Chapter Six

Organising for gender responsive budgeting 
Introduction 

This chapter discusses two aspects on the topic of Organisaing for Gender Responsive Budgeting.  The first is about what is needed in the policy environment and infrastructure.  The second is about what needs to be in place in order to deliver training on gender responsive budgeting. 

There is a great interest in learning the tools of gender responsive budgeting.  The perception to the uninitiated is that gender budgeting, as the latest cutting-edge tool involves tools and methodologies that are somehow advanced.  In addition, tools imply an ordered process, a practical exercise with beginning, middle and end, an application of a technique with defined parameters. 

However, if gender responsive budgeting is to accepted and to work and to be sustained, a number of conditions must be met within the environment of public administration. 

Understanding Gender

Gender inequality persists. Women continue to earn less, to be overburdened with unremunerated care work, to be subject to gender-based violence, to be restricted in pursuing labour market opportunities and, in many other ways, disadvantaged. 

Understanding how gender inequalities arise is key to tackling its various manifestations. Knowing how gender and gender relations are constructed and perpetuated in society and in the institutions and processes of government, and that a mainstreaming approach is required if we are to redress gender inequality and work toward an equal society is a necessary starting point.  Special schemes and programmes for women, while supplying a measure of relief or support in a particular area, are not adequate. An approach that views women as problematic when it comes to government policy, where success is measured by the number of women accommodated through these special programmes, is fundamentally flawed. Building gender expertise within government departments is important in knowing how to address the various manifestation of gender inequality.
In the context of gender budgeting, where the focus is on the budget as an instrument of macroeconomic policy, understanding the role of women in the unpaid care economy and the relationship of the care economy to the market economy is fundamental to appropriate reformulation of policies and budget lines.  

Learning from gender budget initiatives underscores that lack of awareness of the disadvantages faced by women is still a problem when it comes to government responses. GenderAlp, a transnational gender budget initiative identifies this as “one of the most demanding tasks and challenges”, while the initiative in the City of Munich report a lack of skills in analysing the effect of services on specific target groups.  

Political Commitment 

Since the Beijing Conference in 1995 Gender Mainstreaming has been adopted almost universally as the strategy by which gender equality is to be pursued.  Signing up to a strategy is just the first level of political commitment. The policy is rendered impotent unless there is deliberate and systematic follow-through. Genuine political commitment is demonstrated by political leadership and oversight, which in turn means setting the vision and ensuring the commitment to gender equality stays on the long-term agenda. What is needed is political will articulated in clearly defined gender equality objectives and translated into achievable targets.  

On the one hand there is the commitment to advancing gender equality and on the other there is the commitment to improving budgetary processes.  Both are important if gender responsive budgeting is to work. Governments across the world are responding to the economic recession with renewed determination toward greater fiscal responsibility. The trend is to ensure the sustainability of public finances, for the public good.  There is concern, however, that in these times of austerity measures, progress on equality is being neglected. 

All of the member countries of the CIS have put in place some level of institutional machinery in relation to gender mainstreaming. Continued political commitment is required to ensure on-going systematic roll out of a gender mainstreaming approach across all government departments. This imperative is borne out in the experiences of a number of countries. The Ministry of Equality in Spain reports that “over and above good intentions, implementing gender budgets is impossible without top-level political efforts.” In Austria, Dr. Elfriede Fritz of the Federal Ministry of Finance writes about having in place the legal basis for gender budgeting "but the implementation needs political will".

Bureaucratic Commitment

Within the structure of government departments and agencies, operational responsibility lies with civil servants at various levels of seniority. In an environment of heavy workloads and pressing deadlines, priorities have to be made. Civil servants face more and more demands for accountable and evidence-based policy making and are committed to the continuous improvement in performance of policy.   However, gender equality considerations are not seen as part of the core work but as one of a number of cross-cutting themes and, therefore, additional work. 

