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INTRODUCTION 

By: Annie Hondeghem, Sarah Ne/en 

The present publication "Equality oriented personnel policy in the public sector" is the 
result of an intense collaboration on a European level between academics on the one hand 
and civil servants in this policy field on the other hand. In the framework of the 4th 
community action programme on equal opportunities for women and men (1996-2000) of 
the EU, we worked together for almost one year on how to integrate the equal 
opportunities dimension into personnel policy in the public sector. Next to the Public 
Management Institute of the Katholieke Universiteit Leuven, different ministries in 
different countries participated. In Belgium, the Equal Opportunities Unit of the federal 
Ministry of Labour and Employment together with the Ministry of Civil Service co­
operated, while on the Flemish side, the Emancipation Affairs Unit in the Ministry of the 
Flemish Community (Department General Affairs and Finance) took part in the project. 
In Norway the Ministry of Labour and Government Administration participated, in the 
Netherlands the Ministry of Internal Affairs and in the United Kingdom the Corporate 
Strategy and Diversity Division in the Cabinet Office gave their full support. 

Setting up such a European project with different partner countries each with their specific 
personnel policy, is not always evident or easy. However, the exchange of sometimes 
very divergent but often also very similar international experiences has been a fascinating 
and instructive experience. Issues regarding equality and personnel policy which are 
considered perfectly normal in one country can arouse amazement in another country. 
Nevertheless, there was always a common ground, if only by discovering the common 
problems those do exist of course. Maybe the clearest example is the existence of 
horizontal and vertical segregation. A constant in most government administrations is that 
women and men often have different tasks and responsibilities (horizontal segregation) 
and that women are underrepresented in higher functions (vertical segregation). The 
mixed composition of the group of partners involved in the projel:t, both academics and 
policy actors, was an asset: the academic 'theory' could always be tested against the daily 
policy practice in different countries. You can find the result of this co-operation in this 
book. 

This book is not intended exclusively for specialists in the field of equality and personnel 
policy, like for instance equality officials and researchers in the field of gender studies. 
On the contrary, an important aim of this publication is to inform as many actors as 
possible in the large field of personnel policy and to rouse their interest in pursuing an 
equality oriented personnel policy. As a matter of fact, this is an important condition for 
the success of such a personnel policy. Obviously, a limited group of experts is needed to 
develop specific expertise in the field of equal opportunities and personnel policy. But 
working towards gender equality via personnel policy should not be the exclusive 
responsibility of a small group of professionals. Only if different actors active in the field 
of personnel and HRM policy each try to integrate a gender dimension in their own policy 
field, results can be achieved. 

What is the relevance of a book about "equality oriented personnel policy in the public 
sector"? Why giving explicit attention to 'gender' in personnel policy? A typical reaction 
often heard indeed is that "people in our organisation already have equal opportunities'' 
and "it doesn't matter whether somebody is a man or a woman as long as the person is 
qualified." Research has shown very clearly however that the starting point of formal 
equality used by several organisations, in and outside the public sector, whereby 
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everybody is treated in exactly the same way, in practice leads to unequal chances for men 
and women. 1 The discrepancy between the starting point and the actual practice gives 
ground to the thesis that underlying processes are at work here. Ironically these processes 
are often covered up with the 'cloak of equality'. The actual practice shows indeed that 
big gender differences are not completely past yet, not even in the public sector. On the 
contrary, apart from already mentioned phenomena such as horizontal and vertical 
segregation, also the wage gap between women and men is an international given, women 
in government administrations are more likely to be employed in precarious statutes (e.g. 
temporary contracts in stead of a permanent appointment) and many more women than 
men work part-time, which has an adverse effect on their career. 

So much more than formal equality declarations is needed in order to achieve more gender 
equality at the workplace. For today no longer direct discriminations but more subtle, 
indirect mechanisms and underlying processes account for the (re)production of gender 
inequalities. A lot of these factors are related to circumstances outside the labour market, 
such as care responsibilities and the education of children. Often as a result of societal 
relationships and social norms people take individual decisions which affect the 
organisation. Nevertheless, the organisation itself can also play an important role and 
contribute to reinforcing or, on the contrary, countering inequalities. Not only societal and 
individual trends count, also the organisational culture, procedures and rules prevailing in 
an organisation can have an important influence in order to break through certain gendered 
patterns. The best proof hereof maybe is that not only between countries there are serious 
differences (compare the Scandinavian countries to the rest of Europe) but also within one 
country there are similar organisations of which some have already a considerable number 
of women in management levels and others almost have no female middle managers. 
Thus gender relations are not the same in all organisations. Organisations clearly can 
make "a difference". 

It i~ also to their own advantage if organisations pursue an equality oriented personnel 
pohcy. An American research revealed that the 100 companies who spent most attention 
and_ means to integrating equality and diversity in their personnel policies, had better 
business results than the average profit margins2. Working on an equality oriented 
p~rson~el policy thus means working on improving the quality of personnel policy and it 
yields -m the literal and figurative sense- profit. More and more organisations come to see 
that employees are one of the most important resources. The involvement and 
performance of the staff are critical success factors of a well functioning organisation. All 
talents and capacities should be fully used and developed. Often this is not yet the case, 
one of the reasons being that "the staff' is seen as an undifferentiated category and no 
attention is paid to the specific situation and individuality of employees. Taking into 
a~count ~ ~•gender" dimension in personnel policy in return means paying attention to 
d1fferentrnlion and offer full scope to develop individual competencies. It is clear that the 
pursuit of equality oriented personnel policy is not only to the benefit of women or is only 
meant for women. It is to everyone's advantage since it is about the pursuit of a good 
personnel policy, which has a positive influence on the whole of the work climate and 
work sphere, inclusively the interaction of work and private life. This has a positive 
influence on the motivation of employees and consequently on their efficiency. This 
means a surplus value for the organisation and society as a whole is created. 

So an organisation can make a positive difference regarding gender relations at work. 
This book is about how to make this difference. Especially the public sector has an 
important exemplary function to fulfil in this field and should not lag behind 
developments in the private sector. Most government administrations have outlined a 
policy paying attention to equality and equal opportunities objectives with regard to their 
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personnel. Too often though this remains a policy that mainly exists on paper and does 
not work that well in practice. This book wants to make a contribution to a more effective 
equality oriented personnel policy, which takes into account recent policy insights and 
developments regarding gender, equal opportunities and personnel policy. On the one 
hand, theoretical understandings are explained, on the other hand concrete instruments and 
exemplary cases are presented which illustrate how different government administrations 
in different countries try to work in practice towards an equality oriented personnel policy. 
Although the book focuses specifically on the situation of the public sector and gives 
examples of projects in public administrations, most of it will also be of interest to other 
organisations. 

In the first part of the book, the specific situation of the public sector as an employer will 
be examined together with evolutions and recent developments in the field of public 
personnel management. Also the positive and negative consequences of these tendencies 
for the pursuit of an equality-oriented policy will be evaluated. In the second part, an 
analysis of the most important strategies and evolutions in thinking about equality policy 
in general and equality and personnel policy specifically will be given. By giving 
concrete examples, we will try to make clear what these strategies do signify. In a third 
part, three instruments in the form of checklists are presented, by means of which an 
organisation can check to which extent they do meet certain criteria and recommendations 
as regards equality oriented personnel policy. In the last part of the book, five specific 
projects in the field of equality and personnel policy in Belgium, the Netherlands, 
Norway, the United Kingdom and the Flemish Community are presented. These projects 
will each be tested against the previously formulated theoretical insights regarding 
equality oriented personnel policy. Finally, a reference list can be found at the end of the 
book with the list op people who co-operated in this publication and their contact details. 
They can always be contacted for additional information. 
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PARTl: AND 
RECENT TRENDS IN PUBLIC PERSONNEL MANAGEMENT 

GENDER CONSEQUENCES 

By: Annie Hondeghem, Sarah Nefen 

t. From Public Administration to New Public Management 
fa public 

While the rise of the 19th century nation states involved the development 0 ode! 
administration, based on a bureaucratic model, at the end of the 20th century a ~ew ~ ical 
of government administration is replacing the old system. The traditional and hierarc/Jied 
Weberian bureaucracy was characterised by its process oriented nature and the accen •vii 
on the correct application of the rules and procedures. From this point of view, the c: rs 
servant was only responsible for the implementation of policies. Several societal fac 0 of 
however have put pressure on the bureaucratic model and contributed to the appearance 
a new model, the so-called "New Public Management" (NPM). 

Five. important societal factors explain the evolution from public administration ov~: 
public management to the New Public Management. On a political level_, t 
breakthrough of neoliberalism in the USA and the UK gave rise to new values adding to 
the changes in the public sector. Reagan and Thatcher considered Friedman's theorY 

d. • . . l f the 
regar: mg monetansm as an ideal basis for their policies. This implies that the ro e O the 
public sector must be reduced to an absolute minimum in order to give scope for blic 
deve_Io_rme~t of the free market. From this perspective, it is logical that the ne:,". pu nd 
adm1mstrat1on should henceforth be led in terms f . 1 f effecuv1tY a 
efficiency. A second factor is of an economic o do eTchonom1ca 1:110 l~~s, f the seventies 

d h r er. e economic cns1s o der 
an t e consequent slackened economic growth 1 . h bl' fi e was un 

I I exp am w y pu 1c mane in 
pres~ure. n _a ater stage, the stringent Maastricht cr't . EMU l 1 d to the cuts . 
public spendmg The po 1 • • 1 ena on a so e al 1s 
a third importa~t factor o~hegl1hmacly of governments and public authorities in gen~r e of 

• e ow e ectoral turnout d 1· • l • • t' n the ns 
extremist parties and the distrust of . an po 1t1ca ~art1c1pa IO ' of the 
nineties. New theoretical currents witht~e v~ubhc sect~r are typical ph~~ome~:e public 
choice neo-institutionalism pr· . 1 ry economic approach to poht1cs, h ~ ctor-

, , mc1pa agent th l t y la 
Finally, internationalisation under the im eory ~tc. are _a fourth ex_p a~a or like the 
OECD and consultancies (Ernst & y pulse of mternat1onal organisations . n 0 f 
the New Public Management. oung, Anderson, etc.) has added to the introductto 

Already in the sixties and the se . . ,.., of 
. . venties the fi t h • ductt0•• management pnnc1ples in the publi ' rs steps towards t e intro . ties, 

important steps have been made :;t~~~:r _were tak~n. Since the eighties and the nt~:bliC 
Management. Not only the funcf . introduction of the concept of the NeW .... ew 

b h . 1onmg of publ' d . . . . . d n a •· 
pattern, ut t e public sector its If IC a mm1stratton 1s organise 0 . tY is 
questioned. The basic idea is th:t thand th: place of the public sector in socte and 
should restrict itself to its core t k e public _sector has become too cumbers0 ~1e ing 

. . as s. Pub! d . . . d liver services anymore, but 1s about c . ic a m1mstrat1on is not about e p..s 
Osborne and Gaebler put it "gove/eatmg the conditions for the society to do 50• d' gm 
shift from the bureaucratic to then::~: ha~ to steer instead of row"3. With the par\1 the 
central values dominating public g genal model, a shift is also taking place ~ h jts 
values of justice, equality and leg 01verna~ce. The juridism of the public sector wit . .,,,, 
. I d' . . 1 a secunty • b . 1111sw, 
me u mg pnnc1p es such as the "3 E-values"· Is emg eroded and yields fo~ ~cono 

• economy, efficiency and effectIV11Y· 



Equality oriented personnel policy in the public sector 5 

Hood4 has defined the New Public Management through seven characteristics 
("doctrines"). His typology gives a clear idea of what NPM is about. 

Table I: New Public Management according to Hood 

Doctrine Meaning 

I) "Ha11ds-oll professiollaf Active, visible, discretionary 
mallagemellt" control of organisations from 

named persons at the top, 
"free to manage" 

2) Explicit stalldards alld Definition of goals, targets, 
measures of performallce indicators of success, 

preferably expressed m 

3) Greater emphasis 
output colltrols 

quantitative terms 

oil Resource allocation and 
rewards linked to measured 
performance; break-up of 
centralised bureaucracy-wide 

L personnel management 

4) Shift to disaggregatio11 of Break-up of fom1erly 
units in the public sector 'monolithic' units, 

unbundling of U-form 
management systems into 
corporatized units around 
products, operating on 
decentralised one-line budgets 

Justification 

Accountability requires clear 
assignment of responsibility 
for action, not diffusion of 
power 

Accountability requires clear 
statement of goals; efficiency 
requires "hard look" at 
objectives 

Need to stress results rather 
than procedures 

Need to create "manageable'' 
units, gain efficiency 
advantages of use of contract 
or franchise arrangements 
inside and outside the public 
sector 

5) Shift to greater Move to term contracts and Rivalry as the key to lower 

~ompetitioll ill public sector 

6) Stress 011 private-sector 
sty/es of ma11agemellt 
practice 

public tendering procedures costs and better standards 

Move away from military- Need to use "proven" private 
style public service ethic, sector management tools m 
greater flexibility m hiring the public sector 
and rewards, greater use of 

1---._----------~P~R:...:t:::ec::h~n::iq2:u:.:e~s------t-----------1 
Cutting direct costs, raising Need to check resource 
labour discipline, resisting demands of public sector and 

J . ~tress Oil greater 
isc,pfme alld parsimolly ill 

resource use union demands, limiting "do more with less" 
compliance costs to business 
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2. From personnel administration to personnel management and HRM 

Parallel with the general evolution from public administration to New Public 
Management, one can observe a similar evolution from a mere personnel administration to 
a dynamic personnel policy and Human Resources Management (HRM) in the public 
sector. Since the late eighties, most western European countries have engaged in human 
resource management reforms in their national public administrations. In general, the 
reasons for changing the way people are managed in the public sector are relat~d to 
economic strain on the public sector that has increased the demand for greater efficiency 
and better quality, often with a smaller public service workforce as a result. Other maj_or 
factors driving the evolution towards HRM include: efforts to strengthen managerial 
accountability, changes in the labour market and the need for the public service to remain 
a competitive employer and the demand for increased transparency in public spending. 5 

In contrast with the traditional model where personnel administration is a very static 
matt~r- and_ where the civil servant was just an anonymous number in a huge 
adm1mstrat10n, HRM starts from the principle that people are at the heart of the matter ~nd 
that an optimal use of human resources is crucial for the organisation. One can distinguish 
the following central elements ofHRM: 6 

1) Personnel is of strategic importance for the success of an organisation 
:ersonnel are no longer seen as a pure cost-factor but as human capital in which, to 
mves~. ~eople are of strategic significance for the success of the organisation l he 
question 1s: what makes the difference, why are some organisations successful and 
others not; the answer which is given to this question by ~he h_uman resources 
management theory, is that successful organisations invest more m their personnel 

2) Perso~e) management must be integrated in the general strategic policy of the 
organisation 
HRM should be an integral part of corporate planning. The organisation strategy has 
~!ear cons~quences for HRM-policy, therefore HRM can not be isolated but must _be 
mtegrated_ m the global framework in which the organisation is functioning. Policies 
and practices for managing people should be in line with and support other reforms 
and strategies ensuring the efficiency, effectiveness and quality of public services. 
Inversely, management reforms in other areas should support a modern human 
:esources management. Also, in designing the organisational strategy, one has to take 
mto account the human potential of the organisation. 

3) A positive vision on human capacities 
~uman beings are full of potential and are motivated. The personnel want to realise 
itself through its work and are a source of possibilities. Therefore, the organisation 
must cre~t_e opportunities to develop these potentials. Everybody must have equal 
opportumt1es to participate in the decisionmaking. 

4) Dece_n~ralisation of personnel responsibilities 
~rad1t1onally, the personnel function is the responsibility of three actors: topmanagers, 
!me-managers and the personnel unit. In HRM the role of line-managers is stressed. 
They are the first r:sponsible for guiding and coaching their personnel. This also 
m_eans that leadership must be an important selection criterium for line managers. 
L1~e ?1an~gers must have enough discretionnary power to decide on human resources. 
This 1mphes decentralisation and devolution. Personnel responsibilities are thus being 
decentralised from staff to line-managers. On a more general level, one can observe 
the same decentralisation trend of responsibility for HRM from central management 
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bodies to individual departments and agencies. 

5) HRM consists ofa coherent and integrated set ofHRM-instruments 
HRM is characterised by a consistent and integrated set of personnel instruments. 
Selection, performance appraisal, reward and development are critical instruments for 
strategic personnel management. These instruments must be coherent one to another. 
Therefore one can speak about an interdependent HRM-cycle, as illustrated below. 
The human resources management cycle is only as strong as its weakest link. 

Figure I: HRM-cycle 7 

HRM-cycle 

+ Selection -+ Performance 

~Reward 
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t '-
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6) Contingency approach 
There is no best way to manage personnel. Each organisation must look for a 
personnel policy that fits best to its organisational structure and culture, to its strategy 
and environment. 

These ideas, which come from the private sector, have also been applied to a certain extent 
to the public sector. From the eighties onwards we observe a gradual evolution in the 
public sector from a traditional personnel approach to a modem human resources 
management. The rate of change has been different among countries. Especially in 
countries with a tradition of public law (e.g. France, Belgium), this evolution has been 
much slower than in other countries (like e.g. UK and the Netherlands). 
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3. Changes in the field of personnel management in the public sector 

Modernisation of personnel management has been an important aspect of change in all 
OECD-countries. From an OECD-survey of 1993 it appeared that in the period 1989-92 
most of the key reforms initiatives were in the field of personnel management 8. 

In one of the last OECD-publications9 a table was published with an overview of the 
measures taken in the field of personnel management. 

Table 2: OECD-countries reporting changes in personnel management in the period 1987-1992 

Measure Number of 
countries 

Downsizing or limits to size of public sector workforce 22 

Decentralisation or devolution of HRM 16 

Significant new management development programmes 15 

Equal opportunities initiatives/policies 14 

Classification or job design reforms 13 

More flexible working time arrangements 12 

Running cost budgets for line departments and agencies 11 

Comprehensive HRM strategy 11 

Performance appraisal system 10 

Significant new recruitment, selection or promotion arrangements 8 

Reforms or restructuring of pay systems 8 

Formal job evaluation systems 8 

Simplification of organisational structures (cg flatter organisations) 7 

Assessing managers' performance on HRM responsibilities 7 

Performance management systems 6 

It appears from the table that downsizing has been one of the most important measures in 
the field of personnel management. This fits into the strategy of new public management 
to reduce the public sector to its core tasks. 

Another important measure is the decentralisation and devolution of the personnel 
function. The personnel function is organised in a new way. There is a new distribution of 
responsibilities between central bodies, departements or agencies and line managers. On 
the one hand there is a decentralisation from central bodies to departments and agencies. 
On the other hand, within departments and agencies certain personnel responsibilities are 
being assigned to line managers. 

These reforms appear to be a critical success factor in the evolution from a rule-bound 
bureaucracy to a performance management model. Decentralisation and devolution have 
indeed some important advantages: 

personnel policy can be adapted to the specific needs of the organisation 
personnel policy can take into account the specific situation on the market 
personnel decisions can be taken in a shorter period of time 
and last but not least, it is an important tool to enhance the responsibility and 
accountability of public managers in general 
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A third measure is the introduction of new management development programmes. In 
several countries we see that top management is treated in a distinct way. Special HRM 
policies are developed for them. In some countries, like the UK and the Netherlands, we 
see the emergence of a Senior Civil service 1°. 

Equal opportunities policies are mentioned as a fourth area of change. As the period 
under investigation deals with I 987- I 992 probably new legislation and measures 
concerning positive action are referred to here. 

A fifth area of change is classification systems. These are a result of organisational 
changes, like e.g. the flattening of careers. 

The introduction of more flexible working arrangements is also important. Throughout 
the public sector, we see an evolution from standardised working arrangements to more 
flexible ones. The traditional civil servant working from 9 to 5, from Monday to Friday, 
on a full-time basis, spending the whole of his or her career in the public sector, with a 
fixed salary increasing with promotion and seniority has almost disappeared. New 
arrangements have come into being. Examples are: part-time employment, flexitime, 
sabbatical leaves, career interruption, job sharing, fixed term contracts. mixed careers 
between the public and the private sector, performance related pay, etc. 

4. Gender consequences of changes in public management and HRM 

The above described evolutions can have negative as well as positive effects on gender. 
Gender mainstreaming in personnel policy can contribute to a positive balance, because it 
aims at identifying and preventing negative effects on women of public personnel policy. 

4. I. Negative gender consequences 

As mentioned earlier, the evolution towards New Public Management is characterised by 
the idea of a too cumbersome public sector, which should be reduced and should be 
concentrating only on core functions. In this logic of rationalisation and efficiency, the 
more precarious and part-time jobs are more often subject to shrinkage than other 
functions. Statistics show that in a large majority of cases much more women than men 
occupy these kind of jobs. In the Belgian federal ministries for instance only 68% of the 
women have a permanent appointment (32% of women have precarious short-term 
contracts) while 88% of the men do have a permanent appointment. A negative 
consequence of the introduction of the New Public Management model could therefore be 
that more women than men lose their jobs in the public sector and become unemployed. 

On top of this, there is a risk that the principles of social justice -like gender equality- fade 
into the background in the new context of economism where the 3 E-values are prevailing 
and are promoted (economy, efficiency, effectivity). This in its turn might make it more 
difficult to maintain and implement the existing equality measures or to introduce new 
equality strategies. 

A one-sided interpretation of the "Human Resources" concept, might put too much stress 
on the "resources" aspect of the concept. In this very business-like perspective of HRM, 
only the strategic availability and steering of personnel is stressed and only the 
management of personnel, given a determined strategy, is important. The "human" aspect 
is neglected and no attention is paid to the question whether all personnel, women and 
men alike, have scope to develop their talents, abilities and personality through their work 
and whether they are motivated and contented employees. 
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The focus on 'performance' management can put more stress on people and decrease the 
possibilities for activities outside the work-related context. Moreover, in a study of S. 
Corby11 , it was found that men are more beneficiary of new systems of performance 
related pay, even in the case men and women had the same appraisal. 

Also decentralisation and devolution can hold a risk. The protection of fundamental 
values like equal opportunities, which was most looked at by central staff agencies, can be 
considered as less important. Indeed, individual departments and agencies are foremost 
interested in achieving their own short term organisational goals, not in defending the 
longer term interests of government or society at large. In giving more discretionary 
power to line managers, there is a danger that gender discrimination and gender bias will 
increase. The shift to an enhanced role for line managers involves a shift away from 
expertise in equality matters, because know-how in this field is traditionally to be situated 
in central personnel and/or equality units. L. Dickens mentions also the context in which 
line managers have to operate as "bad news" for gender equality. 12 This context is often 
one of tight financial control. Line managers increasingly become "budget holders" and 
do not see the relevance of equality as an organisational goal. Equality then risks to be 
precluded by the pressure to achieve direct results in financial terms. 

4.2. Positive gender consequences 

The evolutions in the field of public management and personnel policy also have positive 
gender consequences. 

Private sector employers become more and more aware of the importance to attract female 
employees because they constitute a very important, highly educated and qualified part of 
the labour force today. In several countries women outnumber men in graduating at the 
universities. Not to be able to hire women therefore implies a loss of highly qualified 
human capital. As Hood underlines, New Public Management involves a shift to greater 
competition and rivalry with the private sector and to private-sector styles of management. 
In the public sector, it might become more difficult to attract competent people if no 
attention is paid to what a public employer specifically can offer to candidate public 
servants. Salaries are often a component in which the public sector cannot compete with 
the private sector but the modern image of an equal opportunities employer paying 
attention to the individual situation and profile of its employees might be an effective way 
to attract qualified candidates who are hesitating between a job in the public and the 
private sector. 

