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Abstract 
It is recognised that gender equality and diversity are essential for building successful organisations. 
To tackle the global challenges characterised by economies today, one must ensure equal 
opportunities for all, both men and women. Organisations have acknowledged the benefits of a 
more gender equal workforce and are starting to take action. But what are the results of such 
actions? We have found that a lot of research is focused on the sources of gender inequality in 
organisations but little on the efficacy of different actions to counter those inequalities. 
 
The purpose of this thesis is to examine how active gender equality work can impact an 
organisation. A case study of an organisation in the IT consultancy industry in Sweden is carried out 
where active gender equality work has been initiated through the internal project “the Gender 
Equality Project”. Empirical data gathered from interviews with employees from all levels of the 
organisation has been the main source of data collection and has worked as a base for the analysis 
and discussion. The research question that have guided our work is: How can active gender equality work 
impact the structure and culture within an organisation in a male-dominated industry? 
 
This thesis is based on a subjective approach, assuming that reality can be seen as a social 
construction and that humans create their own reality. This implies that the social world is viewed as 
a process which is created and recreated everyday through the usage of language, routines and 
actions. Further, this thesis argues that organisations should be seen as gendered and that 
assumptions about gender underlie the construction of organisations, resulting in a marginalisation 
of women which contributes to the maintenance of gender segregation in organisations.  
 
The findings show that active work with gender equality has resulted in structural and cultural 
impacts in several areas, such as more gender aware recruitment processes and external 
communication strategies as well as a culture which encourages employees to call out biases and 
defend gender equality initiatives. The findings also reveal an organisational structure which partly 
counteract the effects of gender equality work and a deficient communication of the purpose of the 
project which, currently,  prevents it from becoming institutionalised. Much emphasis is put on the 
many middle managers in the organisation to bring the project forward and continue working with 
it, without clear expectations and guidance from the top management which has resulted in a halt 
and an inaction from the middle managers.  
 
Key-words: gender equality, institutionalisation, decentralised organisations, middle managers, top 
management, IT consultancy industry  
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Sammanfattning 
Jämställdhet och mångfald anses som essentiellt för att bygga framgångsrika organisationer. För att 
kunna tackla de globala utmaningarna som världen står inför, måste lika möjligheter för både 
kvinnor och män kunna säkerställas. Fler och fler organisationer bekräftar fördelarna med en mer 
jämställd arbetskraft och börjar arbeta mot förändring. Men vad är resultatet av sådant arbete? Vi 
har funnit att tidigare forskning tenderar att fokusera på orsakerna till ojämställdhet i organisationer, 
istället för den verkan olika initiativ och arbete för att främja jämställdhet har.  
 
Uppsatsens syfte är att utvärdera hur aktivt jämställdhetsarbete kan påverka en organisation. En 
fallstudie har genomförts på en svensk organisation verksam inom IT-konsultbranschen, där aktivt 
jämställdhetsarbete har initierats genom ett internt projekt kallat “Jämställdhetsprojektet”. Den 
främsta källan till empirisk data härrör från intervjuer med anställda på alla nivåer i organisationen 
och denna data har lagt grunden för analys och diskussion. Den forskningsfråga som guidat oss i 
vårt arbete är följande: Hur kan aktivt jämställdhetsarbete påverka strukturen och kulturen i en organisation i 
en mansdominerad bransch?  
 
Uppsatsen tar en subjektiv ansats, och utgår från att verkligheten ses som en social konstruktion och 
att människor skapar sin egen verklighet. Detta medför att den sociala världen ses som en process 
som skapas och återskapas varje dag genom språkbruk, rutiner och handlingar. Vidare argumenteras 
det för att organisationer ska ses som könade och att antaganden om kön ligger till grund för 
konstruktionen av organisationer. Detta medför en marginalisering av kvinnor vilket bidrar till ett 
upprätthållande av könssegregeringen i organisationer.  
 
Resultaten visar att aktivt jämställdhetsarbete resulterar i strukturella och kulturella effekter. 
Effekterna kan ses genom en mer genusmedveten rekryteringsprocess och strategier för extern 
kommunikation men även en kultur där anställda uppmuntras till att uppmärksamma och motarbeta 
fördomar och försvara initiativ för jämställdhet. Resultaten belyser även en organisationsstruktur 
som till viss del motverkar effekterna av aktivt jämställdhetsarbete och en bristande kommunikation 
av projektets syfte, vilket i dagsläget hindrar en institutionalisering. Stor vikt läggs på organisationens 
mellanchefer att driva projektet framåt och fortsätta dess arbete. Det saknas dock klara 
förväntningar och vägledning från koncernledningen, vilket har resulterat i en stagnering och 
passivitet från organisationens mellanchefer.  
 
Nyckelord: jämställdhet, institutionalisering, decentraliserad organisation, mellanchefer, 
koncernledning, IT-konsultbranschen 
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1 Introduction 
In the following chapter we will give the reader an introduction to the context of the study. We will begin with a 
background to gender equality and organisational change. We will then present the problematisation and our main 
research question along with the three sub research questions. The chapter ends with the significance of the study 
and the disposition of the thesis.  

1.2 Background 

It is recognised that gender equality and diversity are essential for building successful 
organisations (World Economic Forum, 2017). To tackle the global challenges characterised by 
economies today one must ensure equal opportunities for all, both men and women. Failure to 
do so will result in loss of ideas, skills and perspectives critical for future growth and innovation 
(Ibid.). Although Sweden is recognised as one of the most gender equal countries in the world, 
we struggle to include women on executive level in most industries. The real estate industry 
ranks highest with 36 % women on executive level, while the power supply industry has 0 % 
women on the same level1 (Allbright, 2018). Despite such numbers, several industries have 
during the last years increased their knowledge of why and how they should recruit more women 
in their organisations (SOU 2014:80). The progress of such work, however, remains unclear due 
to the progress in some industries being overshadowed by reverse progress in others (Allbright, 
2018).  
 
Actions for gender equality and diversity are often included in the corporate strategy. Reports are 
released regularly where companies and organisations particularly successful in these areas are 
presented, with the aim of identifying recipes for success (Accenture, 2018; Allbright, 2018; 
McKinsey, 2018a). Reports such as these and scientific research have identified some common 
success factors which are often related, but not limited to; a clear engagement, prioritisation and 
support from top management, consideration of gender equality and diversity aspects during 
recruitment and promotion processes, and defining actions to improve gender equality and 
diversity as measurable goals that can easily and continuously be followed-up upon (Wahl et al, 
2011). Evidently, success is seldom related to one singular action or initiative but rather consists 
of a set of complex processes. Furthermore, driving change in an organisation inevitably meets 
resistance. Barriers for driving change particularly related to gender equality and diversity are 
most often related to power structures, organisational culture and organisational structure (Wahl 
et al, 2011). 

1.3 Problematisation 

As issues related to gender equality are continuously being raised in the world, an increased 
amount of companies are starting to actively work with these issues (McKinsey, 2018b). Several 
companies highlight that this is a priority for them, and a lot of male dominated companies are 
raising their voices, stating that they want to bring more women into their companies (Ibid.). 

                                                
1 Data based on the companies listed on the Stockholm Stock Exchange.  
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With the question being in the spotlight in many different areas, it might be difficult to state 
whether companies are implementing gender equality work because they really want to improve 
their organisations and become better, or if they are just renovating their facade due to the 
contemporary view of the question (Eriksson-Zetterquist & Renemark, 2016).  
 
In order to truly make a difference within this field, it is of importance that companies work with 
these questions in an active and continuous way. However, it is also difficult to conclude if active 
gender work actually goes into the depth of the organisation and leads to a sustained and 
institutionalised change (Eriksson-Zetterquist & Renemark, 2016). This is partly due to the 
difficulties in measuring the impact of gender equality work, as it usually takes time before 
changes can be seen (Ibid.). In addition, in order to introduce gender equality work within an 
organisation, one has to keep in mind that it implies a change process, which might attract 
resistance (Wahl et al, 2011).  
 
With this is mind, this study aims to investigate the phenomena of how active work with gender 
equality can impact an organisation, especially in a male-dominated environment. The focus will 
be on how work of this kind impacts the structure and culture of an organisation. Further, it will 
explore if and how these questions can become deeply rooted and institutionalised in an entire 
organisation. In order to reach this aim, we will conduct a case study of a decentralised 
organisation within the IT-consultancy industry which have incorporated active gender equality 
work through the internal project named “the Gender Equality Project”. Henceforth, the 
Gender Equality Project will be abbreviated as the GE Project.  

1.4 Research question 

The research question that will guide our work is the following:  
 

• How can active gender equality work impact the structure and culture within an 
organisation in a male-dominated industry?  

 
To support the research question and ensure that the thesis fulfils its purpose, the following case 
specific sub-questions have been developed: 
 

• Do attitudes differ between men and women toward the GE Project?  
• Which barriers exist for a transformation with a focus on gender equality? Does it imply 

consequences for the GE Project?  
• What competencies/qualities are valued in the organisation and what consequences does 

that imply for the organisation?  

1.5 Significance of study 

This thesis aims to analyse how the structure and culture within an organisation in a male-
dominated industry are affected when introducing, implementing and driving active gender 
equality work. The thesis will highlight what barriers might exist and how such work is perceived 
by an organisation. The thesis will contribute to an increased understanding of active gender 
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equality work in organisations within this specific industry. It will highlight the complexity of 
such work and attempt to find indications of how gender equality work can be institutionalised. 
The proposed contribution to existing literature is that the thesis will highlight what might occur 
when implementing and driving gender equality work in a decentralised organisation in the 
consulting industry. This, in turn, is likely to provide the reader with new insights regarding 
different working ways when driving similar projects elsewhere.  

1.6 Disposition 

The initial chapter will present the background to the study, the research questions and the 
significance of the study.  
 
In Chapter 2, we will present the methodology used for the conduction of this thesis.  
 
In Chapter 3, the result of the literary review is presented. 
 
In Chapter 4, the case organisation and the GE Project are presented.  
 
In Chapter 5, we present the results from the interviews, observations and documentation along 
with the analysis of the empirical data.  
 
In Chapter 6, we discuss and further analyse the empirical data along with the result of the 
literary review. We also present our conclusions and suggestions for further research.  
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2 Methodology 
In the following section the methodology used for the conduction of this thesis will be presented. We will present our 
scientific research method, our literature review approach, shortly present our case study organisation, the choice of 
interview methods and methods for gathering and analysis of empirical data. Additionally, we will critically 
evaluate the choice of methods and discuss delimitations and limitations.  

2.1 Research process 

An overview of the research process is presented in Figure 1. The overall progression of our 
research process is represented by the large arrow. The iterative approach we’ve used to perfect 
the work during the whole process is represented by the smaller arrows. The aim with this 
process is to improve the overall quality by iterating backwards as more insights are gained 
throughout the process.   
 

 
Figure 1 - Research process 

 

2.2 Research design 

This thesis is based on a subjective approach, assuming that reality can be seen as a social 
construction and that humans create their own reality (Eriksson & Kovalainen, 2008; Morgan & 
Smircich, 1980). This implies that the social world is viewed as a process which is created and 
recreated everyday through the usage of language, routines and actions. This will create symbols, 
which in turn will become a shared reality, constructed by the human and their perceptions in 
that specific context. As humans create these symbols and this shared reality, there is a risk for 
the shared reality to change or disappear over time if not maintained (Morgan & Smircich, 1980). 
Thus, the reality depends on the humans involved in a specific context. Further, in accordance 
with Acker  (1990) this thesis argues that organisations should be seen as gendered. Acker (1990) 
argues that assumptions about gender underlie the construction of organisations and that images 
of men’s bodies and masculinity permeates organisational processes, resulting in a 
marginalisation of women which contributes to the maintenance of gender segregation in 
organisations.  
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The choice of method is of qualitative nature, emphasising words and information gained from 
interviews, observations and internal documentation. Further, as stated by Heath and Tynan 
(2010), a qualitative study aims at receiving an insider’s perspective of a certain phenomenon, 
which will be the case when conducting in-depth interviews and gathering interpretations from 
the members of the organisation. In addition to collecting data with the help of interviews, the 
collection is also made from observations and documentation. This entails that the collection of 
data is in accordance with what Saunders (2015) refers to as being a multi-method qualitative 
approach.  
 
