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The EU project BETSY, January 2002-March 2003

Background

”Gender Equality in Management Systems” was produced in 2000 in order to bring about more effective methods for the management and control of the work with gender equality in companies and public administration. ”Gender Equality in Management Systems” was developed as a result of co-operation between the County Administrative Board in Western Götaland and the Stockholm County Administrative Board.  The method is an elaboration of the GEW labelling system.
 

To make the system more user-friendly for the EU project Benchmarking as a tool for realising equal pay (BETSY), the method has been elaborated and simplified in the area of salaries and benefits. Previous efforts relied on a project manager, who graded the organisation. The method now assumes that the company/organisation is the owner and should carry out an analysis of the organisation itself by answering a number of questions.  

A method to increase gender equality

The overall goal of the method is to incorporate gender equality aspects in a more effective way in management and control structures in organisations and companies. The method is also aimed at providing a description of the situation in terms of gender equality, which then serves as a basis for developing measures to change the situation.

Other goals of the method are to:

· organise and evaluate work in gender equality in the workplace

· incorporate a gender equality perspective at every level of operations

· make gender equality issues a part of management’s work

· grade the work with gender equality so that it can be compared with the work of other organisations 

The method is based on the analysis of documents
The method is based on an analysis of documents that are found in the different organisations that are to be studied. The first step is thus to collect the organisation’s relevant documentation. This includes local collective agreements, annual reports, gender equality plans, salary policies, evaluations and similar material that illustrates the gender equality perspective in the organisation’s core activities or in employer-employee relations. Guidelines and operations in other areas can also be included, for instance, information and communication, purchasing policy etc. 

The method also captures procedures in the organisation that are not described in writing but used in practice. The goal, however, is to have the organisation document its work with gender equality so that it can more easily be evaluated and circulated throughout the organisation.

After collecting and reviewing the documents, participants conduct an analysis of their organisation by answering normative questions pertaining to the different procedural areas.  The answers are noted on a measurement card, and participants write down an explanation for why they chose the alternative they did and give references to relevant documents. There is a review of answers and explanations in the working group together with the project manager. The organisation gets a gender equality profile for salaries and benefits. Finally the participants develop a plan of action for determining how their organisation will work to bring about greater gender equality regarding equal pay.

The analyses of the participating organisations’ work with gender equality are based on a structure organised along two dimensions: “work areas” and “procedural areas”; 

(See figure 1).

Figure 1: Matrix of gender equality in management systems
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Examining one work area

The first dimension, the horizontal direction in the matrix, consists of seven work areas. This makes it possible to divide up and structure the employer’s work with gender equality. They describe the different areas that the company/organisation should work with based on a gender equality perspective. 
Salaries and benefits

In BETSY, we have limited our analysis to one work area, “Salaries and benefits”. This work area is to be examined on the basis of the six procedural areas. (See figure 1.) 

The work area is largely defined based on the Swedish Equal Opportunity Act. The work for BETSY is based on both the EU’s gender equality legislation
 and national legislation in each participating country.

Assessment based on the six procedural areas
The second dimension, the vertical direction, is aimed at creating a structure for assessing how well organisations work in the different work areas. 

Each procedural area contains a number of questions that are to be answered on the measurement card. (See figure 2.) Salaries also include fringe benefits.

Goals

The first procedural area – ”goals” – is intended to assess how well or concretely the goals of the participating organisations for work with gender equality are formulated. The goals are to be formulated in such terms that each and every one can be evaluated. This means that they must be clear and measurable or can in some other way be continually monitored. The goals are likewise to be realistic, limited in time, relevant and challenging and also encourage commitment and participation to the greatest extent possible. 

Questions

1. Is there an explicit goal of equal pay for equal work and work of equal value
 for men and women?

2. Is there an explicit goal to have the same fringe benefits for men and women?

3. Is there a plan for how any salary or fringe benefits differences are to be addressed? 

4. Does the local collective agreement include gender equality aspects?

5. Does the company’s guiding documents contain any gender equality aspects, like purchasing guidelines, operational plans or other directives?