Even if a too one-sided economic "resource" approach to HRM might be a gender risk, 
one has to recognise that HRM stresses the human factor much more than the traditional 
model of personnel administration used to do. HRM puts the human being in the centre of 
attention, which is an important step forward in terms of gender. Employees arc now seen 
as individuals, women and men, who are important for the organisation and who are no 
longer considered as "the" anonymous civil servant of the traditional public administration 
model. HRM is characterised as well by the evolution from a functional to a competency 
based approach in personnel management, which is a step further away from the 
traditional rather "male"oriented model. The difference between a functional and a 
competency based approach in personnel management is that in the first approach 
emphasis lies on functions, while in the second approach emphasis lies on staff 
capabilities and behaviour. Competencies refer to the skills and abilities of members of an 
organisation to do their jobs effectively. Competence management includes the 
recruitment, development and retention of competencies within the organisation. 
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Modem human resources management underlines the necessity of a flexible and versatile 
organisation in an increasingly changing society. Flexibility is a central concept in the 
HRM-model. The concept can be looked at from the viewpoint of the employer. Here 
flexibility means that the employer has the capacity to adapt the organisational design and 
the number of personnel to changing circumstances. Flexibility however can also be 
looked at from the viewpoint of the employee. Here we can define the concept as the 
capacity of employees to adjust their working situation to (changing) personal 
circumstances. Measures in the field of flexibility can be used as a leverage for women 
and men to search for a better combination of work and care and for more balance into 
their lifes. More and more organisations begin to recognise the value of "balanced lives" 
as important for both their employees and the organisation itself. They even recognise 
that "excessive commitment" to the organisation can be negative, as the extreme example 
of the Japanese phenomenon of karoshi ('death from overwork') illustrates. 13 
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PART 2: 
EVOLUTIONS IN THINKING ABOUT EQUALITY AND 

PERSONNEL POLICY 

By: Annie Hondeghem, Sarah Nefen 

1. Evolutions in equality policies for women and men in general 

Internationally, we can see a very clear evolution in gender equality strategies. Equal 
opportunities policies have changed because the results were inadequate, even after 
several decades of policy efforts in this field. The strategies used were not effective 
enough, therefore, thinking about gender equality has moved from an initially very legal 
and theoretical approach over a more active and output-oriented approach in the seventies 
and eighties towards, recently, a structural and proactive way to tackle gender imbalances. 

T. Rees characterises these three broad approaches to equal opportunities as « tinkering», 
« tailoring» and« transforming». 14 

I)« Tinkering» or the legal approach 

Tinkering can be equated to the legal equal opportunities model and basically means that 
there are formal references to equality and equal opportunities in the legislation. So, in 
theory equality «exists». In practice however, this strategy has proved insufficient and 
the law often remains dead letter. 

2) "Tailoring" or the positive action approach 

Since the legal approach is not sufficient, «tailoring» or pos1t1ve action is a necessary 
supplement to the first model. Specific actions and measures focused on the situation of 
women are needed to try to turn the legal and passive equality clauses into real 
opportunities for women. However as Rees argues, the impact of positive actions is 
limited because they are based on a'« deficit model ». 15 Positive action focuses on the 
characteristics of the underperforming group (women) and tries to make good their 
~< deficiencies » so that they can perform and compete better within the existing system. It 
is not concerned however about the characteristics of the existing (male) system that is 
never questioned. 

3) "Transforming" or tl,e mainstreaming approach 

!n orde~ ~o challenge the structural status quo, which might reproduce and reinforce gender 
mequahties, a « transforming » model or mainstreaming approach should be adopted. 
Gender mainstreaming has been defined by the Council of Europe as: « the 
(re)organisation, improvement, development and evaluation of policy processes, so that a 
gender equality perspective is incorporated in all policies at all levels and at all stages, by 
the actors normally involved in policy-making ». 16 Gender mainstreaming means 
« changing the mainstream » or the general policies and procedures which should 
systematically take into consideration the differences between the conditions, situations 
and needs of men and women. 

Mainstreaming is a sophisticated, long-term approach involving substantial changes that 
can not be implemented overnight. 17 It is also a quite recent strategy, which became only a 
bit more widespread since the UNO Beijing Conference on women in 1995. Nordic 
countries such as Sweden and Norway do have a longer tradition in the field of 
mainstreaming of equal opportunities. The European Commission adopted a 
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Communication on mainstreaming, entitled "Incorporating equal opportunities for women 
and men into all Community policies and activities" in 1996. Today the new Treaty of 
Amsterdam formalises in its article 3 the Community commitment to gender 
mainstreaming and the Commission is making systematic efforts to implement its 
mainstreaming strategy. Nevertheless, generally speaking, there is not enough experience 
or expertise yet in Europe in operationalising the concept of mainstreaming in practice. 
Therefore it is crucial that meanwhile (and "meanwhile" will probably be a prolonged 
period of time) a triple strategy of I) legislation, 2) positive action and 3) mainstreaming 
is followed. These three approaches should not be seen as mutually exclusive but as 
complementary. 

2. Evolutions in equality and personnel policy 

Regarding equality oriented personnel policy, one can observe the same historical shift in 
strategies as for equality policy in general: from equal rights over positive action to 
mainstreaming. As for equality policy in general, the combination of these three 
approaches is necessary in order to conduct a successful equality oriented personnel 
policy. A combination of two arguments explains why such an equality oriented 
personnel policy is important: 

I) a "justice and democracy" argument: a real democracy has to ensure that women and 
men participate equally in the state's decision making, it is not 'just" that men monopolise 
representation in the state sector 

2) an "economic and resource" argument: an organisation will gain by integrating more 
women because it means an introduction of new perspectives and ways of solving 
problems and it contributes to changes in organisational processes. culture and 
management styles 

The two arguments are both important reasons for having an active gender equality 
strategy. The economic argument should be handled with care however. This "business­
case" for gender equality should not be used to turn gender into a "personal qualification" 
which puts pressure on women to behave in accordance with stereotypical images of e.g. 
"the female manager". Gender differences exist but should not be exaggerated, there 
should be enough space for "individuals" who do not necessarily have to behave 
"womanly" or "manly". 18 

In what follows we will discuss the evolution in thinking about gender and personnel 
policy in detail. 

2.1. Equal rights 

An organisation that intends to conduct a successful equality oriented personnel policy, 
needs in the first place, a visible formal or legal framework providing for equal rights and 
equal treatment for men and women. Equality as a theoretical and legal concept basically 
implies that no individual should have fewer rights or opportunities than any other. 
Today, almost everybody supports this principle and most employers in the public sector 
do have indeed certain general clauses about equal opportunities. equal treatment and non­
discrimination, as regards selection, promotions, pension schemes etc. One illustration 
hereof is the equal opportunities chapter in the Civil Service Management Code in the UK. 
The first paragraph of this chapter stipulates that « Civil Service equal opportunities policy 
provides that all eligible people must have equality of opportunity for employment and 
advancement on the basis of their suitability for the work. There must be no unfair 
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discrimination on the basis of age, disability, gender, marital status, sexual orientation, 
race, colour, nationality, ethnic or national origin, or (in Northern Ireland) community 
background. ». 

These kind of general commitments can be considered as a condition sine qua non for an 
effective emancipatory personnel policy. It is necessary that the organisation clearly 
embraces equality and non-discrimination as important principles. However, it is not 
sufficient because without further active measures, there is a considerable risk that the 
principles will not be applied. As Rees puts it « a statement to the effect that an 
organisation has an equal opportunities policy is clearly not sufficient to ensure its 
application ». 19 

An illustration of the importance of a legislative frame for an equality oriented personnel 
policy, is the legislation regarding maternity rights. In a traditional, purely economic 
logic and without any legislation, an employer would probably prefer a male employee to 
a pregnant female employee. The European Equal Treatment Directive (76/207/EEC) has 
helped to curb open discrimination in the EU against married and pregnant women. 
Nevertheless, even if maternity protection is one of the oldest examples of specific 
equality legislation, the number of court cases in this field shows that the law has not been 
taken for granted yet by all employers, whether they are from the private or the public 
sector. Besides the cases brought to court, there are even more cases in which women do 
not take the step of going to court and are ~eing discriminated by their employers. After 
all, it is not obvious for an employee to go to court against her or his own employer. Only 
recently (1998) a woman on pregnancy Jeav, ~rom a Ministry in Belgium, was financially 
discriminated. This female civil servant had to go two times through a qualifying period 
before being granted a pay rise because due to her pregnancy leave she "interrupted her 
work more than 30 days". The personnel service in this Ministry bluntly denied the fact 
that pregnancy leave is, according to the law, not an interruption of work but has to be put 
on the same footing as a period of active service. The woman in question decided not to 
go to ~ourt for personal (not to spoil the atmosphere in her working environment) and 
finan_cia) reason~ (costs of a legal case). Only after initiatives from the positive action 
official m the Mmistry and the Equality Unit in the Ministry of Labour and Employment, 
the Personnel Service decided to alter its decision. 

Anot~er g~od_ exru:nple of the importance but also the risk of weak application of a legal 
equahtro pn_nc1ple IS the European « equal pay for equal work » article in the Treaty of 
Rome. _Smee as early as 1957 (the Treaty of Rome on a European Economic 
Co_mmumty), all _employers in the public and the private sector in the EU are bound by 
art1cl~ 119 of this treaty, laying down the principle of equal pay for equal work. In 
practice how~ver, the art. 119 case is a good example of the limited impact of legislation. 
From 1957 ~Ill 1976 article 119 remained dead Jetter. It was only thanks to the pressure 
from committed groups and individuals testing and extending the law, that article 119 has 
developed beyond more than a formal statement. This was a very slow evolution but still 
after that, the effectual implementation took a Jot of time. The article contained many 
ambiguities (e.g. what exactly does « ;qua) work» mean, or what exactly does « wage» 
mean_?) which were hard for lawyers and claimants to resolve and define. The 
effectiveness of the equal-pay principle had to be tested several times before the national 
courts and the European Court of Justice before the principle became more firmly 
established. But even today we still notice an important wage gap between men and 
women. 

Legislation is needed, it is a starting point but not a wonder drug. The limited impact of 
legislation and equal rights declarations as a model for emancipatory personnel policy is 
also illustrated by the high levels of vertical (few women in middle and top management 
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functions) and horizontal segregation (women hold other functions than men) in the public 
sector, although women theoretically have been granted « equal access » to all of these 
functions. The mere formulation of equality rights will not in itself create equality: more 
active measures are required in order to monitor, implement and complete legislation and 
general equality declarations. 

2.2. Positive action 

At the end of the seventies and during the eighties, several organisations, especially in the 
public sector started implementing positive action programmes to encourage more 
effective equality of access in the working place. The public sector has an important 
exemplary role to play in this area. In 1984 the Council of Ministers of the EU approved a 
recommendation on positive action (1984/635/EEC). The EU defines positive action as 
"measures targeted at a particular group and intended to eliminate and prevent 
discrimination or to offset disadvantages arising ji-om existing attitudes, behaviours and 
structures". 21 This however is a very broad definition, which does not convey the different 
interpretations of the term positive actions in different countries. Also it stresses the 
"structural element" while this is more a basic characteristic of mainstreaming and not of 
positive action since the inherent limits of this concept make it very difficult to tackle 
structural problems. The European definition reflects more or less what is meant by 
positive action in e.g. Belgium but not in the United Kingdom which has a very tight legal 
definition of positive action. Therefore the following definition of positive action might 
be more useful: "a generic term for programmes which take some kind of initiative either 
voluntarily or under compulsion of the law, to increase, maintain or rearrange the number 
or status of certain group members usually defined by race or gender, within a larger 
group". 22 

Compared to equal rights, positive action shifts the emphasis from equality of access to 
creating conditions for women more likely to result in equality of outcome by "equalising 
starting positions".23 Positive action includes both a quantitative and a qualitative aspect. 
In quantitative terms the objective of positive action is to realise an equal representation of 
men and women at all levels and in all positions. Equal representation does not 
necessarily mean fifty/fifty but can take into account the "supply" of qualified women. e.g. 
through the number of women available in lower management levels, the number of 
graduated women in universities, the situation of women in the labour market in general 
etc. A quantitative instrument often used for positive action is "target figures" for the 
number of women and men in organisations. Examples in the public sector where target 
numbers have been used are the Netherlands, the European Commission, the federal 
ministries in Belgium and Norway. 

The qualitative aspect of positive action deals with the general improvement of 
employment conditions. It is concerned with the aim of removing barriers for women at 
work and with specifically assisting women in order to ensure more effective equality of 
access. Examples in this area are: specific training courses for women (e.g. women and 
leadership, assertiveness), encouraging applications from the underrepresented sex in 
certain jobs and attention to the presence of women in selection boards. In the 
Netherlands and Belgium, also childcare initiatives or parental leave are sometimes 
presented as positive action instruments. C.L. Bacchi warns for the potential negative 
consequences of such a broad interpretation of positive action: "While these reforms are 
doubtless needed, the implications of bracketing them with 'positive action' should be 
considered. They become in this interpretation add-ons for 'women', rather than essential 
social security policies. In this way the reforms reinforce the conventional division of 
domestic labour. "24 
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As pointed out before, an important reason why positive action is a necessary but not a 
sufficient complement to anti-discrimination legislation, is the fact that a more systemic 
solution and structural adjustment is needed. The starting point of positive action is that 
individual barriers prevent women from being successful in the workplace while unequal 
power relations are neglected. Positive action can be considered as a "compromise 
strategy" but not as a solution since it is only dealing with the symptoms of problems, not 
with the causes. In other words: "The real cause -the traditional gender based division of 
market and non market activities and the incompatibility of employment and family 
responsibilities- remains intact."25 Besides the fact that it is a temporary compromise 
solution, the lack of interest of leading officials or even their opposition and that of others 
to positive action as a policy instrument are other factors explaining its limited impact. 
This opposition is often linked to misunderstandings about the term "positive action". 
Today still, positive action is wrongly put on a par with the controversial concept of 
"positive discrimination". While positive discrimination in theory can be a part of 
positive action, in practice it is hardly accepted or applied effectively to public personnel 
policy in any country in Europe. Carol Lee Bacchi clearly distinguishes positive 
discrimination or "hard" programmes from "soft" programmes.26 Soft positive actions are 
"encouraging" policies to increase the possibility that members of underrepresented 
groups be hired, appointed or promoted, these include initiatives such as targeted 
recruiting policies and training programmes. Hard positive action refers to policies which 
specify that being a member of an underrepresented group counts in assessing candidates 
for appointments and promotions, quotas are one illustration of this. Hard positive action 
has been adopted sometimes in the Netherlands, Norway, Sweden, the United Kingdom 
and Germany but in general we see in these countries a trend away from these measures 
which are talked about a lot but hardly ever used.27 Another reason explaining the limited 
interest of leading officials in positive action is that they can not see it as a win-win 
situation at all. Since it is exclusively focused on one group (women), they intend to 
believe it is necessarily at the disadvantage of the other group (men). They don't see the 
advantage of the organisation either. 

The lack of interest of the top and middle managers in positive action combined with the 
false interpretations of the concept, contributes to the isolated position of equality 
officials, which constitutes another element accounting for the limited impact of positive 
actions. Since support from their superiors is often lacking, these officials can spend very 
little time on positive action policies because other issues have priority. Also the 
appointment of specific officials responsible for positive action ( even if in reality they can 
not spend much time on this responsibility), might serve as an excuse for the management 
that the "women's issues" are dealt with and takes all responsibilities away from the top 
management. All these reasons led to the decision in Norway to abolish all specific 
positive action officials and only rely on a mainstreaming strategy where all equality 
responsibilities were given to top management. This drastic solution seems to work in 
Norway but it would probably be much too early for most other states because 
commitment of the top officials is not sufficiently present yet. The merit of most positive 
action instances, even if they can not solve structural problems, is that they very clearly 
point at problems, touch the sore spot and make "women's issues" visible. 28 Positive 
action is a way to keep gender equality issues visibly on the agenda or to put new 
problems on the agenda. This is an important complement to the mainstreaming approach. 
If positive actions were replaced by instead of complemented by "broad organisational 
change" some of the necessary political discussion would be neutralized. The risk is then 
that everything becomes "structural" and very diffuse. 29 
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2. 3. Mainstreaming 

Although they are necessary conditions, legislation and positive action are not sufficient 
conditions for an effective equality oriented personnel policy. The limited impact of 
legislation and positive action points to the structural nature of gender inequalities in the 
workplace and the need for an integrated solution, such as mainstreaming. In practice 
however, experience with mainstreaming equal opportunities into personnel policy is 
limited and the borderline between positive action and mainstreaming is not clearly cut. 
As stated in the Council of Europe Report on mainstreaming: the main difference between 
positive action and mainstreaming is the actors involved and the policy aspects to be 
addressed.30 In order to try to illustrate the difference we will put things here in a 
caricatural way. One could say that the starting point for positive action is a specific 
woman's problem. A specific women targeted measure is then developed by officials of 
the public equality machinery (e.g. an Equal Opportunities Officer). The starting point for 
mainstreaming in contrast, is an existing policy. The policy process is then reorganised so 
that the actors normally involved take a gender perspective into account and gender 
equality can be reached as a goal. As Rees puts it « it means not simply looking at the 
barriers to women's progress up the ladder, but asking whether the ladder is the right 
shape and size, or even whether it is necessary to have a ladder at all ».31 An example 
might make things clearer. In a positive action approach, the promotion of women is seen 
as a problem. The action proposed would then be to give special training to women on 
e.g. « women and leadership», « combination of family and working life» etc. In a 
mainstreaming logic, the starting point would be the existing « promotion » policy and the 
existing regulations in this field would be questioned from a gender perspective. The 
solution would then e.g. be to apply a gender impact assessment to this policy. In stead of 
problematizing women, policies are problematized. 

This change in the definition of what exactly the policy problem consists of, is linked to 
the theoretical origins of gender mainstreaming, namely the conceptual shift from an 
analysis of "women's questions" into a "gender"-analysis. Gender has become a crucial 
concept which, to the opposite of the term "sex", does not refer to biology but points at the 
sociological and cultural differences between men and women which have been learned, 
change over time and have wide variations both within and between cultures. It is about 
culturally determined views on the tasks, roles, characteristics and skills associated with 
men or women. Often a hierarchical connotation is linked to these views on masculinity 
and femininity: implicitly or explicitly, deliberately or undeliberately a subordinate 
distinction according to sex is made whereby the female norm is mostly subordinate and 
the male norm predominates. The difference between positive action and mainstreaming 
is that the latter questions the male norm and does not promote it as "the" norm. Gender 
equality means taking into account and valuing e~ually differences between men and 
women instead of maintaining a gender hierarchy. 2 Mainstreaming gender equality in 
personnel policy means that not a woman's problem but the organisation of the public 
administration is at the heart of the matter. The public sector should be organised in such 
ways that there is a better balance between the diverse interests, ways of life and work that 
men and women may have. 

Another example which gives a better idea of what mainstreaming is abo·ut and what the 
difference is with traditional approaches, are the recent initiatives in Belgium in the field 
of equal pay. As outlined earlier, although all EU member states have been bound by art. 
119 since 1957, in practice a substantial gap of 26% subsists between the wages of male 
and female employees in Belgium. A large part of that wage gap cannot be explained by 
so-called «objective» factors (e.g. differences in education and training, part-time 



18 Jnslituut voor de Overheid - Public Management Institute 

work, ... ) but must be linked to hidden mechanisms of gender hierarchy and discrimination 
in job evaluation systems and the job classifications which are the result of it. 33 Therefore, 
the existing job classifications should be revised and the focus has to be on the 
introduction of gender neutral classifications. To this end, a campaign was launched in 
1996 to give employees and social partners greater insight into job evaluation and make 
them aware of the role they can play in this process. A workbook and teachers pack were 
published explaining how a sex neutral job classification can be developed using a 
checklist for equal opportunities. 

Mainstreaming is a fundamental strategy and therefore it may take time before it is 
implemented. Positive actions are a much faster way to react to inequalities. It will 
always be easier to make changes in the margin (organising a special training e.g.) than 
transforming an existing policy. In the long run, however, the impact of the latter strategy 
is more important, while positive action will only have a « marginal » effect. 
Nevertheless, we want to underline once more the necessity of combining the three 
strategies (legal model, positive actions and mainstreaming). The example of the equal 
pay case illustrates the importance of the combined use of the three approaches. Without 
art. 119 (legal model) there would not have been a basis for initiatives and studies looking 
for structural solutions in the field of sex neutral job classifications (mainstreaming). 
Since in Belgium the determination of wages traditionally belongs to the competence of 
the social partners, who bargain on a sectoral level, an effective equal pay policy would 
come down to sensitising (positive actions) the employers' and employees' organisations 
so that in the long term they can take into account the gender perspective in their 
negotiations. 

Compared to other policy areas, mainstreaming gender equality in the field of personnel 
policy has one major advantage. A lot of expertise in the field of personnel policy and 
equality does exist already through the experience of most governments with positive 
actions for their personnel. While in other policy fields the relevance of gender still has to 
be checked and detected, it is very clear that personnel policy has gender implications. A 
lot of sex disaggregated statistics are already being collected by personnel units, horizontal 
and vertical seggregation is "mapped", often some case-studies within the public sector in 
specific countries have been done, more theoretical research on equality aspects of 
personnel policy exists, ... Nevertheless, mainstreaming equality in personnel policy is 
definitely a complicated process and it cannot be reduced to a simple recipe or step-by­
step plan. It should be stressed that mainstreaming is always situation-, policy- and 
country specific although, some general facilitating conditions and recommendations for a 
mainstreaming methodology have been identified by the Council of Europe in its gender 
mainstreaming report (l 998). We will list them here in a schematic way and comment 
briefly on their concrete meaning for mainstreaming into personnel policy. 
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Table 3: Facilitating conditions & recommendations for a mainstreaming methodology 

MAINSTREAMING IN GENERAL MAINSTREAMING INTO PERSONNEL 
POLICY 

1) Mainstreaming Prerequisites 1) Mainstreaming Prerequisites 
• political will • support of the minister with overall responsibility 
• specific gender equality policy for personnel policy and the equality minister 
• statistics • specific officials dealing with equality and 
• comprehensive knowledge of gender personnel policy in each ministry, contacts with 

relations the ministry with overall responsibility for 
• knowledge of the administration equality 
• necessary funds and human resources • all personnel statistics split by sex 
• participation of women in political and • comprehensive knowledge of gender relations 

public life and in decision-making • funds/human resources (specific equality 
processes officials) 

• a critical mass of female politicians and civil 
servants facilitates mainstreaming in personnel 
policy 

2) When, what, where to mainstream? 2) When, what, where to mainstream? 
• all stages of the policy-cycle (planning, • all policy-cycle-stages, especially the planning 

decision, implementation, evaluation) stage 
• most of the policy areas (especially where • recruitment, selection, performance, appraisal, 

there are major reforms) reward, career development (the whole HRM-
• all policy levels (national, local, ... ) cycle) 

3) Possible techniques and tools 

• analytical (statistics, surveys and forecasts, 
research, checklists, guidelines, gender 
impact assessments, monitoring, ... ) 

• educational (awareness-raising and 
training courses, flying expertise, 
manuals, leaflets, ... ) 

• consultative-participatory (working and 
steering groups, databases, conferences, 
hearings, ... ) 

4) Who are the actors? 