Further, the thesis takes an abductive research approach. An abductive research approach entails 
that the research is characterized by the interplay between empirical and theoretical reflection 
(Alvehus, 2013). Hence, turning to existing research and theories to understand the empiricism, 
while at the same time turning to the empiricism to understand the meaning of the theories 
(Ibid.). As a starting point, we read a course named Gender Structures and Gender Equality in 
Technology Work-Life at The Royal Institute of Technology during the autumn of 2017. The 
course introduced us to the field of gender and organisations and is what further led on to our 
choice of master thesis topic. The literature studied in this course is to be considered our 
foundation, which we began to read at the start of this process, in conjunction with gathering 
basic knowledge regarding the organisation and it’s GE Project. This literature includes: Det 
ordnar sig by Wahl et al (Wahl et al, 2011), Män har varit här längst by Wahl and Linghag (Wahl 
& Linghag, 2013) and Ifrågasättanden by Boel Berner (Berner, 2004). We have then moved on to 
deepen our knowledge within the field by reading the primary sources of this literature, as well as 
reading other research closely related to the above mentioned literature. After this initial phase, 
we have collected context specific data from the organisation through interviews and 
observations which has facilitated our identification of themes and patterns within the 
organisation and the studied phenomena, i.e. the GE Project. These identified empirical factors 
have then been compared to previous research and theories within the field of gender and 
organisation, to see whether or not these factors are context specific, in line with previous theory 
or can be used to draw new conclusions and thus, develop or modify a new theory (Saunders, 
2015). Taking the context into account will increase the level of complexity (Eriksson & 
Kovalainen, 2008), however, the combination of collecting empirical material and studying 
already existing theory will create a broader understanding of the studied phenomena. This 
increased understanding will, in turn, facilitate more substantiated answers to the research 
questions. This interplay between empiricism and existing research and theories has helped shape 
our analysis and conclusions.  

2.2.1 Feminist research 

We define this thesis as feminist qualitative research. Feminist qualitative research distinguishes 
itself from other qualitative research within the business area in its critique toward the taken-for-
granted maleness of issues ranging from leadership, economic power, the “glass ceiling”, 
ownership structure and the maleness of management (Eriksson & Kovalainen, 2008). The same 
goes for the critiques of assumed femaleness of various issues within business (Ibid.). 
Conventional business and management research fail to take gender into account when analysing 
and researching classical notions of leadership, organisations and management (Ibid.). In this 
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thesis such conventional assumptions are challenged and an active “gender lens” is kept 
throughout the thesis. Important to note is that feminist research is not about women’s issues 
(Calás & Smircich, 1996). Feminist research, in the specific case of business studies, can be 
viewed as a new dimension of research and provide new perspectives and thus create a more 
inclusive research field (Ibid.).  

2.3 Literature review 

The purpose of the literature review is to summarise, explore, critically analyse and compare the 
relevant literature for our research topic. The literature review is divided into two phases. In 
addition to our foundation of literature mentioned in the previous section, we have chosen 
research related, but not limited, to: Gender and Organisations e.g. Acker (1990), Acker (1998),  
Doing gender e.g. Gherardi (1994), West & Zimmerman (1987), Gender Equality and Diversity 
Management in Organisations e.g. Benschop et. al. (2015), Wahl & Linghag (2013), 
Organisational Change and Gender Equality e.g. Coleman & Rippin (2000), Ely & Meyerson 
(2000). Although these sources can be considered relatively old, they are considered classics and 
have had a large impact within this field of research. Through this literature we have found 
further reading and primary sources. This part of the literature review is referred to as phase one 
and has been crucial to gain a deeper understanding of the research field.  
 
The second phase of the literature review consisted of more focused searches on databases such 
as Google Scholar and KTH Primo, a search engine provided by the Royal Institute of 
Technology. This phase took into account the information gained from the interviews already 
conducted. The process is illustrated in Figure 2 below. Keywords for the search process have 
been e.g.: “Organisational culture”, “Organisational structure”, “Gender equality”, “Change 
management”, “Institutionalisation of change” and “Resistance”, used either in combination or 
alone.  

 
Figure 2 - Overview of the research process 

 
 
Since this thesis investigates what effects active gender equality work can have on the structure 
and culture in an organisation, it is crucial to define what we mean by structure and culture in 
this context. Structure in the organisational sphere usually consists of two concepts, one being 
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social structure and the second being organisational structure (Wahl et al., 2011). According to 
Blau and Scott (1962, see Wahl et al, 2011), the concept of social structure refers to norms and 
rules regarding how one should behave in the social scene, as well as patterns in social 
interactions. In the same book, organisational structure is referred to as a concept involving the 
division of tasks and how one works in order to achieve the goals of the organisation (Jacobsen 
& Thorsvik 1998/2008 see Wahl et al, 2011). The difference between social structure and 
organisational structure is that the organisational structures usually originate due to a conscious 
division of tasks and responsibilities  (Wahl et al, 2011). The concept of structure also helps to 
explain and analyse the different possibilities and limitations with regards to promotion, career 
advancement and behaviours (Ibid.). From the cultural perspective, the organisation’s values and 
norms are of great importance. This entails that the organisations’ thoughts regarding what is 
considered right or wrong, normal or abnormal as well as good or bad make up the the 
organisational culture (Ibid.). As a culture involves both visible and invisible factors within an 
organisation it includes everything from small talk during breaks and how one should dress to 
what can be seen in the public annual report (Schein, 1985 see Wahl et al, 2011; Wahl et al, 
2011). It is also of importance to point out that structure and culture goes hand in hand in an 
organisation. Structures within an organisation is something that is actively created through 
actions, but they are also created practically within the culture of the organisation (Connell, 1987 
see Wahl et al, 2011).  
 
Additionally, the case company is undergoing a transformation and it is therefore of great 
importance to understand change management theories. It should be noted that when talking 
about gender equality it always implies a change process, since gender equality is a state which 
doesn’t exist today (Wahl, 2019). Therefore, a lot of the literature covering work with gender 
equality are covering the area of change in organisations. Other areas of interest are regarding 
how organisations can address resistance to change, how gender is constructed in the 
organisation and how an organisation can institutionalise change.  
 
The aim of the literature review has been to provide relevant theories to which we can 
understand and analyse the empirical data and, according to the abductive approach of this 
thesis, the empirical data will provide us with understanding for the theories and potentially 
bring new perspectives.   

2.4 Case study 

The empirical data is collected from a case study at an organisation. The collection of empirical 
data through a case study is proposed in order to gain in-depth information regarding 
perceptions of culture and gender equality initiatives at the specific organisation. Thus, the case 
study contributes to a context specific image of the attitudes and barriers arising when initiating 
gender work in the organisation. When conducting a case study, it is of importance to develop 
and pay close attention to the boundaries of the studied organisation (Eriksson & Kovalainen, 
2008). The boundaries for this study are stated in sections 2.7.1 Delimitations and 2.7.2 
Limitations. This particular case study is of a single study approach and is carried out during the 
spring of 2019 and lasts for approximately four months. The type of case study is defined as 
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intensive case study research, which aims at understanding a unique case from the inside by 
providing a comprehensive and context specific description (Eriksson & Kovalainen, 2008).  

2.4.1 Introduction to the case organisation 

The case organisation operates within the male-dominated IT Consultancy Industry. The chosen 
organisation has 1100+ employees, spread across a number of countries in Northern Europe. 
The organisation is currently undergoing a transformation with the aim of increasing gender 
equality, gender awareness and inclusion at the company. The transformation will regard several 
countries, but the starting point has been to implement it in the Swedish part of the organisation. 
Consequently, this study will limit its focus to Sweden.   

2.4.1.1 The GE Project 

The organisation has initiated a gender equality project to increase awareness about gender 
equality and improve gender equality within the organisation. The purpose of the GE Project is 
to make the organisation a more gender equal workplace with an inclusive culture that enables 
women to be recruited, to thrive and to develop in accordance with their career ambitions. 
Initially, the organisation identified a few problems that they were dealing with, for example; 
their customers were demanding more diverse teams, there were few women in leading positions 
and there was a systematic discrimination of women taking place. The project is today 
considered a continuous “work flow” rather than a project with an end date, by the top 
management and the project group. The project was initiated internally. According to internal 
KPI:s, the project has yielded results indicating a positive direction. For example, the 
organisation has increased the number of women in leading positions by 30 % between the years 
2016 and 2017. They’ve also been recognised by external organisations and rewarded for their 
work with gender equality. There are, however, indicators that attitude changes necessary for a 
transformation of this sort to materialise, differ in the organisation.  

2.4.1.2 Anonymity and definitions  

Due to the anonymity aspect of the case organisation we have had to limit the information 
presented regarding the organisation and make simplifications regarding the naming of roles in 
the organisations. First of the all, the case organisation will simply be referred to as “the 
organisation”. We have conducted interviews with employees on all levels of the organisation 
which we have decided to divide into four categories; top management, middle managers, 
employees and project group members of the GE Project. Due to the decentralised nature of the 
organisation the middle managers have a lot of responsibility, including being responsible for the 
financial results, operations and recruitment in their own divisions. A lot of focus is therefore 
put on the middle managers and their role in the transformation. Where it is possible to 
guarantee the anonymity of the interviewee, we have also included their gender. In Appendix C, 
a table of the interviewees is found. The interviewees have all been given fictitious names and 
the top management have been given gender-neutral names.  
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2.5 Data collection methodology 

Organisations are complex and difficult to grasp in a short amount of time. Usually, one has to 
be a part of a specific context for a longer period of time in order to fully understand how it 
works. To be able to answer the research questions, we have collected valuable and informative 
empirical data from the chosen organisation. In order to leverage the strength of empirical data 
and gain a complete picture of the transformation, we have used three different methods for 
collecting empirical data within this organisation; interviews, observations and documentation. 
As stated by Paul (1996), the interpretation of the empirical data can become more correct with 
the usage of several methods, as potential weaknesses or lack of information from the usage of 
one method can be gained through the usage of another. In addition, in the event of information 
gained from different methods implying the same result, it can be concluded that a confident 
extraction of the data has been reached (Ibid.).  

2.5.1 Interviews 

One part of the case study has been profound interviews with a limited group, selected in 
collaboration with the contact persons at the organisation as well as through snowball sampling. 
Snowball sampling is used in order to find suitable interviewees in a simplified manner, by asking 
participants to recommend other potential interviewees, who in turn can make new 
recommendations (Alvehus, 2013). However, certain aspects are considered to be beneficial for 
the study and will be expressed by us in the decision-making process of interviewees. The 
suggested aspects include, but are not limited to, having a diversity in terms of gender, age and 
seniority as well as time of employment within the case company. We conducted 30 interviews in 
total. This number was estimated necessary to reach a representative cross-section of the 
organisation. The interviewees were contacted via email and asked whether or not they wished to 
participate in the study (see Appendix A). If they did not wish to take part or had 
recommendations of other participants, they were asked to suggest potential interviewees, in 
accordance with the snowball sampling method. It was continuously stressed that the 
interviewees and the case company would be anonymous.  
 
