Einreichung für UNPSA 2009

Gender Mainstreaming happens – in a town

	1) What was the situation before the initiative? (the problem) Describe in no more than 500 words the problem to which the initiative was a solution, including major issues, trends and conditions, as well as which social groups were affected.


The City of Graz has a long tradition in supporting women´s issues. Austria`s second largest city implemented the position of an Independent Women`s Representative (Frauenbeauftragte) already in 1986, followed by a cross-party Women`s Board (Frauenrat), combining all women`s initiatives and organisations of Graz. The City´s Department for General Women´s Affairs was founded in 1993, offering low-threshold services for all female citizens. With this tradition in mind, it comes as no surprise that the City of Graz decided already in 2001 to start the implementation process of Gender Mainstreaming, thus acknowledging the need to stress equality for both men and women at all levels and all socio-political areas. 

Taking all the City`s efforts concerning women`s affairs into consideration and also acknowledging that one way to establish equality between the sexes will still be for a long time to promote positive actions for women, the City had to admit that a strategically based approach for all products and services as well as for internal procedures and processes will prove to be more successful on a long term perspective.

The City of Graz is aware of its responsibility at the implementation of equality of women and men at all levels and in all socio-political areas. A gender-sensitive attitude and a gender-sensitive view point have to reach all sectors of the administration and all political fields.

From the beginning it was evident that the implementation of Gender Mainstreaming can only be realised when

· there is a clear political declaration towards the implementation of Gender Mainstreaming

· resources are provided

· gender expertise is built up

· a gender-sensitive based point of view is being realized into all sectors of administration and policy

· and the implementation follows a structured procedure and strategic considerations. 

For a detailed description of the whole process (in English) see http://www.graz.at/cms/dokumente/10102032_1886867/4d8f18d6/Gender%20Mainstreaming%20Happens%20In%20A%20Town_Graz.doc. There is also a detailed homepage on the implementation process (unfortunately most of it in German): www.graz.at/Gleichstellung. 

	2) What were the key benefits resulting from the initiative? (the solution)

In no more than 500 words, summarize the achievement(s) implemented, how the impact was measured, quantitatively and qualitatively and who benefited from it.


The achievements can be summarized on various levels as follows:

1) Within in the organisation

The first step was an analysis of gender awareness right across the target group of all employees (sex, age, hierarchy). The results presented the need for expertise on a broad level, which was provided in the second step (the final report on the gender survey is available only in German: http://www.graz.at/cms/dokumente/10101583_1883977/43f32a08/Bericht%20Ergebnisse%20Equality%20Management.doc).

Rising awareness among all senior staff of the administration and training of staff was one of the first steps in the implementation process, thus ensuring expertise on a broad level. This was managed with the help of external and internal experts conducting tutorials and workshops for more than 100 members of senior staff (the City of Graz has a total of roughly 4000 employees).

Eventually all senior staff mutually decided on the implementation strategy, thus ensuring shared support as well as consolidated success on a long-term perspective.

For details in the implementation strategy see question 4a. 

2) On the Political Level

Having the City senate`s decision to implement Gender Mainstreaming in mind, the members of the senate decided on the implementation of a steering group on highest level to ensure strategic controlling of the process. Members of the steering group are: the mayor, two councilpersons, two heads of departments, the head of public administration and the respective project leaders. The steering group meets up to 4 times a year to discuss the progress of the project and to decide, if necessary, on new measures to be taken.

3) For All (Female and Male) Citizens

The City`s products and services are offered to reach all citizens. The mission of the communal administration is to acknowledge and take into account the differing needs of women and men. The implementation of Gender Mainstreaming helps to conquer the complex requirements to meet both female and male citizens` needs.

The mutually agreed on strategy for the implementation of Gender Mainstreaming will be described in detail at question 4a (what were the strategies used to implement the initiative). 

4) The City as a role model

The City of Graz is a key employer of the region with more than 4000 employees. Equality at the work place does not only enrich the organisation but the City administration thus functions as a role model for other key employers in the City, such as the universities and industry clusters. In 2008, the City of Graz was rewarded with the Austrian Governmental Prize for Innovation in Administration for its Gender activities (http://www.austria.gv.at/site/6588/default.aspx). 
5) The Method

The strategically well planned implementation process is based on the use of the Six-Step-Method (defining equality goals, analysis of obstructions, developing options, analysis of options, implementation, evaluation; for a detailed description see http://www.gendermainstreaming-cop.eu/node/196) in combination with the 4R-Method (analysis of representation, resources, rights and realities). This approach allows for concrete measurement at any stage of the process, thus offering possibilities for strategic changes if necessary. 