• politicians 
• administration 
• gender equality machineries 
• researchers and experts 
• pressure groups, NGOs 
• media 
• supranational institutions 

• on a centralised (ministry with overall 
responsibility for personnel) and decentralised 
level (each ministry) 

3) Possible techniques and tools 
• educational: making the link between gender and 

personnel policy visible and understandable 
(e.g. gender training, information leaflets,) 

• analytical: concrete instruments (which help) to 
integrate a gender dimension into personnel 
policy 
(e.g. good personnel statistics. checklists, gender 
impact assessment, pilot and research projects, 
monitoring reports) 

• consultative-participatory: actively involving and 
making responsible a broad range of (policy­
)actors (e.g. set up new structures, organise 
network meetings for people from different 
personnel policy-areas, organise conferences on 
specific themes) 

4) Who are the actors? 
• minister responsible for personnel policy and the 

minister responsible for equality 
• alliances with interested female politicians 
• top officials, HRM-people, line-managers, 

trainers, recruitment and selection officials, 
equality officials 

• researchers/experts in gender studies & personnel 
policy to assist projects, do research, provide 
training 

• networking with motivated women within the 
organisation and with women's organisations 

• trade unions 
• international organisations as a forum to 

exchange information, they are often advanced 
regarding mainstreaming and personnel policy 
(e.g. European Commission, DG IX) 
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PART 3. 
SOME INSTRUMENTS FOR AN EQUALITY ORIENTED 

PERSONNEL POLICY 

By: Annie Hondeghem, Sarah Ne/en 

1. Checklist for the basic structures of an equality oriented personnel policy 

The first checklist constitutes the basis of each equality oriented personnel policy. 
Without a number of basic structures such a policy can not be realised in practice. The 
checklist builds on the threefold analysis made in part two (equal rights, positive action 
and mainstreaming) and adds another essential component, namely the genuine 
commitment of the organisation. The checklist can be presented symbolically in the shape 
of an 'equality house', consisting of three levels, with the commitment of the top of the 
organisation as the 'rooP. 

Figure 2: Equality house 

Financial and human resources 

MAINSTREAMING 

• Involvement of the regular actors: line and staff 
managers, HRM people, trainers, ... 

• All existing policies are questioned in terms of 
gender 

• Search for structural changes, long term strategy 

POSITIVE ACTION 

• Initiatives of specialised equality officials 
• Specific visible measures targeted at women or 

men 
• Awareness-raising, short term strategy 

LEGISLATION 

• Good implementation of the law by personnel 
services 

• Good and active communication and awareness­
raising regarding maternity rights, existing part­
time and leave schedules, etc. towards all 
employees (women and men) 

• Good internal and external complaint 
procedures 



Equality oriented personnel policy in the public sector 21 

1) Legislation 

• Are all the European Directives in the field of equal opportunities implemented 
into national legislation (as regards the public sector)? 
These directives often concern matters indirectly or directly relevant to personnel 
policy e.g. equal pay for work of equal value (1975), equal access to employment, 
vocational training and working conditions ( 1976), equal treatment in statutory social 
security schemes (1979), equal treatment in occupational social security schemes 
( 1986, 1997), protection of pregnant workers ( 1992), parental leave ( 1996), shift of 
burden of proof in sex discrimination cases ( 1997), part-time work ( 1997). Possible 
gaps regarding the implementation of European legislation should be filled as soon as 
possible. Any specific equality legislation in addition to the required European 
initiatives, e.g. legislation on minimum quota for the underrepresented sex in special 
committees and advisory bodies should be encouraged and monitored. 

• Do formal references to gender equality exist in the statute/mission 
statement/management code of the organisation? 
It is important that the organisation underlines in a formal way its intention to 
guarantee equal treatment and equal opportunities between men and women. In this 
way the organisation makes clear that gender equality is one of its fundamental 
objectives and concerns and that it is acknowledged as a part of the broader corporate 
strategy. Reference to an active equality oriented personnel policy could complement 
the statements about the objective of equal rights for all employees. 

• Is the necessary know-how regarding specific equality legislation available? 
Personnel units should be well informed about the existing legislation in the field of 
equal opportunities and they should follow up existing and new case law in this area in 
order to interpret the own rules and legislation in a correct way. Knowledge and 
expertise are the first indispensable conditions to ensure the application of the law. 

• Are women and men sufficiently informed about their rights? 
All employees should be correctly informed and well aware of their rights. 
Transparency is a key word. Active communication, not only through leaflets but also 
through personal advice on all possible leave schemes (parental leave, maternity leave, 
... ), part-time work, maternity rights, sexual harassment, etc. is important. 

• Is existing equality legislation monitored and regularly evaluated? 
Personnel units can be an important source to give feedback on existing legislative 
measures and their concrete impact on employees in the public service. Problems 
experienced by employees regarding aspects of equality law related to personnel 
policy, which are observed by or reported to personnel units can serve as an important 
input for adaptation of the law or new legislative initiatives, also on EU-level. 

• Is support available for people who want to enforce their rights before the court? 
Structures for the enforcement of the law (such as e.g. the Scandinavian concept of 
"ombudsman/woman") are important. Women and men who feel discriminated should 
be able to make a complaint to a specific internal reporting point or to appeal directly 
to a court. The support and expertise of labour uni.9ns regarding equality matters is 
also a crucial factor to ensure successful enforcement of equality rights. 
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2) Positive Action 

• Have specific positive action or equality officials been appointed? 
Each ministry, department or agency should have an official who develops positive 
actions and sets departmental/agency objectives and plans. They can serve as the 
immediate contact point for individual women or men reporting particular gender­
related complaints or problems for which they can search an individual solution. 
Depending on the number of personnel in the department or agency, this can be a full­
time job or a task next to other responsibilities. It is important that the officials of the 
different departments/agencies network with each other and come together sometimes 
to exchange information, inspiration and good practices. 

• Does a specific Equality & Personnel Policy Unit exist? 
Next to contact persons in each department or agency, there should be -ideally- an 
equality & personnel policy unit34 located in the Ministry with overall responsibility 
for personnel. Here people work exclusively on equality issues linked to personnel 
policy. The unit serves as a centre of expertise and as a motor for the overall positive 
action strategy of the civil service. They can point at specific problems, develop own 
initiatives and specific positive actions. This unit can constitute the link between the 
different equality officials and can organise network meetings between them. Th~ unit 
has the task of identifying specific gender problems, making them visible and trymg to 
address them directly. Besides their traditional role regarding the overall positive 
action strategy in the civil service, they also have a newer but crucial role regarding 
mainstreaming. They constitute an important "medium" for starting gender 
mainstreaming. Their experience and expertise is an important starting point for 
implementing a real mainstreaming approach. This unit can initiate the main~tre~ming 
process and ensure the necessary co-ordination, feedback, follow-up and momtormg. 

• Are the specific equality/positive action officials and the equality unit visible 
enough? 
Equality officials should not be too much isolated or operate in an invisible policy 
niche. If positive actions are initiated but not communicated and spread, their scope 
and effects will be very limited. Awareness raising is one of the important tasks of 
these offi~ials, ~hich means they have to make the whole of the organisation awar~ ~f 
the equality Objectives and strategies. A first prerequisite is of course that a~l civil 
servants are ~ware of the existence of the specific equality officials or the equ~lity_ and 
personnel umt. One way to increase the chances to have a more visible policy 1s to 
have a short presentation of the unit or the officials each time new employees start 
working in the organisation. It can either be a direct and personal presentation during 
the traineeship or a leaflet with information can be included in the welcome pack of 
new civil serva~ts. It is strategically important that the organisation passes a strong 
message re~ardmg_ equality policy during this starting period of new employees, when 
they get their first impressions of how the organisation works and what is fundamental 
for the organisation. 

• What are the status and the position of the equality/positive action officials and 
the equality unit? 
Equality officials should be appointed on a sufficiently high level. Although in theory 
they should ~ot all be ~niversity-degree holders (or equivalents), in practice this helps 
them to realise effective positive actions. The credibility and the status of these 
officers are very important because they often have to confront opposition and 
reactions that "there are no problems anymore with equality". Although there are 
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often very motivated and capable persons on lower levels dealing with equality. 
positive action works best where responsibilities are placed quite high up. This 
positioning also helps to guarantee that individual equality officials in a ministry or 
agency can effectively spend some of their time on positive actions, if it is not their 
full-time responsibility. For newcomers in an organisation or persons on lower 
management levels it might be more difficult to convince superiors that positive 
actions are an important part of their job and that they need time for it. Especially 
when it comes to the co-ordination function of an equality unit or of a specific official 
regarding mainstreaming, a high position in the hierarchy is crucial. The function of 
such a co-ordinator is to ensure that line managers are aware of their role and 
contribution in implementing the mainstreaming strategy. Someone who has no 
formal mandate or high function can not do this. 

3) Mainstreaming 

• Are the regular actors in the field of personnel policy involved in mainstreaming? 
Mainstreaming, as opposed to positive action, is not the task of a few equality 
specialists but should be the responsibility of all the regular actors in the field of 
personnel policy. This includes the competent minister, top officials, line managers, 
HRM-people, selection-officials, trainers, trade unions etc. Depending on the subject 
or specific mainstreaming project, the actors playing a crucial role should be clearly 
defined, as well as their exact tasks. Obviously, the assistance of specific equality 
experts remains important as well, especially in an initial phase where they can initiate 
and co-ordinate the mainstreaming process, set up new structures etc. They have an 
advisory role and can help the officials reflect on what a gender perspective means and 
when it is relevant. However, they are mainly supposed to listen and help regular 
actors but they are not expected to do their work. 

• Is the concept of "gender" well understood by the different actors normally 
involved in personnel policy? 
Mainstreaming means introducing a gender dimension into personnel policy. In order 
to mainstream successfully, the concept of "gender" should be well understood by all 
the regular actors in the field of personnel policy. It is not sufficient that a simple 
paragraph about "women" in policy documents is added. A proper understanding of 
mainstreaming and gender equality is necessary. "Gender" refers to social differences 
between women and men, it is a culturally specific definition of femininity and 
masculinity and therefore varies in time and space, in contrast with the word "sex" 
which refers to the biologically determined differences, which are universal. Gender 
equality means identifying and valuing equally the differences between men and 
women and their diverse role in society. It means changing the structures in society 
which contribute to maintaining unequal power relationships between women and men 
in order to reach a better balance between the various female and male values and 
priorities in society. Gender training and general awareness raising courses by 
equality experts at the level of a unit or a department are an important tool to ensure 
sufficient knowledge to make the mainstreaming strategy work. A specific checklist 
could be elaborated, like the Flemish Community has done, with a definition of gender 
expertise and a list of indicators for gend~r expertise (e.g. educational background, 
membership of certain professional organisations, networks, ... ). 
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• Are all statistics related to personnel matters split up by sex ? 
Knowledge about gender relations is a prerequisite to take into account a gender 
dimension in policy-making. All statistics should therefore routinely be disaggregated 
by sex and at the same time by all background variables which are important (age, 
ethnic origin, ... ). Current data and data collection methods might have to be 
questioned: which data are split up by sex, what criteria are used to gather data and 
what are the underlying assumptions and values of these criteria? It is not only 
important to collect these gender-specific data, but even more to analyse them and to 
examine trends and changes in gender relations. 

• Is gender equality an objective in performance agreements? 
Performance management systems are a vital instrument to integrate and link gender 
equality closer with the organisational goals and strategies. Gender equality and a 
more equal representation of male and female civil servants could be one of the criteria 
in performance agreements (contracts for the organisation as a whole or for individual 
managers). Linking pay awards to performance evaluations could then be an 
important means to hold managers accountable for real gender equality outcomes. 
Also for the appraisal of individual civil servants dealing with matters related to 
personnel policy, one criterion could be to which extent they try to take into account a 
gender perspective. 

• Do public reforms or new policy proposals regarding personnel policy take into 
account a gender perspective? 
Mainstreaming at an early stage of the decision-making process is probably the most 
effective way to work on gender equality. The earlier a gender perspective is taken 
into account, the more likely it is that policies will really take gender into account and 
not just add a gender paragraph at a later stage. Policy reforms in the field of public 
administration or new proposals are therefore an important "window of opportunity" 
to mainstream. A well-developed instrument for mainstreaming in the policy 
preparing stage is the "gender impact assessment". After the gender relevance of a 
measure is checked (by answering the question whether the proposal concerns one or 
more target groups and whether there are differences between women and men in the 
policy field, e.g. regarding rights, resources, participation, gender values and norms), 
the current situation and expected trend are analysed and likely developments resulting 
from the introduction of the proposed policy are compared and assessed, according to 
gender relevant criteria. 

• Is a gender perspective taken into account in the implementation and evaluation 
of the existing personnel policy measures? 
Although the policy-preparing stage is crucial and reforms or new policy initiatives 
should be focused primarily, also the other policy stages are relevant for 
mainstreaming. Not only implementation but also evaluation of existing rules and 
procedures should be looked at. As far as implementation of policies is concerned, 
gender proofing might be a useful mainstreaming tool: all official documents, letters 
etc. should be screened to see whether the language used is gender-neutral. If existing 
policies are evaluated, it is very important to assess the effects these measures had on 
gender relations given the possible input of the evaluation to the development of new 
policy initiatives. 
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4) Commitment 

• Is a genuine commitment of the administrative and political top present? 
Rhetoric support in favour of an equality oriented personnel policy is one thing but it 
is not the main thing. It is definitely important that politicians and top officials visibly 
support the objective of an equality oriented personnel policy. However, actions speak 
louder than words, so instead of mere lipservice, a genuine commitment of the 
political and administrative top management responsible for personnel policy is 
needed. Especially "mainstreaming" is becoming a very fashionable word, but it 
should not be reduced to a slogan, mainstreaming is not an end in itself, the aim is to 
achieve gender equality and a balanced representation of female and male civil 
servants at all levels of the organisation. 

• Are sufficient financial resources liberated to pursue an effective equality 
oriented personnel policy? 
An effective equality oriented personnel policy is not without any financial 
implications, on the contrary, it requires a reallocation of existing funds. Without 
financial means, building and transferring legal know how with regard to equality. 
hiring specific equality officials, adapting existing procedures and tools, setting up 
new channels of co-operation and providing necessary gender trainings for policy 
makers will not be possible. Not freeing enough resources will undermine the 
achievements of good results. 

• Arc sufficient human resources liberated to pursue an effective equality oriented 
personnel policy? 
An effective emancipatory personnel policy requires the involvement of the regular 
actors (in line with the mainstreaming logic) with regard to personnel policy but also 
the involvement of specific equality officials (in line with the positive action logic). 
These equality experts do not only have a role in developing specific positive action 
measures in the organisation, but also have a function of support, developing an 
overall strategy, co-ordination and monitoring. It is important that these equality 
officials are appointed at a sufficiently high level in the hierarchy and that they have 
really the time to do their job, so preferably some of them have a full-time 
responsibility of equality official. 

• Have target figures been established and approved? 
The formulation of realistic target figures for the number of female and male civil 
servants in the organisation, to be approved at the highest level, are an important 
means to test the commitment of the organisation to real progress. Target figures are a 
means to quantify a part of the objectives of an equality oriented personnel policy. 
They make the equality goals very concrete and facilitate the monitoring of results. 
The time framework that accompanies the target figures puts pressure on the different 
actors in the field of personnel policy to really pursue an equality oriented personnel 
policy. 

• Is an overall plan regarding equality oriented personnel policy present in the 
organisation and approved at the highest political and administrative level? 
A coherent global equality plan ·in the ministry or department with the overall 
responsibility for personnel policy is needed. This plan can set out short, medium and 
long term goals, it can indicate the overall priorities, define the key actors, lay down 
their responsibilities, describe the different tools and techniques that will be used and 
foresee detailed monitoring procedures. The plan should be evaluated and adjusted on 
a regular basis, this is the responsibility of a specific equality official. 
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2. Checklist for the integration of equality in the BRM-policy cycle 

Whereas the first checklist concerned more the structures of an equality oriented personnel 
policy, the second checklist deals with the content of the policy. The starting point here is 
the HRM-policy cycle, in which essential instruments of personnel policy are contained. 
For each part of the cycle, examples are given of how an equality dimension can be taken 
into account. 

Figure 3: H+R Management -Cycle 35 

Selection 

i .)" Reward 

---+ Performance ---+ Appraisal 

i _________ ~Development 

Prerequisite 

• Is there a genuine H+R Management in the organisation? 
An equality oriented personnel policy will be easier to pursue in organisations where 
there is a real balance between the "human" and the "resources" aspect of HRM. If an 
organisation focuses in a very narrow way on the economic aspect of HRM and 
considers personnel only as an economic resource, there is a risk that fundamental 
values as equity, democracy and equality are neglected, while these are important 
principles underpinning an equality oriented personnel policy. The validity of values 
such as equality, equity, ethical conduct and political impartiality should be 
emphasised, alongside principles such as efficiency, accountability and other 
performance oriented values. 

1) Selection 

• Are job descriptions and competency profiles checked on gender neutrality? 
Job descriptions and competency profiles are important instruments of human 
resources management as they are the starting point of many other personnel 
instruments (selection, appraisal, pay, ... ). Positive action officials should therefore 
check whether in designing job descriptions and competency profiles, there is a gender 
bias. Due to horizontal and vertical segregation, women and men have often different 
functions in the organisation. If the current situation (e.g. only male managers) is 
serving as a model for the 'ideal' job description and competency profile, there is a 
high risk for a gender bias in the design of the profile ( e.g. of the post of manager). 
This risk can be avoided by suggestions of an equality official to have e.g. mixed 
panels of female and male civil servants who determine the new profiles. Another 
measure is to examine the functional requirements and see whether they are really 
essential for good performance. There is indeed a risk to exaggerate functional 
requirements (such as the number of degrees, continuous period of specific 
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professional experience) which might eliminate possible candidates, e.g. women. 

• Is there a balance in the recruitment between men and women? 
Because of security of tenure in the public sector, recruitment is an important moment 
in personnel policy. A balanced recruitment requires in the first place that as many 
men as women are candidates for vacancies. This often needs a special effort, 
definitely for functions that are characterised by horizontal segregation. In order to 
reach the underrepresented group, equality officials can suggest the use of specific 
recruitment channels or warn for the different reach of existing channels towards men 
and women (internet e.g. is used more by men than women). Another measure is to 
add a specific paragraph in advertisements with a special appeal to female or male 
candidates. Referring to specific working conditions and services (e.g. flexible 
working hours, childcare during holidays) can make organisations more attractive as 
well. 

• Is personnel selected in a gender neutral way? 
Selection tests can unintendedly favour one sex or put a sex at a disadvantage. 
Research has proven that members of selection committees (men as well as women) 
can have very stereotyped images about candidates. After a thorough analysis of 
several selection interviews. Danish researchers found out that female candidates get 
other types of questions than male candidates. Interviewers tend to give more open 
questions to men and they get more time to answer them than women do. Specific 
measures to counter this kind of gender bias include guidelines or trainings to make 
the members of selection committees aware of gender aspects. A balanced 
composition of the selection committees, in order to enhance the confidence of the 
underrepresented sex, is an easy positive action measure in this field. Research has 
shown as well that men and women have different results for certain tests (e.g. men are 
better at mathematical tests, women are better at linguistic tests). So it is very 
important that the kind and number of these tests in a selection procedure is balanced, 
in order to guarantee equal opportunities. Changing the existing selection systems 
might however be a rathe1 lengthy reform process. The role of positive action officials 
here could be of pointing at the gender dimension of selection tests and to try to urge 
the selection officials to look for a "mainstreaming" solution. 

2) Pe,formance 

• Are good working conditions for men and women ensured? 
Good working conditions are very important for an employee's satisfaction and 
consequently for his/her performance. Modern technology can improve physiological 
working conditions to a high degree. But not only physiological, also psychological 
working conditions are important. Special attention should be paid to problems such 
as stress and sexual harassment, which can be of special interest for women. 

• Can working patterns be combined with care responsibilities? 
Working patterns are an important factor to facilitate the combination of work and 
care. A good balance between working and private life influences an employee's 
performance and functioning within the organisation. Flexible working hours (per 
day, per week, per month,_per year) can increase a person's freedom to organise work 
in function of her or his private situation. The rule that no meetings are organised after 
5 pm is relevant in this context. Home- and telework can avoid time-consuming 
travelling, working arrangements such as part-time work and career interruption 
should be options as well. Sufficient childcare facilities are also important. Although 
childcare is not in the first place the responsibility of the employer but of society at 
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large, supplementary measures can be taken with a view to a better combination of 
work and care. During the holidays childcare can be organised. Also for elder or ill 
persons, the employer can take initiatives. 

3) Appraisal 

• Is personnel evaluation gender neutral? 
Evaluators must be made conscious of stereotyped thinking. Men and women who 
perform equally, must be evaluated and rewarded in the same way. In the 
development and operationalisation of evaluation criteria, the evaluation norms should 
be gender neutral and the male norm should not be prevailing. For example if 
personnel is evaluated on a factor as "commitment to work'", a person who is working 
part-time should not de facto be evaluated worse than a person working full-time 
because of this working arrangement. A specific positive action measure during the 
appraisal moment of the HRM-policy cycle would be to integrate a specific module on 
gender in the training of evaluators. 

• Are new appraisal systems questioned in terms of their gender implications? 
Currently, new appraisal systems are being introduced in several countries. This is a 
chance for equality officials to encourage the regular policy actors to mainstream a 
gender perspective into these systems which are aimed at improving the functioning of 
personnel, but also at assessing performances with a view to appraisal. E.g. the trend 
towards self-assessment and 360 degree appraisal should be questioned in terms of 
gender. At first sight, women might seem to benefit from these new methods because 
they _give a more comprehensive picture of an individual's performance than can be 
provid~d by a purely top-down appraisal, where often only men are part of the 
p~omollon boards. Providing multi-source feedback represents a challenge to normal 
hierarchical concepts of management and many values associated with it. Moreover, 
research indicates that women show greater self-assessment accuracy than men. 
Nevertheless, it may still be that with these new systems individuals are being assessed 
on dimensions that are gender biased, so this should be investigated and looked at. 

4) Development 

• Do men and women have equal opportunities for training and education? 
In our "kn?":'ledge society", the importance of training and education is increasi?g. 
There~ore It 1s crucial that men and women have equal opportunities to continuing 
educ~llon so that they have equal chances to develop their career. In the selection of 
candidates for training, attention should be paid to a balanced composition of the 
group. In general, training programmes should be oriented towards all personnel, and 
not Just_ a_ selective group (e.g. top managers). Also the organisation of traini?g 
courses is important: they should be organised at moments which are compatible with 
care _responsibilities (e.g. not on holidays or late in the evening). In order to fulfil 
specific needs of women, it might be useful to organise specific trainings (such as 
women and leadership, career planning, networking, combination of work and family, 
• • • ). Although these courses are useful for both men and women, in practice more 
wom~n than men attend them. A positive action measure would be to encourage 
especially men to attend. 
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• Do men and women have equal opportunities in career development? 
In general, women make less career in public services than men. There are two main 
reasons for this. First, stereotypes and prejudices still play an important role, whether 
they are consciously or unconsciously used. Often, women are still not expected to 
make a career. There are still prejudices against women in leadership positions but 
women themselves often do not strive for promotions because they have another 
conception of a successful career. They might prefer a career which leaves them the 
opportunity to develop themselves and which can be combined with a balanced private 
and family life. In terms of positive action, possible measures to increase the number 
of women in middle and top management positions are: setting up systems of 
mentorship and networking, specific trainings to enhance women's self-confidence in 
making a career, encouraging potential female candidates for a specific promotion 
(e.g. the equality official can send them a personal letter encouraging them to apply), 
etc. The second reason why fewer women get promotions is linked to structural 
barriers and the gendered nature inherent in most of the career systems in the public 
sector, leaving women poor career perspectives. These barriers include e.g. the 
incompatibility of part-time work with promotions. A gender mainstreaming approach 
should be encouraged here by the equality officials because positive action measures 
will only help individual women but will not provide for fundamental changes. 

