. modestly smaller decline in the latest cohort driven by a
marked dip in fathers’ earnings.




2. Family & Career
— the last chapter toward
gender equality

. * Competitive and time-consuming work
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e Nobel Prize-winning Lack of “Flexibility” and “substitutability
e economist
Career Claudia Goldin - Parental leave illustrates the potential gendered risk of substitutability/replaceability
and Fam“y * crucial to examine how the substitution is organized and structured, and the implications
for mothers and fathers in different careers.

Claudia Goldin see also Halrynjo & Mangset 2022, 2024
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Paid parental leave as
sustainable or unsustainable
substitutability structures?

Nancy Fraser’s ideal for gender equity in the welfare state

* The universal breadwinner model: women are held to the same standard as
men while constructing arrangements that prevent women with children to
meet the standards, due to actual differences in primary care-work

* The caregiver parity model set up a double standard to accommodate
gender differences in primary care work, reducing poverty and increasing
respect, but at the price of income inequality and marginalization in
competitive professions.

* The universal caregiving model involves men doing their fair share of care
work. If men combined career and care work to the same degree as women,
and institutions were redesigned to reduce the difficulty and strain, both
income- and time-equality would increase.

Fraser, Nancy. 1994. “After the Family Wage: Gender Equity and the Welfare
State.” Political Theory 22, no. 4: 591-618.http://www.jstor.org/stable/192041



http://www.jstor.org/stable/192041

Research questions

Paid Parental Leave

as Sustainable or Unsustainable Substitutability?

What are the short-term and long-term costs of

substitutability in a family friendly and gender equal
society in portfolio careers vs. organizational careers?

Winds of change and/or forces of inertia?




Our case: The Norwegian finance sector

WOMEN AND MEN IN FINANCE
WHAT DO THE NUMBERS SHOW?

A gender-balanced industry — but few women in top positions

All employees Director / top manager level

Norway: strong gender equal norms and extensive family friendly policies

H’ @.” The Norwegian finance sector: 49 % women overall (Banking and insurance)

41% 53% 28% 12% Client driven portfolio careers in Front Finance

Investment firm (specialist positions): only 10 %

Venture capital and private equity: junior level 43 % — senior level 12 %
Asset management: junior level 45 % — senior level 15 %

Although the finance industry is gender-balanced, men continue to
dominate top positions.

Men earn more

Gender distribution by pay scale:

B Men I Women
100 % —

80 % . . . . . oy . .
 More women in organisational careers in back-office positions like Analysis

an ESG (Environmental, Social, and Governance) and in retail banking and
insurance

60 %
40 %
20%

0%

Pay grade Pay grade Pay grade Above pay
10-48 49-63 64-82 grade 82*

*Individual salary negotiations
Source: Statistics Norway 2017, based on figures from employers in
business banking and insurance that are members of Finance Norway

For “Portefolio careers”, see Neely 2020; 2022



Data: 3 rounds of interview studies (72 interviews) -

1: 30 in-depth interviews 2019 2: 33 in-depth interviews 2021-2022
five major companies in commercial banking and insurance independent brokerages/investment banks and major W
Portfolio careers/Front finance: relations to clients/projects (17) banks/insurance companies
* sell-side: Markets, Investment Banking, Corporate & Institutions Portfolio careers / Front finance: relations to clients/projects
* buy-side: Asset Management » sell-side: investment banking, large clients, sales/brokers
Organizational careers: relations to employer/organization (13) * buy-side: asset management and private banking
regulated salaried positions, Back Office (staff and support) * “leavers” now in org. careers: (6)

Gender: men (15) and women (15) Gender: men (14) and women (19)

Education: All higher education, mostly master's level Education: All higher education, the vast majority at master's level
Age: 32-47 years Age: 28 to 62 years, 22 out of 33 informants under 45
Children: 27 out of 30 have children Children: 27 of 33 had or were expecting children

3: 9 in-depth interviews 2024

major banks/insurance companies and independent brokerages
Portfolio careers / Front finance: relations to clients/projects (5)
v' sell-side: investment banking, large clients, sales/brokers
v buy-side: asset management and private banking
v Organizational careers: relations to employer/organization (4)

Gender: men (4) and women (5)

Education: All higher education, the vast majority at master's level

Age: 30 to 51 years,

Children: all had young children (preschool age)



PARENTAL LEAVE IN FRONT FINANCE
- signs of change

From being paid for not taking leave - to father’s quota as the norm
0 L]
[
i
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Still gendered substitutability costs?

" D-1-@ ™

Men: 2-3 months often during
the summer holidays & less

H demanding periods. Keeping
portfolio and clients

Women: 6-12 months,
Colleagues manage
portfolio and clients

Men's leave is often taken in connection with holidays, part time and in less work-intensive periods. May

be taken when the child is in kindergarten

Women do not have the same opportunity for flexibility in the timing of leave, due to birth, breastfeeding and early parenting
norms. Someone need to care for the baby until kindergarten at age 1. Au pairs not morally excepted and now illegal.

12



Why do men take leave during summer?

— not due to the job — but the clients....

“No, the reason | did it that way was that | had so much to arrange and take care of
every day that it was almost impossible to be away for ten weeks without it having
consequences for the clients | had. And then | thought more about protecting my clients
and less about protecting the job. Clients are a bit less demanding in the summer,
because they are also on vacation, so it works better for me to try to split it that way.”

