
[image: image]





Résumé


Maybe you’re skeptical about what men have to gain from greater gender balance. Maybe you’re reticent to speak up about a sensitive subject. Perhaps you’re wondering how to get more men to join the gender balance debate. Or maybe you just want to take part in one of the major managerial transformations facing companies in the 21st century.


Gender balance : when men step up. Because men too can benefit!


Today’s leaders have much to gain from greater gender balance, be it in their personal lives or at work. The leaders interviewed for this book are categorical : gender balance is a tool to transform organisations and to build competitive advantage. But it is also a means to address men’s – and Gen Y’s - growing aspiration for flexibility and innovative ways of working.


This book clarifies the business case for gender balance, explores what men have to gain, provides the basic knowledge to engage debate and action plans – and get other men on board. Twelve leaders explain why they have personally taken a stand on gender balance and put it high on their list of strategic priorities.


The book will help men and women understand the pillars of masculine identity, and why change in organisations is so difficult. It resolutely takes the man’s point of view in the hope of rebalancing a debate too often confined to women, to political correctness or to conforming reluctantly to equality laws.


As men and women’s aspirations converge, we hope this book will bring new perspectives, a new language – and a more balanced view of gender balance!
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PREFACE


MICHEL LANDEL, GROUP CEO, SODEXO


Gender balance is, first and foremost, a question of performance.


Over the past few years, gender balance in business has become a strategic issue for an increasing number of organisations.


While a variety of programmes have been implemented to accelerate the number of women in leadership teams, the legislative framework has also evolved and women themselves have mobilised to take action.


Despite these efforts, the number of women in senior leadership positions falls far short of expectations, and the infamous glass ceiling isn’t ready to give way.


I am firmly convinced that gender balance issues go beyond a moral obligation and are more than just a ‘women’s issue’. A gender balanced workforce is a powerful driver of performance, innovation and operational effectiveness in organisations. With women representing six out of ten graduates and making nearly three-quarters of all household purchasing decisions, it seems obvious that not fully using women’s skills and input in business is a mistake.


Currently, women make up 43% of Sodexo’s Executive Team, resulting in a multiplicity of viewpoints and better critical thinking.


This is not just my personal opinion - many international studies demonstrate a link between stronger performance and gender balanced leadership teams. A study by Millward Brown1 looking at the top 100 most valuable global brands shows that over the last five years, organizations with women on their executive teams grew by 66% on average compared to 6% growth in companies where the leadership team was only male.


Today, many leaders are aware of the need to increase the number of women in senior roles. However, awareness is not enough : men, who still occupy 89% of leadership positions in Europe2, must firmly promote gender balance at all levels of their organisations, including the executive team level.


From experience, I know that gender balance will not happen on its own. It is essential to monitor progress by setting ambitious goals and identifying key success indicators. Above all, business leaders must be encouraged to get personally involved, because without their support, nothing will change. Is this too much to ask? No, because after reading this book, I am convinced that a dynamic shift is underway with a growing number of male senior level business leaders becoming real ‘champions’ of gender-balanced leadership.





1 Study by Millward Brown (BrandZ Top 100 Most Valuable Global Brands, 2012).


2 20-first Global Gender Balance Scorecard, 2014.









PREFACE


GÉRALD KARSENTI, CEO, HEWLETT-PACKARD FRANCE


In April 2015, I received an invitation to a forum eloquently entitled ‘Changing times – Restoring a human dimension in the digital universe’. I was taken by the theme, since I’ve always believed that the human spirit is a key component to success. I was asked to speak on a topic I hold dear : gender balance. But my puzzled assistant asked me why I seemed concerned? I have always been fully committed to this issue, based on a conviction : gender balance is a question of values and fairness as well as performance. But the doubt that suddenly troubled me lay elsewhere. Over the past years, I’ve participated in many debates covering gender balance from all angles. While the speeches are more passionate than before - for the sake of image - the statistics do not lie. Progress remains limited. According to a report published at the end of 20141, at the current pace, we will have to wait until 2095 to see professional equality between the sexes! So why take part in these forums? Hearing the same litanies will not advance matters. I continued reading and smiled at the proposed title for my potential 10-minute speech : ‘Disrupting men to liberate women.’ The wording was bold, to say the least. This was a challenge I couldn’t refuse. Why not disrupt men? Disruption is trending. But I was more intrigued by the intended consequence : to liberate women. Liberation would imply that women are imprisoned. And, if this is the case, what is their prison?