5) Reward 

• Is the principle 'equal pay for equal work' realised in practice? 
In practice women still earn much less than men for work of equal value. In the public 
sector, the situation is better than in the private sector because objectivity has always 
played an important role in personnel policy. Civil servants are often paid according 
to their function/grade and seniority. Discrimination however is still possible. 
Therefore the issue should be given sufficient attention by equality officials. Although 
the best strategy to ensure gender neutrality of pay systems is probably a 
mainstreaming approach (the involvement of regular actors, structural reforms), 
equality officials can put the issue at the fore. First of all, job evaluation systems and 
job classification systems can be gender biased. Functions that are occupied mostly by 
men can be over-evaluated, on the contrary, functions which are mostly occupied by 
women can be under-evaluated. Secondly, we see an evolution towards performance 
oriented pay. Civil servants are paid increasingly according to their personal 
achievements. Line managers are thus assigned broad discretionary power to fix 
salaries. There is a danger that men's performances are evaluated better than women's 
performances. Performance oriented pay systems should therefore be controlled 
regularly on gender neutrality. 
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3. Checklist for mainstreaming equality into quality management 

A lot of companies in the private sector already pay attention to quality management in 
their organisation but little by little, also the public sector becomes more and more 
interested in the concept of "quality management". Increasingly, organisations in Europe 
accept that "Total Quality Management" is a way of managing activities to gain 
efficiency, effectiveness and competitive advantage thereby ensuring longer term success -
meeting the needs of employees, their customers, financial and other stakeholders and the 
community at large. The "EFQM excellence model", a concept of the European 
Foundation for Quality management is an important example of a model that helps 
organisations to reach the goal of"business excellence". 

The EFOM's mission is: 

• to stimulate and assist organisations throughout Europe to participate in improvement 
activities leading ultimately to excellence in customer satisfaction, employee 
satisfaction, impact on society and business results 

• to support the managers of European organisations in accelerating the process of 
making Total Quality Management a decisive factor for achieving global competitive 
advantage. 

In Belgium, the federal Equality Unit together with the Flemish Quality Management 
Centre and the 'Association Walonne pour la gestion de la Qualite' worked on a European 
project called 'Putting the E into Quality'. Within quality-thinking, equality and diversity 
can be seen as indicators which maximise the quality and creativity of an organisation and 
lead to better contacts with clients (or in the case of the public sector: "citizens"). The 
conclusion is that the EFQM-concept can perfectly be applied to the "equality"-theme. 
Concretely speaking, the equality topic can be fully integrated in the nine criteria of the 
EFQM-model. In this way equality becomes an integral part of quality management. In 
our view, "Putting the E into Quality" is a good example of mainstreaming into personnel 
policy "at large". Although the model is mainly focused on the situation of private 
companies, it can be used - mutatis mutandis - also for the public sector. 

Below, the EFQM-business excellence model is shown and we shortly present the 
checklist drafted by the Belgian federal Equality Unit and the Flemish Quality 
Man~gement Centre in 1998 on equality and the EFQM model. It is important to notice 
that m the mean time, the EFQM-model has slightly been adapted (April I 999) so the 
check~ist is based on the older model. The equality Unit plans however a new publication 
on this theme. For further information you can contact: Ariane Dierickx and Carla 
Rijmenams, Dienst Gelijke Kansen, Ce/ Tewerkstelling - Ondernemingen, Ministerie van 
Tewerkstel/ingenArbeid, Bel/iardstraat 51, 1040 Brussel, T: 02/233 41 99 (Fr) or 02/233 
41 84 (NI). Also a new European project is underway to integrate equality in the improved 
EFQM-model. The result will be a CD-ROM in three languages (also in English) with 
very concrete examples on how to mainstream the "E" into quality management. The CD­
ROM will be available free of charge at the end of 1999. More information about the 
project can be asked at the Flemish Quality Management Centre ( Vlaams Centrum voor 
Kwaliteitszorg), Researchpark Zellik, Pontbeeklaan 43, B-1731 Zel/ik. Belgium, T: +32 2 
466 03 06, F: + 32 2 463 27 28, e-mail: vck@vck.be 
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Figure 4: The EFQM - Business Excellence Model 
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Checklist: Putting the "E" Into Quality 

• By means of the first criterion, "leadership". the commitment of top management to 
the equal opportunities issue is being probed. The following questions are raised: 

how does management inspire, support and enhance an equal opportunities 
culture? 
has the equal opportunities policy been written out? 
has anyone been appointed who has to follow up the equal opportunities policy? 

• The second criterion, "policy and strategy", enables to examine which procedures 
guarantee an equal opportunities policy in the organisation. Relevant questions here 
are: 

is the equal opportunities policy truly incorporated in the general organizational 
objectives? 
which procedures do exist to ensure that these objectives are met? 
are any means released to realise equal opportunities?" 

• The third criterion, "people management", identifies equal opportunities in all aspects 
of human resources management, including recruitment and appointment, promotion, 
career planning, performance appraisal, reward and training. 

• Under the fourth criterion, "resources", information and data on equal opportunities is 
being collected. Staff and company information split up by sex is central here. 

• In the fourth criterion, "processes", we examine how "total quality management" and 
equal opportunities can be integrated into the organisation. Relevant questions here 
are: 

does a working group on "quality" exist in the organisation? 
are equal opportunities a theme in this work group? 

• The sixth criterion of the EFQM model, "customer satisfaction", tries to establish a 
link between motivation, performance and quality of products and services. Important 
questions here are: 

how visible is the equal opportunities policy for the outside world? 
is there a balanced apportionment between male and female employees who are in 
direct contact with the citizens? 
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• The seventh criterion, "people satisfaction", is completed by the information obtained 
from a continual dialogue with employees. In these interviews several themes emerge: 
working conditions, reward, communication and atmosphere, sexual harassment on the 
work floor, personnel turnover and effiux. 

• The eight criterion, "impact on society", reflects the image and profile of the 
organisation concerning the equal opportunities issue. 

• The ninth and last criterion, "business results", looks into the future of the organisation 
by means of company results. Equal opportunities as a marketing instrument can give 
a competitive edge. Moreover, the organisations whose composition matches that of 
society, are more likely to have an instinctive feeling of society. 
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PART4: 
CASE STUDIES IN FIVE GOVERNMENT ADMINISTRATIONS 

1. BELGIUM: 
The realisation of target figures for the number of 

men and women in the federal ministries 

By: Maria De Leeuw, Jacques Druart, Annemie Morris and Carol Vanhoutte 

1. 1. Time-schedule 

a) The research project 011 target figures 
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On July 25 I 997, the federal Council of Ministers approved a report on a five years' 
federal positive action policy. This report included a proposal to elaborate target figures. 
On the initiative of the Minister responsible for equal opportunities for men and women, 
the research project "Indicators and target figures. Instrument for a proportional 
representation of men and women in the federal ministries"36 effectively started at the 
beginning of I 998. The research was completed by the end of I 998 with indicators and 
target figures determined for every federal ministry. 

b) Tl,e co1ifere11ce 011 target figures 

The research project on indicators and target figures as well as the policy 
recommendations formulated in the report were presented at a conference organised in 
April I 999 with the support of the Minister responsible for equal opportunities for men 
and women as well as the Minister of the Civil Service. 

c) Developme11t of a mai11streami11g strategy 

On the basis of the recommendations in the research report on target figures and as 
announced at the conference in April, a project to develop a more integrated approach 
towards equality and personnel policy was started in May I 999. The elaboration of a 
proposal to appoint a mainstreaming official in the Ministry of the Civil Service is the 
main starting point for this new strategy. 

d) Commitme11t of tl,e admi11istrative a11d political top 

Before the end of I 999, the report on target figures and the mainstreaming proposals will 
be presented to the Board of Secretary Generals. Depending on the agenda of the new 
government after the elections of June 1999, the proposals will also be submitted for 
approval to the new Council of Ministers later this year. 

1.2. Objectives 

Establishing indicators and target figures is clearly not an objective in itself, the target 
figures rather constitute an instrument to realise equal opportunities for men and women in 
the public sector. Consequently, the main objective was not to set target figures but to 
reafise them through the pursuit of an effective policy strategy. Therefore, the aim of this 
case is to try to realise the target figures by pursuing a dual policy strategy: specific 
(positive) actions on the one hand and an integrated approach (mainstreaming) on the 
other hand. 
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a) Positive action 
Positive action is an already existing policy approach in the Belgian fe_deral 
administration. The royal decree of February 27 1990, constitutes the main legal basis for 
this policy for women in the public sector. Every public service residing under the royal 
decree, has to appoint a positive action official. The positive action official has to draft an 
analytical report which contains detailed gender differentiated statistical data and on the 
basis of this quantitative analysis, the positive action official has to draft an equality ~l~n. 
Every public service also has to compose an internal guidance commission with advising 
and contro11ing competencies. Besides these two instances provided by the Jaw, other 
actors are active as well: a federal positive action co-ordinator. a positive action network 
and regional contact persons who support the different positive action officials. 

The objective of the case is to come to a new impetus for the existing positive. action 
strategy. As this policy approach is often confronted with a lack of interest or resistance 
from the different ministries and public services, a new dynamic is needed. Only with a 
revitalised positive action strategy, it will be possible to realise the target figures and to 
achieve a proportional representation of men and women in the public sector. 

b) Mainstreaming: a more integrated approach 

Besides improving the positive action policy, the other objective of the case is to make a 
start with introducing mainstreaming as a new policy approach towards equality and 
personnel policy, in order to realise the target figures and a gender balance in personnel 
po~icy. Mainstreaming of equality into personnel policy is a new approach that does ?0 t 
exi~t yet on the federal level. Although the importance of the existing positive aclion 
policy cannot be denied, many policy aspects to be dealt with concern the fed~ral 
~ersonnel policy in general and the personnel statute in particular, both bemg 
interdepartmental issues. Therefore, isolated actions only have a limited impact. To be 
able to realise structural long-term changes, the integration of a gender dimension int~ the 
federal personnel policy will be crucial. It should be stressed however that the aim IS to 
pur~~e a d~al strategy: mainstreaming will have to be complementary to a powerful 
positive action policy and cannot replace the existing positive action policy. 

1.3. Areas of personnel policy concerned 

The realisatio_n of target figures clearly affects two important aspects of the federal 
personnel policy: recruitment and promotion. The research project on indicators and 
target figures shortly examined the important role of the "Central Recruitment Office" in 
the recruitment and selection of statutory staff. The recruitment of statutory staff is based 
~n exams organised by this Central Recruitment Office. The analysis of the recruitm~nt 
ata shows that more women than men drop out at three important stages of the selection 

procedure: t?e enrolment, passing the exam and the actual appointment afterwards. The 
researc~ proJect formulates several policy recommendations for recruitment as well as for 
promotion. 

But b~sides recruitment and promotion as specific areas of personnel policy, it is even 
more imp_ortant to stress that this case deals more with strategies and new ways to pursue 
an effeclive equality oriented personnel policy than with concrete personnel policy 
aspects. The case suggests a more integrated approach for all important interdepartmental 
areas ofpers?nnel policy, namely a mainstreaming strategy. Positive action is stressed as 
a strategy to implement personnel policy in each department. 
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·1 ·ng) the case 
1.4. Policy actors in charge of (mom orz 
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In the course f th. the federal Ministry of Labour (which has overall responsibility 
for the federa~ e isttse,olicy for men and women) closely collaborated with the federal 
Ministry of the q~~:ii ~ervice (which holds the overall responsibility for the federal 

personnel policy). 
The federal co-ordinator of positive action wa~ _the c~nt_act ~ers~n in the Ministry of 
Labour. She is a member of the Equal Opportumtt~s Umt m this Ministry and has overall 
responsibility for the federal positive ~c!ion po_hcy. H~r function is to initiate jo_int 
actions, organise training for the pos1t_1v_e_ a~t1on offic1~ls and. ~o fo~ulate pohcy 
recommendations for new strategies and m1tiat1ves concemmg positive act10n. She also 
co-ordinates the network meetings of the federal positive action officials, which take place 

every two months. 
The overall responsibility for personnel policy. lies. wit~i~ the Ministry o~ _the C~vil 
Service. There were three main contact persons m this Mm1stry: the two positive act10n 
officials and a third civil servant responsible for Human Resources Management. They 
are all to be situated in a HRM-Unit under the immediate authority of the Secretary 
General of this Ministry. 

1.5. Other policy actors or target groups involved 

It is the positive action officials who are responsible for the annual follow-up (and if 
necessary also for the adjustment) of the target fig~res. However, the realisation of the 
target figures is a shared responsibility of several pohcy actors and not only of the positive 
action officials. Especially the commitment of the top management is crucial: they must 
clearly support the targets and the mainstreaming objectives. Therefore, the political and 
administrative top are the most important target group the case tries to focus on. 

1. 6. Link with the theoretical structure of an equality oriented personnel policy 

The main pillars of the structure of an equality oriented personnel policy as described in 
the third part of this book, are more or less all present in this case. 

It is clear that "commitment" is an important pillar as regards the realisation of the target 
figures. Not only the support of the two Ministers involved (Equality and Civil Service) 
was sought but also the support of the entire Council of Ministers and certainly the 
commitment of the Board of Secretary Generals. 

Furthermore, the aim of the case is to introduce "mainstreaming" as a more integrated 
approach towards equality and personnel policy at the federal level. The proposal to 
appoint a mainstreaming official in the Ministry of the Civil Service should be the 
beginning of a comprehensive mainstreaming strategy and shows the importance the case 
attaches to this pillar of an equality oriented personnel policy. Also the fact that leading 
officials and regular actors in the field of personnel policy are an important target group in 
the context of this case comes under the mainstreaming pillar as well. 

Besides the objective of a new integrated approach, a strengthening of the existing positive 
action policy is a second objective of the case. In this way, the "positive action pillar" of 
the structure is paid attention to as well. The important role of the positive action officials 
regarding the realisation, the follow-up and possibly the adjustment of the target figures is 
not neglected either. 
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1. 7. Description of the content 

a) The report on target figures d to set quantitati:'e 
The objective of the report was to elaborate a methodolo~~ a~ The starting pomt 
objectives for the number of men and women in the federal 1:1101stn~~-n a period of five 
was to elaborate realistic target figures that should be attai~ed t;~e ~xpected within a 5 
years. Therefore, a survey was made of the number of vacanc~es . . n The standard to 
years period. Consequently, a}'roposition to fill in the vacancies IS give • 
fill in the vacancies at level 13 (the highest level) is: 

parity for recruitment 
- 113th of women for promotion to middle and top management . 
For all the other levels the standard is parity for recruitment and promotion. d t 

bl. tion as oppose o 
Target figures are quantitative objectives without any legal _0 ig; h 'e words is very 
quota. With regard to the realisation of the figures, the choice O t es ta the aversion 
• B k" • t th same as quo ' · important. y ma mg 1t clear that target figures are no e h •solation that 1s 
and the hostility and consequently also the controversy and ~ e 1. target figures 
experienced too often in relation to positive actions, is avoided. By r~1:1m!nd by making 
in the general context of a quantitative approach towards personnel P?d'c\h usual equal 
use of a terminology and an angle that is well known also outsil"e e more easily 
opportunities "fanclub", leading officials responsible for personnel po icy are ortunity to 
motivated to support equality policy. In this way, target figur~s of~erhan °.%1e and top 
bring the overall positive action policy indirectly to the attentwn ° t e ~ 1 b·ectives of 

• h 1 • • • h" h • one of the mam o ~ management. This e ps to give 1t a new impetus, w 1c 1s 
this case. 
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b) Tl,efollow-up oftl,e targetftgures 
The research target figures formulates several policy recommendations in order 
to make the r;~ii~:i~~ of the target figures successful. They are situated at four different 

levels: 
I) The use and methodology of indicators and target figures 

2) Recruitment 
3) Promotion 
4) The positive action policy in general 
The follow-up of the target figu_res in the c?ntext _of this ca~e, concen~rates on the last area 
of policy recommendations, which deals with pohcy strategies to realise the target figures. 

• The presentation of the figures at a special conference 

A conference on the research on indicators and _target figures was organised on April 20th 
1999. This half-a-day conference was_ a useful mstrume~t_as regards the sensibilisation of 
leading civil servants, which is an important prereqms1te for more effective positive 
actions. Through the presentation of the r_e~ort a~d cont~ibutions of different speakers, 
attention could be given to the general positive action pohcy and several of its attendant 

problems. 
The conference was a collaboration between the services of the Minister responsible for 
equal opportunities for men and women and the Minister of the Civil Service. Both 
Ministers attended the congress, holding respectively the opening and closing speeches in 
which they underlined the importance of the realisation of the target figures and an 
equality oriented personnel policy. A representa~ive of th_e Secretary General of the Civil 
Service Ministry launched the proposal to appomt a mamstreaming official, which was 
afterwards the starting point for the next part of this case: a detailed and elaborated 
proposal for the appointment of such a mainstreaming official (cf. infra). The conference 
had a large turnout: more than 200 civil servants, several of them being leading officials, 
attended the conference. Intendedly, the invitations had not only been sent to the 'usual' 
participants of seminars on equal opportunities but specifically to line managers, personnel 
managers and those responsible for training. By way of the indicators and target figures, 
all these people were introduced to the positive action issue at large, which was a useful 
awareness-raising exercise. 

After the author had explained the report, a 'Code of Good Practice'38 on positive action 
was presented. Much too often, the federal positive action legislation is carried out 
according to the Jetter of the law but not according to its spirit. This Code is meant to 
overcome the gaps in the existing legislation on positive action and is designed for 
personnel and line managers as well as positive action officials. The Code stresses that 
positive action should be seen as a permanent process and not as a once-only initiative: 
every five years an analytical report and a global action plan should be drafted while on a 
yearly basis, a detailed year-plan should be drawn up. The Code also includes 
recommendations regarding the appointment of the positive action officials, their tasks and 
their time exemption for the job. The role of the internal guidance commission and the 
regional contact persons is explained as well. After the presentation of the Code, a 
Norwegian expert presented the Norwegian case on target figures and a European civil 
servant talked about 'Mainstreaming and equal opportunities in the selection procedures of 
the European Commission'. In making the link with other countries and the Commission, 
we wanted to stress the relevance and the importance of the subject on an international 
level. At the end of the morning, a number of persons were asked to take part in a 
roundtable discussion and to give their opinion on the report and the other presentations. 
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A member of the Central Recruitment Office a member of the HRM-Unit of the Ministry 
of the Civil Service, a positive action official' of the Ministry of Foreign Affairs as well as 
a member of the Council for Equal Opportunities (a federal advisory body) participated. 

Furthermore, on the occasion of the conference, different publications were presented and 
given to all the participants as part of a sensibilisation strategy. Besides the exhaustive 
version of the report on target figures and its annexes, a summary report of the research 
was made available in order to reach a larger target public who actually reads the 
documents. Also a small leaflet, which explains the aims and the structures of ~he positive 
action policy and which included the contact details of the federal co-ordmator, was 
distributed. Also after the conference these leaflets were distributed on a large scale so 
that all federal institutions were made ~ware of the existing positive action p~licies. Als? 
the Code of Good Practice was published in a small and reader-friendly ~ers1on so that 1t 
does not remain a dry legal document. All these publications have a uniform layout and 
style and should add to the visibility of the positive action policy. 

• The presentation of the target figures to the Board of Secretary Generals 

As the commitment of the administrative top is crucial, before the end of the year tl~e 
report. on target figures will be presented to the Board of Secretary Genera)s. The_1r 
comm1~~ent to the realisation of the target figures will be asked _a_nd th~1r ro)e m 
superv1smg the correct application of the Code of Good Practice on pos1t1ve action will be 
stressed. Also the proposals on mainstreaming as an effective str~tegy to ~chiev~ the 
target figures next to a reinforced positive action policy, will be explained at this meetmg. 

c) Proposal for the appointment of a mainstreaming official 

• Role and position of the mainstreaming official within the Ministry of the Civil Service 

~e- Federal M~ni~try_ of_ the Civil Service has a supporting role t~wards_ every other 
m1mstry or pubhc mshtuhon. Therefore it is composed of several specific units: 

- the Central Recruitment Office : responsible for the selection and recruitment of civil 
servants 

- the Federal Train~n~ Ins~itute: responsible for training 
- the General Admm1strat1on Unit: regulations and statutes 
- the Federal Office for Purchases: responsibl fi II k" ds of supplies to the federal 

· ·1 · e or a m c1v1 service 
- the Office for Public Purchases and Subventions: control over public contracts 
- the Consultancy Bureau for Organisation and Management: managerial advice 

the Office of the Secretary General: co-ordination and policy 

The support of_the Ministry of the Civil Service to the other ministries covers many fields, 
several of which concern personnel policy. Pers I oli·cy in the Belgian federal 
d . . . . . d . . onne p 

a m1~1strat1on 1s orgamse. m a quite centralised way. A more integrated ~p~roach. of 
equality and personnel policy, must therefore start with· th Ministry of the C1v1l Service 
where the main lines of the personnel policy are sk tmh de The mainstreaming official 
could e.g. co-operate with the Central Recruitment eOcffie • t examine recruitment and 

I . d d b" ice o se ectlon proce ures on gen er ias, consult with the t • • department and examine in 
. . h h I 1· rammg co-opera~10n wit t e re evant po icy actors the wide range of statutory regulations on 

gender bias. 

It is a strategic choice to_ ~lace t?is ~ai_nstreaming official within the Office of the 
Secretary General of the Civil Service M1mstry where the impact on the personnel policy 
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is the most effective. It is also within this Office that the official can obtain the most 
useful and recent information on personnel policy. The mainstreaming official shall 
therefore be part of the direct staff of the Secretary General where he or she can directly 
formulate possible policy changes. 

To ensure sufficient influence, it is also necessary to make sure that the mainstreaming 
official works at a high level. The proposal therefore consists of recruiting a Counsellor 
General (rank 15) or a Counsellor (rank 13) with a rank 15 mandate.39 Such a high level is 
certainly justified to make sure that the official, whose role is in fact also 
interdepartmental, will be a credible discussion partner for leading civil servants 
(Secretary Generals and Director Generals) in other ministries and public institutions and 
to make sure he or she will be able to sensitise and convince them. 

The choice to give the mainstreaming official a mandate of a limited period (5 years) is 
necessary because it is a specific and specialised function which demands a certain 
creativity and imagination. The mandate might be renewed in order to make sure that the 
specific skills are not lost. Five years is the minimum period to be able to carry out some 
concrete projects. 

• The selection of the mainstreaming official 

The mainstreaming official should be recruited among the civil servants of the federal 
civil service. This option has preference to the recruitment of an external expert on 
mainstreaming. Being a civil servant could be an advantaiie for his or her role of 
discussion partner at a high level for the other ministries. 0 A good knowledge of 
administrative functioning will have priority over a mere specialisation in the field of 
mainstreaming. Furthermore, the role of the mainstreaming official is not so much 
conceived as that of an expert but as that of a co-ordinator, a driving force who can always 
call on the necessary specialisation through subcontracting. 

Applicants will be called for through the official 'state' journal (Belgisch Staatsblad). The 
vacancy will be opened to every civil servant with rank 13 (possible promotion) or 15 
(possible transfer from another department). The selection will be organised by the 
Central Recruitment Office and the jury will be composed of leading civil servants and 
specialists outside the civil service. The jury will have to consist of an equal number of 
men and women. 