Pdl, director, asset management

* Fathers can take leave when it suits the clients.

 Mothers take leave when the child arrives.

13



|II

Normative support, but stil
Recent practice:

cheating”

)*\;

The father’s quota — and the coercion - is a really good political measure. | think everyone benefits from having
that time with their kids, and I’'m personally very glad that I've done it. Even though | cheated a little along the
way, hehe.

We kind of adapted it so that much of my leave was during the summer when there isn’t that much activity. And |
arranged it so that | could do what | needed to do for the big clients | serve.

| think it was important for my career development....Very important for my career development that | didn’t
disconnect completely...

Simon, asset manager



SHORT-TERM SUBSTITUTABILTIY COSTS OF PAID PARENTAL LEAVE FOR PAY

Leave users receive a reduced bonus and this may mean 50 % reduction of income that year.

P ’ l "Now that I'm having a child and | am on leave, I'm going to fall
behind in terms of pay. I'm pretty much the same as some of
the boys now, but it is clear that | will be shortened this year,
and then | will be shortened next year for the months I'm
gone"

|

Mothers appear to take the reduced bonus more or less for granted
Fathers argue that reduced bonus is not fair, especially not within the 15 weeks quota.

15



Long-term substitutability cost

Same standard — impossible conditions to develop and keep the main asset

It takes time to build a client portfolio, and to get the really big clients who generate a lot of income, you need to work
for years. ...So when you have a child and go on maternity leave, you have to give your clients to your colleagues so
someone else can take care of them. But you don’t get those clients back. You have to start completely from scratch. If
you have one child, you start from scratch. If you have two children, you start from scratch again.

Meanwhile, the men just keep moving up the whole time, but you’re back to zero. So, if you’ve been on maternity
leave, you'll never achieve those clients. And you’ll never get to the top of the pay scale. And it’s incredibly unfair,

We've had a lot of women who quit....
— Maren, analyst

16



LONG-TERM SUBSTITITIONS COST OF PARENTAL LEAVE

“It is the classic one. You lose your portfolio, right. She had the coolest clients
you can read about in the newspaper. But when a woman is gone between six
and nine montbhs, yes, clients run elsewhere. And then it is a very difficult job to
get back into these. Everything we do is essentially fresh produce. You must be
present, and you must nurture and "serve" the clients all the time“

- Fredrik talking about his wife

17



STRATEGIES in use TO MITIGATE THE SUBSTITUTABILITY COSTS?
L[]
™\ 1. Men minimize and adapt their actual leave and rely on their partner filling the childcare gap.
L
IlHll 2. Women leave the client driven portfolio careers for an organizational career in back office or retail
banking without individual client-relations and bonuses. Here the substitutability costs are paid by the
organization and the state.

3. Initiatives among mothers for a more collective organization of responsibilities and rewards — many

[} ] ,'
: : benefits for clients— but gendered costs:
ey

"I have had to think more team. | have had two children in the last few
years. So, | have had to include others to meet clients that | have taken
the initiative to meet. (...)But there are some things that make it
challenging to be a woman in that system here. Then | get 50 instead of
100 percent of that bonus"

Arguments for more collective responsibility also include benefits for clients and work environment,
but individualized competition and rewards act as obstacles against change
Still substitutability costs mainly mother’s issue




summing up:

Winds of change

Women enter client driven portfolio careers

Generational shift: work-family and parental leave no
longer a women only issue

From bonus to skip leave to 15 weeks of quota for fathers

Changed ideals: From old School finance man —to
involved fathers

After Covid pandemic: less travel, more flexible work,
easy to work from home

Forces of inertia

Still, few women stay in client-driven portfolio careers

Parental leave: much higher substitutability costs for
women

Individual bonus structures reward short and client-
adapted parental leave

Father’s leave is adapted to the needs of clients,
mother’s leave adapted to the needs of the baby



Parental leave: Unsustainable Substitutability

Client-driven portfolio careers

The universal breadwinner model: women are held to
the same standard as men while prevented to meet
the standards due to actual differences in primary care-
work

Actual leave, being offline, imply high risk of losing
clients, projects and bonus both short-term and long-
term. In contrast, Father’s much shorter leave and
adjusted to clients’ needs, is not punished.

=
¥

Organisational careers

The caregiver parity model set up a double standard
to accommodate gender differences in primary care

work, reducing poverty and increasing respect, but at
the price of income inequality and marginalization in

competitive professions

No individual bonus or individual client’ relations, thus
long actual leave is not seen as a problem.

More family friendly work, still good jobs, but up-
holding the gender segregated labour market and the
gender gap in careers and pay.

Loss of work-devotion, meaning and excitement, work
relations

-
-
Z



Conclusion: Is sustainable substitutability possible?

We find a potential for change in organizing work and responsibility more collectively among mothers.

BUT: gendered costs
Individual reward and bonus schemes act as obstacles against change.

What does it take for fathers to take their fair share of leave and thus share responsibility and
rewards equally instead of increasing the individual competition and upholding
the gender gap in career and pay?
Ideals, moral support and sharable leave are not enough.
Maybe 50/50 non-transferable quota for each parent?

21
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