The interviews were of a semi-structured nature, and divided into four topics; personal career, 
influence and working climate, organisational culture and gender equality and lastly, the GE 
Project. The first topic about personal career was chosen to get an understanding of the 
employees wishes regarding their personal career and potential desires for a leading position. We 
examined if the desire as well as the perceived competence for a leading position might be 
gendered within the organisation. We also looked for the potential presence of homosociality 
and heterosociality within the organisation. The concepts of homosociality and heterosociality 
are explained in further detail in the next chapter. The topic regarding influence and working 
climate was chosen to create an understanding if the employees have similar experiences in the 
organisation with regards to working hours, potential time off, being able to raise their voice etc. 
We examined whether these experiences differ between men and women in the organisation. 
The third topic, about the organisational culture and gender equality, was included to gain an 
understanding about how the culture is perceived by the employees. It also gives light to the 
attitudes towards gender equality that exist within the organisation and whether or not these 
differ between genders. Lastly, the topic regarding the GE Project was of vast importance in 
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order for us to know whether or not the employees know about this project and how much they 
know about it. Further, it helped us understand if and how the project had an impact on the 
organisation, e.g. if the project is discussed during meetings, if changes have been made in the 
specific divisions, if the initiatives within the project are well-known etc. The questions within 
this topic revealed how the communication of the GE Project has been carried out. The 
interview questions are available in Appendix B.  
 
The above discussed topics served as guidelines for the interviews, and the majority of the 
questions related to each topic was asked to all interviewees in the same order. However, some 
questions differed due to the interviewees position within the company and potential 
supplementary questions depended on the interviewees’ answers and thus differed from 
interview to interview, resembling what Yin (2014) refers to as a guided conversation. Both of us 
were engaged in the interviews, asking the interviewees a certain set of questions each. The 
interviews were held in Swedish and lasted for approximately one hour. The majority of the 
interviews were conducted face to face, so as to not miss important social cues (Opdenakker, 
2016). In a few cases, the interviews couldn’t be conducted in that manner, and therefore a video 
or telephone interview was chosen as suitable alternatives. If approved by the interviewees, the 
interviews were recorded. In the few cases of interviewees not wanting to be recorded, notes 
were taken instead. Directly when the interview was finished, main points from the interview 
were written down. This was done in order to grasp what had been said and to be able to discuss 
potential highlights that were lifted during the interview. In accordance with the anonymity 
aspect, the interviewees were labelled in a certain manner, available in Appendix C.  
 
As partly mentioned in the descriptions of the interview topics, the data that we aimed to gather 
from the interviews was related to attitudes from the different employees toward the GE Project. 
We were interested in gaining information about e.g. potential barriers with accepting the 
transformation journey, whether the majority have known and understood why and how these 
changes were to be implemented and if the employees believe that factors such as inclusion and 
gender awareness have risen within the organisation. Since the organisation is decentralised it 
was of great interest to know if the actions have been received differently throughout the 
organisation. Thus, this will be a case of addressing potential sub-cultures within the 
organisation, that might have helped or hindered the implementation. We were also interested in 
the future aspects of this transformation, i.e. if and how the transformation can be sustained. In 
addition, we aimed to interview employees that have had leading positions in the process and 
gather information about the project itself and what actions have been taken. 

2.5.2 Observations 

Data was also collected through the help of non-participant observations at the company, i.e. 
watching and taking part in the situations that the members of the organisation were engaged in 
rather than becoming participants of that specific organisation and that context (Babbie, 1992; 
Eriksson & Kovalainen, 2008). As we were located at one of the organisation’s offices during 
this process, we have observed the members of the organisation during their regular activities, 
such as lunch breaks and after work activities. We have, in accordance with suggestions from 
Eriksson and Kovalainen (2008) on observation choices, observed both verbal and non-verbal 
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communication. A large focus was put on division of groups in the coffee room, language, 
employee characteristics (e.g. age and gender) and body language, but observations of other 
characteristics has been done as well. The intention was to gain further knowledge regarding the 
company culture, without asking direct questions regarding it. The observations were collected 
and registered with the help of a field diary, kept by the us during the thesis process. We deemed 
that such observations were important because they give us indications of how the reality is 
created daily through the usage of language and everyday routines.   
  
We also took part in a workshop organised for the employees working with recruitment and 
employer branding. The workshop aimed to increase the awareness of the GE Project, bias in 
recruitment and how to write an advertisement for an available position with a gender focus. 
During this workshop we observed what was said about the GE Project and how many of the 
participants that knew about it beforehand. The workshop also gave us an understanding of how 
the subject of gender equality is treated in e.g. recruitment processes. The observations helped us 
increase our understanding of the perception of the GE Project and how gender is constructed 
in the daily culture in the organisation.  
 
These forms of observations were deemed important by us as they either confirmed or 
contradicted what was said during the interviews. They also served as a complement to the 
interviews, and we were able to explore if the data from the interviews and the data from the 
observations were similar or different. A few valuable observations have been made during the 
observations, for example; which people are presenting, what kind of jokes are being said during 
after work activities or lunch breaks as well as how women and men are acting in the 
organisation.  
 
Meetings with the contact persons from the organisation were conducted regularly during the 
thesis process. During these the thesis process was discussed, in order to keep the organisation 
updated on what has been done. In addition, the organisation and the project were discussed, 
which provided us with more information regarding company related work. During these 
meetings it has been of importance for us to be critical toward the information gained from the 
contact persons as they are highly involved in the GE Project. As we wish to keep an unbiased 
view, it has been important for us to continuously be aware of this.  

2.5.3 Documentation 

The last part of the data collection methodology was internal and external documentation from 
the organisation. This information was desired to gain a deeper understanding of the 
organisation and what has been done previously, to be able to better answer the research 
questions. Documentation deemed necessary was e.g. internal reports, statistics and presentation 
materials. This includes the policy for gender equality as well as the policy for sexual harassment, 
which are found on the organisation’s website. Documentation, in various forms, is considered 
an important source of information as it tells a story; created either in a written or visual format, 
its purpose is to tell another person something about e.g. the organisation and/or performed 
tasks (Flick, 2014). This kind of information is usually referred to as secondary data, as it is not 
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collected by us in first-hand and thus existed before our study was to be conducted (Eriksson & 
Kovalainen, 2008; Flick, 2014).  

2.6 Data analysis  

The first part of analysing the data from the interviews was done by writing down main points 
directly after the interview. These main points helped indicate what was considered as highly 
important during the interviews and helped us in finding similarities between the interviewees at 
an early stage. The interviews were also recorded, if the interviewees agreed on this, and 
thereafter transcribed verbatim in order to gather all valuable information in the process. If the 
interviewees did not want to be recorded, detailed notes were taken during the interview. An 
analytical strategy was chosen for processing the data, and we searched for patterns and themes 
within the data that seemed relevant (Yin, 2014). This was done by going through the main 
points to see what had been highlighted by us and the interviewees, in connection with our 
theoretical frame of reference., i.e. creating codes to the data (Ibid.). As we searched for patterns 
and themes within our main points, we identified five themes that we found relevant to analyse 
further. These themes are recognised in the literature which entails that we can search for 
correspondence, potential paradoxes and contradictions. The themes were the following: 
 

• The importance of middle managers 
• Communication is key 
• Who fits in?  
• It’s a good idea, but… (resistance) 
• Institutionalisation - is it possible?  

 
We then went on to colour code the transcribed interviews, in accordance with the above-
mentioned themes. The colour coding was made separately by each author, and thereafter the 
two codings were compared. This was done in order to avoid being influenced by each other’s’ 
interpretations and instead conduct an unbiased analysis. The comparison of the two would then 
highlight what was considered important for the study by both of us. The colour coding helped 
us reduce the data and also, helped to find context specific content (Cope, 2010), i.e. information 
that was highly relevant to be able to answer our research questions. 
 
The observations made during the thesis process were noted in a field diary. Thus, the analysis of 
the observations was conducted in a written format. However, as the observations were written 
down when deemed interesting, they will not highlight all aspects of the organisation. Thus, the 
data gained from the observations can risk being coloured from the beginning (Flick, 2014). The 
analysis mainly focused on finding information that could fortify the empirical data from the 
interviews and strengthen the analysis made from the interviews. The field diary was re-read after 
the transcription and coding of the interviews had been made, in accordance with the identified 
themes, in order to find similarities among the two.  
 
Lastly, the internal and external documentation from the company as well as the meetings with 
the contact persons were analysed both from a written format, but also from visuals on e.g. the 
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website. As documents are created for a specific reason, and usually with a specific target group 
in mind, they cannot be considered to give a complete picture of the actual operation (Flick, 
2014). Thus, they are not to replace other data, but are instead, in this methodology, seen as a 
complement to the data gained from the interviews and observations. We have paid attention to 
the language used in the internal and external documentation and analysed what impact certain 
language has on the response to that data. The analysis of the documentation focused on 
understanding the social construction of reality that the written text or visual image aims to 
show.  

2.7 Evaluation of methods 

The inclusion of empirical data is likely to reveal contradictions and paradoxes (Alvehus, 2013). 
It is important not to diminish or simplify these contradictions when analysing the empirical 
data. This is avoided by keeping a nuanced and critical view when reducing the data. We aim to 
illustrate this complexity in the analysis and conclusion sections. To minimise the loss of 
complexity and empirical paradoxes we also aim to conduct a wide literature review. In addition, 
we have to consider the ways in which we are gaining this empirical data. An area of 
consideration for this thesis is the position in which we are entering the organisation and the 
interview situations. We believe that it is possible that we, as two young women interviewing 
people in the organisation about gender equality, might affect the way our interviewees answer 
our questions. It is argued that the asymmetry of power relations can affect the interview 
situation, and factors such as gender, age and social class matter when using interviews as a 
methodology (Maynard & Purvis, 1994). Furthermore, we are aware of the risk that the 
observations we make will be coloured by our perceptions of the observed objects (Flick, 2014), 
but also by our own opinions and interest for the subject. Again, this will be minimised by us 
being aware of these risks, but also by keeping an as nuanced and critical stance as possible.  
 
A critique toward the snowball selection method is the risk for self-serving bias for the 
organisation, meaning that the recommendations we’re given only consider people who are well 
aware of the gender equality project and are positive toward it. The self-serving bias implies that 
the members of the organisation might want to stay away from negativity related to the project, 
and only give us access to those who can fortify a positive view (Holt et al., 2015). There is also a 
risk for self-serving bias from our contact person at the organisation, since that person is the 
project manager for the GE Project. Thus, there is a risk that this person enhances the positive 
parts of the project, in order to protect her/his self esteem. 

2.7.1 Delimitations 

The following delimitations have been identified for this study, based on the boundaries set at 
the beginning of the process, conscious choices and in order to ensure high quality work: 

• The organisation studied operates in several countries, however, the scope for this study 
is limited to Sweden. Hence, we’re excluding the effects other countries might have on 
our focus area. This is due to our geographical location and the fact that Sweden has 
been the first focus area for the GE Project.  
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• A set number of semi-structured interviews were conducted. In total we conducted 30 
interviews. Additional interviews are not conducted due to time constraints.  

• The complex nature of roles and structures in the case organisation have been simplified 
and to a certain extent generalised when presented in the thesis to assure anonymity.  