Mapping and analysis

In the procedural area ”mapping and analysis”, an assessment is made of whether the organisation carries out mappings and compiles relevant statistics for the work area. The starting assumption here is that good routines are required to determine what must be addressed as well as to evaluate the work. It is important that the assessment is based on up-to-date and relevant sources and that the statistics are broken down by sex. 

 Questions 

1. Is an annual mapping made of statistics for salaries and benefits for different decision-making levels and areas (like by division, unit) that are broken down by sex?

2. Is there any analysis made of the salaries for women and men for equal work and work of equal value? 

3. Is there any analysis made of whether part-time workers and people on parental leave receive the same raises as people who work full-time?

Measures and methods

The aim of the procedural area ”measures and methods” is to assess how well the organisation formulates and uses concrete, active and observable measures and activities that will result in the achievement of its goals. General wording in the documentation studied like “promote”, “work toward”, and “stimulate” is to be avoided. It is important that there is a clear, explicit connection between how each action is intended to achieve the goals and who will take responsibility for ensuring this. Below is a good example:

”In order to achieve the goal of an equal division between men and women in every occupational group, employees of both sexes are to work actively together in all work narrowing the field of candidates in the recruitment of employees. This pertains to the planning, implementation, monitoring and evaluation of the work.” 

Questions  
1. Are non-objective salary differences between men and women eliminated immediately the next time there are salary negotiations or salary reviews?

2. Has the company taken any action to ensure that men and women earn equal pay for equal work and for work of equal value in the recruitment of new employees?

3. Is there a special financial compensation for employees on parental leave for both women and men? 
4. Has the company taken any concrete action to influence attitudes on increased gender equality with regard to salaries and benefits?

Monitoring

In the procedural area ”monitoring”, an assessment is made of how the results of the analyses are used and how actions, documentation, mappings and other activities are carried out. Does the work result in the achievement of goals? If not, the routines for monitoring and auditing activities are to provide a basis for uncovering discrepancies and for indicating what corrections are needed to achieve the goals (or if any adjustment/additions to the goals are required).

Questions

1. Does the employer regularly monitor mappings and action plans to check whether gender equality goals for salaries and benefits are achieved? 

2. Do trade organisations/representatives monitor mappings and action plans to check whether gender equality goals for salaries and benefits are achieved? 

Responsibility, delegation and involvement 

The area ”responsibility, delegation and co- operation” is intended to assess how the various structures for responsibility, delegation and involvement are specified and used to ensure that the goals are met. Responsibility for following the laws is always held solely by the company/employer while responsibility for ensuring the work is carried out, monitored, etc. can be shared with the trade unions and can be delegated, for instance to a supervisor. Every employee is also to be involved in this work.

Questions
1. Does each manager, with responsibilities for salaries, have a formal and concrete responsibility for ensuring that men and women earn equal pay for equal work and work of equal value?

2. Are employees in the organisation given the opportunity to call attention to non-objective differences in salaries and benefits between men and women?

3. Are trade unions given the opportunity to call attention to non-objective differences in salaries and benefits between men and women?

Management participation

This procedural area is the sixth and most important  - ”management participation”. An assessment is made here of how the goals set and the work with gender equality are evaluated. The most important aspect is that management’s evaluation confirms that positive results following set goals are continuously achieved. 

The starting point is the comprehensive evaluation carried out by management each year of the planning, implementation and results of work with gender equality. In the evaluation, management is to examine how the goals were achieved and how the work was planned, organised, implemented and elaborated (for instance, what new methods were developed and applied, what resources in terms of staff, time and money were used in the work with gender equality, and what adjustments if any were needed in the organisation’s goals and actions). Also to be assessed is the extent to which management participates directly in the work that affects the overall results, and whether external expertise, auditors or similar people are to be hired for the evaluation work.

Questions
1. Does the top management of the company actively take responsibility and initiative in gender

equality issues relating to salaries and benefits?

2. Does the management order an annual comprehensive evaluation on 

salaries and benefits for men and women? 

3. Is there any documentation in the organisation that can confirm that the goals that 

were set have been achieved in terms of equal pay for equal work and work of equal value for men   and women?