The profile of the mainstreaming official could be the following one: 

Experience 
- experience in the civil service 
- project management 

Knowledge 
- civil service 
- organisational aspects (social psychology of organisations), HRM 

Skills/personality 
- sensitivity to gender equality issues 
- good communication skills 
- negotiation skills 
- authority 
- analytical mind, critical spirit 
- autonomy, independence 
- impartiality, discretion, professional ethics 
- strategic mind 
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- ability to innovate 
- motivation, perseverance 

Furthermore the candidate should also be fluent in French, Dutch and English. 

Eventually, it will be up to the Council of Ministers to subscribe the need of a 
mainstreaming official in the specific area of personnel policy within the federal 
government. 

1.8. Problems and bottlenecks 

a) Political will 

It is a risk to talk about gender mainstreaming without implementing it. The initiative of 
elaborati~g and preparing a mainstreaming strategy on paper, starting with a p~oposal for 
the appointment of a mainstreaming co-ordinator was important, but now the will to really 
endorse and implement these proposals will be even more important for the realisation of 
the. ~get figures. A problem with a view to a quick implementation however _is ~he 
political vacuu_m period that has been experienced in Belgium in 1999 d~e to the res1gnmg 
government (smce April l 999), the elections (June 1999) and the formation-process _o~ the 
new gove_rnrnent (June-July 1999). For a great deal, it will depend on the new Mm1ster 
fo~ Equality on the one hand and the Minister of the Civil Service on the other hand, what 
wil~ happen next. They will need to be informed as soon as possible about the 
ma~nstreaming proposals. It will also be important that the decision to start with 
m~i~streaming in_ the field of personnel policy gets the approval of the new Council of 
Ministers. But with the fonnation of the new government all these aspects are delayed. 

b) Support oftlie top management 

As with th~ support of the political top, also the commitment of the administrative _top is 
not consohd_at~d yet. Due to time constraints41, the middle and top management m the 
f~d~ral ad1:11mstration were initially not involved in the project on target figures. In a 
similar proJect on target figures in Norway on the contrary, top officials in each ministry 
were consulted at different moments regarding the development and the final choice of t?e 
t~get figures. Obviously, the bottom-up approach followed in Belgium has its 
~isadvantages: ~he top officials still have to be informed about the target figures and their 
17po1:ant role _m the follow-up. Also they have to be convinced still of the added value 
~- ~amstreammg_ ~ithin the field of' personnel policy and the pioneering role that the 
fi ~mstry ~f_the_ Civil Service can play in the implementation of mainstreaming within the 
a:deral mi~1stnes.42 Unfortunately, in the actual political climate (dioxin-crisis, elections 
fi formation ~fa new government) it was not possible yet to put the subject of the target 
igur~s and mainstreaming on the agenda of the Board of Secretary Generals. Several 

appomtments have been cancelled at the last minute. 

1. 9. Status of the case 

The rese~rch project on target figures was ended at the end of l 998 and presented to a 
large audienc~ at the congress in April 1999. The report itself and the strategies to realise 
th~ ~argets stI~l ?ave ~o be presented to the Board of Secretary Generals and the new 
mmisters. This is an important next step to take. Due to the change in government, the 
other steps to be t~ken next are not sure yet. The agenda and priorities of the new political 
actors will be crucial. 
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Furthermore, it has to be mentioned that the concrete statistical follow-up of the target 
figures (annual follow-up by the positive action officials, annual presentation of the results 
to the top management and adjustment of the target figures by the positive action officials 
if necessary) is not elaborated in every detail yet. Specific responsibilities still have to be 
assigned and clear arrangements and guidelines about timing and reporting still have to be 
made. This will be done in the context of the positive action networks, preferably also 
with the support of the top management. 

1. JO. Results and conclusions 

We learned from this case that indicators and target figures, as a modern quantitative 
instrument of personnel policy, offer an ideal opportunity to indirectly bring the overall 
positive action policy and the broader issue of an equality oriented personnel policy to the 
attention of a large public. Target figures present an ideal frame in which other aspects of 
personnel policy, like e.g. recruitment and promotion can be integrated. Furthermore, they 
encourage policy makers to search for effective strategies to make sure that the targets can 
be realised in practice. In this way, the federal initiative regarding target figures for the 
number of men and women in the ministries, resulted into a reinforcement of the existing 
positive action policy and also made it possible to make a first step to a mainstreaming 
approach. 

Probably, the most significant weakness of the project has been the uncertain political 
context, before and after the elections in June 1999. There has been of course the support 
of the two (former) ministers involved without which the research project as such could 
not have been realised. But there is a clear imbalance between a top-down and a bottom­
up approach. The transitional stage in the political landscape could have been a reason to 
put the whole project aside for a while and to wait for the agenda of the new government. 
However, a choice was made to continue in the meantime with a bottom-up approach and 
to follow-up some of the recommendations in the report on target figures and to elaborate 
further policy proposals. Nevertheless, some decisions can not be made without the 
effective support of the political and administrative top. The policy actors involved in 
monitoring the case are aware that the next steps to be taken will be crucial to ensure the 
success of the project. 
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2. THE NETHERLANDS: 
Testing the gender neutrality of the procedure used for 

filling vacancies of the ABO-Office 

By: Francine J.N. ten Hoedt-van Rintel and Nelly Riksen-Borsje 

2. 1. Time schedule 

A study of gender neutrality in the procedure used for filling the vacancies of the ABO­
Office took place from March to July 1999. During this period, a study of the literature 
was undertaken and talks were held with career advisors of the ABO-Office. This 
consequently led to a presentation of the provisional results at a working conference held 
in Leuven on 21 June 1999. During this conference, participants discussed the case. The 
recommendations that were made at the time have been incorporated into this report. 

2. 2. Objectives 

The General Administration (Algemene Bestuursdienst or ABO) consists of senior 
managers from the central government from level 17 upwards. The ABO has around 350 
members, only 19 of whom are women. In spite of legislation in the field of equal 
o~portunities, positive action and provisions incorporated in labour conditions, it appears 
difficult to achieve a fair distribution of men and women in top positions. A number of 
actions were undertaken to bring about a change in this situation such as an examination 
of the proportionality of men and women in senior positions and the reasons why women 
leave government employment (outflow). An examination into gender neutrality in the 
procedure for filling vacancies is also relevant in this context. 

2.3. Areas of personnel policy concerned 

This case relates to the field of recruitment and selection and more specifically to the 
n?mination policy for top civil servants. The term nomination policy includes all activities 
aimed at finding the right person, at the right time, for the right position. This covers the 
~hol~ spectrum of inflow, throughflow and outflow of the ABO. The filling of vacancies 
is ~ _1~P0_rtant part of this as well as the organization of inflow, through flow and outflow 
activ~hes, 1.e. discussing career prospects, looking for candidates and help with drawing up 
candidate profiles. 

2.4. Policy actors in charge of (monitoring) the case 

The government of the Netherlands is made up of eight sectors. One of these is the 
'n_ational' (Rijk) sector covering 13 ministries.43 The Ministry of the Interior and relations 
with Overseas Territories (Ministerie van Binnenlandse Zaken en Koninkrijksrelaties or 
BZ~) acts as representative of the employer. The departments are themselves responsible 
fo~ internal pers~nnel policy and its implementation and BZK plays a coordinating role in 
this regard. This means that BZK is responsible for collective labour agreement 
?egotiations _with the sector, draws up agreements with the ministries concerned about the 
implementation of collective agreements and makes recommendations relating to 
personnel policy. Acting in this way, the Ministry of the Interior can make 
recommendations to the ministries about promoting women to higher positions. 

Every ministry is responsible for its own personnel policy. There is an interdepartmental 
policy for the management development of senior civil servants, which is the role of the 
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ABO-Office. The ABO was set up to enhance the quality of the civil service, under the 
responsibility of the Minister of the Interior. Up till now, the area of operation of the ABO 
extended to all civil servants from level 17 upwards. This includes positions such as 
Secretary General, Director General, their respective deputies and directors. In accordance 
with the intentions of the second Kok (Dutch Prime Minister) cabinet - expressed in the 
1998 government agreement - as from 2000, civil servants at level 16 will also be 
included in the ABO. 

The ABO-Office was set up in September 1995 to define preconditions for achieving the 
aims of the ABO. The ABO-Office develops policies and coordinates the implementation. 
This is carried out in close cooperation with the departments. From an organizational point 
of view, the ABO-Office is under the responsibility of the Ministry of the Interior and 
hence directly under the Minister of the Interior. The ABO-Office employs 26 people 
including seven career advisors and five policy officials. A precondition for discharging 
this task is establishing the appropriate conditions for organization development of the 
civil service in its entirety and each individual department. The activities of the ABO­
Office are mainly focused on the personal development of top managers based on the idea 
that only individual development leads to organization development. 

The policy of the ABO-Office is directed at five target areas: appointment policy, career 
advice, individual development, interdepartmental synergy and research and development. 
As all ministries are responsible for their own management development policy, the first 
area, that of appointment policy, is the most important activity of the ABO-Office. 

This case has been dealt with by Nelly Riksen-Borsje, policy official at the Ministry of the 
Interior, Director General, Management and Staff Policy responsible for the emancipation 
portfolio and Francine ten Hoedt-van Rintel, policy official and holder of the 
emancipation portfolio at the ABO-Office. 

2.5. Other policy actors or target groups involved 

Although strictly speaking the case is dealt with by the ABO-Office, the results of the 
enquiry can also be used to formulate recommendations for the departments belonging to 
the national sector. 

2. 6. Link with the theoretical structure of an equality oriented personnel policy 

The aim of the project is to test to what extent the equal opportunities aspect has been 
incorporated into the procedure for filling vacancies in the ABO-Office. Where necessary, 
recommendations have been made. The guidelines for equality oriented personnel policy 
cover three aspects where policy can be focused: 
1. legislation 
2. positive action 
3. mainstreaming 

The most important matter is sufficient commitment especially by management. The 
checking of the procedure for filling vacancies against the guidelines is especially aimed 
at point 2, positive action and point 3, mainstreaming. Attention has also been paid to 
commitment. 
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2. 7. Description of the content 

The procedure for filling vacancies maintained by ABO can be briefly summed up as 
follows44 : 

• The departments have to report any vacancy occurring at level 1 7 and upwards to the 
ABO-Office. 

• The ABO-Office notifies interested parties and other departments about these 
vacancies. 

• The ABO-Office gathers a number of suitable candidates for the post, based on 
indications drawn up by the departments and proposes a number of candidates to the 
department with the vacancy. 

• The department chooses one or more candidates from this list for an initial discussion. 
• Based on this discussion, the department chooses one or more candidates and the 

departmental recruitment procedure is then followed. As soon as a suitable candidate 
has been found, the department reports this to the ABO-Office which then rounds off 
the process by directly notifying all other persons involved. 

Rapid communication and care is crucial to this recruitment and selection process - rapid 
communication to serve departments and ABO staff to the best of their ability and care to 
avoid damaging the interests of those involved. 

The checking of the procedure for filling vacancies against the guidelines produces the 
following results: 

a) Legislation 

The guidelines indicate that focusing on legislation is the easiest but also the least 
effective way to tackle the problem of gender bias. Legislation or regulations can easily 
?egenerate into a paper tiger instead of turning it into a powerful instrument by properly 
implementing its spirit and provisions. Legislation is hardly relevant in this specific case 
but an enquiry can be carried out concerning the emphasis placed in the guidelines on 
~roviding information to staff on legislation and regulations. The question should be asked 
if the ABO-Office has provided enough information about the procedure to the ministries 
and ABO staff. The answer to this question is affirmative. The procedure was created in 
close cooperation with the various ministries. ABO staff has been informed of the 
procedure. Moreover, every candidate who is approached in connection with a vacancy is 
told about the procedure. A brochure is being written to spread the message even further. 
b) Positive action 

!n this book? positive action is described as: "actions and measures to help specific groups, 
1.e. women m specific situations, i.e. on the labour market, to catch up". In the case of the 
ABO-procedure for filling vacancies, positive action takes the form of what is known as 
the "women's file" of the ABO-Office which includes data on female staff working for the 
ABO and potential ABO female staff members (at lower levels and externally). If a 
ministry announces a vacancy, the women's file is first consulted to see if there are any 
suitable candidates. This method of operation has become so convenient that it is not even 
mentioned in the procedure. If a department asks for a female candidate, everything is 
done to offer as many female candidates as possible. It is evident that when it comes to 
positive action, quality is always the main priority. 
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c) Mainstreaming 

The main points of mainstreaming are: 
1) examining existing policies 
2) examining the role of those persons involved. 

Testing the procedure used in filling vacancies therefore can be called mainstreaming 
because an existing procedure is examined from a gender perspective. However, as to 
mainstreaming, the ABO-procedure is far from being the most ideal subject for 
examination as those areas where gender bias may appear are often areas in which the 
department with the vacancy is actively involved. Taking this into account, attention 
should be paid to the start of the vacancy, drawing up job and competency profiles and 
choosing candidates for the selection procedure. The ABO-Office is able to make 
recommendations on these subjects to the ministries and offer training courses to selectors 
working for the ministries. Furthermore, it is important that a policy official working for 
the ABO-Office has the subject of gender specifically included in his/her portfolio. 

d) Commitment 

There exists true commitment within the ABO-Office to promote gender equality but 
translation into actual figures and actions relating to vacancy filling procedures has not 
(yet) happened. Studies have, however, been carried out about the position of women on 
the labour market especially for top jobs. In 1998 a report was published entitled 
"Evenredig, nag even niet" ("Proportionate but not quite yet")45 containing the results of 
studies done into the distribution of men and women in senior positions within 
government. In the autumn of 1999, a report was published on the reasons why women 
leave the civil service. The results of these studies and this project were incorporated in 
recommendations to the departments. There are also plans to investigate the gender 
neutrality of ABO management skills. Contact has also been made with the Danish School 
of Public Administration which has an international programme for women managers.46 A 
number of women managers of the ABO are following this programme. 

2.8. Problems and bottlenecks 

In the first place, the time aspect played an important role in the implementation of the 
case both in the choice of the subject and the implementation itself (only three months). 
The choice of the subject would have been easier in 1998. The ABO-Office undertook a 
study at that time relating to the proportionality of women in senior positions. The project 
would have fitted perfectly into this study. The choice of the subject would also have been 
easier if there had been more time given to completing the project. The ABO-Office is 
currently doing a study on why women leave the civil service. This study will be 
completed in the autumn of 1999, too late to be included in this project. Another problem 
was the difference between positive action and mainstreaming. Positive action can be seen 
as a part of a mainstreaming policy; both are not as easy to distinguish than it might 
appear from the guidelines. 
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2. 9. Status of the case 

The case was completed in July 1999. The results will, together with those of the above­
mentioned studies, be used to develop Management Development policy for senior 
managers in the civil service. 

2. I 0. Results and conclusions 

To sum up, it can be said that the ABO-procedure for filling vacancies tested against the 
guidelines presents a positive image. There is commitment by the ABO-Office to give 
equal opportunities a role when drawing up policy by including this subject in the policy 
portfolio of a policy official, by having studies done and by participating in (international) 
initiatives relating to this topic. 

The procedure has been sufficiently published, care has been taken regarding 
communication and the code of conduct offers clarity for all those involved. The 
procedure is transparent which means that informal decision making which could be 
disadvantageous for women is avoided. Testing the procedure against the guidelines has 
translated mainstreaming into practice. This represents a starting point for an investigation 
into the policy as a whole. 

Checking the procedure against the guidelines and the discussions held during the 
congress in Leuven resulted in a number of practical recommendations that are discussed 
below. 

(]) Formalise the procedure for filling vacancies especially the use of the "women's file". 

It is ironic that a ABO-Office practice that actually should be a matter of course in every 
selection procedure, has to be formalised into positive action. 

(2) Agree with the departments that at least one, preferably several women, he placed on 
every candidate list. 

Due to the limited number of women in senior posts, it is impossible to make it obligatory 
to put at least one (but preferably more) women on every candidate list. This would mean 
that women eligible for mobility would have to be put on every candidate list whether or 
not this entails a perfect match between candidate, post and department. This is in conflict 
with the mission of the ABO, i.e. guaranteeing the quality, integrity and professionalism 
of the civil service and is furthermore in two aspects unfair towards female candidates. In 
the first place, the ABO-Office tries to find a tailor-made candidate to fill the vacancy. 
This means that account is taken of the vacancy, the mentality of the department and the 
tasks to be carried out. If a suitable female candidate is available, she will certainly be 
proposed but only due to her qualities and not because the ABO-Office wants to satisfy 
the requirements of positive action. Secondly, obligatory placing on the candidates' list 
means that individual women would appear on the list more often than individual men. 
The number of women in senior positions is much smaller than the number of men. This 
implies that a woman will get more refusals than a man which may damage her reputation 
unnecessarily. 

(3) Use gender neutral language when drawing up job profiles and vacancy notices. 

This recommendation is supported by the Bureau. In 1998, ABO management skills were 
developed for use in drawing up job profiles and vacancy notices. The idea was to use 
gender neutrality when describing management skills. This will be specifically tested 
again in the autumn of 1999. 
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(4) When evaluating the filling of vacancies, ask participants specific questions 
concerning the gender neutrality of the procedure. 

(5) Make sure that there is a woman in every selection committee. 

(6) Train members of selection committees to be aware of gender aspects. 

(7) Develop target figures, e.g. for appointing a specific percentage of women or for 
proposing a certain percentage of women for appointment for a vacancy. 

Laying down target figures can have a positive effect as long as they are realistic. It is 
useless to stipulate that the percentage of women in senior positions should increase by 
50% if there are not enough female candidates. 

(8) Investigate what percentage of women ask spontaneously for promotion lo higher 
positions, how often this is agreed to and how often refused due to the interests of the 
organization. 

Every year a report is sent to the Lower House by the Ministry of the Interior relating to 
personnel policy in the civil service in which nearly all staff information is divided up 
between men and women including data on rank and position. Making an inventory of the 
number of women who spontaneously ask for promotion and are given it, is hardly 
possible as this occurs within the departments. Knowing what goes on in this case can lead 
to awareness of specific patterns if they exist. It would be interesting to know what 
happens after a promotion is refused due to the interests of the organization. 

(9) Draw up indicators on the number of women who are proposed for a job, the numbers 
who are actually appointed, how often women are proposed for a position, etc. and 
this per department. This would provide insight into the developments per department. 

Small numbers are in this case a handicap. At the moment, it is difficult for the 
departments to get more women into senior positions because not enough women are in 
the "pipeline". It is therefore important to increase the number of women in posts directly 
under senior management. 
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ANNEX J: The ABD-procedure to fill vacancies 

AJ The vacancies 

1. All ABO-vacancies are reported to the Director General of the ABD. 

2. The Director General of the ABD reports the vacancy to: 
• Members of the Board of Secretary Generals 
• Members of the ABD 
• Personnel Directors of the ministries 
• Management Development-advisors of the ministries 

BJ The function profile 

3. The department with the vacancy (hereafter called 'the principal') makes up a function 
profile, with at least the following elements: 

• Formal functional requirements 
• Relevant internal and external factors 
• Specific knowledge and skills 
• Overview of future themes, priorities and developments in the policy field of 

the function 
• Relevant ABO-management competences 
• Required management style 

CJ List of possible candidates 

4- To make up the first list of possible candidates the ABO-Office uses: 
• The ABO-database 
• The own relations network 
• Applicants 

• Candidates recommended by the principal, Secretary Generals, Personnel 
Directors or Management Development-advisors 

5- The ABO-Office makes a first selection of proper candidates. 
6- The ABO-Office consults the principal about this list. 
7 • After this consult a final list is fixed. 

8- The Secretary Generals of the ministries where candidates work, are informed about 
possible nomination of one of their officials. 

DJ Consulting possible candidates 

9• The ABO-Office consults candidates about: 
• the content of the function profile 
• the course of the procedure 
• the number of candidates (anonymous) 
• questions the candidate may have 

10. Candidates inform the ABO-Office whether they are interested in a nomination. The 
ABO-Office subsequently informs the principal of which candidates may be invited 
for an orienting conversation. 
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E) About the orienting conversation 

1 1. The principal invites the nominated candidates for an orienting conversation. Subjects 
dealt with are: content of the function, functional requirements, organisation, 
organisational culture. The conversation is open-ended. The aim is to inform each 
other and to examine expectations. 

12. After this conversation both candidate and principal decide on taking the next step to 
the departmental selection procedure. Parties will inform one another and the ABO­
Office about their decision. 

F) About the departmental selection 

13. Candidates follow the departmental selection procedure. These procedures may be 
different for each ministry. An assessment may be required. 

14. During the selection procedure both candidate and principal inform the ABO-Office 
about the progress. 

15. The principal chooses one candidate. 

G) About the settling 

16. The principal informs all candidates and the ABO-Office about the results of the 
selection procedure. 

17. The ABO-Office contacts all nominated candidates to evaluate the procedure. 

18. The ABO-Office formulates an advice to the minister of the Interior concerning the 
assignment. 

19. The decision can only be published after the necessary approval is obtained: 
• All assignments on ABO-level require approval of the minister of the Interior 
• Assignment of a Secretary General requires also approval of the Cabinet 
• All ABO-assignments need to be confirmed by her Majesty the Queen 
• In some cases a positive advice of the Internal Security Service is needed 

20. The principal and the ABO-Office arrange procedures as to how the assignment will 
be published. 

21. The principal formulates a Royal Decree. Both the principal and the ministry of the 
Interior sign the decree. 

This procedure applies to all selection procedures on ABD-level in the central 
government. Special conditions may oblige deviations. 
The principal and the ABD-O.ffice may agree upon a different procedure. 
In all circumstances the code of conduct will be in force. 
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ANNEX 2: The ABD code of conduct to fill vacancies 

Transparency 

• Selection procedures have to be reliable and therefore transparent. Therefore the ABO­
procedure to fill vacancies has to be followed from start to end, in line with this code of 
conduct. This results in a clear and consistent procedure and sharing of responsibility 
for all involved, especially the candidates. 

Confidence 

• Confidence is the base of every assignment procedure. The principal and the ABO­
Office share responsibility. Both during and after the orientation phase and the 
departmental selection procedure privacy has to be warranted. 

• Of course the candidate is also responsible to warrant confidence during and after the 
procedure. Candidates will never be informed about the names of other candidates in 
the procedure. 

Communication 

• The ABO-Office informs all persons directly involved (ABO-members, Board of 
Secretary Generals, Personnel Directors or Management Development-advisors) in 
time, correctly and completely during the first phases of the procedure. As soon as the 
departmental selection procedure starts, the principal takes over. 

• Special att~ntion is required to informing all candidates as soon as the principal has 
made a ~hm~e. The principal has to prevent that candidates are informed otherwise. As 
~he nommat10n only can be published after approval of the minister of the Interior and 
m some cases of the Cabinet, confidentiality must be granted. 

Carefulness 

• C~refulne~s in the procedure means: scrupulous pursuit of all phases of the procedure 
with ongomg communication to all involved. 

• Especia_lly the accurate formulation of requirements and conditions the principal makes 
to applicants_ are essential for the scrupulous pursuit of the procedure. We have to 
prevent candida!es_ to generate wrong expectations about content and context of the 
vacancy. T?e prmc_ipal has to offer the function profile as soon as possible to the ABD­
Of~ce. This function profile must be as accurate as possible. Changing the profile 
dunn~ the procedure has to be avoided, since candidates are selected by using the 
function profile. In case of a change, the recommended candidates would not meet the 
profile anymore. 