• Gender equality is defined as equality between individuals identifying as either male or 
female, hence excluding non-binary and gender-queers. In addition, equality will in this 
thesis be defined as the right for men and women to have the same power to shape the 
society and their own lives, which entails that they are able to have a similar social 
position and should be treated in similar manners. (Cambridge Dictionary, n.d.; Wahl et 
al, 2011) 

2.7.2 Limitations 

The limitations associated with this study is mainly linked to the intensive nature of the case 
study and the interview selection and methods. The study focuses on one organisation which 
limits the possibility to make generalisable conclusions related to the industry as a whole. It 
should be noted, though, that it’s not the aim of the study to find generalisable conclusions for 
the industry, although an attempt is made in the discussion in Chapter 6. The findings from the 
interviews may differ due to the semi-structured format of the interviews. The findings may also 
differ due to the willingness of the interviewees to answer the questions truthfully and in depth. 
A few of the interviews were conducted via video call or phone call, which also might have 
affected the interviewees willingness to give out certain information and nuances of their 
answers, with regards to data security aspects. Further, the snowball method approach for 
selection of interviewees risk being biased toward people within the organisation that have a 
positive attitude toward the project and the research topic. Since the number of interviews are 
limited, it is possible that they may not be representative of all levels and opinions of the 
organisation. The interview questions created have been inspired by previous research related to 
our study, which therefore constitute the boundaries for what we choose to study within this 
phenomenon. In addition, our theoretical standpoint has guided our work which means we’ve 
viewed the organisation through the glasses of our theoretical frame of reference.  

2.8 Source criticism 

In this section we discuss the importance of critically evaluating and analysing the sources that 
are used as to make sure that these are useful for filling the purpose of the study. In this thesis, 
we use both primary and secondary sources. 

2.8.1 Primary sources 

The primary sources used in this thesis are interviews and observations, which have been 
conducted at one of the organisation's offices in Sweden. The interviews take place in February, 
March and the first part of April 2019, while the observations are being made during the entire 
spring of 2019. The interviewees will not receive any information regarding the interview 
questions in advance, they will only know that the main topic of the interview will be the 
transformation taking place in the organisation. The information gained from the interviews will 
be based on the interviewees own experiences and received first-hand by us. The observations 
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are made by our experiences within the organisation and will thus be biased of what we perceive 
as important to note down. Both sources, and the interviews in particular, are considered to be 
highly useful in answering the research questions and reaching the purpose of the study.  

2.8.2 Secondary sources 

The secondary sources used for this study are scientific articles, books and internal and external 
documentation from the organisation as well as minutes from meetings with the contact persons 
at the organisation. The validity of the scientific articles and books is maintained through using 
sources that are well-known within the field and have been cited previously. These sources will 
then, in the majority of cases, be considered to be reliable due to previous validation by other 
researchers. Regarding the internal and external documentation from the organisation, it is of 
importance noting that these have authors as well as an intended respondent, which might affect 
the content. Thus, these might be biased, but, nonetheless, no other source is to be found 
regarding that specific information. In addition, it is assumed that the organisation wishes to be 
as correct as possible in their communication, whether it being internal or external.  

2.9 Ethical considerations 

The ethical considerations for this thesis focus on the interviewees and the case organisation. 
The interviewees and the case organisation are assured anonymity in the thesis. All interviewees 
have been treated according to the Swedish Research Institutes four principles for research 
ethics. These are briefly concluded in the following:  
 

1. The information principle holds that the researchers must inform the interviewee about 
the conditions for participating in the study and that participation is voluntary. It must 
also be enclosed to the interviewee that the information collected from the interviews are 
to be used solely for the purpose of the study. All our interviewees were asked if they 
wanted to participate in the study through an email (see Appendix A). The purpose and 
aim of the study were introduced briefly in the email and more thoroughly at the start of 
the interview. The interviewees have had the possibility to opt-out at any given time.  

2. The principle of consent holds that the researchers must ensure that interviewees are 
able to give their consent prior to participating in the study. In this thesis, we’ve 
interpreted the agreement to be interviewed, as this was voluntary, as consent to 
participation. Again, the interviewees have had the possibility to opt-out at any given 
time, without that affecting them negatively in any way.  

3. The principle of confidentiality holds that all participants in the study should be granted 
confidentiality regarding the information and personal details gathered during the study. 
In this thesis the interviewees and the case organisation are granted anonymity. This 
includes the anonymisation of the company name, names of individuals and ages of the 
employees. What is enclosed, where it is possible to guarantee anonymity, is the role in 
the organisation of the interviewee (generalised to the four categories mentioned in 
Section 2.4.1.2), and the gender of the interviewee.  

4. The principle of utilisation holds that the information gathered regarding individuals 
must solely be used for the purpose of the study. The information may not be used for 
commercial purposes or other non-research related purposes. We have no intention of 
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using the information gathered during this study for any other purpose than to fulfil the 
aim and purpose of the study. During the interviews, we have asked for consent to 
record the interviews and/or take notes during the interviews. The recording has been 
deleted as soon as the interview was transcribed. The transcribed interviews have been 
deleted at the finalisation of the master thesis. (Vetenskapsrådet, 2002) 
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3 Literature Review  
The aim of this chapter is to present existing literature considered relevant for the subject of this thesis. The 
forthcoming theories will be used as a framework on which the empirical research design as well as the analysis will 
be built upon.  

3.1 The gender order in society and in organisations 

In this chapter we will shortly introduce the theory of the gender order in society and in 
organisations and explain why the power perspective is central. The power relation between 
women and men affects how femaleness and maleness are constructed (Flax, 1987; Connell, 
1987 see Wahl, 1999; Eduards, 1992 see Wahl, 1999). The focus on the power relations between 
the genders that exists in feminist research is closely related to assumptions about the gender 
order in society. On a structural level the gender order is marked by male dominance and female 
suborder. Gender order as a concept is related to the concept of gender as socially and culturally 
constructed, there is therefore not a definite definition of gender order, but rather a concept 
open for variations. The gender order in society is recreated and expressed in the gender order in 
organisations and vice versa. There is a gender order in every organisation that mirrors the 
power relation between the genders in that specific organisation. The meaning of gender is 
expressed through ideas, structures and processes in organisations (Acker, 1992; Baude, 1992; 
Kanter, 1977; Wahl et al., 1998). Gender structures in organisations can vary when it comes to 
gender division in terms of numbers, positions and the division of power and influence (Wahl, 
1992). Every organisation is part of the gender order in society and can therefore not exist 
completely decoupled from this. This is a central standpoint for this thesis, since it’s very 
common to regard organisations as well as society with a “gender blind” view. Wahl (1999) 
refers to this as the gender paradox, organisations are structured on gender while this is often 
denied in practice.  
 
The gender order in a certain organisation, expressed in terms of number of women and their 
positions, affect constructions of leadership. This is not an isolated process, it interacts with the 
gender order in the society, where men are superior to women. The gender order in the 
management group (top management) affects both the gender order in the organisation and 
construction of leadership. (Wahl, 1999).  
 
Female managers often deny meanings of gender as a part of their adaption to the organisation. 
They want to be recognised as competent, professional individuals. This approach is in research 
referred to as a “gender neutral” strategy and is used by female managers to blend in with the 
majority, i.e. men. This strategy also implies keeping a distance to other women, which becomes 
a way of showing your loyalty with the majority (Kanter, 1977; Lindgren, 1985; Wahl, 1992; 
Sheppard, 1989, see Wahl, 1999). If the gender order becomes too distinct, women in a minority 
switch to a “positive strategy”, where the positive aspects of being a woman in the organisation 
are emphasised (Wahl, 1992). The positive strategy is also an adaptation to the norm and to the 
subordinate position of women. Sometimes women in a minority situation react by moving to a 
more typical “women position” in the same organisation, or by leaving the organisation 
(Lindgren, 1985).  



 
 

 18 

3.2 Structure and culture in organisations  

In organisational research structure is often divided into two types of structures; social structure 
and organisational structure. Social structure most commonly refers to social interactions such as 
accepted norms and informal rules of how one should act or behave (Blau and Scott, 1962 see 
Wahl et al, 2011). Organisational structures refer to the way tasks are divided and coordinated 
within the company in order to reach organisational goals (Jacobsen and Thorvik, 1998/2008 see 
Wahl et al, 2011). Whenever humans interact, social structures emerge and mirror generally 
accepted norms and traditions, whilst organisational structures are created consciously to 
coordinate and foster people’s behaviours to solve certain tasks (Ibid.). Organisational structures 
are therefore not behaviours per se, but they control the way humans behave in organisations 
and defines the expectations on the people in the organisation. Social structure and 
organisational structures are therefore two different, but highly intertwined, phenomenon 
(Jacobsen and Thorvik, 1998/2008 see Wahl et al, 2011). Also, the concepts of structure and 
culture in organisations are connected (Wahl et al, 2011). According to Schein (2004) the 
concept of culture is abstract, yet the forces that derive from culture in everyday social situations 
in organisations are powerful. Culture is a dynamic phenomenon that is constantly being created 
by our interactions with others, the leadership behaviour as well as the norms, routines and rules 
of the organisation that both guide and restrain our behaviour (Ibid.). Organisational cultures 
differ depending on e.g. the size, industry and leadership philosophy of the organisation (Wahl et 
al, 2011). 

3.2.1 Gender as a social and cultural construction 

A cornerstone for the thesis is that gender is seen as a social and cultural construction (Wahl et 
al, 2011). According to Wahl and Linghag (2013), gender is something that is created in the 
interplay between people. This interplay will differ depending on which context the people are 
present within and other prerequisites, entailing that it will be different in e.g. different 
organisations. In order to analyse how gender is created differently depending on the context 
and interplay between people, it is suggested to use the two concepts structure and culture as 
analytical tools (Wahl & Linghag, 2013). Structure is referred to as different patterns that sort 
and value people depending on e.g. profession and power within an organisation. Culture is 
referred to as visible and invisible factors within organisations such as norms and values that are 
affecting the behaviour of people, as mentioned above. Within the majority of organisations 
there are  “dominating” cultures which have a large effect on how one should behave in order to 
fit in (Wahl & Linghag, 2013). When analysing an organisation, it can be of importance to look 
further into the relationship between structure and culture, as both of them tend to have an 
impact on how gender is created.  
 
The social construction of gender is considered a practice that is constructed and reconstructed 
on a daily basis. This entails that the context is highly relevant and plays a large part when gender 
is created, which further means that gender will be practiced and interpreted differently 
depending on e.g. the organisation and its members (Gherardi, 1994; van den Brink et al, 2016). 
Gender is done through a variety of unconscious actions and behaviours, and include things 
such as the appropriate way of dressing and the language and expressions allowed within that 
context (van den Brink et al, 2016). Van den Brink et al (2016) argue that women tend to have to 
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fit within a certain frame to be accepted within organisations, and this frame is usually built with 
a man and masculine traits in mind. This implies that there usually is a predefined image of e.g. 
competence within an organisation, which women might have a hard time living up to due to the 
quality being associated with a man and masculine traits.  
 
Many scholars are of the notion that there are certain personality traits that can be ascribed to 
either men or women. When a trait is ascribed to one specific gender, it is generally not 
applicable to the other (Gherardi, 1994). According to Ely and Meyerson (2000), masculine traits 
are traits such as strong, assertive, independent, self-sufficient and risk-taking. These are also 
traits that are linked to a heroic behaviour, a behaviour that is said to take form by coming up 
with quick solutions to problems and thereby gain visibility (Ibid.). The feminine traits are 
considered to be traits such as collaborative, consultative, inclusive, supportive and relational 
(Ibid.). Other attributes that are equated with femininity are e.g. generosity, nurturing and a 
desire to please others (Gherardi, 1995). With reference to the heroic behaviours of men, women 
who behave in a heroic manner are usually seen as control freaks (Ely & Meyerson, 2000). 
Another trait and/or profession that is considered to be highly related to men is the profession 
of being an entrepreneur (Wahl et al., 2011). As stated by Ahl (2006, see Berglund & Tillmar, 
2015), an entrepreneur tend to be equated with a man who is also portrayed as a hero. This 
further entails that women, on the other hand, are not connected with entrepreneurship or with 
being an entrepreneur (Ibid.).  
 
