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Abstract

Our contribution aims to show the importance of gender and diversity competence for managers and to develop approaches for a definition and operationalization in a competence model.

Taking as example a practice project from a Swiss public administration, we show how especially gender competence of managers was integrated into the development of a competence model for managers. Based on a gender mainstreaming policy, the dimension was incorporated systematically. It is shown how aspects of gender competence were operationalized and implemented in the competence fields of social competence, self competence and leadership competence.

The practice project can be taken as an example and as encouragement for the development of competence models for managers. Further applications, e.g. in the selection and development of personnel and the use of such models for recruitment agencies, are discussed.
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Due to the demographic changes and impending shortages on the labor market, but also due to political regulations, changing social values, ethical concerns and economic advantages, organizations must and should increasingly make use of women and a diverse workforce as a resource.

Therefore, it is a key requirement of managers to lead gender- and diversity-sensitively and to be change agents and multipliers in fostering equal opportunities in companies. Because of this, gender and diversity competence will become one of the most important skills for managers in the future.
In a practice project in a public administration and in a planned research project, we worked and are working with gender competence as a section of diversity competence (for the current debate cf. e.g. Krell, 2008; Müller & Sander, 2009). In the following, this section will be worked with.
Gender competence is the knowledge about gender relations and their causes as well as the capacity to use this knowledge in everyday actions and to reflect it individually. Gender-competent actions aim for the individual and societal examination of gender constructions and the inequalities they produce; it plays a fundamental role in the equality of women and men (Metz-Göckl, 2002).
Gender competence is a key qualification; it incorporates acquirable general skills, attitudes, strategies and knowledge to be used in as many fields as possible for solving problems and acquiring new competencies in order to have the ability to act so that both individual needs and the requirements of society are met (Metz-Göckl, 2002).
Gender competence in managers

Along with establishing equal opportunities for the access into male-dominated areas, reducing discrimination and facilitating the compatibility of family and work, increasing gender competence and motivation is a central pillar of equality policy (Krell, 2001, p. 24). In their analysis of equality projects in administrations, Tondorf and Krell show that managers lack knowledge, acceptance and creativity and that they are not exploiting their potential; thus, they aptly conclude: “There is no way around managers” (“An den Führungskräften führt kein Weg vorbei”) (Tondorf & Krell, 1999, p. 5).
Gender competence in managers is highly important for the equality of men and women in the working world. Managers have – due to their position, their role and their power – the most influence on the quality of working conditions and on the company culture in the sense of practiced equality. They act as multipliers with regard to equality and in their function as role models they are responsible accordingly (Lange, 2006; Ramsauer & Weiss, 2009). It can be shown that they have a big impact on gender equality as change agents (Andersson et al., 2009). With their leadership behavior they can influence the working conditions, communication quality and team climate particularly in the field of male-dominated professions and culture (Manchen Spörri & Weinzinger, 2009).
In the debate in vocational pedagogy about the term “competence”, which was initiated by Mertens (1973/74), not only qualifications that are immediately useful for the labor market are demanded, but also so called “key qualifications” that enable people to cope with rapid changes in the workplace and to learn during their entire lives. The systematization of competencies often makes use of the differentiation into professional, social, and self competence (Nägeli, 2003); these four competencies are further defined in table 1. This conception includes on one hand transverse, generic competencies such as socio-communicative skills or empathy, and on the other hand theoretical knowledge, which includes knowledge about inequalities or about instruments (Liebig, 2009, p. 61).

In the “Handbuch Gender-Kompetenz”, Rosenkranz-Fallegger (2009) works with the term gender competence in the context of universities of applied sciences and develops a system that is also relevant for the gender competence of managers. 

She integrates competency models for education from the OECD (core competencies model), the EU (Tuning Education Structures) and the Conference of Swiss Universities of Applied Sciences (best practice model). Rosenkranz-Fallegger distinguishes between Professional, Methodical, Social and Self Competence (see Table 1).

The classification of gender competencies in the context of universities of applied sciences forms the basis and framework for further research; based on the key competencies, we will define the dimensions and indicators for gender competence in managers.
Apart from the key competencies, the elements willingness, knowledge, and ability (Wollen, Wissen and Können) (GenderKompetenzZentrum, 2009) can be added to an extended definition of gender competence. This classification focuses more on the willingness to act and the relation to the working environment.

Willingness: to act equality-orientedly; motivation; individual attitude against discrimination; willingness to act publicly.

Knowledge: about the living conditions of women and men; understanding of the complexity of gender; specialized knowledge of one’s field of action.
Ability: to put gender mainstreaming strategy into action; knowledge of methods and tools in one’s field of action; responsibilities, resources and advisory services in the working environment are clear and available.