• Care~lness means being in time. Long periods between contacts with the principal, the 
candidate~ and ABO-Office in a selection procedure are improper. The ABO-Office is 
due to fimsh the preselection phase within two months at the most. The departmental 
selectio_n ~rocedure has to be finished equally within a term of two months. 
The fimshmg touch can not be limited in time. It depends strongly on the approval of 
the assignment or the results of a security test. 
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Responsibility 

The ABO-Office is responsible for: 
• Announcing the vacancy 
• The first shortlist of candidates 
• Informing the departmental management of the possible nomination of one of their 

officials 
• Approaching and informing the candidates 
• Follow-up and evaluation 

The principal is responsible for: 
• Announcing all ABO-vacancies to the ABO-Office 
• Specification of the function profile 
• Information about the vacancy within his own department 
• Informing the candidates about and during the departmental selection procedure 
• Content and pursuit of the departmental selection procedure 
• Selection of a candidate 
• Informing all candidates about the results of the selection procedure 
• Adequate settlement and communication about the assignment 
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3.NORWAY: 
The draft of a new action programme for the promotion of equal opportunities for 
men and women in the Royal Ministry of Labour and Government Administration 

By: Merete Sandstad, Wigdis Andresen, Anne Christoffersen 

3.1. Time-schedule 

Since 1993, the Royal Ministry of Labour and Government Administration (MLGA) has 
produced every second year an action programme for the promotion of equal opportunities 
between men and women in the ministry. These programmes are based on the evaluation 
of the results achieved during the two previous years, and new target figures are set on the 
basis of these results. The Department of Administrative Affairs is responsible for the 
evaluation and for drafting the new proposal for an action programme. Subsequently, the 
programme is submitted for comments to all the sector departments in the Ministry, as 
well as to the trade unions. The action programme is then discussed and agreed upon in a 
meeting with top managers, and eventually it is approved by the Secretary General. It is 
essential that the targets are supported by the top management, because they are 
responsible for following-up the targets. 

The evaluation of the former action programme usually starts in January. An executive 
officer in the Department of Administrative Affairs is responsible for working out relevant 
statistics. Proposals for actions to be taken are integrated into the proposal of the new 
action programme. Around the I st of April, the programme is sent to the sector 
departments and the trade unions. By the 1st of June, the programme is usually agreed 
upon and accepted. The workload for producing an action programme is stipulated to be 
approximately 1-1 ½ months work for one employee, although several other employees are 
also involved. 

This edition of the action programme is the fourth one and covers the years 1999-2000. 
This programme is based on the evaluation of the results achieved through the years 1997 
and 1998. 

3.2. Objectives 

R~gardi~g the promotion of equal opportunities, the MLGA has not always been working 
with act10n programmes. Until the early nineties, promoting equal opportunities was the 
responsibility of a special committee in the ministry - a committee that was meant to be a 
driving force in this field. However, the committee lacked real influence and the members 
r~ _out of ~ood ideas concerning how to achieve progress. Therefore, in 1 991, the 
~umstry decided to abolish the equal opportunities committee and to organise this work 
hke any other personnel-related work through the normal chain of command and 
responsibility. This means that the pro~otion of equality became rooted in the manager 
group. All top managers in the ministry are evaluated now on the basis of their 
achie:ements regarding progress on equal opportunities. This is done in the annual 
plannmg and development dialogue with the Secretary General. 

Action P~~gram~es have proved to be quite effective tools in the work towards equal 
opportunities. This process of continuous measuring, evaluating and setting new targets is 
the driving force in the work towards equal opportunity in the Ministry. In addition to 
these specific equality measures, we also have annual personnel statistics, where all 
indicators are split up by gender. 
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Even though equality has been on the Ministry's agenda for many years there are still 
some problems which need to be solved. Therefore, these are the main objectives of the 
current action programme (1999-2000): 

• A gender balance in all categories of posts 
• Remove unreasonable salary differences between men and women 
• Diminish the gender differences regarding recent appointments 
• Fair and equal division of qualifying tasks between men and women 

3. 3. Areas of personnel policy concerned 

As can be derived from the description of the content of the action programme later on, 
the programme is broad and touches almost all areas of personnel policy. The Ministry's 
personnel policy is presented in the following cake diagram: 

Figure 5: Areas of personnel policy in the MLGA 
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The areas most important to the action programme are: 

1) Wage policy 

The state sector's wage policy assumes that every area of activity, on the basis of tasks, 
budget and personnel situation, shall have a wage policy as an integrated part of the 
personnel policy. An explicit goal in the ministry's internal wage policy is that the result 
of negotiations shall contribute to equal wages for women and men. 

2) Planning and development dialogues 

Annual planning and development dialogues between managers and employees are a 
cornerstone of the ministry's personnel policy and of its way to achieve its goals. 
Feedback on results is given to both managers and employees concerning tasks, 
expectations, training and development for the next period. 
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3) Qualification and training 

The ministry's goal is to develop result-oriented, efficient and well-qualified staff 
members, to encourage employees to develop their professional and personal skills and to 
promote gender equality. This is done by making qualification and training plans for 
every employee. Managers shall see to it that women are given the same opportunities as 
men, and that a proper distribution as regards gender and experience is achieved when 
setting up internal groups and projects. 

4) Phases of life 

The ministry's personnel policy takes into account that employees go through various 
phases of life in their job career. This has paved the way for employees to decrease their 
workload and work less if this is desirable or necessary at a certain moment. The ministry 
has fl~xible working hours arrangements to combine career/job and family. Part-time 
work 1s also used, mostly by women in reproductive age and home office arrangements 
are becoming more and more popular. 

5) Recruitment 

When advertising vacancies for posts where men outnumber women, women are 
enc~uraged to apply. In job categories where women make up less than 40%, at least one 
q~ahfied woman is called to the interview. Before appointment up till the level of deputy 
Directo~ Ge~eral, all recommendations must be submitted to the advisory council. One 
p~rs~n ~n this council is an equality representative who shall ensure that women are not 
disc~i~mated during the selection procedure. All recruitment up till management level is 
pubhc •. anyone may have access to the list of applicants containing information on 
prof~ssional experience and education. As far as managerial positions are concerned, 
qualified women are actively sought after. 

6) Special equal opportunities measures 

As i~lustrated by this case on the new action programme, the ministry also develops 
special equal opportunities measures. 

7) Management and the development of managers 

It is i~pflortant for the ministry to have more women in management so that women exert 
more m uence on the d • . s· h 

1 . ec1s1on-making processes. mce more and more women ave 
comp eted a higher ed • • • • h · • 1 

b ucation and increasingly part1c1pate m t e labour market, 1t 1s on y 
reasona le that the p . • . W , . . . . roport1on of female managers increases correspondingly. omens 
part1c1pation 1s also i . 

, E I mportant because women possess competencies complementary to 
mens. l q~a. representation of both sexes will therefore lead to better decisions. In the 
genera trammg of m f d · . . . anagers, development o women an how to achieve equal 
op~o_rtumties is en:iphasised. In addition female middle managers will be offered special 
trammg and coachmg. ' 



Equality oriented personnel policy in the public sector 55 

3. 4. Policy actors in charge of (monitoring) the case 

Since 1991, the work on equal opportunities for men and women in the ministry has been 
organised, like any other personnel-related work, through the normal chain of command. 
This means that the equality responsibilities are divided between the Department of 
Administrative Affairs and the individual line managers. Within the Department of 
Administrative Affairs, the section manager of the ministry's personnel affairs (a deputy 
Director General) is responsible for working out policies and strategies in all human 
resource areas. This includes equality policy, and consequently the evaluation and 
production of action programmes. The follow-up of the action programme is a shared task 
of the Department of Administrative Affairs and the individual line managers in the 
ministry. 

The MLGA was established on the 1st of January 1998, replacing the former Ministry of 
National Planning and Co-ordination. The MLGA has a staff of 208, and consists of 
seven departments. Generally speaking, the MLGA is responsible for the frameworks of 
the public personnel policy and has a specific responsibility to make sure that all 
economically active men and women are treated equally (Department of Employer's 
Affairs). The Ministry is responsible for the Government's employment, administration, 
collective wage negotiations and working conditions. As the employer of the overall state 
sector, the MLGA is responsible for the legislation that every ministry has to adhere to, 
although this legislation is often quite general and flexible so that each ministry may adapt 
it to a certain extent to their own context. All ministries in Norway shall have equality 
policy mainstreamed as an integrated part of their policy field on the one hand and as an 
integrated part of their personnel policy on the other hand. All ministers regularly have to 
report on equality issues in each ministry's policy field to the Minister of Children and 
Family Affairs, which has overall responsibility for gender equality in Norway. The 
statement is also submitted to the Norwegian National Assembly (the Storting). 

The MLGA has an internal network responsible for mainstreaming equality in the 
ministry's specific policy field. The network is headed by the Secretary General. Every 
department is represented in this network by at least one manager at the level of deputy 
Director General. Although the network deals mainly with mainstreaming equality in the 
ministry's general policy field, the network is also kept informed about the equality action 
programme in the field of personnel policy and other aspects of the internal personnel 
situation. 

Figure 6: The Ministry of Labour and Government Administration 
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3. 5. Link with the theoretical structure of an equality oriented personnel policy 

In the ministry's action programme all the elements of the 'equality house' can be 
distinguished: legislation, positive action, mainstreaming and commitment. 

a) Legislation 

There are formal references to equality in the Ministry's personnel policy, which the 
action programme takes into account. On the one hand, there is the "Equal Opportunity 
Law", on the other hand, there are two overall agreements, which are both to be adjusted 
and agreed upon by the social partners in each ministry or agency. Thus, when we talk 
about the Basic Wage Agreement and the Basic Agreement, we mean 'the Agreement' 
and the Ministry's interpretation and adaptation to this agreement. 

The equal opportunity law shall promote equal opportunities for both sexes, but it is also 
intended to improve the position of women. The public sector shall ensure equal 
opportunities for women and men in all areas of social life. Women and men shall have 
equal possibilities and rights to education, labour and individual development. The law 
states that differential treatment leading to inequality is not permitted, except when the 
purpose is to eliminate factual differences. 

The Basic Agreement is a flexible agreement that sets the frames of the state's personnel 
policy and is adjusted to each ministry's own circumstances. For the MLGA this means 
that: 

• an equal opportunities perspective shall be incorporated in the Ministry's normal 
planning and policy documents (mainstreamed) 

• the ministry is obliged to prepare an annual internal report on the promotion of equal 
opportunities (personnel statistics and the action programme for promotion of equal 
opportunities). 

The Basic Wage Agreement shall contribute to enabling the Ministry to recruit, develop 
and retain qualified personnel, encourage learning, and contribute to achieving equal 
opportunities and equal wages for men and women. The public sector in Norway has a 
wage policy that economically rewards factors like individual achievement, results, 
~evelopment and contribution, so there will never be total equality as regards salary. It is 
important however that these salary differences can not be linked to gender. 
b) Positive action 

~ositiv~ . action is an instrument for promoting equality and eliminating factual 
mequahties. It focuses on the under-performing group and attempts to make good their 
'deficiencies'• Positive action must not be understood in terms of assigning quotas, which 
are not used in the MLGA. Qualitative and quantitative aspects of positive action are 
~losely r~lat~d to one another. The improvement of women's positions within the ministry 
is a qualitative aspect of positive action. One example is the ministry's participation in 
m~~tor p~ogrammes for female managers. A quantitative aspect of positive action in the 
mmistry is the guidelines favouring women in wage negotiations. Women are entitled to a 
greater share of the total funds available than a simple proportional comparison would 
indicate. This is laid down in the Basic Wage Agreement. 
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c) Mainstreaming 

Several factors clearly indicate that a mainstreaming strategy, as defined by the Council of 
Europe, is pursued in the MLGA in order to promote gender equality in personnel policy. 
Every aspect of the MLGA's personnel policy e.g. is considered to have an equality 
dimension. The action programme for equal opportunities in the ministry has top level 
acceptance, which shows that the whole organisation is committed to the programme. 
This is also mirrored in each manager's decentralised responsibility for the follow-up of 
the programme in his or her particular section or department. There is no special equal 
opportunity official in the Ministry. The deputy Director General in the Section of 
Personnel Affairs has a specific monitoring responsibility to make sure the plan is 
followed in the whole ministry. In the action programme, suggestions are made which 
may cause changes in the personnel policy. 

d) Commitme11t 

The point of working with action programmes is situated in the 'commitment' part of the 
house. Action programmes, approved by the top management, and agreed upon by the 
trade unions, do indicate indeed the commitment of the organisation. As mentioned 
earlier, individual managers are responsible for achieving the target figures and the 
equality responsibilities of the top managers are followed-up in the planning and 
development dialogue with the Secretary General. 

e) Discussion 

We have tried to connect the Ministry's action programme for equal opportunities to the 
theoretical framework of the house. Theoretically it is possible to separate the four pillars 
of the equality house (legislation, positive action, mainstreaming and commitment) but in 
practice they are often mixed and used at the same time. Legislation on positive actions 
e.g. exists in Norway, especially regarding differential treatment (hard positive action). In 
our view it is not possible today, to reach total equality without differential treatment. For 
instance, although the ministry has mainstreamed successfully, it is a paradox that women 
are outnumbered by men in leading positions. Therefore, one of the most important 
priorities in the future will be raising the number of female managers, with a specific focus 
on top managers. In order to realise this and as a complement to mainstreaming, hard 
positive action will be necessary because in Norway it is legal to treat one group different 
as long as the result of the treatment is in accordance with the mission of the Equal 
Opportunity Law. We will try to exemplify this process and the interaction between the 
different pillars by presenting the following figure: 
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Figure 7: Dynamics of the theoretical approach 
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Every ministry and agency must make its own adjusted agreements based on _the law. 
These must be agreed upon by the social partners and they arc the basis fo~ a 
mainstreamed personnel policy. The personnel's situation is evaluated in_ ach~n 
pro_grammes, on the basis of annual personnel statistics, where every relevant va~i~ble is 
spht up by gender. The results are evaluated and proposals to diminish inequah~ie~ '.11"e 
?rafted. __ In some cases it might be decided that positive actions are needed to dimm1sh 
mequahhes, or to ease conditions for the underperforming group. In other cases ch~ges 
~o t~e ~xisting personnel policy may be necessary (mainstreaming). Suggest10ns 
imphcatmg changes in an agreement must be negotiated with the social part~ers anct 
usu~l_ly lead to a change in personnel policy. Thus, mainstreaming, legislat10n anct 
positive action are closely connected. They must be looked upon as an "on-going" process 
involving three integrated - not separate elements. 



Equality oriented personnel policy in the public sector 
59 

3.6. Description of the content 

In the present action programme, four main action points can be identified: to ~chieve a 
better gender balance in all categories of posts, to remove unreasonable salary differences 
between men and women, to reduce the gender differences regarding new appointments 
and to achieve an equal division of qualifying tasks. 

a) A ge11der bala11ce i11 all categories of posts 

Figure 8: Proportion of women in different categories of posts 1993-1998 
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Even if there has been a positive trend the last years, the ministry has to strive further for a 
better gender balance in all categories of posts. The Figure shows the evolution of the 
proportion of women in different posts in the years 1993-98. Both the executive officer 
and office/archives category traditionally have had a high proportion of women 
(respectively 60 and 93% at the end of 1998). However. since women's share is 
decreasing, there won't be a focus on increasing the proportion of men in this category. 

By the end of 1998, there were 39% of female advisors, so the previous target of 40% 
women was practically achieved. Nevertheless. more efforts should still be made in this 
category because both the internal basis for recruitment (60% women executive officers) 
and the external basis are good (more women than men under 40 have completed higher 
education). The target figure proposed for female advisors for the next period will 
therefore be 50%. 

The previous target figure of 40% female middle managers was virtually achieved by the 
end of 1998, with 38% women in this category. It is important that the Ministry continues 
to strive towards a higher proportion of women here, especially to improve the basis for 
recruitment of female top managers. Therefore a target figure of 50% for the end of the 
year 2000 is proposed. 

The number of female top managers unfortunately has decreased. The target figure at this 
level was 30%, but the Ministry has only one top female manager, representing 13%. This 
decrease is not due to the fact that there are fewer women, but to the fact that management 
was extended by one man. The recruitment of more female top managers must remain a 
priority but the previous target of 30% was unrealistic. However, adjusting the target 
downwards would be a poor signal. Therefore the proposal is to maintain the objective of 
30% but to extend the time frame to four years (2002). 
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To reach a better gender balance in all posts, the following initiatives are proposed: 

• Development of own management potential. Encouraging female managers will be 
emphasised through participation in training and coaching programmes. 

• A continued participation in the mentor programme for managers. Till now four 
female managers participated in 'The Confederation of Norwegian Business and 
Industry' mentor programme. The Directorate of public management has no\\r 
developed a specific mentor programme for the government sector. 

• A continued participation in the government's project ·women, Quality and 
Competence in the state sector', which is run by the MLGA. The intention is to 
increase the number of female top and middle managers from 22% in 1997 to 30% by 
2001. In the context of this project, the ministry participates in a network along With 
six other ministries and seven agencies. 

• The MLGA commits itself to actively searching women for the competence database. 
• Each manager is responsible for the implementation of equality measures in his/her 

department, in line with the action programme. The responsibilities of individual 
managers for achieving the target figures shall be followed-up in the planning and 
development dialogue, where managers in the framework of their individually 
negotiated salary contracts shall be assessed on their ability to recruit and encourage 
women. 

b) Remove unreasonable salary differences between men and women 

Among the national employers' and employees' organisations it has been agreed that there 
shall be wage negotiations within the Ministry for 0,55% of the total funds available for 
wages. In the MLGA's internal wage policy, criteria have been established for evaluation 
of positions and persons, through annual dialogues between the employer and the 
employees. These are the point of departure for the evaluation of staff members by 
managers. The reasons for wage rises must be related to one of the following factors: 
individual achievement47; the need to retain highly qualified employees; unwanted and 
unreasonable wage differences; change in job content. 

An explicit goal in the ministry's internal wage policy is that the result of the negotiations 
shall contribute to equal wages for women and men. To this end, mandatory guidelines 
have been applied to the internal negotiations. Therefore women have since J 993 (with 
the exception of 1995) had higher placements in the wage scale in internal negotiations 
than their total proportion would indicate. Although women receive more wage scale 
placements than men do, this is not reflected in the total payments balance. The reason is 
that men have higher wages than women, because they dominate for example the 
managerial stratum in the ministry. In order to even out unfair wage differences between 
the sexes, the following initiatives are necessary: 

• The fixing of salaries must be based on gender neutral criteria. 
• Qualifying tasks, including managerial tasks, shall be given to women on the same 

footing as to men. 
• The mandatory guidelines favouring women in internal wage negotiations, will be 

continued to be applied. 

The next issue will illustrate that recruitment also might have an impact on the existing 
salary differences between men and women. 
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c) Diminish t/ze gender differences regarding positions among new appointments 

Research has shown that the gender wage gap in the overall state_ sector is not due to direct 
wage discrimination but rather to the fact that wom~n ar~ appointed to more poorly paid 
Positions tha "f they have the same quahficatlons. This seems to be valid for n men, even i • d • 
the MLGA as well. In 1997-98, 19 persons were appoint~ in the executive officer 
category, nine women and ten men. Four of them w_ere ap~ointed as 'executive officers' 
and fifteen as 'senior executive officers'. The new ex~cutlv:, o~cers' were all women, 
all with a university degree. Of the fifteen new_ly. ap~ointed senior executive officers", 
ten were men and five were women. The anal~sis indicates that, even though women and 
men do not differ according to level of educa~ion, women are to a ~arger extent appointed 
in lower positions that are more poorly paid. In the same period, 37 advisors were 
appointed, 16 women ( 43%) and 21 men (5'?%). As many as eight out of nine (89%) 
newly appointed advisors in the lowest advisor code (A) were women. They are on 
average 5 years older than the new men and may be expected to have 5 years additional 
professional experience. Nevertheless. they are paid only slightly more (NOK 5500) than 
their younger male counterparts. In the higher code B, only 29% of the newly appointed 
advisors were women, on average two years older than the men. In spite of this, men were 
paid NOK 26 500 more than their female colleagues. 

Differential position placement of women and men thus se:ms to be a factor that partly 
explains the gender wage gap in the MLGA. It c~ be difficult to propose actions to 
~revent this development, especially if the. reason 1s found_ outside the ministry. For 
instance, it might be that women apply for different types of Jobs than men do. Anyway, 
some actions can be proposed: 
• Vacancy advertisements should be examined in order to assess whether they attract one 

sex rather than the other one. 
• There should be two contact persons, of opposite sex, in the advertisement and during 

the recruitment process. 
• In vacancies for positions where women are under-represented, they should be 

encouraged to apply. For managerial positions, qualified women should be actively 
sought for. 

• Awareness raising among managers regarding the appointment of women to poorer 
paid positions compared to men is necessary. 

d) Equal division of qualifying tasks 

Unfortunately, there are no statistics regarding the assignment of qualifying tasks. 
However, it is important to raise manager's awareness that they must assign this kind of 
tasks fair and equal between men and women and that they have to think about a task's 
visibility and prestige in the assignment process. Following initiatives are proposed: 

• All managers in the MLGA are responsible for distributing tasks so that women and 
men receive the same opportunities for career development. They must guard that 
relevant candidates participate in the various development projects and that women are 
assigned management tasks in the same way as men, particularly with a view to 
develop management experience for internal recruitment to managerial positions. 

• The equal opportunities aspect will be taken up in middle management training. 
• Participation in mentor programmes for female managers will be continued. 
• Coaching of female talents in order to motivate women to apply for management 

positions. 
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3. 7. Problems and bottlenecks experienced during the case 

Top managers in the Ministry are evaluated on the basis of what they achieve in the area 
of equal opportunities. Except for this rule, there is no tradition of control mechanisms or 
formal sanctions for not having an active equality oriented personnel policy in the 
Norwegian state sector. For the moment this is not a problem for the promotion of equal 
opportunities in the MLGA, because there is a genuine commitment and interest in equal 
opportunities. What also helps is the fact that both the manager of the Section for 
personnel and the Secretary General are women, interested in equality matters. It might 
however be that in other ministries this system might work less well if personal interest 
and commitment is lacking. In such cases there are no real sanctions against these 
ministries. 

3.8. Status of the case 

In August 1999, the draft of the plan will be sent to the ministry's departments and the 
unions for comments. The plan will then be revised or changed according to the 
comments. Finally the plan will be approved by the Secretary General. The plan will be 
presented at a meeting with the internal network for equal opportunities, and at a meeting 
with top managers in the ministry by early autumn. 
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4. FLANDERS: 
"Gender in Balance": an action research to integrate gender in the personnel 

policy of the Flemish government administration 

By: Yvonne Benschop, San Eyckmans, Hedwig Van Roost and Mieke Verloo 

4. 1. Time-schedule 

63 

The action research "gender in balance" in the Flemish government administration ran 
from January 1998 till March 1999. The project consisted of different phases that more or 
less followed this time-schedule: 

B(asis)-phase: 
A( doption )-phase: 
L( earning)-phase: 
A(nalysis)-r,hase: 
N(shading4 )-phase: 
S( election)-phase: 

January 1998 
end of January 1998 
February-June 1998 
July-September 1998 
October-December 1998 
January-February 1999 

The gender in balance project was round off with an international congress in March 1999. 