	3) Who proposed the solution, who implemented it and who were the stakeholders? 

In no more than 500 words, specify who contributed to the design and/or implementation of the initiative, including relevant civil servants, public institutions, organizations, citizens, NGOs, private sector, etc.


In 2001, the City Senate decided on the implementation of Gender Mainstreaming. This way, not only the process was started but also its success: the top-down-principle of the strategic managerial tool Gender Mainstreaming needs the support and the clear positioning at top level. The head of public administration as the highest civil servant of the City, who is responsible for all administrative matters, is appointed Gender Mainstreaming representative of the City.

Having the City senate`s decision to implement Gender Mainstreaming in mind, the members of the senate decided on the implementation of a steering group on highest level to ensure strategic controlling of the process. Members of the steering group are: the mayor, two councilpersons, two heads of departments, the head of public administration and the respective project leaders. The steering group meets up to 4 times a year to discuss the progress of the project and decide, if necessary, on new measures to be taken.

Three project-leaders (head of public administration Mag. Martin Haidvogl, Ms Doris Kirschner, head of the Department for General Women`s Affairs, Mag.a Dr.in Priska Pschaid, Cultural Department; for details see:  http://www.graz.at/cms/beitrag/10096574/1886526), all being certified Gender Agents, overtook the design of the implementation process.  

In 2003, the first analyses of products and services were undertaken in the Sports Department and the Department for Children, Youth Welfare and Families with the support of external experts, the project leaders of JUST GEM, an EQUAL-Project of the first application cycle (for a description of JUST GEM see: http://www.graz.at/cms/dokumente/10102028_1886819/4d09ad78/etg4-suc-justgem_en%5B1%5D.pdf).  Key partner in this case was nowa, Network for Vocational Training, a prominent local NGO (www.nowa.at). 

In 2005, the City of Graz became developing partner in POP UP GEM – Policy and Public Service Push Gender Mainstreaming, an EQUAL-project of the second application round.  POP UP GEM was built up in four modules (Data-Coaching, Learning, Public Institutions and Economy). The modules Data-Coaching and Learning offered their special expertise as support to the other modules. Graz was part of module 2 (public administrations), together with the City of Kapfenberg, the Styrian Trade Union ÖGB and the Social Welfare Alliance of Upper Styria. The complex network woven within this project included local experts on NGO-level, relevant institutions on steering group level, such as the Labour Market Agency and the Chamber of Labour, and finally political bodies, such as the Government of the Federal State of Styria. 

(For details on POP UP GEM see:
http://www.popupgem.at/downloads/docs/9426_Pop%20Up%20Broschüre%20english.pdf).

	4) Describe how and when the initiative was implemented by answering these questions:

a) What were the strategies used to implement the initiative? 

In no more than 500 words provide a summary of the main objectives and strategies of the initiative, how they were established and by whom:


Above all, Gender Mainstreaming has to be identified as a managerial tool of organisational development which is used in implementing equality of women and men.

As an instrument of organisational development, Gender Mainstreaming follows systemic rules of organisations and functions therefore according to these systemic patterns.

The main aim is the change of strategies, structures and processes within an organisation, and this strategy needs the awareness that Gender Mainstreaming is the job of executives and has to be implemented top-down.

The organisational culture (shaping of opinions, informal dispersion of the topic, engagement of single persons) is able to and supposed to support the implementation.




The method of the implementation process of Gender Mainstreaming in the City of Graz was strategically well planned, which resulted in some modifications on the structural level.

This means, it was knowingly accepted that the implementation of Gender Mainstreaming will neither be a “big seller” in media coverage nor on political stages. Integrating the gender point of view into the strategic orientation of the organisation and thereby changing structures und processes creates no acclaimed reports.

Successes and substantial changes, that can be “seen” and “felt” by the citizens as well as the employees, take a long time to be brought on the way and need hard detailed work throughout the process.