How to take measurements 

After the participants have collected the relevant guiding documents, a measurement card is to be filled out to give a gender equality profile of their organisation. The measurement card contains the questions detailed above. These questions are answered by checking the alternatives that correspond to the status achieved in the area in question.

Alternatives

The following alternatives are to be chosen from on the measurement card:


Alternatives A, B and D concern the analysis of written material that the organisation already has. 

C concerns those cases where the organisation is working and takes a gender equality perspective on the issue but has not documented it in writing. The goal, however, is to have written documents. 

The alternatives that are to be chosen after analysing the data are to be most relevant to the current situation of the organisation in the opinion of the company representative. Note that the alternative chosen is to be briefly explained and/or justified relative to the other alternatives. 

Criteria for calculating points 

The checks on the measurement card are to be added up for the four different alternatives. That is, the number of responses for carried out in full; carried out in part; carried out but nothing documented; and not carried out are added up under the four columns. In order to earn full “points”, the answer to every question must be “carried out in full”. 

The analysis should be made like this:

1.
The participants shall consult the local union representatives and together agree on how the measure card should be filled in. 

2.
After the measurement card has been filled out, the project manager, together with the participants review the questions. A discussion is to follow on how participants arrived at their results so that the participants can then compare their way of reasoning and conclusions with one another. 
3.
The project manager is to determine whether the measurement is correct or whether it should be adjusted. 
The results give a gender equality profile 

Following examination by the project manager and discussion by the group, each participating organisation is given a profile of its own work with gender quality. The profile is the sum of the alternative answers. The gender equality profile that the organisation is given can be seen as an indicator of how well the organisation takes into consideration aspects of gender equality in terms of salaries and benefits. It is proof of how ambitious the organisation is in working with gender equality issues. 

Plan of action for increased gender equality

A plan of action can be drawn up based on the profile developed. Begin by choosing at least 1-2 questions where the organisation has indicated, “Not carried out”. Then formulate how the organisation is to work in the next one-year period to bring about changes that will result in increased gender equality regarding salaries. Give an account of the measures in the plan of action.

List of references

All documents that the company representative has used in the study of the organisation are to be specified in a list of references divided after the areas of procedure.  

Time for carrying out measures

The study is to be conducted over seven months, between 1 May 2002 and 30 October 2002. The final analysis and filling out of the measurement card is to be started in the final month, October.

Summary of procedure

1. Participants begin by collecting the organisation’s documentation and studying it in detail in order to answer the questions on the measurement card. A list of references is compiled. 

2. The questions on the measurement card are answered by checking the alternative that corresponds to how far the organisation has come in its work with gender equality. Check/consulting with the local union.

3. An account with explanations is given in the group for why the specific alternative was chosen.   

4. The organisation is given a gender equality profile in terms of salary and benefits. 

5. A plan of action is drawn up for how the company/organisation is to work to bring about changes that will result in increased gender equality.


A 	Carried out in full      	                       


B 	Carried out in part                            	


C	Carried out, but nothing documented 


D 	Not carried out             	                            











�The first version of the Gender Equality Work (GEW) labelling system was developed at the request of the Swedish Work Environment Association in the spring of 1997. The aim was to provide individual employers with a label for profiling and marketing commendable work in workplace conditions, gender equality and diversity, including from a commercial perspective. The idea was to help in the development of a labelling system like that already used in areas like environmental quality. 

















� ”Article 141 of the Treaty on European Union” in the Treaty of Amsterdam in the Official Journal of the European Union (OJEU) C340, 1997, pp. 1-308 and “Directive 75/117/EC” in OJEU no. L 45/19, pp. 19-20.�


� Fringe benefits are considered to be such benefits as a company car, a mobile phone for work that is also for private use, access to borrowing/renting holiday cabins that belong to the company, lunch subsidies, etc.





� In the Swedish Gender Equality Act (1991:433) work of equal value is defined as follows: ”Work is considered to be similar to other work if it has the same value as the other work based on an overall assessment of the demands the work places on employees, and its nature.  The assessment of the demands the work places on employees is to be made by giving consideration to criteria such as knowledge and skills, responsibility and effort. In assessing the nature of the work, special working conditions are to be taken into consideration.” 
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