4.2. Objectives 

Since 19 December 1990, the Flemish government administration has had a special 
mandatary for Emancipation affairs who is responsible for the realisation of equal 
opportunities for men and women in the administration, through the pursuit of a positive 
action policy. Gradually, this positive action policy in the Flemish government 
administration evolved from a policy that emphasised all the equality deficiencies of the 
organisation into actively co-designing and counselling plans and measures aimed at 
eliminating the deficiencies. This integration approach is beneficial for equal 
opportunities for women and men and simultaneously, it represents a considerable HRM 
quality improvement. As a matter of fact, a fully-fledged inclusive policy helps to 
stimulate and develop everybody's talents. The objective of the research project "gender 
in balance" is to provide the concrete means and instruments required launching such a 
successful integration process. 

4. 3. Areas of personnel policy concerned 

The action research "Gender in Balance" deals with all aspects of personnel policy in the 
Flemish government administration: training, staff and HRM. In the Flemish 
administration, these areas of personnel policy are the responsibility of three so-called 
Permanent Interdepartmental Task Forces (PIWs in Dutch): the HRM PIW, the Staff PIW 
and the Training PIW. These PIWs are Jed by the Board of Secretaries General. In the 
different PIWs, civil servants of the divisions responsible for the personnel policy of the 
Ministry as a whole participate; the civil servants dealing with implementing personnel 
policy in the different departments are also involved. The PIWs discuss policy 
developments, implementation and assessment in the different areas of personnel 
management and attune them to one another. The PIWs have a strategic task in 
developing policy visions aiming at the best possible quantitative and qualitative staff. 
Moreover, they must inform the management and they play a major role in collecting data 
and drafting indicators for monitoring staff development. Finally, the PIWs have an 
operational task in supporting the management and the officials assigned to implement the 
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personnel policy. 

4.4. Policy actors in charge of (monitoring) the case 

1. The Emancipation Affairs Service 

The initiative to start the action research comes from the Emancipation Affairs Service. 
The Emancipation Affairs Service is responsible for the internal emancipation policy of 
the Flemish administration and aims at guaranteeing equal opportunities for female and 
male employees. The Emancipation Affairs Service is situated in the General Affairs and 
Finance Department and its mission is defined as "trying to contribute - through positive 
action - to realise equal opportunities for the women and men who work for the Flemish 
authorities". An integrated gender approach occupies a central position here: the issue of 
gender must be a continuous point of attention in all sections of the administration and in 
the organisational development process as a whole. The Service is composed of five 
persons: the mandatary, two assistants and two secretaries. 

2. The Catholic University of Nijmege11 

The research project was carried out by two researchers of the Catholic University of 
Nijmegen in the Netherlands, Dr. Mieke Verloo and Dr. Yvonne Benschop. After an 
extensive serious analysis of the project proposals received after a call, their proposal 
seemed to come up best to the expectations. Right from the start. there was an agreement 
that their research must be much more than a final report. The project had to result into 
conc_re_te pr_oposals to have more balanced gender relations in the Flemish government 
admimstration. The researchers also were to have a continuous dialogue with the HRM­
people and the civil servants responsible for personnel management and training. ln this 
~ay, the researchers were constantly confronted with the practical realities and problems 
m the every-day situation of the Flemish administration and they could immediately 
modify their proposals and instruments if they were not very useful for the civil servants 
concerned. 

3. The Board of Secretaries General 

The importance of having the commitment of the top of the organisation can not be 
stre~~ed enough. Without the support of the top for the research project and without their 
decisions _to assign responsibilities and tasks to the personnel. HRM- and training 
managers m order to make them implement the research, this project would not have had a 
chance to succeed. 

4• The '!'~mbers of the interdepartmental task forces (P/Ws i11 Dutch) 011 HRM, staff 
andtrammg 

:he researchers were not to start from a definitive plan established in advance. An 
important P81: of their task was to examine together with the people responsible for 
p~rsonnel policy, where there were bottlenecks, which issues the organisation was dealing 
with at that moment and where there were opportunities to formulate concrete proposals to 
come to a better gender balance. 
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4.5. Link with the theoretical structure of an equality oriented personnel policy 

The gender in balance project clearly falls into the mainstreaming layer of the structure of 
an equality oriented personnel policy. The research is a clear example of a 
"(re)organisation of policy processes in such a way that the regular actors in the field of 
personnel policy integrate a gender perspective into their work", which fits with the 
Council of Europe definition of gender mainstreaming. 

The prerequisites for gender mainstreaming in the field of personnel policy, as specified in 
the first chapters of this book, are relatively favourable to the Flemish government 
administration. Projects means as well as an emancipation infrastructure (the 
Emancipation Affairs Service as an internal think tank) are available. Next to that, the top 
of the Flemish administration indicated by financing and launching this action research 
project that the political and administrative levels support the project. Also the fact that 
the top management was involved and consulted from the beginning of the project 
onwards, indicates their commitment. The strategies used in the gender in balance project 
are a combination of analytical, educational and consultative techniques, as recommended. 

4.6. Description of the content 

The purposes of the research project were discussed at a meeting of the Board of 
Secretaries General in late January 1998. The researchers convinced the top of the 
administration of the importance of gender neutrality within the administration in order to 
guarantee equal opportunities for male and female staff members. Only in this manner, 
the available talents and potential can be fully used. The aim was that the research project 
would not remain a theoretical body of work. On the contrary, the researchers had the task 
to work in a "tailored" way. They were constantly in contact with the officials responsible 
for HRM, training and staff policy. In this way, the researchers were aware of the 
practical realities in the government administration and they gained better insight into the 
way that administration works. As the Board had clearly underlined the importance of the 
research project, the three interdepartmental task forces intensively monitored the gender 
in balance project. They played a major role in developing the action plan. Meanwhile, 
the task forces merged into one single task force; the latter will further monitor and 
implement the plan in the future. The Emancipation Affairs Service always had and will 
have a supporting function. 

The Gender in balance project intends to provide the means for a cyclic personnel policy 
process, in which the organisation itself is responsible for embedding the gender angle. 
The proposed approach is based on the Dutch letter word "BALANS" (balance in English) 
as the project consists of the following phases: Basis (Basis in Dutch), Adoption 
(Adoptie), Learning (Leren), Analysis (Analyse), Shading (Nuanceren) and Selection 
(Selectie). The project wants to contribute to a BALANCE in the gender relations in the 
Flemish government administration which are twisted. 

Basis: The first phase has laid the basic foundation of the project. First of all, some 
choices were made regarding the aims of the organisation when integrating the gender 
angle into personnel policy. A consultative strategy was used in this stage: by means of 
talks with key persons in the field of gender, personnel policy, the scope of the project was 
given a more concrete shape. The Emancipation Affairs Service gave advice on whom to 
select as discussion partners. These talks resulted in a note with the fundamentals for a 
mission statement on gender and personnel policy in the Flemish government 
administration. 
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Adoption: The second phase is the adoption phase. A meeting of two hours was set Up 

with the Flemish top civil servants, in order to obtain the required top level commitment to 
the project. In order to limit the seminar group size, only the seven Secretaries ~e~erat 
and two Directors Generals - specifically involved in personnel policy - were invited. 
The researchers were responsible for the organisation as far as the contents Were 
concerned. At the meeting, the mission statement was thoroughly discussed and it Was 
concretised and validated to a greater extent. First and foremost, this phase was based on 
a training strategy: a gender knowledge transfer of the researchers to the participants was a 
major function of the meeting. The aim of this phaser was to establish at the top ~f the 
organisation a feeling of "ownership" towards the project. Eventually, a final mission 
statement was drafted and approved. This text served as input for the next phase. 

Learning: The third phase is the learning phase. Here the researchers paid visits to the 
three interdepartmental task forces (PIWs). In this way, specific knowledge on the 
personnel policy cycle and gender relations was gained. One could also check which 
gender knowledge was already available in the task forces. On the occasion of the first 
visit, the PIWs were requested to indicate where gender is relevant in their policy 
development, implementation and assessment processes. The PIWs were provided with 
an instrument for this self-assessment: SMART (Simple Method to Assess the Relevance 
of policies to Gender). This instrument is meant to make a rapid screening of policy 
intentions and policy domains. The result is a brief description of the relationship between 
gender and each policy domain. Applying SMART does not require extensive knowledge 
of gender; that is why it can - in principle - be used by all civil servants. The European 
Commission and the Scandinavian Countries are now in the midst of gaining experience 
with the (adapted version of the) SMART instrument. When visiting the PIWs for the first 
time, the instrument was shortly explained and agreements were made about who was 
going to draw up the self-assessment. A second visit was paid after a month, on this 
occasion the results of the self-assessment were discussed. As the PIWs carried out their 
own analyses, the SMART instrument contributed to sensitising the civil servants for the 
gender issue. In this learning phase, three different strategies were used: analysis (the self. 
assessments by means of SMART), training (civil servants applying SMART) and 
consultation (visiting the PIWs). 

Analysis: The next phase was a period of analysis mainly done by the researchers but a 
steering group within the administration was involved as well in this phase. The analysis 
attuned the PIW self-assessments to one another, completed them where necessary and 
added a theoretically based analysis about gender policy in personnel policy. By means of 
a SWOT analysis (Strengths, Weaknesses, Opportunities and Threats), the strengths and 
weaknesses regarding gender in the Flemish government administration's personnel policy 
were subsequently identified. The analysis indicated where the PIWs differ from one 
another and where they have similarities as far as the integration of a gender perspective is 
~oncem~d. The SWOT analysis resulted in a comprehensive proposal regarding the 
mtegrat1on of gender in the personnel policy cycle (development, implementation and 
assessment). This proposal was made operational in the next phase of the project. 
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N uanceren (Dutch) /shading: This phase consiSte.d of ~wo consecutive parts. The first 
part made the proposal more concrete in co-operat~on wi~h th~ di~ferent segment_s of the 
organisation. The analysis concentrated now on their specific s1t~~t1ons and an _a~ti~n plan 
was formulated in order to realise the Strengths and O_pportumties and to minimise the 
Weaknesses and Threats This meant that a plan of action and a set of instruments were 
developed, leading to made-to-measure work _for each PIW. Questions that were answered 
included: where does one need which expertise, who must consult when and with whom, 
which instruments must be used when and by whom ? 
The second part of this phase consisted of testing the plan by implementing the proposals. 

Three actors were involved in this part: 
• the different PIWs that execute the plans themselves; 
• the researchers available in a helpdesk function for monitoring the implementation; 
• specialised age~cies for providing the required training programmes and courses. 

Selection: Finally, the selection phase was based ~n recording the experiences in the 
shading phase. A final report was writte? about the 1mplem_entation experiences, entitled 
"A new start", containing an adjusted act10n plan on the basis of the feedback of the civil 
servants. The report proposed a structure of responsibilities, instruments and procedures 
in order to embed the gender perspect_ive !nto the ~ersonne~ policy cycle in the Flemish 
administration. The concrete action pomts m the action plan mclude the following issues: 

• New employees focus groups: 
The staff assessment and rewarding process is based on abstract standards of what a 
good employee is. This abstract standard must become more concrete and be more in 
line with the real lives of employees. In order to gain insight into this matter, 
knowledge is required of the wishes and experiences of the "new employee" who 
combines paid and unpaid work (see also 1991 OECD report, giving shape to 
structural changes). Through focus groups with this category of employees, it can be 
checked how they experience assessment and validation. The insights derived from 
that may be used as examples and be communicated to others in the organisation as 
"best practices". Participants of these focus groups may be selected through time 
m~~a?ement _courses and / or work and fam~l~ ~ourses set up already by the Training 
D1v1s1on. It 1s agreed upon that the HRM D1v1s10n leads the operation. In 1999, they 
should start deliberations with the Emancipation Affairs Service and the Training PIW/ 
Training Division. 

• Mentoring 
A mentoring project may contribute to better balanced gender proportions. Here, the 
organisation establishes contact between experienced civil servants, willing to share 
their knowledge, experience and information, and new staff members. As men hold 
hi?her positions and act as mentors much more frequently, it is essential to organise 
this project in such a way that young women also gain access to mentors. By 
organising mentor programmes, newcomers become more familiar with the 
organisation and the threshold for establishing contacts may be lowered. This 
mentoring project must involve as many male as female newcomers. 
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• Redefining the concept of part-time work in the statute . 
The definition of part-time work in the statute should be modified as soon as possible. 
Part-time work should be defined as related to the size of the assignment ~d not 
anymore as "reduced performances". Part-time work should become possible for 
anyone, irrespective of the function level. 

• Research into the effects of the different selection procedures 
The different selection procedures and channels now used by the Flemish government 
administration may have different effects on the number of women and men appointed. 
Research into the effects of selection procedures on the gender proportions may 
provide insight here. This research is contracted out. 

• Repeating double assessment 
In 1997, a 'double assessment' for heads of Divisions was conducted: on the one hand 
candidates were assessed by leading officials in the organisation, on the other hand, an 
external agency did an assessment as well. The results differed very much in gender 
terms: women had far better results when assessed by the agency than when assessed 
by the organisation. So these double assessment brought home that assessments are 
not gender-neutral. In order to gain an insight into gender bias and possible 
improvements thereof, it is good to repeat these double tests in the future. 

• Identifying "hi-po 's "for Management Development 
In order to provide the organisation with good managers in the future, people With 
management potential must be identified in due time. To this end, a discussion can be 
held about the profile of a 'high potential' at the Flemish administration and on the 
gender aspects of potential assessments in general. This may be a theme in the 
discussion regarding the appointment of Heads of Division. When there is a clear 
picture of that profile, a wider search can be set up for female 'high potentials' to 
participate in MD-programmes. The best solution for programmes of this nature 
would be a composition on the basis of equal representation (men and women) because 
they could then function as a lab for the Flemish administration of the future in which 
gender proportions are balanced. 

• Telework research 
The effects of telework on the organisation as a whole and on individual staff members 
in particular must be monitored by means of research. The latter must be of a 
consultative nature and must monitor all telework projects in a systematic manner, 
always in dialogue with the individuals involved. 

• Personnel policy transparency; research about the commitment standards 
First of all, it is important to continue to enhance the transparency of the personnel 
policy• This is perfectly in line with the personnel management processes launched 
already. The organisation must make it more clear and explicit what the standards for 
being a civil servant and giving leadership are like, this in line with the general 
principles in the Charter of the Flemish government administration. The standards of 
what 'commitment' means must be made explicit. To this end, performances must be 
m~naged not only through output, but the input must also be clearly measured. When 
dom~ so, the relationship between the time spent and the eventual output can be 
momtored and so a better insight into results is gained. In order to raise the 
~ransparency of personnel policy and to render standards explicit, scientific research 
mto work pressure must be conducted. This research should be contracted out. 
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Finally the d . b lance action research project was rounded off with an 
' gen er m a 9 Th Fl • h M" • • • • 

international seminar on 18-19 March 199 •. e em1s mister of the C1v1l Service 
and several leading officials attended the seminar. 
In June 1999 new gender in balance projects started in se~er~I Flemish Public Institutions. 
These follow-up projects do not o_nly gu~ai:itee contmmty,_ but they also make an 
extension and cross-pollination possible as ms1g?ts ;md experiences may be exchanged 
among the different organisations. The. new proJect s. research t:am ~as extended with 
Flemish researchers also. This gender m balance _ProJect extension will constantly add 
new impulses to the innovation process of the Flemish government administration already 

launched in 1998. 

4. 7. Problems and bottlenecks experienced during the case 

When monitoring the mainstreaming process, !t is highly ~ecommended to devote 
attention to possible bottlenecks. When we co_ns1der the e~penences gained in the past 
year, we expect the following challenges on the 1mplementatlon road that require action: 

I. Lack of ge11der k11owledge 
It turned out to be necessary to increase the kno_wled~e of gender relations and gender 
dynamics in the organisation. On various occas1o~s, 1t ~ecame obvious that additional 
training and expertise was required. Although ~orkm~_w1th the gender in balance project 
in itself had a sensitising effect, there were still add1t1onal needs for more information. 
Therefore, the researchers were assigned a helpdesk function, assisted by trainers 
specialised in the field, in order to facilitate the application of the gender in balance 
instruments. 

2. Figl,ti11g wil,dow-dressilig te11dencies 

Another major challenge was fighting the window-dressing tendency. Experience teaches 
us that it is more tempting to pay lip service to the complex emancipation problems than 
to really take action. The raised visibility of equality issues going hand in hand with the 
activities in the context of the project risk causing resistance. The solution here was to 
present gender as a major aspect of personnel management innovation, in this way 
emancipation was rather associated with progress and professionalism. The organisation 
was therefore motivated to contribute to the project and to really change things. The 
international congress of the Emancipation Affairs Service on March 18 and 19, 1999 was 
also an excellent initiative in this context. The congress illustrated that the mainstreaming 
developments with regard to personnel policy are going fairly well in the Flemish 
administration and can be considered as a "best practice" towards other countries. 

3. Patience 

Embedding a gender angle in personnel policy is a tough and slow process that 
consequently requires quite some patience. The complexity of gender issues combined 
with the continuously changing personnel management dynamics bring this about. The 
fact that the implementation process is often a slow and gradual process should not 
necessarily be considered as a negative fact. It does take time to have all responsible 
officials heard about (aspects of) the project and planned actions. But it is worth it 
because only in that way they will feel involved, which increases considerably the chances 
of success of these actions. 
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4. Monitoring 

Although the detailed action plan already laid down arrangements regarding actions for 
the next two years, it will be crucial to monitor these arrangements and to check regularly 
whether additional agreements are required. These monitoring activities are necessary 
because of staff changes that may thwart the planned implementation, because of time 
pressure, low priority and dodging responsibility phenomena. Moreover, at a later stage it 
might be necessary to integrate new trends and opportunities that form input for new 
actions. Insights and experiences learned in the context of the new mainstreaming projects 
in the Flemish institutions might make this necessary. As a matter of fact, the present 
detailed plan of action is not meant to be a definite blueprint for the future of gender 
integration in personnel management, the plan should be monitored and adapted if needed. 
This monitoring of the gender in balance project is in the hands of the Emancipation 
Affairs Service and will be reported on in the regular reports of this service. 

4.8. Status of the case 

"Gender in balance" started in January 1998 as a co-operation project between the Flemish 
government administration and the Catholic University ofNijmegen. The different phases 
of the action-research (Basis, Adoption, Leaming, Analysis, Nshading, Selection) were 
completed and an overall action plan was drafted. The research results were introduced at 
an international congress in March I 999. Meanwhile some priority actions are being 
implemented and the project is being followed-up by various civil servants who are each 
made re~ponsible for implementing specific actions and concrete proposals in line with an 
agreed time schedule. These actions and proposals remain to be confirmed by the Board 
of Secretaries General. 

Since the project and 'gender' as a new issue were introduced in the Flemish government 
administration, gender has been considered more and more as a major innovation 
contri_buting. to better personnel management and the emancipation policy is being 
associated with progress and professionalism. 

Six follo:,v-up "gender in balance" projects in Flemish public institutions started in 1999. 
~xchang~ng exp~rience between several organisations will then be possible. The following 
six Flemish pubhc institutions were selected: Openbaar psychiatrisch ziekenhuis-REKEM, 
Vlaams lnstituut voor het Zelfstandig Ondernemen, Vlaamse Land Maatschappij, Vlaamse 
~ater Maatschappij, Vlaamse Dienst voor Arbeidsbemiddeling en Beroepsopleiding and 
~m? e_n Gezin. Their selection was based on applications submitted by the public 
mstitut~ons the?1selves. Clear support from their management was an important criterion 
for their se~ection. These parallel research projects will contribute to further continuity 
and the~ wi_ll ~!so lead to broadening the scope. Cross-pollination will be possible by 
exchanging ms1ghts and experiences between the different organisations. 
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4. 9. Results and conclusions 

Since the action plan was introduced, the individual civil servants responsible for 
personnel policy have been more convinced of the need to integrate a gender perspective 
into the general personnel policy. This is due to three main reasons: 

I. The staff responsible for personnel policy was involved in the project from the very 
beginning onwards. It is much easier to convince people to change a number of things 
in the organisation if they have been preparing these proposals with you before. 

2. The fact that the gender in balance action plan proposes very concrete actions and that 
the organisation lays down a clear division of tasks and a timing. A distinction is 
made between action points (feasible in the months and years to come) and points of 
attention (elements that might be considered when certain themes are really dealt with 
in the administration). In this way, people responsible for personnel policy suddenly 
see possibilities and responsibilities that were not clear or hidden before. 

3. The integrated approach and methods encourage people to co-operate. Earlier, some 
departments were willing to work on gender equality indeed, but they were reluctant 
because of the investment of time and staff. The coherent gender in balance project 
with central support from the researchers and the Emancipation Affairs Service has 
now encouraged them. 

It becomes clearer at each interdepartmental meeting that the HRM policy and 
emancipation policy of the organisation are complementary. Often, they are on the same 
wavelength and they want to achieve the same things. As a matter of fact, the gender in 
balance project is not only advantageous for women in the organisation, every civil 
servant benefits from it and the quality of the organisation's personnel management 
improves. 
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5. UNITED-KINGDOM: 
The diversity pilot 

By: Alison Schofield and Lois Leeming 

5_ 1. Time-schedule 

September 1998: The pilot was discussed and set up. 

January 1999: Pilot departments provided the Cabinet Office with information on: 
• Features of an organisation in which diversity is valued 
• What is happening towards cultural change in their own department 
• Analysis of barriers to organisational change 
• What needs to happen 
• Who needs to be involved 

January 1999: A workshop was held to agree vision and way forward. 

February 1999: Start of drawing up the model. 

Mid 1999: Progress was reviewed. 

Late 1999: The model will be finalised. 

5.2. Objectives 

In the UK we have well-established anti-discrimination legislation, covering law on sex 
discrimination, race relations, disability discrimination and, in Northern Ireland, 
community background. 

In the British Civil Service, we are also guided by a Management Code, which sets out 
regulations and instructions for the management of the Civil Service. Since 1984, the 
Civil Service has introduced programmes for action to overcome the under-representation 
of women, ethnic minorities and people with disabilities. These guide the progress the 
Civil Service makes in achieving equality of opportunity and we monitor our progress in 
relation to their contents in several areas including recruitment and selection, training and 
career development and monitoring of representation. 

Although we have made some progress, we still have not achieved fair representation at 
all levels of the Civil Service. In particular, women, ethnic minorities and people with 
disabilities are still under-represented in the Senior Civil Service. We have a good 
understanding of why this may be the case and we are working to improve this situation. 
One of the key issues is that the culture of the Civil Service must be supportive of an 
organisation in which everyone's talents are fully utilised to meet business outcomes and 
people are valued both for the differences they bring to the organisation and for their 
ability to work together. For example, to have a really family friendly culture we must 
tackle head-on the issue of long hours working. Although the Civil Service has policies 
and procedures in place which offer part-time working, career breaks and childcare 
facilities, most staff who uses these services is in junior grades. It will need a real change 
of culture - in particular led by management attitudes - to break this mould. 

The Civil Service believes a diverse workforce is critical to the effectiveness of the 
organisation which serves a diverse society, and that a Civil Service which reflects at all 
levels the diversity of our society (men and women, people from differing ethnic and other 
backgrounds) will be stronger than a Civil Service which has a white male dominated, 
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monolithic culture. Part of our modernising agenda includes a strong emphasis on 
mainstreaming equality into our policymaking, service delivery and Human Resources 
policies and practices. This mainstreaming agenda featured strongly in the Modernising 
Government White Paper, published in March 1999, which affects the whole public 
sector, including the Civil Service. The Modernising Government White Paper also 
announced the setting of targets for the Senior Civil Service as part of the aim to address 
under-representation of women, ethnic minorities and people with disabilities, and to 
change the culture so as to tackle inequality. Departments are being required to set targets 
at levels below the Senior Civil Service. For example, the target for 2004/5 is that 35% of 
the Senior Civil Service (the most senior 3,000 civil servants in a Civil Service of almost 
half a million) will be women in 2004/5. In 1998 the figure was 17.8%. The impact of 
setting targets will be far-reaching. The Civil Service will not only look different - it will 
also be different. The targets will also provide a good tool to measure progress against. 
The immediate impact of setting targets is to identify and remove obstacles blocking the 
full participation of those whose contribution we have not previously fully valued. 