Clearly building capacity across all ranks of the civil service is vital to support the government strategy of gender mainstreaming.   On the one hand there is the  perception that gender mainstreaming, and by association gender responsive budgeting, can be taken care of by a once-off  initial assessment of potential impact.   On the other hand there is a genuine lack of understanding of the issues related to gender equality. It will take vision to see and to tackle the work as a long-term project requiring an incremental and systematic integration of a gender perspective.  
Research into the effectiveness of gender mainstreaming strategies has highlighted the need for consistent management dialogue to encourage perseverance.  In Sweden, for example, the primary tool for gender mainstreaming is an eight-step process of organizational change which begins with acquiring a basic understanding of gender equality issues through to the evaluation of outcomes.  ‘The Ladder”, as the tool is called, is designed to allow for continuous improvement, requiring clear and unambiguous steering documents to ensure that the organization knows how to proceed. 

A report from Sweden notes the difficulty in persuading managers and officials to see the point in mainstreaming perspectives of various kinds into what they regard as their core activity. When gender co-ordinators are brought in or when a training on gender is organised, there is an attempt to sell gender mainstreaming in terms of adding efficiency and effectiveness and allowing for more targeted outcomes. Commitment and leadership is required to change the perspective to recognize that gender mainstreaming is in fact core to all activity. Norway’s report on its gender budget work as part of the Nordic project concludes in this respect that with the subordinate agencies work on gender equality “must be mandated and consistently communicated in the management dialogue.” 

Translating national gender equality policy 

It is important that the national gender equality policy is translated to accommodate the specific operation of each government department and agency. The degree to which a state’s gender equality policy is made operational can be measured by whether an implementation strategy is in place with benchmarks, targets and indicators so as to track progress.  

Objectives set at national level need to be localised. How can government agencies contribute to gender equality objectives if those objectives are articulated only at a global level? In the Irish gender budgeting initiative, it was observed how Ireland’s economic policy was translated in detail into the operation of the Roscommon County Enterprise Board, while the State’s gender equality policy was not articulated at all. Similarly, setting local benchmarks, such in the Siena gender budgeting initiative are more meaningful than referencing national data.

This would involve reflecting on how gender inequality is manifest within the areas of responsibility of the organization.  One way to do this is to take the existing policy and mission statements and to redraft them to include a gender equality focus.  For example in the area of health, the Department of Social Affairs might have a general policy of providing the best health care possible for all the people of the country.  Another general policy might be to reduce waiting lists for treatment.  To encompass a gender equality perspective these policies could be rewritten so as to take account of any known barriers to healthcare and of health issues specific to both men or women.   Another way to translate the national policy on gender equality to the organizational level is to start afresh and begin to explore the status and needs of men and women for whom the organization is providing services.   This should include a focus internally within the organization in terms of ensuring that, in addition to a discrimination-free workplace, equality between male and female workers is actively promoted. 

Engendereing Everyday Processes

Gender mainstreaming requires change. After all, the focus of gender mainstreaming is the transformation of the policy making process. Change means doing things differently. In part the change involves bringing gender considerations into everyday operational processes. It also means adding new processes. This change work has been characterized as organisational change or development work. The City of Graz in Austria notes that “Above all, Gender Mainstreaming has to be identified as a managerial tool of organisational development…the main aim (of which) is to change the structures and processes within the organisation.”  

Sweden and Norway are very strong in presenting gender mainstreaming and gender budgeting as organisational development work. In Sweden, a gender mainstreaming support committee (JämStöd) devised a complete system of tools and methods – ‘The Ladder’ – on the premise that gender mainstreaming requires organisational development work. The JämStöd’s chairperson notes that where a systematic approach has not been adopted, gender mainstreaming does not become rooted. 

Organisational change work is understood in both the public and private spheres when it comes to the introduction of new computer systems or responding to new legislation or regulations, or expanding the function of departments.  Up until recently gender equality issues did not merit this kind of strategic approach.  However, if a gender perspective is to be applied to all government policies at every stage in their design, implementation and assessment, then gender must become a regular and permanent category of analysis.  This can only be achieved by a systematic, long-term programme to change mainstream processes. 

Gender Statistics 

All policy development work requires regular and sound data.  If targets and indicators are to be established and monitored it is important to have a measurement of the current status in the relevant area.  Significant deficiencies in relation to data collection and management continue to hamper gender sensitive analysis. Even the most straightforward exercise of recording the sex of beneficiaries of government services is, in some instances, not done. This failure is often because the need for sex-disaggregated data is not recognized. 