To regard gender, i.e. femaleness and maleness, as social constructions means that they cannot 
be defined once and for all. They are not definite concepts but are changing in relation to time 
and space. Gender can be studied at several levels, as mental structures and as social relations. 
Gender can therefore be understood by examining the notions of “femaleness” and “maleness” 
and the consequences they are ascribed in practice (Flax, 1987). Notions of gender, as it appears 
in empirical data, are often both contradicting and equivocal. “Femaleness” and “maleness” are 
created within the gender order, where the power relation between genders always has significant 
importance. The power perspective is therefore necessary to interpret dictums of female leaders 
in relation to the existing context. (Wahl, 1999) 

3.2.2 Recruitment 

Van den Brink et al (2016) studied two recruitment processes of higher positions, such as 
manager and partner, in a Swedish company as well as a Dutch company to find out how gender 
is constructed in recruitment processes. In both cases, the ideal applicant is one that is 
considered to be driven, goal oriented, proactive and assertive - all traits considered to have a 
connection with masculinity and the image of the ultimate manager. They identify that despite 
defining the ideal applicant, these definitions are hardly followed. Instead, the definition tends to 
change during the evaluation process in accordance with four patterns. These four patterns are 
the following, 1) amplification of men’s qualifications, 2) deemphasis of men’s weaknesses, 3) 
deemphasis of women’s qualifications and 4) amplification of women’s weaknesses. The analysis 
revealed that if men were young, lacked experience or were immature, it was stressed that they 
could learn and become better within that specific field. However, if women lacked experience 
within a certain field, they were questioned whether or not they had the potential to develop and 
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perform in accordance with what was wanted. In the case where a female applicant showed an 
assertive side of her personality, she was considered as competent. However, this level of 
assertiveness had to be of an appropriate amount, otherwise they were considered to be either 
too feminine or not feminine enough. (van den Brink et al., 2016). Linghag (2009) presents in 
her dissertation that being able to “take initiative” was valued as desirable when found in a male 
applicant, while if the same trait was found in a female applicant it was judged as aggressive and 
therefore not desirable. Thus, the evaluation of candidates implies a gendered outcome, where 
women often were considered to have less potential than men of carrying through the tasks 
related to the profession (van den Brink et al., 2016). This implies that men are assessed based 
on their potential, while women tend to be assessed on their history (Ibid.). Linghag (2009) finds 
that the potential assessed in female candidates looking to become managers is delimited to 
either a short “yes, she has the potential to become a manager” or “no, she does not have the 
potential”, while for the male candidates the potential is seen as expected and endless and with 
maturity and the right training the majority of male candidates can become managers. In 
addition, Wahl et al (2011) state that there is a higher tolerance towards possible shortcomings in 
men, than towards the same shortcomings in women. A woman with shortcomings may be seen 
as insufficient for the job, while a man might be considered as a candidate, despite the 
shortcomings. Similarly to Van der Brink et al (2016) stated pattern about an amplification of 
men’s weaknesses, Wahl et al (2011) and Linghag (2009) mention that the potential for male 
managers in the working environment is considered to be unlimited.  
 
In a study conducted by Holgersson (1999) the recruitment of CEO:s is examined. In the study, 
Holgersson finds that when it comes to the recruitment of CEO:s different rules apply for 
women and men. This due to the fact that the rules are created by men and for men. The study 
included interviews with board members, often times the chairman of the board, who are usually 
highly involved in the appointment of a new CEO. Several chairmen disliked it when women 
adopted a behaviour they identified as male, and that women and men are different and that this 
difference should be preserved. This can be seen as an expression of the contradicting 
expectations on females in leadership positions; women are either perceived as too authoritarian 
or not authoritarian enough to be promoted. Since being authoritarian is considered a male 
behaviour it is not a trait wished for in a woman (Cockburn, 1991 see Holgersson, 1999). Further 
contradictions include that women can’t have a career because they are responsible for the family 
and at the same time, they are expected to have a family because they are women. Some other 
studies show that male CEO:s often explain the low number of female CEO:s with the women’s 
responsibility for the family and their “lack of self-esteem” (Asplund, 1984 see Holgersson, 1999; 
Franzén, 1994 see Holgersson, 1999). In addition, despite having the right education for a career 
as a CEO, women are not considered to have the right experiences, the right contacts or the 
right “style”. The conditions for a career as a CEO are designed for a traditionally male way of 
living. Furthermore, the construction of leadership and the construction of maleness are highly 
linked, which in itself creates a contradiction of being a woman and a CEO/leader (Wahl, 1996).  

3.2.3 Homosociality and heterosociality 

According to Wahl and Linghag (2013), homosociality describes the relationship between men 
with regards to e.g. power and identity. A homosocial context is a context where one gender, 
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most often women, is considered to be “left out” or play a very limited part (Ibid.). An example 
of this is that men prefer to socialise with other men or that men confirm each other, not 
involving the other gender, women, to a large extent. An issue with homosociality is that the 
excluded group tend to not know that they are excluded. The exclusion can be described as 
invisible (Wahl & Linghag, 2013). A response to homosociality and a homosocial culture can be 
that the group that is excluded turn themselves towards the other gender group (Ibid.). This 
means that they declare their loyalty towards the other group and the associated culture. When 
this occurs, it is referred to as heterosociality (Wahl & Linghag, 2013). It is concluded that when 
women act in a heterosocial way, the image of the female accomplishments as invisible is 
confirmed as well as the image of men and their accomplishments (Ibid.). Additionally, when 
heterosociality is present within an organisation, it can work as a reenactment of the 
organisational culture, entailing that existing norms are constantly recreated.  
 
If we return to the case of CEO:s examined by Holgersson (1999), it is concluded that the 
relationships of CEO:s is usually coined by homosociality. The CEO:s prefer to surround 
themselves with people who are similar to themselves (Kanter, 1977). This entails that male 
CEO:s prefer to collaborate and surround themselves with other males who are similar to 
themselves. Female aspirants are thereby excluded from certain information, from the possibility 
to conduct favours and return favours and are less able to influence important decisions, 
whereby it’s more difficult for them to establish themselves as trustworthy actors within the 
organisation (Holgersson, 1999).  

3.2.4 Networks 

Networks are a natural part of an organisation and can either be of a formal or informal nature. 
The formal networks are those that are initiated by the management or by members in the 
organisation, whilst informal networks tend to be associated with “old boys” networks, i.e. 
networks that are not defined as such, but usually function, and gets it power, from being of an 
informal nature  (Benschop et al., 2015). These “old boys” networks are usually composed of 
white men, who are heterosexual and have a senior position in the organisation (Ibid.). In 
addition, men tend to network in a more homosocial way than women do (McCarthy, 2004). 
One common formal network in organisations working with gender equality in particular is 
women’s network. As mentioned previously, these can either have their origin in a suggestion 
from management or from people in the organisation. Women’s network is an engaging topic, 
both in research and in the organisation in which they take part. In previous research, networks 
as these have been considered to be “empty words” when working with diversity and inclusion 
questions (Benschop et al., 2015; O’Neil et al., 2011). Further, in organisations, there is a risk for 
women’s network to be questioned, mainly due to the fact that they are solely for women. This is 
referred to as backlash by McCarthy (2004), when other members of the organisations, 
commonly men, are of the opinion that women are treated in a special manner when taking part 
in networks as such. There is also a risk of men viewing initiatives for gender equality as 
something that is purposely trying to give men a disadvantage (Kelan, 2015).  
 
According to Benschop et al (2015), the female networks usually take on a programmatic form, 
rather than consisting of a few single events, within which different activities are organised . 
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These activities can either be of a social kind, enabling networking between women to occur in 
an informal and interpersonal manner during e.g. after works or conferences, but also of a more 
learning kind. These learning activities may consist of lectures and training (Benschop et al., 
2015). The main goal of the networks is commonly to create a space where women can exchange 
knowledge and learnings with other women (O’Neil et al., 2011). However, O’Neil et al (2011) 
argue that participating women and executives sometimes viewed the benefits of women’s 
network in different ways. In their study, the majority of the executives saw the female network 
as a first step in reaching diversity, entailing that the network was an initiative for gender 
equality. Further, the participants of the network had a broader view of what the network would 
bring about. They viewed the network as something that could facilitate their personal 
development, but also help in developing the organisation. Their belief was that the network 
would increase the number of women in leading positions at the same time as the participants 
skills were developed along with their ways of networking. They also saw that the networks 
could serve as a way of showing potential applicants that this was a suitable employer for 
women. (Ibid.) Additionally, McCarthy (2004) mentions that a clear difference between women’s 
network and the “old boy’s network” is that the female networks are questioning and shifting the 
power within the organisation. While old boy’s network, in their informality, indirectly aim to 
maintain the existing power relations, the formality of the women’s network entails a search for 
altering those existing relations.  
 
A common purpose of female networks is to help women advance in their careers, by building 
important relationships as well as increasing their knowledge in specific subjects which can 
facilitate this advancement. In these networks’ women are able to meet and talk with fellow 
female organisation members and senior members of the organisation in an undemanding 
manner as well as increase their confidence through various exercises. Further, networks with the 
purpose of career advancement for women can help to shift the power structures between men 
and women within organisations and consequently have an impact of the entire organisation of 
which the networks is a part (McCarthy, 2004).  

3.2.5 Communication and use of language 

It is important to highlight that the language and communication methods used in organisations 
can have a large impact on the feeling of inclusion versus exclusion for the members of the 
organisations. There are certain subjects that might appeal more to women or to men, which 
might entail that the other group can feel excluded when that subject is all that is discussed 
(Wahl et al., 2011). Common subjects that are seen as having a tendency to exclude women from 
the conversations are subjects such as sports, military/hunting or sex (Hearn and Parkin, 1987 
see Wahl et al, 2011). The communication methods and language used derive, to a large extent, 
from the managers in the organisation. They, so to speak, set the tone for what is considered fair 
and accepted within that organisation. This is also to be applied to how meetings take shape, 
what is communicated and in what way (Wahl et al., 2011).  

3.2.6 Norms 

Norms are an important part of an organisation as it gives voice to what is considered to be 
accepted or not accepted within a culture. They serve as a guiding light for the way members 
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behave and interact with each other. Thus, they play a part in who is considered to belong to an 
in-group or an out-group. Those who don’t follow the norms and have a behaviour that stands 
out will relatively easy be part of an out-group. The boundaries for the in-group and the 
demands regarding what you should do to belong can be explicit, but they can also be implicit. 
Further, if the mission is to increase the level of inclusiveness within an organisation, it has to be 
clear what the boundaries of the in-group are and what is expected from a member. In order for 
a group to stay inclusive, it must also be able to redefine its norms, in accordance with what is 
considered appropriate behaviour for the new incoming members of that group as well as the 
already existing. To conclude, an inclusive culture needs to have a portion of flexibility in order 
to stay inclusive. (Ferdman, 2017).  
 