The book you are now holding came to mind. It has a unique approach in that it tackles gender balance through men. Men who are committed. Men with multiple facets. Managers that are husbands and fathers. Men who do not - or no longer - accept that women are under-represented on management teams, on the benches of parliament or within government. Men who do not understand how women can be paid less for the same work. Men who are not just thinking about these issues but acting on them. This book is the proof. It helped me to think about the subject in a new way. I was weary of the status quo. Then I suddenly realised that men could really be game changers.


To liberate themselves, women must first realise that they are responsible for some of the work. They have to gain confidence. Once, during a roundtable, I mentioned that ‘women must act like men who don’t try to be perfect!’ I think this is true more than ever. But the heaviest task falls on men. Hence, the challenge of this book. The baby-boomer and X generations have an enormous responsibility : to propel talented women towards key positions.


I then decided to reverse the title of my speech : ‘Liberate women to disrupt men.’ To move men to address the issue differently. With a different perspective. This book serves as a valuable tool in achieving this goal. It urges us to act. And today, actions speak louder than words!





1 Report published in October 2014 by the World Economic Forum (WEF).









FOREWORD



[image: image]   Why read this book?



In recent years, many organisations, companies, networks and think-tanks around the world have identified gender-balanced leadership as a strategic priority. But statistics show that very little progress has been made. Why is there such inertia? While there are many reasons, it is clear that one significant obstacle remains : a lack of implication by men, who still control the positions of power in the majority of organisations (89 % of executive committees in Europe, 83% in the United States).1


So the following pages are specifically written for men. By bringing together expert authors on gender balance, this book is a practical guide to understand the key issues and to initiate effective strategies leading to greater gender balance in leadership teams.


The first section explores why gender balance is more than a question of fairness. It highlights how gender balance is an opportunity for innovative management practices and corporate performance in a world of profound change and increased competition.


The second section addresses what men have to gain from better gender balance, both professionally and personally, and why gender balance should not be seen only as a ‘women’s issue’.


The third section provides, in a few key concepts, the basics needed to understand what is preventing gender balance.


The fourth section proposes concrete ideas for men to take action.


The last section showcases progressive leaders who are actively engaged in advancing gender balance in their companies.


Over the past fifteen years, women’s networks and ‘diversity programmes’ have focused on women managers, equipping them to progress to top management. Now it’s time for men to get involved, to move forward together to invent new, more effective and more balanced organisations.


This book is a collective work written by an equal number of men and women, including experts, scientists and managers. Our aim is simply to improve business effectiveness, to decode the many misunderstandings around gender balance and enable everyone – men and women - to achieve their desired professional and personal goals.





1 Op. cit.
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INTRODUCTION



GENDER-BALANCED LEADERSHIP : THE NEW NORMAL



MARIE-CHRISTINE MAHÉAS


Media pressure, employee pressure, government and legal pressure, personal pressure; today’s business leaders face increasing demands to support gender balance.


Given the huge societal changes underway, many agree that leaders in the 21st century will need to learn to manage mixed teams and promote gender balance for greater effectiveness and well-being. They must also inspire their teams to do the same.



[image: image]   The opportunity is clear…



The topic of gender balance is evolving from a period of public policy (Equal Opportunity) to a time when workplace gender balance is recognised as a factor of business innovation and performance. The opportunity is clear :


>Talent : managing, retaining and motivating the entire workforce more effectively – with a positive impact on overall business performance.


>Customers : providing better service with leadership teams that are a true reflection of society.


>Results : achieving better performance with gender-balanced leadership.


Everyone has a role to play : CEOs define a corporate gender balance policy and monitor progress, managers launch concrete initiatives, and junior managers imagine their ideal work environment.



[image: image]   …but what a headache!



Faced with so much pressure, even the best-intentioned CEOs may hesitate :


What do gender balance statistics really say? Are things really so difficult for women? What is expected of me in my position? Where should I start? Is it really up to me to take the first step? And above all, I’m not even sure if I am using the right words. Equality? Gender balance? Diversity? How will women react if I use the wrong term? I feel a headache coming on even before I take the first step!


So let’s start by setting the wording straight. We use the term ‘gender balance’, which is more specific than ‘diversity’ and less political or radical than ‘equality’. Gender balance implies a weaving or richness of genders, rather than a two-sided battle.



[image: image]   Taking action requires commitment



Committing to a gender-balanced workplace can take several forms. At the senior or executive management level, the commitment must be visible. This can be done by adding gender balance to corporate objectives, speaking publicly, putting the subject on the agenda for Executive Committee and succession planning meetings, establishing gender balance objectives for key managers, speaking about the subject in the media or at industry conferences, participating in government advisory bodies, etc.