If the strategy of Gender Mainstreaming is being taken seriously – and not misused by setting alibi-actions, it is evident that the implementation cannot be realised from one day to the other.

During the last 6 years the City of Graz has bought know-how from external professionals, has partaken in the EQUAL development partnership “Just GeM” with a pilot project as well as an operational partner in the EQUAL development partnership of POPUPGEM. The City of Graz was also part of the transnational working group within POP UP GEM and participated in the production of the CD-Rom “An Employment Journey – Gender in Recruitment and Retention” (http://www.graz.at/cms/dokumente/10102033_1886851/0c8b8821/runme.exe). After being host to a Peer Review on Gender Mainstreaming, Graz also became member of the Community of Practice on Gender Mainstreaming (http://www.graz.at/cms/dokumente/10102032_1886867/986d51f2/Letter_of_commitment_GM-v4.doc). The City of Graz has attended several peer reviews all over Europe (Bilbao, Gent, Warsaw and Paris) and has hosted delegations from Hungary, Scotland and Korea. 
	4b) What were the key development and implementation steps and the chronology? 

No more than 500 words


Measures on the structural level

· At the beginning the general strategy of implementation into the administrative body of the City was defined together with the members of staff. It was agreed that Gender Mainstreaming should on the one hand be implemented on an internal level (within the administration) as well as on an external level (concerning all products and services of the City).

· Gender Mainstreaming needs a general political commitment to implement equality. This is the reason why the City of Graz has set up a high-level steering group (for details see question 2). 
· During the developing partnership of POP UP GEM the City of Graz has installed cross-departmental project-teams, consisting of senior staff of each department who work on specific Gender Mainstreaming projects resp. perspectives.


· Bearing in mind the strategic considerations of Gender Mainstreaming the  Balanced Score Card as the central instrument of the City`s strategic governance, all departments have to define „Equality Objectives“ for their products, services, measures and projects (besides their “regular“ strategic objectives). The gender perspective is therefore “automatically” included in the central strategic planning tool of the departments of the City of Graz, for details see: http://www.graz.at/cms/dokumente/10102628_2030506/e90af629/GeM%20and%20Balanced%20Score%20Card_short%20version_2008.ppt).
· The Independant Audit Court of the City of Graz has to examine and audit the financial conduct of the City of Graz. As a result of the Gender Mainstreaming implementation process at the City of Graz the Audit Court has included gender-relevant aspects in the respective audits. 

· Gender Budgeting is another important aspect for the implementation of  Gender Mainstreaming. The distribution of the financial funds of a public administration, a city, a regional government or the state government, gives testimony of chosen realities and priorities. The City of Graz, however, analyses its products and services, and consecutively connects afterwards the obtained data with the budget that is needed for the respective product/service (outcome-oriented product-budget).
Measures on the level of employees

In order to make sure that the gender-perspective reaches all areas of public administration, it not only takes structural measures to be taken but also the active enhancement of expertise on the level of employees. 

· As to now, the City of Graz has 3 full-fledged Gender Agents at its disposal, all of whom play a major role within the City’s implementation process.

· All senior staff, as well as the elected members of the trade union, underwent special training within the scope of being member of the hearings-commission (part of the personnel-search-procedure at the City of Graz). 


· The members of the project-teams are – after going through a basic training in Gender Mainstreaming – routinely and continuously supported by the project-leaders.

· The project-leaders have developed specific training- and consulting-packages to make sure that the needed know-how can be communicated effectively.

· On the level of politics, special trainings and coachings were continuously offered. 
· For a detailed description of the implementation process as presented at the Graz Peer review in May 2007 see http://www.graz.at/cms/dokumente/10102032_1886867/4d8f18d6/Gender%20Mainstreaming%20Happens%20In%20A%20Town_Graz.doc. 
	4c) What were the main obstacles encountered? How were they overcome? No more than 500 words


One of the key differences between active promotion of women at all levels and Gender Mainstreaming is that the former is a bottom-up-strategy with its historic roots in feminism whereas the latter is a top-down-strategy, on the basis of European primary law regulations. 