Norms related to leadership also exist within organisations, regarding what it means and entails. 
A common image of a leader is a person who is fully devoted to her/his work and has a strong 
loyalty toward the organisation, which is often correlated with masculine ethics and culture. This 
is also shown through different symbolic traits, such as a leader should be able to work during all 
hours of the day. Further, this norm and symbolic trait often entails that a leader cannot have the 
main responsibility for e.g. family. (Wahl et al., 2011) 

3.2.6.1 Norm and deviant 

It is common to address the two opposites norm and deviant when analysing power structures 
within an organisation. It is also common that the male is the norm within an organisation, 
which generates a higher valuation of male traits. Thus, women are seen as deviants as they don’t 
fully live up to the norm and the masculine traits and are also constantly compared to these 
deeply rooted thoughts about how one should act in that specific organisation. Another 
common aspect of how one view the norm is that a normative group tend to not see that they 
are not diverse. The focus is instead on the diversity possessed by the individuals and not much 
focus is put on the similarities on a group level, e.g. by being a group consisting of five white 
middle-aged men. (Wahl et al., 2011). Wahl et al (2011) continue by explaining that the person 
being part of the norm usually don’t know that this is the case, while the person belonging to the 
deviants is fully aware of her position. An outcome of this is that when discussing who should be 
part of a group, the case is usually that men argue that competence is the thing that matters and 
don’t consider the gender aspect (Wahl & Linghag, 2013). Women, on the other hand, tend to 
highlight the need for a diversified group, no matter the case (Ibid.).  

3.2.7 The importance of numbers  

Another aspect that should be highlighted is the importance of numbers of men and women in 
an organisation. Women in management positions tend to be in a minority, which creates three 
structural effects. These effects are, according to Kanter (1977), the following: visibility, contrast 
effect and assimilation. The visibility effect entails that the ones who are in minority, e.g. women, 
stand out from the crowd, become more visible and are given more attention than the majority, 
e.g. men. This effect is not seen as entirely positive, rather it is seen as something limiting. The 
contrast effect refers to a male dominated culture becoming more expressed when a minority of 
women become a part of it. Unconsciously, the men within that culture find it threatening when 
women are entering and express the male dominated values even more. However, as Wahl 
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(1992) mentions, some women start expressing the positive aspects of being more visible in a 
male-dominated organisation, referred to as a positive strategy, as mentioned previously, used by 
women to adapt to the organisation and the female suborder. Lastly, the assimilation effect refers 
to women that are in a minority tend to be seen as a representative for their gender, i.e. 
expressions of one person can easily be seen as a general expression for that minority. The result 
of the assimilation effect is that women tend to be evaluated based on a stereotypic image of a 
woman (Kanter, 1977; Wahl et al., 2011; Wahl & Linghag, 2013). Another important factor to 
mention with regards to numbers of men and women in an organisation is the finding that 
companies with more than 30 % female leaders showed more than 6 % increased profit (Noland, 
Moran & Kotschwar, 2016).  

3.3 Bringing about change 

In her dissertation, Regnö (2013) mention how the number of men and women and changes in 
the organisational culture can correlate. Either, the quantitative measure of men and women can 
serve as an ignition to a cultural change. By increasing the number of women in an organisation, 
the perception of gender might take a different turn, which thus affects the culture. The other 
starting point is to make changes within the culture, by e.g. increasing the awareness of gender, 
which can have an influence on the division of men and women. It is also of importance to 
mention that the perception of the number of men and women in an organisation, from the 
members of that organisation, doesn’t necessarily correspond to the accurate division (Regnö, 
2013).  
 
All in all, bringing changes successfully is difficult for the majority of people and changes related 
to the gender question is no exception. The subject affects already existing patterns and 
questions the prevailing circumstances, which might hinder people from wanting to take part in 
the discussion or at least keep it at a distance (Coleman & Rippin, 2000). Coleman and Rippin 
(2000) took part in a project aiming to bring about cultural change, where gender equality was 
integrated. An interesting, but also upsetting, finding in their article was the difficulty of keeping 
the gender focus in such a cultural change. They found that it was relatively easy to lose the 
concept in all that was going on, and that employees’ part of the change didn’t always make a 
connection between the regular practices at work and the gender equality question. (Ibid.) 

3.3.1 Engaging all levels  

According to Pincus (2002, see Wahl et al, 2011), the support from top management regarding 
work with gender equality is a precondition for not forgetting about the question in the 
organisation. If the top management doesn’t seem to bother that much about gender equality 
and the work with it in the organisation, it will have an impact on the members in the rest of the 
organisation, entailing that they as well shouldn’t put that much focus on it. The importance of 
an engaged top management is strengthened from several scholars. In their book, Wahl and 
Linghag (2013) mention that an engaged top management will legitimise the change process and 
also put it in the spotlight that it deserves to be in. Further, it is concluded that engagement such 
as changing the division of men and women within higher positions might create a ripple effect 
on lower levels as well (Ibid.). Despite the large importance of engagement from the top 
management when introducing an organisational change with a focus on gender equality, one 
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must not forget the rest of the organisation. It needs to be highlighted that the leaders on lower 
positions within the organisation must do their part to further establish this work (Wahl & 
Linghag, 2013).  
 
In addition, Eriksson-Zetterquist and Renemark (2016) also stress the importance of involving 
all levels of the organisation, and especially the middle management. They mention that despite 
engagement from the top management, which is crucial, all other levels have to be engaged in 
the question. If not, there is a risk that the gender equality question is put aside in favor of more 
urgent matters in the everyday business. Despite great work put in by potential project leaders 
and high support from organisation members in senior position, the lack of gender equality in 
the daily organising might entail that members on the lower levels don’t understand the purpose 
of the work. In turn, this lack of understanding can imply a barrier for a sustained gender 
equality practice. (Ibid.) Thus, the middle management is of great importance when translating 
ideas and practices into something sustained in an organisation. This is also proven to be the 
case in the report by Kelan (2015), in which the behaviour of middle managers is studied by 
shadowing the managers and interviewing their close colleagues. It is noted that there is a risk for 
middle managers to avoid or be reluctant to change due to them having a large number of items 
on the agenda, which stands in the way when trying to put a focus on gender equality (Ibid.). 
Thus, middle managers are highly important and central when aiming to bring about a change 
within an organisation (Harding et al, 2014; Kelan, 2015). Harding et al (2014) states that they 
(the middle managers) are both controlling their employees while they at the same time are 
controlled by the management above them. However, it has also been stated that there are parts 
to be improved with regards to how well they take on this responsibility that the change 
demands. The reason why middle managers are considered to be central in organisational 
changes is due to them being the connector between the top management and the employees. 
They are the ones that should be able to translate the demands and suggestions from the top 
management into daily activities for their employees (Kelan, 2015).  

3.3.2 Resistance 

When bringing about change in organisations, some sort of resistance is bound to occur. This is 
usually due to the fact that it is difficult to change already embedded routines and ways of 
working. Organisational changes with a focus on gender equality are no exception to this rule, 
and the resistance towards it can be both active and silent (Amundsdotter et al., 2015). In their 
book, Amundsdotter et al (2015) compile different kinds of resistance that change operators in 
different contexts have encountered. These change operators are members of the organisations 
that have been working with gender equality in different ways in their organisations. The authors 
divide the different kinds of resistance that the change operators have met in three different 
categories. These categories are the following; repressive, pastoral and regulating resistance. 
These three are likely to blend together but are to be seen as landmarks. Repressive resistance is 
often obvious and is likely to be expressed through a ridicule of the work with gender equality. It 
can also be the case of the change operator being punished in some sense. Thus, this kind of 
resistance is an active form of resistance. Pastoral resistance is a more subtle kind of resistance, 
which is made visible in e.g. situations where gender equality is valued, but where nothing really 
happens and the reason for the lack of action is unclear. It can also be the case of not having 
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enough money, time or resources to carry through this kind of work. Lastly, regulating resistance 
is related to how responsibility is divided in the organisation, leading up to a lack of action or 
abilities to change. The power and ability to change is always put somewhere else, entailing that 
nothing happens. (Amundsdotter et al., 2015). In their book, Wahl et al (2011) also discuss 
different kinds of resistance and concludes, with support from Pincus (2002, see Wahl et al, 
2011), that passive resistance is the most common kind of resistance towards work with gender 
equality. Within this passive resistance, or pastoral resistance according to Amundsdotter et al 
(2015), silence is the most common kind.  
 
Wahl et al (2008) also discuss how resistance can be expressed through body language, in e.g. 
seminars, workshops or other gatherings. In these settings, resistance can be seen in several 
actions in a person. A person can show hers/his resistance by e.g. standing up, shake their head, 
lean backwards, applaud, sigh, sleep, avoid eye contact or put on an amused smile. Resistance 
can also be shown through the positioning choice in the room or, in a more obvious manner, by 
actually leaving the room during a discussion of gender or gender related questions. (Wahl et al., 
2008). Further, it is usually the case that men express a larger amount of resistance than women 
towards work with gender equality, according to several studies (Pincus, 2003 see Rosenberg & 
Irsson, 2007; Wahl et al., 2011). It has been concluded that this might have logical explanations 
due to the fact that there is a tendency for men to lose their power position (Wahl et al., 2011). 
As of today, men are able to reap the fruits of the patriarchal structures in the society as well as 
work organisations (Ibid.), and might thus be affected negatively if these structures would change 
and/or be eliminated. Thus, they might act resistant towards work of this kind for pure personal 
reasons.  

3.3.3 Institutionalising organisational change with focus on gender equality 

Generally speaking, a greater amount of research has been made on inequalities that exist, but 
less on what the solution to these inequalities could be (Kalev, Kelly & Dobbin, 2006). Thus, 
there is not much research made on what could be considered to be a good practice or solution 
when bringing about a change towards a gender equal and/or diverse organisation (Ibid.). In 
turn, this leads to a lack of research and knowledge about how to make the implemented 
changes an unquestionable part of an organisation.  

3.3.3.1 The potential in gender equality practices  

As of today, the majority of the research related to gender equality practices has been focused on 
how organisations haven’t been able to succeed with the implementation of these (Eriksson-
Zetterquist & Renemark, 2016). Less research has been made on addressing the potential of 
diversity and different gender equality practices and which practices and strategies that work best 
in a certain context and situation (Benschop et al., 2015; Eriksson-Zetterquist & Renemark, 
2016).  
 
It has, however, been concluded that the best practices for reaching diversity, where gender 
equality usually is a sub-category, are the ones where people get to learn more about themselves. 
Instead of teaching people in an organisation about how others might come about, the focus is 
on one's own prejudice, potential privilege and desire for familiarity (Sinclair, 2000). However, 
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organisations hardly conduct their potential diversity programs in this manner. Commonly, 
people taking part in a diversity program are instead taught about others than themselves. The 
same goes for gender equality programs, where the focus tend to be on the women within the 
organisation, emphasising the disadvantages the women tend to encounter. It has been argued 
that what should be stressed and understood is instead the advantages that men have in 
organisations. (Ibid.). Regarding the length of a gender equality programme, Sinclair (2000) and 
Benschop et al (2015) are of the same opinion, sessions over an extended period is to prefer 
when forming a structure for gender equality work.  

3.3.3.2 The potential in reaching a sustained gender equality practice 

Eriksson-Zetterquist and Renemark (2016) conduct an analysis of two different programmes 
with the same aim, increasing equal opportunities for members in both private and public 
organisations. The analysis is based on the concept of doing gender combined with insights from 
the translation model of organisational change. The translation model of organisational change is 
built upon the notion that change and stabilisation occur simultaneously. This model also 
stresses the importance of allies in an organisation, members of the organisation who can help 
transforming ideas to practices. The authors identify four stages that both programmes have 
gone through. These four stages are the following: arrival of idea, materialisation, translation into 
practices and stabilisation of new practices. An indicator of a sustained gender equality practice 
was found in the increased number of women, in general as well as in more senior management 
positions, which is something that is found to be a result of a stabilisation of new practices. 
(Ibid.) Despite the fact that gender was, in one of these two programmes studied by Eriksson-
Zetterquist and Renemark (2016), introduced into the structure by being an item on meetings, 
encouraging members of the organisation to participate in gender equality courses as well as 
having conducted plans for equality work, the question was often downplayed with respect to 
more urgent matters. In particular, gender equality was put out of focus in many recruitment 
related processes, e.g. gender-neutral advertisements or assessment of potential promotions. 
(Ibid).  