For managers, support can involve committing to equal opportunity hiring policies, ensuring equal salaries for men and women, initiating training programmes to increase awareness of stereotypes and unconscious bias, etc. In short, making a commitment requires nothing more than actually doing something.


Our message is for men in CEO and senior management roles, where they still overwhelmingly out-number women, with the firm belief that gender balance in business concerns them directly.



[image: image]   A topic for men?



The majority of top management positions are held by men. Within the 100 largest European companies, 89% of executive committees are men (US : 83%).1


But so far, gender balance issues have essentially been treated by and for women.


Implementing gender balance initiatives in business and society in this one-sided way leads to tension, miscommunication and other misunderstandings. To avoid an environment of mutual distrust, we now need an inclusive approach. While much still remains to be done, a proactive gender balance movement is under way, with men getting on board. Now is the time to move to more inclusive programmes involving both men and women.


Finally, discussing evolving gender roles and the benefits of gender balance in business are beneficial for men as well. For proof, simply look at the sacrifices our fathers made. Doesn’t the price many men paid to conform to male norms established centuries ago make us want to build a different working culture, together? We firmly believe it does.



[image: image]   But progress is slow



In order to get started, leaders must first understand why their commitment is important and urgent. There are two main reasons :


>Gender balance in business has proven direct economic benefits.


>Contrary to public opinion, things are changing extremely slowly at leadership levels.


Even when leaders are aware of this, it is still difficult for them to figure out what really works, how serious the situation really is, etc.This makes it difficult to know where to start, or if urgent action is needed.



[image: image]   Where to begin?



Even if the reasons for committing to greater gender balance are quite clear, leaders often find it hard to identify where to begin within their organisations.


The main difficulty lies in acquiring a full understanding of the issues in order to engage and support management teams. Business leaders cannot simply rely on public opinion, superficial discussions, rumours, conflicting studies or intuition. In short, they need a toolkit with a roadmap for building their own gender-balanced workplace. This is what this book proposes.


We will address the issues affecting men, and for once, leave aside what women need to do.





1 Op. cit.







FACTS NOT RUMOURS


What exactly is the current balance of men and women in the workplace? Is the situation really that critical for women?


The balance in senior leadership and management roles is indeed extremely skewed :


>In Europe, only 29% of businesses have two or more women on their executive committees. Among a total of 972 executive committee members of the 100 largest European companies, only 110 (11%) are women and only 46 hold operational roles (5%).1


>In European companies with 10,000 + employees or $1M+ turnover : only two women are CEOs (2%), just 9% of executive committee members are women and only 14% of senior management or vice president positions are held by women.2


>At the current rate of progress, women will represent only 20% of managers at executive committee level in 2022.3


>The Catalyst Study ‘Engaging Men in Gender Initiatives’ further underscores how men benefit from being men, often without realising it.


Diversity programmes (networks, mentoring, etc.) have been in place for years. What else is needed?


Many diversity programmes have had limited impact and the promotion of women to leadership roles has been very slow. One of the main reasons is that they mainly focus only on female managers, neglecting to educate and inform men as well.


What message should we give to men? What do they have to gain? Achieving gender balance is not easy : if more women are promoted to senior positions, how do we manage resulting levels of frustration among men?


The point of this book, especially parts I and II, is to answer this question. What do men have to gain from workplace gender balance?


Men obtain professional satisfaction by climbing the corporate ladder. How can we reassure them that this is still possible? How will their career prospects be impacted?


The traditional career path of rapid promotions and ever-increasing responsibilities within the same organisation does not appeal to everyone, even if stereotypes keep it firmly anchored in the minds of men and women. Today’s careers involve more lateral moves and frequent changes. Corporate structures are flattening with more project-based assignments. Men too will need to adjust.


Many studies on the topic of diversity have been published. Is another book really necessary?


It has been fascinating to see first-hand how little most men know about the business case for gender balance and the obstacles involved, despite their willingness to promote the subject! When we started our interviews with organisations, we imagined that they would all have the same level of awareness and have similar programmes. We were wrong. Levels of awareness and engagement remain very low.





1 Op. cit.


2 Women Matter 2012 : Making the Breakthrough, McKinsey & Company, 2012.


3 Ibid.













FOR MEN : 
A POP QUIZ ON 
GENDER BALANCE



ALEXANDRE JOST


Take a few minutes to answer the following questions. They provide a fascinating opportunity for you to assess your gender role attitudes and behaviours in relation to your partner, family, and workplace.