Nevertheless, the concept of Gender Mainstreaming has been and (sometimes) still is perceived as a topic of choice and a matter of even more positive action for women, which can appear as a threat to existing role divisions. In many countries – and Austria is no exception – senior positions and the distribution of power are still male dominated areas. 
A second aspect is that Gender Mainstreaming is one of the (rare) fields of expertise, where everybody had to notice that the expertise was there, but mostly among women. Depending on the attitude of persons this was and can be perceived as slightly threatening.
The main obstacle was to bring the decision and policy makers to come to a clear position concerning Gender Mainstreaming, starting from a declaration to stand for equality of the sexes, to be willing to implement Gender Mainstreaming and to articulate a concrete assignment for the implementation and to give a strong mandate to specific persons, giving them power and resources for a successful process. 

The policy makers at the level of communities, as well as on any other decision making level – so from our point of view there is no difference at what kind of level you talk about - , consist of members of different and varying (elections!!!) political parties with different attitudes towards the multiple political and socio-political fields of everyday life. Depending on the real power division, Gender Mainstreaming is a topic – or it is not.

The City of Graz profited mainly from the Councilwoman for women`s affairs at that time, Tatjana Kaltenbeck-Michl, who is retired by now. But her energy and her unbreakable persistence and her unflailing power to bring up the topic again and again, ultimately led to the City Senate`s decision to start with the implementation process. 

Another aspect in terms of obstacles is resources: the implementation process needs expertise, time and also money. So the declaration to implement Gender Mainstreaming without allowing human resources and money would be a mere lip-service. 

As a first step, the City of Graz invested its own money, but the support of European funding was the ultimate kick to get the process starting and keep it running until the time, when it is impossible to stop. 

The connection with European partners was and still is a powerful support for the process.
At present, since the City has recently won the Austrian Governmental Price for Innovation in Administration, we have to admit that such events boost the process as well.

	4d) What resources were used for the initiative? In no more than 500 words, specify what were the financial, technical and human resources costs associated with this initiative. Describe how resources were mobilized.


The first step of the implementation process was the survey among the City`s employees (http://www.graz.at/cms/dokumente/10101583_1883977/43f32a08/Bericht%20Ergebnisse%20Equality%20Management.doc). The survey was conducted by external experts, Heide Cortolezis and Doris Doblhofer, two well-known Gender Mainstreaming experts. The costs of the survey were covered by the City`s budget.

As a consequence of this survey, the City of Graz was able to partake as pilot project with two departments in the EQUAL-project JUST GEM (2003 – 2005). The Sports Department and the Department of Children, Youth Welfare and Families were the first ones to undergo an analysis of their products and services. The analysis was conducted be members of JUST GEM, so the costs were covered via European funding. 

JUST GEM also offered the first certified training course for Gender Agents. The City of Graz sent two employees, the costs of the training course were within the project costs. 

As a third step, Graz was developing partner in the EQUAL-project of the second application round POP UP GEM. The City of Graz obtained the costs of hours spent per member of the nominated project team (3 employees) for the project for two years. It was agreed that the head of public administration Mag. Martin Haidvogl would be compensated for 1,5 hours per week, Ms Doris Kirschner as head of the Department of General Women`s Affairs for 15 hours per week, and Mag.a Dr.in Priska Pschaid for 13 hours per week (on the basis of a regular 40 hours working week). Naturally, a lot more hours were spent for the work on the implementation process, these costs were covered by the City on the mutual understanding that promoting and designing the implementation process of Gender Mainstreaming is part of the project leaders jobs anyway. In addition, the City itself allocated the costs of infrastructure. The European funding amounted to roughly 70.000 Euros for the period of July 2005 to June 2007. 
The costs for the Peer Review on Gender Mainstreaming, which took place in Graz in May 2007, were covered by special European funds (Community of Practice on Gender Mainstreaming).

At  this stage of the implementation process, the project team continually works on the topic of Gender Mainstreaming, the dedicated hours are part of the regular working hours, so the costs are covered by the City.

	5) Is the initiative sustainable and transferable? In no more than 500 words, describe how the initiative is sustained (for example in terms of financial, social and economic, cultural, environmental, institutional und regulatory sustainability). Describe whether the initiative is being replicated or disseminated throughout the public service at the national and/or international levels and/or how it could be replicated.


As the consulting part of the project has shown, the City`s approach to the implementation of Gender Mainstreaming is widely appreciated.