Table 1: Classification of Gender Competence (Rosenkranz-Fallegger, 2009, p. 45)

	Professional Competence

Knowledge and cognitive skills
	Knowledge about the historical, political, cultural, legal and social dimension of gender relations, gender constructions and their implications.

Knowledge about structural prerequisites in society and organizations.
Knowledge about processes and mechanisms that create exclusion, social differences and unequal power relations and that reinforce subjectivity and identity formation.
Methodical knowledge about competencies and techniques to foster and put into practice equal opportunities and to shape change processes.
Economic-methodical knowledge for the analysis of discriminating structures, processes, causes and their effects.


	Methodical Competence

Ability to use specialized knowledge in a purposeful way for the solution of tasks


	Ability to apply gender knowledge in different contexts.

Ability to solve problems gender-sensitively; factual knowledge.
Knowledge about concepts of anti-discrimination (e.g. quota systems, gender mainstreaming).

Ability to cooperate with experts and authorities in a professional context.

	Social Competence
Abilities with which social relations in a work context are shaped deliberately
	Relationship skills (shaping work relationships gender-sensitively).
Ability to work flexibly with social roles and their interconnections in heterogenic groups.
Ability to recognize constructions of difference in social situations, address them critically and transform them.
Ability to cope with conflicts that are caused by discriminating structures and behaviors; further development through interactive processes.


	Self Competence
Ability to integrate oneself as the most important tool in one’s professional activities


	Self-reflection about own sexuality and its socio-biographical imprints (openness and distance to own biography).
Ability to examine one’s own concepts of identity, thought structures and actions.
Ability to autonomously acquire concepts, measures and tools for strategies of action and independence.

Capability to learn (own gender-sensitive development).


Liebig, speaking from an angle of cultural studies, critically points out that attempts to define a term are affected by society and culture, that they incorporate normative decisions and that they are influenced by different ideas of man. Furthermore, they are conceived in a dynamic and dialectic relationship process between labor market-related, social, political and personality-related concepts and needs (Nägeli, 2003, p. 13). Therefore, the development of the term gender competence cannot take place solely scientifically, but has to be made in a dialogue with practice. Needs of practice can be taken in and validated; research can also become active and offer an orientation to employers (Liebig, 2009, pp. 63-64).
Practice project: Integration of gender competence in the development of a competence model for managers
In a practice project of the City of Zurich, the gender competence criterion was implemented as a goal in employee development. In the following, I want to briefly present the project.

Firstly, the City Council of Zurich declared gender mainstreaming a guideline for decisions and change processes in 2002:
„Die Gleichstellung von Frauen und Männern wird als strukturelles Veränderungsziel Teil eines jeden Veränderungsprozesses.

Gleichstellungspolitik richtet sich genauso an Männer wie an Frauen, beide sind mit den Veränderungszielen gemeint und zuständig.

Die Verantwortung für die Zielerreichung liegt bei allen AkteurInnen politischer Gestaltungsprozesse, insbesondere bei EntscheidungsträgerInnen.“

City Council resolution 242, 27/02/2002 (cf. Burger, 2008; Gleichstellungsbericht der Stadt Zürich, 2009, p. 143)
This definition of gender mainstreaming follows the definition by the UN Economic and Social Council (1997):
“Mainstreaming a gender perspective is the process of assessing the implications for women and men of any planned action, including legislation, policies or programmes, in all areas and at all levels. It is a strategy for making women's as well as men's concerns and experiences an integral dimension of the design, implementation, monitoring and evaluation of policies and programmes in all political, economic and societal spheres so that women and men benefit equally and inequality is not perpetuated. The ultimate goal is to achieve gender equality.“
Managers as decision-makers therefore play an important role in the implementation of gender mainstreaming.

Secondly, in 2004/2005 Zurich developed a Competence Model for Managers (Kompetenzmodell für Führungskräfte) in a practice project, which has to be followed in the selection, development and education of staff. 
The process of the project itself was organized – driven by the gender mainstreaming approach and a participative and constructivist philosophy – in a project group consisting of representatives of the human resources department, an external consultant, management representatives of all departments and the equal opportunity commissioner. In accordance to the gender mainstreaming resolution, a group of female managers was part of the project group and enriched the discussions and the development of the model with their perspective. Based on task descriptions, documents and interviews with managers, a collection of desirable competencies was created and visualized as a collective map for four fields of competence (self, leadership, social and professional competence, see Figure 1). In a number of workshops the competencies were discussed, selected and complemented with measurable behaviour as indicator. The development process itself and the contents were reflected from a gender and diversity perspective. The goal was to avoid a reproduction of the male managerial model (Schein et al., 1996), to unmask sex-role stereotypes and to open the model for employees with a multifaceted background and circumstances (Manchen Spörri, 2002; Manchen Spörri, 2007).
By applying the gender mainstreaming approach, indicators for gender-sensitive behavior were integrated into the competence model, which includes the fields of self competence, social competence, leadership competence and professional competence. In a second step, it differentiates single competences for each field and in a third step describes dimensions with concrete indicators for behavior. The following figures describe the competence model in more detail.
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Figure 1: Competence Model for Managers