3.3.3.3 The importance of an inclusive leadership 

In her report on male middle managers and their important role in reaching gender parity,  i.e. 
relative gender equal ratio,  in organisations Kelan (2015) addresses gender inclusive leadership 
and the essential asset that it is. In particular, she studies how middle managers can take 
advantage of practicing an inclusive leadership in order to reach a more gender equal working 
place. According to Kelan (2015), there is a number of practices that middle managers, and 
especially men, can adapt into their regular organisational life in order to lead in a more inclusive 
way. In total, four different practices are stated, all of which will imply an increased gender 
inclusive leadership. The first practice is to celebrate and encourage women. This can be 
practiced in a various number of ways, but includes encouraging women to apply for promotion, 
praising achievements publicly and acknowledging contributions made by women. The second 
practice is to call out bias. Biases are usually unconscious and something we don’t think about, 
e.g. that we choose someone similar to ourselves or consider certain attributes to be ascribed to 
men or women. These biases will then play a part in our decision-making which can lead on to 
gendered decisions. A way of being more inclusive in one’s leadership is to call out when 
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someone is biased, in a non-aggressive way. The third practice is to champion and defend gender 
initiatives, which states that men are needed as ambassadors for these types of initiatives. In 
many cases, the common preconception is that men have been forced to be ambassadors, which 
is why men who actually want to become more gender equal in their organisation take on this 
role. With this role, they are also obliged to defend, both to men and women, why initiatives for 
a more gender equality organisation is needed and why they find it to be important. The forth 
practice is to challenge working practices, i.e. what is considered right and wrong in the working 
environment. This relates to working hours and flexibility, languages used as well as images of 
men and women. It entails being open and understanding towards the need for both men and 
women to take care of their children as well as calling out when a non-inclusive language and 
metaphors are used. (Kelan, 2015) 
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4 Case organisation  
The aim of this chapter is to give a background to the case company, the industry and the GE Project. The 
chapter is purposely kept brief due to the anonymity aspect of the case organisation. However, all information 
deemed relevant regarding the organisation and the GE Project is mentioned to ensure a thorough analysis.    

4.1 Introduction to the industry 

According to Statistics Sweden (SCB, 2018) an industry is to be defined as male dominated if 
there are more than 60 % men working in that industry. With this definition, the IT consultancy 
industry, which the case organisation is a part of, is considered to have a male dominance. 
Further, SCB (2018) state that professions such as IT-architect and system developer consist of 
men up to 78 %. Within this industry there are also engineers, a profession where men account 
for 82 % of the workers.  

4.2 The case organisation 

The organisation is strongly decentralised and established in the beginning of the 1990’s and 
today consists of approximately 1100+ employees, working in different countries and offices in 
northern Europe.  
 
Due to the decentralised nature of the organisation, there are many middle managers on 
different levels in the company. This entails that there are seldomly initiatives from the top 
management that are mandatory for all divisions of the organisation. Instead, the middle 
managers are usually free disponating their time and resources on what they find most fruitful 
for their unit. The organisation is considered to be a non-hierarchical organisation.  
 
In 2016, the distribution of men and women in the organisation was 88 % men and 12 % 
women, indicating a male dominance according to the definition by Statistics Sweden (2018). In 
the same year, the organisation identified hindering factors for women within the organisation, 
which will be mentioned more in detail below. The organisation then introduced the GE Project, 
with the aim of making the organisation more gender equal and create an inclusive culture, with 
the dual purpose of recruiting more women to the organisation as well as enable those already 
part of the organisation to feel comfortable to develop in line with their ambitions.  

4.2.1 The GE Project 

The GE Project was initiated as a cultural transformation project in 2016, aiming to create an 
inclusive culture where all employees have the ability to reach their full potential and further, 
increase the number of women in the organisation. The project was initiated internally. A 
situation analysis was conducted, and a number of challenges were identified. Some of the 
challenges included a changed business climate with new demands from the customers, a need to 
find new ways of collaborating and make use of all in-house experiences and competencies, few 
women in leading positions and a low level of knowledge regarding gender and bias in the 
organisation, to name a few.  
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The purpose of the GE Project is to make the organisation a more gender equal workplace with 
an inclusive culture that enables women to be recruited, to thrive and to develop in accordance 
with their career ambitions. The goals are, among others, to increase the number of women in 
the organisation, to secure that top management act as role models for gender equality, to 
increase the knowledge, insight and understanding for gender equality questions among all 
employees and reach a division of 30 % females on all levels by 2020.  
 
The question that has guided the work is “How can we [the organisation] become a more gender 
equal workplace characterised by an inclusive leadership?”. They have also created a vision for 
the GE Project, which is to create a “Cultural Highway”. To them, this means creating a modern 
workplace with an inclusive work environment where individuals are recruited, thrive and 
develop in accordance with their career ambitions. This includes a wider leadership norm, gender 
aware consultants, a more equal distribution of women and men on all levels, extended 
collaboration amongst employees as well as a proactive approach towards harassment and 
discrimination. The “Cultural Highway” metaphor also aims to symbolise that behaviours that 
stray from the highway are not tolerated. 
 
The structure of the GE Project consisted of a mapping and analysis of the organisation, in 
order to create an image of the present state as well as of the desired position. To go from the 
present state to the desired position, different activities has been initiated. These activities 
involved mandatory workshops with top management as well as middle managers, creation of a 
toolkit to be used by the organisation, recruitment recommendations and reviews of recruitment 
ads. The purpose of the workshops was to increase the knowledge regarding gender and gender 
equality work so that the middle managers are able to continue this work within their division. 
Further, a reversed mentorship program has been introduced (a younger female/male employee 
serves as a mentor to a senior employee of the opposite gender) as well as a development 
program for young women with the ambition of becoming a leader or a specialist. As mentioned, 
the project started in 2016 and has been continuously evaluated since then to find next 
appropriate steps. This is the first project ever launched by the top management that has been 
mandatory for the middle managers to participate in. As of now, some lessons learned are that 
leadership is vital, that resistance should be confronted and enthusiasts should be engaged, the 
benefit has to be communicated and the hindering structures are to be made visible.  
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5 Results of empirical study and analysis 
In this chapter we will present the results of the empirical data collection and the analysis of this data. The result 
of the data and the analysis of the same will be divided into five different themes. They are the following: The 
importance of middle managers, Communication is key, Who fits in, Resistance and Institutionalisation.  

5.1 The importance of middle managers 

One of the primary observations we made during and after the data collection was that the 
middle managers play a very important part in the distribution and anchoring of the GE Project 
and the work with gender equality in general. The workshops initiated by the GE Project aimed 
at increasing the knowledge about gender equality and were mandatory for all middle managers 
and therefore the majority of the middle managers took part in these. The intention was then 
that the middle managers bring back their takeaways and continue working with gender equality 
with their employees in their respective divisions. However, when it was time for the middle 
managers to take leadership of the continuation of the work, it fell short in many cases. One 
reason for this seems to be the strong decentralisation of the organisation, which, in turn, results 
in an even increased importance of the middle managers. Another reason seems to be the 
communication of the purpose of the project, which will be the focus for Section 5.2.  

5.1.1 Organisational structure 

 
“This organisation is what it is, so it varies. That’s just how it is. And we, well, I can tell you that we have lost 
momentum a bit and the focus on it [gender equality], broadly speaking. [...] I think that it, it is easy that the 

everyday life takes over, you have thousands of other things to do and we’re a small division and don’t really have 
the resources for someone to run this full time. [...] Less good is this part “What happens next?” [...]. But if we 
say that the organisation is gender equal, then that has to apply to all locations that we operate in, we have to 

work with these questions in the same way, sort of. That’s where it becomes a bit halting [...] So that’s what has 
been less good really, that we don’t have a plan for how to continue this work - Carl, middle manager    

 
“It’s up to every division, as I see it, to actually investigate how one can work with the question [of gender 
equality] and take responsibility in asking for help and strive to be better.” - Håkan, middle manager     

 
“Because [the name of the organisation] is of the structure that it is, it’s so much up to the middle managers and 
the divisions to continue this work. [...] It’s about the divisions satisfying their own individual needs and for them 

to find their motivation in this, so that they see this as an important question for them and their division.” - 
Member of the project group of the GE Project   

 
”It is a special organisation to be a leader in, it is difficult to “impose someone to do something”” - Linnéa, middle 

manager 
 

As noted by Eriksson-Zetterquist & Renemark (2016) and Kelan (2015) and mentioned in the 
previous chapter it is of vast importance to have the support from the middle managers, as they 
are the ones who translate the information from the top management to the lower levels of the 
organisation. If this is not done in a proper way, the question is easily put aside in favour of 
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other more important tasks. This is highlighted by the citation from Carl above. As mentioned in 
Chapter 4, it has been implicitly understood that the middle managers are to pass along the 
question to their own divisions after the workshops.  

5.1.2 Eye-opening workshops  

In large, the middle manager’s attitudes towards the workshops and the work with gender 
equality have been positive. Most middle managers and the top management state that it has 
been an eye-opener taking part in these workshops, and that they’ve learned a lot about gender 
and unconscious bias from them. 
 

“But then it is the case that a lot is built on research, linked to our own experiences, no but well, my own 
experience was that, I thought about it this way, because I got a lot of food for thought, and a bit more knowledge 

about how I work. [...] It was an eye-opener for me, and I think that if it was like that for me, other people 
probably had the same experience. And I have also been confirmed of that by the majority.” - Kim, top 

management  
 
“I think, in a first step it’s very much about making people see their own flaws. It’s these things, discussions about 

bias that is, that are far more effective than discussions about gender in my opinion, especially among engineers. 
Engineers have an image of themselves as having a pretty sober and objective view of the world. If you can reach 

beneath that self-image, a lot of things happen. These are people that have high ambitions of intellectual integrity. 
It sounds super silly, but not all professional groups have that. Right? So that is something that can actually be 

used in an engineer-heavy organisation. [...] It is really exciting when you get an epiphany like “Damn, I’ve been 
wrong”. Well yeah, I like those kinds of things. I like eye-openers” - Taylor, top management 

 
“... and thanks to that [examples given in workshops] one gets an understanding of the fact that we are not gender 

equal. They gave us the example of when a woman versus a man leave their kids at kindergarten and when the 
man is on his phone, he still gets praised for taking time with his children but if a woman is on her phone while 
leaving her children she is perceived as a bad mother. And that is fucking absurd. It’s ridiculous. [...] I believe 
that when given this kind of information it works as an eye-opener and you get an awareness which you’ve never 
had before and then you realise that we still have a way to go. [...] a lot of it is unconscious, it’s hard to… but 
thanks to the workshops I believe that one has become more aware [about unconscious bias and gender]. We try 
to, at least, stand for an as gender neutral stance as possible [...] I don’t know if I’m succeeding, but I’m trying. 