We have been contacted by other Austrian cities, such as Villach and Kapfenberg (http://www.graz.at/cms/beitrag/10102098/1886993), to support their implementation processes. The City has presented the implementation process at various steering groups of the Association of Austrian Cities and Towns (Städtebund) as well as at various other institutions.

Furthermore, the City of Graz has been host to a Peer Review on Gender Mainstreaming in May 2007, where partners from six European countries (Spain, Italy, Belgium, France, Finland, Ireland) discussed the strategic approach of Graz. As a result, Graz has been invited to several other peer reviews and conferences all over Europe (Barcelona, Gent, Warsaw, Paris). Delegations from Scotland, Hungary and Korea visited Graz in order to obtain information about our implementation process (http://www.graz.at/cms/beitrag/10102105/1887009). 

The strategic approach can be easily transferred to other organisations and can also easily be adapted to individual organisations´ needs. Our experience shows that Graz serves as a best-practice model, assuring other organisations that the implementation is possible, can be achieved and is a step-by-step-procedure everywhere. Especially our “success stories” show other interested organisations that successes can be obtained easily - at least at some organisational level. 
Furthermore, the City of Graz serves as a role model, showing that large organisations can successfully work on gender equality. Our “successes” in terms of achieved equality show other organisations that reaching equality does not necessarily imply unsurmountable problems on the way (though at some level the problems faced when implementing Gender Mainstreaming can be quite challenging).

The City of Graz has started the implementation of Gender Mainstreaming in 2001, by now we can clearly say that the process is sustainable and irreversible. In order to achieve a status of sustainability and irreversibility the process needs a clear mandate, strategic planning and resources. As with other change management processes as well, the aim is to bring the tool from project status into daily management.  We have not yet reached that point at all levels, but the foundations are laid.
	6) What are the impacts of your initiative and the lessons learned? In no more than 500 words describe the key element that made your initiative a success.


The main impacts of our strategic approach can be clearly seen as making a large organisation be aware of gender equality as being a superordinate topic for all areas and levels within the organisation. Rising awareness and supporting strategies towards acceptance on the level of all senior staff are major key factors to a successful process. By making clear that the implementation of Gender Mainstreaming is part of everyday managerial tasks, the topic quickly loses much of its possible frightfulness (it still happens that Gender Mainstreaming is strongly associated with being a matter of feminism only). 

Also, by assigning gender equality on management level and following the top-down-principle, Gender Mainstreaming becomes the organisation`s aim and therefore cannot be seen as a burden on an individual´s shoulder. 
The strategic planning also allowed for the implementation on various levels simultaneously, thus making sure that all staff was confronted with gender ideas on different levels and in differing intensity. 

The strategic planning is a major lesson learned as well. The organisation has to be clear about the process in advance, otherwise opposing opinions, resp. opposing opinion leaders could easily disturb, if not slow down or stop, the process. 
Another lesson learned refers to a broad basis of know how among all staff. The process will only be successful when the overall understanding of what Gender Mainstreaming is and what the implementation implies is clearly understood by everybody. 

In terms of resources there is another lesson learned: first of all, it takes a clear mandate for the process, resp. the responsible persons. If the organisation adheres to the top-down-principle of Gender Mainstreaming, the “top” has to be clear about it. And “resources” does not only refer to human resources but to time and money as well. Without adequate resources the implementation process cannot be successful. The City of Graz nominated the head of public administration, the highest civil servant within the organisation, as responsible person for the implementation strategy. Together with two Gender Mainstreaming coordinators, he is responsible for promoting Gender Mainstreaming. This is essential, because in order to successfully implement Gender Mainstreaming it needs policy makers to be key players in the project.

Finally, we have to point out that it really helps when the implementation of Gender Mainstreaming leads to “quick successes”, so that all people involved can see in reality what Gender Mainstreaming is all about. Needless to say, the City of Graz has not yet achieved equality on all levels yet and there is also a clear understanding that at some levels it will take quite some time to reach equality. Nevertheless, successful implementation steps always feed the project with new energy.

The last point to be made is that European funding at the beginning of the implementation process helped a lot. Not only were thus resources provided, international contacts, peers and lobbying give the process necessary and additional impetus. 
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