Figure 2 shows the single competences of three competence fields (professional competence is not depicted).
	A SELF COMPETENCE
	B SOCIAL COMPETENCE
	C LEADERSHIP COMPETENCE

	
	
	

	A1 Personal responsibility
	B1 Empathy
	C1 Leadership of employees

	A2 Intellectual capacities
	B2 Ability to communicate
	C2 Entrepreneurial self-image

	A3 Resilience, Ability to work under pressure
	B3 Ability to manage conflicts
	C3 Management abilities

	
	B4 Ability to work in a team
	C4 Ability to act in the field of politics and public administration


Figure 2: Fields of Competences and Single Competences
The next step shows how factors of gender competence in the above three categories were integrated into the Competence Model.
In figure 3, the dimension “Management of own resources” is introduced as an indicator for gender competence; it is subordinated to the single competence “Ability to work under pressure”. It incorporates such factors as being able to be economical with one’s energy, to regenerate and to keep a good work-life balance.
	Competence
	Dimension
	Behavior

	A3 Resilience, Ability to work under pressure
	Management of own resources
	· Takes time for recreational activities to remain productive

· Does not “burn the candle at both ends”

· Uses his/her energy goal-orientedly




Figure 3: Example for gender competence in the Self Competence field (A3, Resilience, Ability to work under pressure)
The individual competence “Ability to work in a team” was defined in the competence field “Social Competence”. It incorporates the dimension “Manages difference in the team (gender, age, nationality)”, which is an indicator for integrated Gender Competence, but also for example for the ability to build teams, to manage conflicts in teams and to learn from others (see Figure 4).
	Competence
	Dimension
	Behavior

	B4 Ability to work in a team
	Manages differences in the team (gender, age, nationality)
	· Sees differences as enrichment for the team (age, gender, culture etc.)

· Appreciates different behaviour and work patterns 

· Is supportive of less effective employees and integrates them

	
	Team building
	· Supports the integration of new team members

· Recognizes conflicts and copes with them

· Invests time and energy in social cohesion and team development


Figure 4: Example for gender competence in the Social Competence field (B4, Ability to work in a team)

In the single competence “Leadership of employees” (in the “Leadership Competence” field), the dimension “Equal treatment of men and women” is explicitly defined; behavioral indicators are determined with regards to self reflection and to co-workers (see Figure 5).

	Competence
	Dimension
	Behavior

	C1 Leadership of employees
	Equal treatment of men and women
	· Selects and supports staff based on abilities and performance, not on sex

· Takes into consideration the special circumstances of mothers and fathers

· Knows his/her own tendencies in perception (influenced by sex-role stereotypes) and tries to control them


Figure 5: Example for gender competence in the Leadership Competence field (C1, Leadership of employees)
The Competence Model was passed by the City Council of Zurich on January 26, 2005 and was implemented in the whole city administration. In follow-up projects, personnel management instruments (such as questionnaire guidelines for staff selection), assessment tools (development center) for staff development and the continued education programmes were adapted to the guidelines of the Competence Model. The Model is used in the whole city administration today. An evaluation of the experiences in applying the model in human resources management and the long-term impact on gender mainstreaming process and on gender equality was not part of the project, but is outstanding and desirable for the future.
Conclusions for future research

Based on the experiences in this practice project, we have determined two gaps for future application-oriented research projects: Firstly, there exist now numerous concepts for the training of staff and managers in the context of gender competence; the area of employee diagnostics, however, has not been researched extensively in this context. And secondly, research has been made on companies themselves, but not on the service providers on the market such as recruitment agencies, which often carry out these services for companies and thus have a certain influence on their processes through their consulting and their instruments.
In a planned research project, we want to find out whether gender competence and diversity competence are a criterion for the selection and development of managers. Since the consulting of companies and the selection of job applicants is often carried out by recruitment agencies using diagnostic tools such as assessment centers, we want to focus on them as our object of research. First, we are planning a representative study of the application of gender competence and diversity competence as selection criteria for recruitment agencies in Switzerland. Additionally, we want to examine the experience and needs of recruitment agencies (regarding competence models, instruments and implementation strategies) in a case study. By focusing on recruitment agencies, which can act as multipliers and introduce the idea of gender competence and diversity competence to a large number of different companies, we hope to make a sustainable contribution in the field of gender mainstreaming.
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Differentiated in dimensions, description of behavior, such as


delegation and participation








Differentiated in single competences, such as


leadership of employees


entrepreneurial self-image





4 fields of competence:


A Self competence


B Social competence


C Leadership competence


D Professional competence