I. YOU AND YOUR CHILDREN


[image: image]YOUR INVOLVEMENT WITH YOUR CHILDREN


>What is the name of your children’s teachers/head teachers?


>Are you a member of the Parent’s Association?


>When was the last time you helped your children with their homework?


[image: image]EDUCATION


>What would you say to your son/daughter if he/she wanted to be a flight attendant? An engineer? A nurse? A football player? A politician?


>What famous person would you choose to be your wife? …to be your daughter?


>What famous person would you select as a female role model for your daughter?


>Are you raising your sons and daughters the same way?


>Are there any differences in the way your sons and daughters search for employment?


II. CAREER OPPORTUNITIES IN YOUR COMPANY


[image: image]CAREER


>How many women are hired into your company? How many are on the executive committee? Would you participate in a race where 30 people start, but only three finish?


>When have you advised a woman on her career options for the last time?


>How many men on your team have requested salary increases? How many women? Are these requests correlated to merit?


>Have you ever been influenced by the physical appearance of a male or a female candidate during a job interview?


>Is there a pay gap within your team and does it correlate to gender (male or female)? If so, why?


[image: image]PARENTING AND WORK


>Have you ever thought about how having a child would affect your career?


>If one of your children is sick, could you take a day off without negatively affecting your career? Could your wife? Could a fellow female colleague?


>Do you find it normal that women feel pressure to schedule pregnancies in line with career advancement opportunities?


>After six years of University education and three years of professional experience, would you accept giving up your career to be a full time ‘stay-at-home dad’?


>Have you ever discussed her future career plans with a woman on maternity leave?


>What are your personal views on promotion opportunities for women of childbearing age?


>Did you take a paternity leave?


[image: image]PERFORMANCE


>How would growth rates be impacted if women had the same careers as men?


>What is the financial cost associated with the turnover of women managers in your company?


III. YOUR DAILY WORK LIFE


[image: image]MEETINGS


>Do men and women speak in equal amounts during meetings?


>In your opinion, do the most competent employees speak the most?


>Have you ever scheduled a meeting to start at 8am or 7pm?


[image: image]CORPORATE CULTURE


>Have you ever made a comment about the physical appearance of a male employee? … of a female employee?


>Would your company be a more pleasant place to work if it was more gender-balanced?


IV. CAREER POSSIBILITIES


>If you were a woman, what would your ideal job be? Could you do this job? Why or why not?


>Would you hire a male assistant? … a woman driver?


>Is your wife’s job more interesting than yours? Is she happier in her work?


>Would you feel more confident having a man or a woman as an IT Director?


>Is it normal for your son to have mainly women teachers?


V. YOUR LIFE


[image: image]MY RESPONSIBILITIES


>If you were divorced and had custody of your children, could you keep your same job without making any changes? Could your wife?


>A mortgage to pay, a restructuring to manage at work, three mouths to feed : I am responsible for everything, while my wife is less involved/doesn’t work. Isn’t this tiring? Is it normal? Is it necessary?


>Is it normal to give up everything for work because you are male?


>If you had a serious problem (health or professional), could your wife support your family’s needs?


>Have you ever taken a day off work when your child was sick?


[image: image]MY LIFE OVERALL


>If you were to die tomorrow, what would your biggest regret be?


>On a scale of 1 to 10, rank your overall satisfaction regarding : your career/your relationship with your partner/your role as a father/your social life? Would your wife’s rankings be the same?
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Part I



THE BUSINESS CASE FOR GENDER BALANCE






Gender balance will advance only when companies, organisations and political leaders are convinced of its benefits. We need to move beyond coercive measures (laws, societal pressure) to identify how gender balance can enable organisations to develop, innovate and change.









Chapter 1



FACTS AND FIGURES



MCKINSEY & COMPANY : 
SANDRINE DEVILLARD AND CÉCILE KOSSOFF


Gender inequality in the workplace has been a widely debated issue since many years. Yet, in 2013, when we conducted our last global study on gender diversity1 at the top of corporations, women were still broadly under-represented in leadership roles : a situation that prevailed everywhere in the world. In the best-in-class country, Sweden, 27% of corporate board members were women, and 21% of executive committee members. In France, women have made progress in the boardroom (21%), probably as a result of legislation passed in 2014, but their participation in executive committees is still very low, at 9%. The same trend is found in the USA, with 16% and 14% respectively. Japan, meanwhile, has just 2% female representation on its boards and 1% on its executive committees.
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