However, gender statistics is more than collecting sex-disaggregated data. Gender statistics is about using a number of sources “to identify, produce and disseminate statistics that reflect the realities of the lives of women and men and policy issues relating to gender equality”. 
 What is important as a guiding principle in the compilation of gender statistics is that a policy oriented approach, rather than a simple disaggregation of data by sex is at the core of gender statistics. 

In terms of the topics on which gender statistics need to be developed the components of the European Union’s Strategy for equality between men and women, 2010-2015 provide a good starting place.  The Strategy cites six areas for action: 


· equal economic independence

· equal pay for equal work and work of equal value

· equality in decision-making

· dignity, integrity and an end to gender-based violence

· gender equality in external actions

· horizontal issues.

All member countries of the United Nations report regularly to the Committee on the Elimination of All Forms of Discrimination against Women (CEDAW) in relation to progress on the Beijing Platform for Action (BPfA).  The BPfA was agreed at the 4th World Conference on Women held in 1995 and it identifies 12 critical areas of concern.  As part of its response to the BPfA the European Union has committed to a programme of systematically examining developments at European Union and Member State level in implementing the BPfA. During its term of Presidency, each country undertakes a particular focus.  During the Polish Presidency in the second half of 2011, the focus was on Women and the Economy with a particular focus on reconciliation of work, family and private life. During the Danish Presidency in the first half of 2012, there will be a review of Institutional Mechanisms. 
 

If work on gender statistics is to be advanced, statisticians and policy makers must work together.  Traditionally this has not been the case with the two domains of policy and statistics being largely separate.  Collaboration is needed if statisticians are to understand the type of data policy makers need in order to better target policies.  On the other hand statisticians are experts in designing data capturing systems that can link discrete sets of data to accommodate complex and multifaceted policy challenges.

In some instances – for example in Belgium – where legislation on gender mainstreaming and/or gender budgeting has been brought in, there are provisions specifying procedures for the collection of gender disaggregated data, and indeed for the exploration of the range of data required for gender sensitive analysis.  

The Ladder – Procedure for Sustainable Gender Mainstreaming

JamStod, Sweden 

In a presentation to the Council of Europe in 2007 (7th meeting of the Informal Network on Gender Mainstreaming), Ann Boman, Chairperson of JamStod explains that “the Ladder was constructed to be a tool to show the complexity in the work of Gender Mainstreaming.” 

The 8 Steps of the Ladder are as follows:


Step 1: Fundamental Understanding.

Staff are trained in issues related to gender and gender equality and in particular in relation to the National policy on gender equality.


Step 2: Examine the Conditions

This stage could be likened to a visioning exercise whereby staff explore the characteristics of a gender-equal organisation, looking at the benefits to the operation of the organisation and to the target groups they serve.  


Step 3: Plan and Organise

This step is led by senior management by developing a strategy to include clear objectives, and appropriate checks and controls.  


Step 4: Make an Inventory

This is a stock-taking exercise where the activities of the organisation and listed and decisions made as to what areas need improvement.  


Step 5: Investigate and Analyse

Use the results of the inventory as a basis for a gender equality analysis of the organisation’s activities.


Step 6: Formulate Goals and Measures

The organisation prepares an action plan by formulating objectives, indicators and measures for creating gender-equal activities.


Step 7: Implement the Measures

The organisation implements the measures required to achieve gender equality in its activities.  


Step 8: Evaluate the Outcome

An evaluation process is undertaken to look at what has been achieved, what was the learning, what were the challenges, areas for improvement etc. 

The complete Gender Mainstreaming Handbook is available at 

http://www.sweden.gov.se/sb/d/574/a/81982
Basel-City Gender Budget Study

A study to extend and refine the methodology used in the BASS study was approved and financed by the Parliament of the Canton of Basel-City. The report of was published in 2003.  In this instance the analysis was on the budget itself, rather than on budget cuts. The sex-disaggregated incidence analysis of the budget led to an important examination of the notion of how to measure the benefit of public spending.  

The Basel analysis is one of the few gender budgeting initiatives in Europe to include an in-depth examination of the impact of budgetary decisions on unpaid labour. While all of the literature on gender budgeting points to the importance of taking account of this aspect, there are significant challenges in pushing through to this level of analysis. The lack of time use data is one of the challenges, as is the official blindness to what is considered to be non-market production.  