Additionally in the context of the Modernising Government agenda, we are continuing 
work to change behaviours in the workplace and examine how new ways of working will 
impact on different groups. 

Work is also underway to: 

• Define the Civil Service culture of the future which values staff for who they are and 
what they bring to the work, not for their ability to fit a mould. 

• Mainstream equality issues so that all management and personnel approaches reflect 
the needs of the range of people in the Civil Service. 

• Establish a dialogue with a variety of people inside and outside the Service to engage 
their help in creating an inclusive Service, at the same time as promoting a better 
understanding of the Service we wish to be. 

Our case study is known as the Diversity Pilot. The Diversity Pilot began with the aim of 
developing a coherent strategy to mainstream diversity and bring about a culture change in 
the Civil Service so that: 
• Every individual is valued for who they are and what they bring. 
• Individuals' differences are harnessed to create a really productive environment. 
• The Civil Service is effective in serving a wider society. 
• Our equality initiatives are given new momentum. 

Its purpose is to develop a model strategy or strategies to create a workplace in which 
differences in people are valued, the potential of every individual is realised, different 
means to an end are respected and organisational goals are met. The vision of the pilot 
was that departments and agencies will be recognised and acknowledged by departmental 
staff, the wider Civil Service, and the general public at large, as an employer that values 
the differences that people bring to it, reflects the full diversity of society and is 
strengthened by that diversity. 

The focus on diversity does not detract from the Civil Service commitment to equal 
opportunities, and we still have a raft of specific actions targeted at women, people from 
ethnic minority backgrounds and people with disabilities. However, we are now taking a 
twin-track approach to a diverse and inclusive culture. Equal Opportunities work is the 
foundation, the minimum from which every department must develop. Diversity work 
will build on this foundation. 
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The Diversity Pilot reports to a Diversity Sub-Group of the Civil Service Management 
Committee. This Sub-Group is chaired by Nick Montagu, who is Permanent Secretary to 
the Inland Revenue. It is the remit of the Sub-Group to overview work in hand and to 
identify priorities for departments to make real progress in the Civil Service diversity 
agenda. The Sub-Group reports to the Management Committee for the Civil Service, 
which is chaired by the Head of the Civil Service. 

5.3. Areas of personnel policy concerned 

All areas of personnel policy are concerned. Part of the aim of this work is to make 
diversity an integral and mainstreamed part of all personnel policy, processes and 
procedures. A common theme in the information the pilot departments submitted in the 
early stages of the pilot was that there was a need to mainstream diversity, rather than 
having it as a 'add-on' to personnel practices. As such, it involves attracting, recruiting, 
training and developing and retaining staff. 

This approach is consistent with the intention to produce a framework for action, which 
will help to ensure that equality of opportunity is truly mainstreamed into the everyday 
actions of all those who work in the Civil Service. 
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Figure 9: A framework for action to achieve our vision 

VISION OF THE FUTURE 
(shared across the Civil Service) 

75 

A Civil Service which is an open, accessible and successful organisation that recruits and retains 
a diverse, talented and high performing staff who support and develop each other. It listens to 

and takes account of the voices of all groups in society when formulating its polices and 
services. 

MISSION (5 years) 
In support of departmental and agency business objectives, to create and sustain a culture that 

values diversity; in which all managers own the vision and manage inclusively, and to 
recognise and encourage the management style and approaches which are compatible with 

those values. As part of this to take action to ensure that people whose talents may have been 
under-used in the past because of stereotypical attitudes are encouraged and given every 

opportunity to contribute fully. 

OPPORtUNITIES 

I 
STRATEGIC PRIORITIES (1-3 years) 

Led from the top with shared ownership and shared line management commitment 
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Leadership and All managers to Recruit and Use mechanisms for Measurin g 
early visible own and act develop staff and ensuring EO action is success and 

accountability upon the vision identify potential achieved and to wins 
develop an inclusive 

culture 
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ACTION PLAN (current year) 
Each department/agency (e.g. recruitment, promotion, development and training) 
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5.4. Policy actors in charge of (monitoring) the case 

This pilot has top-level commitment from the Head of the Civil Service and 3 Permanent 
Secretaries. In each of the 3 pilot departments, there are policy representatives who are 
taking this work forward. The policy representatives in each of the pilot departments will 
be responsible for ensuring that the pilot is implemented in their department. 

The work is being overseen and facilitated by the Corporate Strategy and Diversity 
Division of the Cabinet Office. The Division's responsibilities include providing best 
practice advice on diversity policy and best practice to Ministers, and Civil Service 
departments and agencies. It also has the support of the Diversity Sub-group, the 
Advisory Panel to the Head of the Civil Service, other departments and external expertise. 

A consultant is being commissioned to develop a toolkit (map and guidelines) of 
approaches and actions for a management to use in promoting a diverse workforce as part 
of a consortium project within the pilot. The consultant will work in partnership with the 
three departments to deliver solutions in line with their needs and resources. 

5.5. Other policy actors involved/target groups 

The target group is the whole Civil Service (consisting of departments and agencies). We 
are also hoping that the Civil Service will become an exemplar for other organisations. 

5. 6. Link with the theoretical structure of an equality oriented personnel policy 

The Diversity Pilot falls within the mainstreaming layer of the equality oriented personnel 
policy model. 

The Civil Service is making a concerted effort to move away from the concept of equality 
being an isolated issue or an add-on to personnel practices. Rather, developing a Civil 
Service in which diversity is valued and harnessed is becoming an acknowledged part of 
the broader corporate strategy. Part of our modernising agenda includes a strong emphasis 
on m~instreaming equality into our policymaking, service delivery and Human Resources 
policies and practices. This mainstreaming agenda featured strongly in the Modernising 
Government White Paper, which affects the whole public sector, including the Civil 
Service. The Diversity Pilot began with the aim of developing a coherent strategy to 
mainstream diversity and bring about this culture change. Such a change in culture will 
not only has important consequences for the effectiveness of the organisation, but it will 
also demonstrate our commitment to integrity, the needs of people and valuing 
individuals. 

5. 7. Description of the content 

Three departments are taking part in the pilot: Inland Revenue, Home Office and Customs 
& Excise. The Cabinet Office provides central co-ordinating support: working with the 3 
pilot departments to help develop successful individual projects, facilitate contributions 
from others and ensure exchange of information etc with other departments. 

During the first stage of the pilot (September 1998), the pilot departments identified: 

l • What had been done/was being done towards developing a culture which values and 
mainstreams diversity. Under this heading the departments provided information about 
various booklets, notices, publicity items, training and briefing and policy, procedures 
and practices. 
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2. Gaps between the current and desired situation. In this section, the Home Office 
identified a lack of coherence in strategy, a perception of tokenism and a lack of 
understanding of the benefits of creating an organisation which values diversity. 
Customs and Excise mentioned low levels of recruitment, movement and exits from 
the department, lack of representation in feeder grades for the Senior Civil Service and 
a long-hours culture causing problems for people who want to work on a part-time 
basis. Some of the Inland Revenue's gaps included the perception that stereotypes 
were acting as a barrier to capitalising potential from staff, the need to reflect more 
accurately the diversity of the customers which it serves, and the need to value 
difference rather than trying to make people conform to the majority behaviour. 

The Cabinet Office identified what was being done centrally. It also laid out its aims that 
were to have a Civil Service which: 

• Provides a high quality and effective service to the Government and all parts of society 
• Reflects, at all its levels, the diversity of society 
• Is recognised as an organisation where individuals are valued. 

Cabinet Office objectives included: 

• To ensure that civil servants are able to develop policies and services which meet the 
needs of all parts of society 

• To have a Senior Civil Service which leads by example, and, by eliminating under­
representation of women, ethnic minorities and disabled people, represents the public it 
serves and the people it manages 

• To attract, recruit and develop a workforce which represents, at all levels, the diversity 
of society 

• To ensure that all staff can effectively be a part of and, where appropriate, manage a 
diverse workforce 

• To be recognised, both internally and externally, as an accessible Service which values 
and seeks to benefit from the diversity of society and is a positive place for all to work. 

All parties also outlined their expectations of the pilot. The pilot departments had different 
approaches: 

• The Home Office wants to become an organisation where people enjoy their work, and 
are able to achieve their best; and where people work together in teams across 
organisational boundaries and use their skills to the full. They also want an 
organisation that mirrors society as we would like it to be: a community of optimism, 
equal opportunity and achievement, providing some of the most fulfilling work there is. 

• Customs and Excise see that the Board's vision and core values of integrity, 
impartiality, courtesy and helpfulness will be supported by a commitment at all levels 
to change and make real progress rather than simply dealing with problems as they 
arise. 

• One of the benefits seen by Inland Revenue is that employees will be conscious of the 
different needs of different customers because they are aware of the diversity of people 
inside the organisation and because the Revenue will have a culture in which 
differences are understood and welcomed. 

A workshop was held for pilot departments in January 1999. In preparation of the 
workshop, pilot departments were asked to expand on their earlier analysis by identifying: 
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1. Cl,aracteristics of a diverse organisation 

Inland Revenue's definition of a diverse organisation included feeling that all employees 
are encouraged to realise their potential, enabling staff to learn from working in a diverse 
organisation so that they can better serve the needs of their customers, and having a 
management culture which is inclusive and values individual differences. 

For the Home Office, diversity is seen as operating at organisational (e.g. open-minded), 
business (e.g. the organisation reflects the communities it serves), 
legislative/policy/practice (e.g. following and setting best practice) and management levels 
(e.g. treating staff as individuals). 

Customs & Excise also mentioned reflecting the community the organisation serves, 
valuing individual differences, equal access to organisational opportunities and benefits, 
and routine proofing of policies. 

2. Initiatives underway 

For the Inland Revenue, initiatives underway include the implementation of an ethnic 
minority development programme, supporting the Windsor Fellowship sponsorship 
scheme and developing a new childcare strategy. 

The Home Office identified top level commitment, the introduction of targets, IiP and a 
pay and grading review. 

A range of activities were identified by Customs & Excise including networks of change 
agents, guidance on equal opportunities proofing issued to all senior managers and 
awareness training for managers. 

3. Additional actions needed 

Some ideas generated from Inland Revenue included the need for a new approach to 
managing diversity that should be incorporated into the departmental HR strategy, 
awareness training for all key staff and a mentoring programme. 
The Home Office identified a lack of vision for the modern Home Office, a need to win 
over middle managers and the need for more statistics to cover all types of communities. 
Customs and Excise felt the need to concentrate on better integration of equal 
o~portunities into the Department's planning system, raised awareness at junior and 
middle levels and a better understanding of the reasons why current barriers exist. 

4. Barriers to acl,ieving tl,e cl,anges 

The Inland Revenue and Home Office mentioned restrictions on resources. Other barriers 
identified by Customs and Excise include low levels of awareness, resistance to change in 
certain areas and few senior role models for minority staff. 

5. Key players 

The Home Office thought everyone could be a key player. Key players in the Inland 
Revenue include the Board, the Departmental Management Committee, trade Unions and 
all staff. All managers, Departmental and Local trade Union Side and the business 
community were also highlighted by Customs and Excise. 

As a result of the workshop, the Cabinet Office drew up a specification to commission a 
consultant to develop a toolkit (map and guidelines) of approaches and actions for a 
management to use in promoting a diverse workforce. The tools will be used in education 
and training programmes and will focus on enhancing key organisational processes -
recruitment, induction, training and appraisal. This sub-set of the pilot formed a 
consortium project within the diversity pilot and will run between July and October 1999. 
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The findings of the workshop also fed into the management Committee, the White Paper 
and a meeting between Permanent Secretaries. In March 1999, the pilot departments met 
with the Head of the Civil Service and the Cabinet Office to discuss progress. 

In June, pilot departments were presented with a vision statement and cyclical process 
model of organisational change (see next Figure). Each pilot department's progress in 
achieving a culture which values diversity is being assessed against the model, and 
specific recommendations are being flagged up for future work, thereby providing a good 
tool to measure progress against. Departments are being asked to contribute towards a 
paper that summarises progress for a meeting of permanent secretaries that will take place 
in October I 999. 

The overall vision of the Diversity Pilot is to be recognised and acknowledged by 
departmental staff, the wider Civil Service, and the general public at large, as an employer 
that values the differences that people bring to it, reflects the full diversity of society and 
is strengthened by that diversity. 

Figure I 0: Cyclical model of creating and sustaining a culture that values diversity 
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5.8. Problems and bottlenecks experienced during the case 

It is difficult to tackle the culture of an organisation in a pilot study. All we can 
realistically hope to achieve is an examination of the processes involved in developing a 
model strategy to help create a culture which values diversity. 

Moving from buy-in of the vision/aims to concrete plans/strategies to move the work 
forward is also a critical issue. 

5.9. Status of the case 

The consortium project will run between May and September 1999. 

Early results from the Diversity Pilot will be presented at a meeting of Permanent 
Secretaries in October 1999 (Autumn Sunningdale ). 

5.10. Results and conclusions 

By early October 1999, some initial results of the project will be put forward. 

The outcome of the consortium project will be that a process model will be put forward to 
departments. 
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CONCLUSION 

As mentioned in the introduction, an important aim of this publication is to contribute to a 
better and more effective equality oriented personnel policy in the public sector whereby 
indirectly the quality of personnel policy itself is improved. The analyses in the first part 
of this book do indicate however that the general context the public sector in Europe has to 
be situated in, is not unanimously positive with a view to the pursuit of an equality 
oriented personnel policy. The fact that principles such as rationalisation, efficiency and 
consequently also the shrinkage of the public sector are in the ascendant, primarily affects 
the employment possibilities of women, rather than men's. Moreover, in case of a too 
one-sided focus on performance management and a radical decentralisation towards line 
management, there is a risk that values such as equality and equity are pushed aside and 
that the centrally developed expertise regarding equal opportunities is lost. Yet there are 
positive aspects to the new trends in personnel management as well: much more often than 
in the past, the "human" aspect is stressed in personnel policy thanks to the rise of Human 
resources Management (HRM). The evolution within HRM from a functional towards a 
competency based approach does illustrate the increased stress put on individual capacities 
and people's possibilities in stead of 'the function' in itself. This offers an appropriate 
point of departure for the pursuit of gender equality and the valorisation of differences 
between people via personnel policy. Because of greater competition and scarcity on the 
labour market, an effective equality oriented personnel policy can be considered as an 
asset of the public sector compared to the private sector to attract the best employees. 

Historically, a clear evolution can be observed in the strategies used to pursue equality 
policies. As indicated in the second part of this book, this evolution also applies to equal 
opportunities and personnel policy. From an originally merely formal and legal approach, 
there was a shift to a more active strategy emphasising the specific problems encountered 
by women (positive action) and today a more proactive and structural way to deal with 
inequalities can be observed (mainstreaming). We argue that a good equality oriented 
personnel policy assumes that a combination of these three historically developed 
strategies (both a legal and a positive action as well as a mainstreaming approach) is 
needed. 

Initially, the public sector called upon legislation and formal anti-discrimination 
declarations to achieve equality at the workplace. This is a good basis but not a solution 
to ban indirect and more subtle forms of discrimination. Equal rights and values like 
equality and equivalence have only a minor effect and far too often remain paper tigers. 

At the end of the seventies and during the eighties there is a switch to 'positive action' 
policies: targeted measures are taken to counteract specific disadvantages that women 
experience at the workplace. Compared to equal rights, this positive action approach 
tends to shift the focus from formal equality to material and factual equality. The problem 
however is that positive action measures start from the individual barriers that prevent 
women from moving up the ladder in an organisation, whereas more structural causes are 
overlooked. In other words, the symptoms of the problem are tackled, but not the 
underlying causes. Moreover, internationally the positive action approach tends to come to 
a deadlock as a result of lack of interest and support from the top of the organisation. The 
policy is wrongly equated to only one aspect of it, namely positive discrimination, an 
instrument not used in most countries' public personnel policy. 

In order to make structural progress, a more fundamental approach is needed, called 
'mainstreaming'. The merit of this strategy is that it highlights the crucial scientific 
concept 'gender'. The term gender does not refer to biological but to socio-cultural 



82 /nstituut voor de Overheid - Public Management Institute 

differences between men and women and to culturally determined norms concerning tasks, 
roles and characteristics associated with men or women. To take into account gender is to 
acknowledge that many rules, policy measures and procedures in personnel policy are 
only apparently gender-neutral. In reality they fit much more into the traditional life 
patterns of men on account of the classical labour division. Gender mainstreaming in 
public policy means that the obviousness of the so called abstract (but in practice male) 
norm for the employee and his full-time availability is questioned and can no longer serve 
as the only point of reference for the working out of a personnel policy. 

Mainstreaming distinguishes itself on two critical points from positive action: first what 
concerns the policy actors, next concerning the relevant policy aspects. Whereas positive 
action mainly places the responsibility with some experts in the field of equal 
opportunities, mainstreaming emphasises the role and the commitment of the regular 
policy actors in the field of personnel policy. As far as the policy aspects are concerned, 
positive action focuses on specific women's problems, whereas mainstreaming questions 
certain aspects of the existing personnel policy. Women are no longer the problem, but 
the current personnel policy is questioned and checked on possibly different policy effects 
on men and women. 

Notwithstanding the fact that mainstreaming is a vogue word in the equal opportunities 
jargon and is an untranslatable concept, it is of great importance as a new strategy to 
pursue a more effective equality oriented personnel policy. Only by taking gender 
equality as a responsibility of several policy actors and after an in-depth analysis of the 
meaning of 'gender' and how the gender perspective can be integrated in the various sub­
domains of personnel policy, new gender relations will emerge in the long run. This 
means that the differences between people are more appreciated. It also means that not 
only one working method or one management policy is valorised but that there is room for 
diversity. 

Mainstreaming as a new strategy has its disadvantages too: there is not much experience in 
the field of integral working and it is an explicitly long-term strategy. Moreover there is 
the great risk that 'everybody' but in fact 'nobody' takes overall responsibility and that 
nobody has a global overview or follows up progression. Therefore, it must be made very 
clear that also legislation and positive actions remain important. The three strategies must 
be seen as complementary and the three levels must be operational at the same time. 

The necessity of different strategies and instruments working out an equality oriented 
personnel policy, is also illustrated in parts three and four of the book. The first checklist 
included in part three, dealing with the instruments, shows what the organisational and 
structural terms are for a 'house' with a good equality oriented personnel policy. The 
three above-mentioned strategies (legislation, positive action and mainstreaming) each 
constitute a level of the house for which can be checked whether the organisation meets 
the necessary requirements. The central dome of the house is the genuine commitment of 
the organisation. Without this commitment and the listed indicators to measure the 
engagement, the three strategies cannot be executed effectively. 

A second checklist refers to the concrete policy domains of the HRM-cycle in which 
emancipation objectives can be integrated. For each of the HRM domains (selection, 
performance, appraisal, development and reward) examples are given of how the policy 
could contribute to more balanced gender relations. A last checklist points out how 
equality objectives can be integrated in a quality policy of the organisation. 

The five initiatives concerning equality oriented personnel policy in the different countries 
set out in the last part of the book, reveal that the best approach is a mix of instruments 
and strategies. The case concerning the realisation of target figures in the federal public 
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administration in Belgium, illustrates that despite the willingness of the government to 
work towards gender mainstreaming in personnel policy, also the current approach via 
positive actions remains important. They want to realise the projected target figures by 
relaunching the current positive action policy on the one hand and starting up 
mainstreaming on the other hand. For both strategies, the case emphasises the need to 
enhance the support from the administrative and political top, which is not always easy. 

In the Dutch case the ABO-procedure to fill in vacancies for top civil servants, is tested on 
gender neutrality. The required commitment within the ABO-Office is available and the 
global evaluation of the procedure is rather positive. Nevertheless, there is still room for 
improvement. On account of the decentralisation of the personnel policy, the 
sensibilisation of line managers and people responsible for personnel policy in each 
ministry will be very important in the future. Only in this way can a genuinely gender­
neutral selection and appointment of Dutch top civil servants be guaranteed. The vacancy 
filling is after all a shared task of the ABO-Office and the ministries. 

The Norwegian case shows how every two years a new action programme on equal 
opportunities for men and women is drafted systematically in the Norwegian Ministry of 
Labour and Government Administration. The decentralised personnel policy is far from a 
problem here: equal opportunities are incorporated in the task package of the individual 
line manager, but it is also the business of the trade unions and the top of the ministries. 
The content of the action program shows that detailed sex specific statistics are 
scrupulously analysed and that far-reaching actions are formulated. It is also clear that 
much attention is being paid to the drafting and realisation of clear target figures. 

The English case is a pilot project concerning 'diversity', which was started up in several 
British departments. The aim is the development of a coherent strategy to mainstream 
diversity and to alter the organisational culture in the British Civil Service. In this 
manner, each individual is appreciated for what he or she is. Different ways to reach the 
same goal are respected and the differences between people are used to bring about a 
productive work environment. Worth noting is that the United Kingdom, unlike most 
other countries, explicitly defines equality in a broader sense than gender equality and that 
ethnicity is especially emphasised. Via mainstreaming and under the new term 'diversity' 
the government tries to give a new impulse to equal opportunities initiatives. 

Also in the Flemish community the 'gender in balance' research project clearly focuses on 
mainstreaming as a new strategy to develop a gender equality personnel policy. In co­
operation with two Dutch researchers an ambitious action research was set up. This 
project triggered off an important process in the Flemish administration, in which the civil 
servants responsible for personnel policy and the top of the organisation were involved 
right from the start. This participatory way of working is a good example of how the 
success rate of the execution of a project and the implementation of research 
recommendations can be increased. 

Although most of the presented projects differ a lot, they are all partly49 or fully50 

mainstreaming oriented. Anyhow, it is striking that most projects were initiated and 
followed up by specific actors responsible for equal opportunities and personnel policy. 
This clearly illustrates the importance of specific actors and measures such as positive 
action. These experts are a sort of 'mediators' to start up the mainstreaming strategy and 
to make it possible. 
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The Norwegian example is in this respect the exception to the rule. In the early nineties 
the decision was made in the public sector to transfer the full responsibility for equal 
opportunities and personnel policy to the regular policy actors, especially the line 
managers in each ministry. This seems to be working well in Norway, not by chance a 
highly emancipated country (8 out of 19 ministers being women for instance). So the 
required political support and interest is actually available. 

As far as equal opportunities in general are concerned, the Scandinavian countries can be 
quoted as trendsetters setting the tone. Probably this also applies to the field of equality 
oriented personnel policy and there will be an evolution towards the responsibilisation 
regarding equality of the regular actors responsible for personnel policy. However, the 
bulk of the European countries are not yet up to the mark of the Scandinavian countries. 
Therefore most countries need more political will on the one hand and a greater real 
support and interest from the administrative top on the other hand. 

Consequently, in our opinion, specific gender experts will be indispensable in most 
countries for a long time, until the moment the organisation has acquired mainstreaming 
as a strategy; has made it operational in the different sub-domains of personnel policy, and 
can guarantee the necessary follow-up. Let us hope that this book may contribute to this. 
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