The analysis began by uncovering the economic importance of unpaid labour in relation to the welfare economy and went on to explore how it is impacted by budgetary decisions. This was achieving by mapping unpaid labour with state welfare and care provision. 

Table Unpaid labour by residents of Basel-Stadt with and without children below age 15 in 2000 (hours per year and per working person)

	Person with/without children, and type of unpaid labour
	Men and Women
	Women
	Men

	
	Hours per person and year
	Hours per person and year
	Hours per person and year

	With Children below 15

Housework

Care-giving

Total
	1,184

719

2,639
	1,738

901

2,639
	582

522

1,103

	Without Children below 15

Housework

Care-giving

Total
	959

316

992
	1.130

371

1,167
	761

254

788

	Persons with children versus persons

Without children (=100%)

Housework

Total
	123.4

191.9
	153.8

226.1
	76.4

140.1


Source:Schweizerische Arbeitskrafteerhebung (SAKE) 2000 (Calculations: A. Pfeifer and M. Madoerin 

Table Unpaid labour and public expenditure in the Canton of Basel-City (2000)

	
	CHF

(x1 mio.)
	CHF

(x1 mio.)

Women’s Unpaid labour

	Service provided by household and considered as unpaid labour


	
	

	Housework in the Canton of Basel-City
	4,238.5
	2,777.8

	Care-giving (within the household)
	922.0
	591.2

	Services provided to neighbour, friend, relatives
	224.0
	145.1

	Volunteer activities
	295.4
	99.5

	Total
	5,679.9
	3,613.7

	Public Expenditure of the Canton of Basel-City
	
	

	Personnel costs (hospitals)
	502.0
	

	Personnel costs (kindergartens, public schools, vocational counseling, further training
	179.1
	

	Total personnel costs (all civil servants of the Canton of Basel-City)
	1,637.3
	

	TOTAL
	3,690.8
	


Source: Glichstellungsbuero, Stat. Amt und Frauenrat des Kantons Basel-Stadt (ed.) (2003): Der kleine Unterschied in den Staatsfinanzen, Geschlechterdifferenzierte Rechnungsanalysen im Kanton Basel-Stadt, page 127

	Council of Europe on Prerequisites for Gender Mainstreaming 



	The Council of Europe’s (COE) Steering Committee for equality between Women and Men (CDEG) has led the work in promoting the strategy both internally in the work of the Steering Committees in the Council and among the 47 member states.


	

	In 1998 the CDEG commissioned a group of specialists to devise a working definition and methodology that would enable policy makers to put gender mainstreaming into operation. The resultant definition and methodology has become the international standard.  



	The fundamental focus is on changing how policies are made so that the goal of gender equality informs every stage of the process.   The methodology names the pre-requisites for the successful working of gender mainstreaming. They are: 


	

	
	· political will (at the top of the organisation)

· adequate resources

· sex-disaggregated statistics

· training for civil servants

· the development of an infrastructure, such as focal points

· as equal representation of women and men in decision-making processes as possible

· openness or transparency in policy-making processes 




A framework for assessing the contributions of gender responsive budget initiatives 

	Area of improvement
	Form of improvement



	statistics and indicators
	· increased use and availability of sex-disaggregated data

· better indicators of budgetary outputs and outcomes

	budget decision-making

processes


	· capacity building of elected representatives

· strengthening the advocacy capacity of women’s NGOs on budget matters

· ncreasing the gender sensitivity of participatory budget processes

· ncreased capacity of budgetary circulars to align government policies with the budget submissions of departments and agencies

· recognition of the contributions and costs of the unpaid care labour of women and girls

	expenditure side of the

budget


	· reporting on targeted allocations to women and girls

· inclusion of equal employment opportunity principles in government contracts and its implementation in government purchaser and provider agreements

· improved reporting on the gender dimension of mainstream programs

· assessments of funding adequacy for achieving agreed objectives

· tracking the disbursement of funds from the budget to their planned or expected use

· promotion of the importance of cross-agency collaboration and program delivery

	revenue side of the budget
	· redesign of the tax–benefit system

· edesign of personal income tax

· redesign of indirect taxes



	aid-related policy

processes


	· highlighting gender issues in public expenditure reviews and poverty reduction strategies

· highlighting gender equality goals in aid funded projects

· incorporating gender into performance oriented budgetary reforms
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