I’m doing the best I can.” - Svante, middle manager    
 

“[...] I perceive myself as being gender equal, but if you reflect over time, I suppose I’ve done some things that are 
not so gender equal. It’s not consciously, so to speak, but rather unconsciously. And that builds on, yes, lack of 
knowledge and that one hasn’t paid enough attention to these questions. It’s about patterns, structures and that 
type of… and that’s not easy to change if you don’t work actively with it, so to speak.” - Carl, middle manager    

 
“Yes, my individual experience of the GE Project was an eye-opener for structures. I absolutely understand that 
there is a structural problem. But that the structural problem is inherited since childhood. All this with crawling, 
walking, all of that, it is an eye-opener I must say. Especially when you have your own children of mixed genders. 

One goes home and wonder “Have I done differently?” [in raising the children] and I have. Actually. Pretty 
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unconsciously. Because I am fundamentally a very tolerant person, I believe in all of this with the gender questions, 
but this structural part and that it’s inherited. That was an individual eye-opener.” - Lars, middle manager    

 
“I, a middle aged, white man, is obviously the first one to admit that I have blind spots in the question” - Håkan, 

middle manager    
 

A prerequisite for gaining effect from change initiatives is to put the focus on the individual's 
own prejudice and biases, as discussed by Sinclair (2000). Above quotes indicate that the 
workshops initiated by the GE Project succeeded in that aspect and the middle managers have 
clearly gained an increased knowledge regarding gender and gender equality work after the 
workshops.  
 
During the workshops, they are also given tools for how to work with gender equality and the 
intention is for them to be able to use these in their daily operation to work with these questions. 
In addition, the project group has developed a toolkit which is easily obtained by everyone in the 
organisation. It is highlighted by top management that all middle managers have received 
information about this, however, there is a clear lack of awareness and action among the middle 
managers, which Kim explains with the middle managers interest or non-interest in the question.  
 

“And there has also been many middle managers who have been able to apply these tools in their divisions and 
talk about this [gender equality] in their group meetings. [...] So yeah, it varies between the divisions due to needs 
and also the middle managers interest in the question... “If I think that this is important for us, I will run this 
question”. If one does not think that it’s that important, you run it less. But I think we all have gotten a certain 

dose of it.” - Kim, top management  
 

When asked about if they’ve worked with the GE Project in their division after the workshops, 
two middle managers answered:  
 
“Not more than that we’ve had one run-through with all employees here. We had it on the agenda once, but more 
if somebody had any questions [...]. And I don’t have the knowledge to run this question in my division [...]” - 

Svante, middle manager    
 

“After that [the workshops], it was left to the divisions as I interpreted it, to introduce and implement this GE 
Project. In a way you can say that it ended there, and that it was the divisions responsibility to implement this and 
initiate contact with them [the project group]. That’s how I interpret the project at large.” - Carl, middle manager    

 
Another interviewee’s answer witness that it hasn’t been clear that the responsibility lies on him 
to bring this back to his division.  

 
“I wish for more continuous follow-ups, a little about what has happened. To get updates about the project and 
what they see as next steps. A clearer structure around the process. Because now when you’re asking me I can 

admit that I don’t really know how far [the organisation] has come.” - Håkan, middle manager    
 
The findings from the interviews indicate that many middle managers haven’t worked with 
gender equality since the workshops took place. Some of them express their own lack of 
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knowledge to be a reason for not moving forward and continuing the work with gender equality. 
Despite the fact that the project group has provided tools for the organisation, it seems to be the 
case that the middle managers either don’t know how to get hold of these tools or how to 
incorporate them in their work. This can also be connected to the middle managers not treating 
these questions as a priority, indicating that the purpose of the project has not been clear 
enough.  
 
While the majority of the middle managers are positive, there are a few who by their actions 
show that they don’t take this project seriously.  
 
“I know that my middle manager didn’t apply for the reversed mentorship program, when it was broadened. And 

it was said “Apply if you would like to have a mentor”, he didn’t apply. [...] And that is quite an active 
statement, particularly from someone in a leading position” - Dan, employee    

 
The interviewee above mention that after being pushed to apply for the reversed mentorship 
program, his middle manager eventually did. The reversed mentorship program was not 
mandatory for the middle managers, but they were strongly encouraged to apply.  

5.1.3 The importance of engaging the employees  

The results indicate that 29 of the 30 interviewed employees at the organisation are aware of the 
fact that this is a prioritised question for the top management and that they are working with it, 
while one employee had not heard of the project at all. There is also an interest from the lower 
levels of the organisation to engage further in this question, and the majority are happy with the 
fact that the question is being raised within the organisation. It does, however, seem to be the 
case that despite an engaged top and an interested bottom, the question somehow gets stuck in 
the middle. The people on the lower levels want to work with gender equality in their parts of 
the organisation, but don’t know how to, and express that there is little to no focus on these 
question from their closest managers.  
 
“I think that for me the expectations are very much about increasing awareness, especially amongst our managers. 

Because there is still a tendency to have an outdated image of how one is supposed to be when working in this 
industry. [It would be good] to increase awareness about what diversity and inclusion can do to our teams and 
what it does, if you look, in terms of money, for them to actually listen. [...] For me, personally, it is also very 

important that we work to recruit more women” - Elvira, employee 
 

“I also hope that one starts to involve the employees in a broader sense. Now we have gotten to the point where 
every middle manager has taken part in the workshops, but then what? We can’t drop the coin there. We need to 

follow up more as well, are the managers taking the responsibility that we want them to take?” - Marilyn, 
employee 

  
Two employees, who have worked for the organisation for just below one year, are much aware 
of the project and what it has resulted in, but they mention that they haven't discussed the 
project internally, in their division, at all. Marilyn mention that she hasn’t even heard her 
manager mention the project, which we interpret is said in an annoyed way.  
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“I mean, I haven’t heard a single word about the project from my manager since I started here” – Marilyn, 

employee 
 

“We haven’t talked about it all, internally” - Nils, employee    
 

The project group of the GE Project are aware of the failure in engaging the rest of the 
organisation, as highlighted by one of the project group members. The team member points out 
the importance of working through the middle managers.  

 
“Sometimes we have actually forgotten to involve, and that has been less good, we’ve pushed on and then we’ve 
noticed “oh shit”. [...] The middle managers had not encouraged their employees enough, so we noticed for the 

second round that we had to push the employees via the middle managers and then more people came. We had the 
same issue with sexual harassments, so it’s obvious you have to work through the middle managers. We’ve also 

learned that it’s hard, in our autonomous network organisation, that it’s difficult to force people to spread 
information.” - Member of the project group for the GE Project 

 
It is obvious that the people working with the GE Project are aware of the importance of 
working through the middle managers and the difficulties of forcing people in the organisation 
to spread the information.  
 
Another interesting finding from the interviews is that the majority of the middle managers 
speak of the GE Project in past tense and as a “finished project” while the project group and the 
top management speak of it as an ongoing project. The majority of the lower level employees 
that know of the project also speak of the project in past tense. That, and the fact that the toolkit 
and the tools introduced in the workshops for the middle managers are fairly unknown to the 
middle managers implies insufficient communication.  
 

“I don’t really remember when the GE Project was run. It was a while ago now.” - Svante, middle manager     
 

“... the majority of this project was run before I started here. So I’ve only heard a little about it and know that it 
was run previously.” - Amanda, middle manager  

5.2 Communication is key 

Throughout the GE Project, the communication has been a challenge. In this section we refer to 
communication as internal communication, external communication and communication 
between employees in the organisation. The acquaintance with the GE Project is in general 
highest in the top management, less high with the middle managers and the least high with the 
lower levels of the organisation.  

5.2.1 Internal communication 

The further down in the hierarchy of the organisation one goes, the less the acquaintance with 
the GE Project becomes. Nine employees have only briefly heard of the GE Project, and of all 
interviewees, 19 know very little of what the project has resulted in.  
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“No, well, I don’t really know anything about it, I didn’t even know that it existed, kind of. [...] I have such 

little knowledge of what has actually been done and that probably says that it’s not very good, the fact that one has 
absolutely no idea how we [the organisation] work with this.”  - Jan, employee    

 
“I don’t have any experience of it, I’ve only heard of it. I don’t have a picture of what it is.” - Patrik, employee    

 
“[My experience], it’s basically the run through I got last week. When [the members of] the project group 

presented their work. I hadn’t heard about it before. [...] If you would ask a random person in the kitchen, they 
would not know about it [the project]. And I feel that I don’t have enough knowledge about what the initiative 

will result in.” - Catja, employee 
 
“I don’t have any individual experience of it [the project] and in my role I haven’t noticed it. [...] To be honest I 
can’t say much about it. What I can say is that it is a very important project, and I’m very happy that we [the 

organisation] are taking action” - Elvira, employee  
 

“I don’t have any experience of it. The little that I know I learned when I started, that this is something we work 
with [as an organisation].” - Thea, employee 

 
There are, however, indications that part of the communication regarding the GE Project has 
been consciously limited. Especially when it comes to what progress has been made and how 
much actions have actually been taken. This is related to the fact that the organisation has been 
wanting to achieve results before “bragging” about what they’ve done, according to our contact 
persons at the organisation, but also due to questions about integrity, according to top 
management.    
 

“[...] it’s been really hard to publicly show how much we’ve done. Because that raises the question of people and 
integrity and you know. So, if you ask people in the organisation, I don’t think they see exactly how many 

correctionary actions we’ve actually taken. So it’s happened slightly under the radar in the organisation. We in top 
management see much more of what has been done. There is a gap between what the organisation perceives and 

what has actually happened.” - Taylor, top management 
 
Despite some of the communication being consciously limited, the lack of it may have resulted 
in an inaction from the middle managers and the organisation as a whole. During the interviews, 
we as interviewers gave a brief of the project to a number of employees which resulted in the 
employees questioning the communication and mentioned this as one of the less successful 
factors of the project.  
 
“Well, the GE Project, can’t you tell me a bit more about it? Cause it is not just the female development program, 

it is larger than that. I think that you have more knowledge about it than I do.” - Anna, employee 
 

“It’s more that you feel like “God, we’re supposed to be doing so many things and I have no idea about it”. That 
in itself is super stupid. If you’re supposed to make change it’s very good if the employees are aware that work is 
actually being done. Regarding the employer surveys that we sometimes do, sometimes you only get “This is the 
result”. And you’re like, “That’s interesting, what happens now?” Then a new employer survey comes after six 
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months and you’re like “Oh there are still differences between men and women, okay”. And you have no idea 
what has been done in between. [...] perhaps they’ve informed our middle manager who in turn is bad at informing 

us [...]” - Jan, employee     
 

“My expectation is that the communication is taken more seriously. That one invests in it. So that it’s 
acknowledged in the organisation what it is that we’re working with and why we do it. I think there is a lack of 

that as of now.” - Marilyn, employee 
 

“Well, I’m not even sure that everybody knows about it. That a GE Project has been run.” - Sara, employee 
 
The interviews have showed that there is a lack of communication from several directions. In the 
interviews we conducted with the top management, it was clear to us that they are prioritising 
this question and that the majority of them have a high level of knowledge regarding gender 
equality. The support for the question is there, which is an important linchpin according to Wahl 
et al (2011). Our analysis is that despite the top management being highly aware, the middle 
managers are not communicating this enough to the rest of the organisation. A part of the blame 
for this is that the top management in turn hasn’t clearly communicated what they want to 
achieve with this work, what the vision and purpose of it is, hence the middle managers don’t 
know how to proceed this work and engage the rest of the organisation. It seems as though the 
overall vision of the project has not been communicated sufficiently to the organisation. 
 
“Yes, if I’m being honest, I don’t know which expectations exists. [...] There is no expectation from the company 
apart from, sort of, work with the question and execute on it. We have not set any targets, as far as I know.” - 

Carl, middle manager    
 

“I don’t know if they [the top management] follow up, look at the amount of women in the boards, KPI:s etc. I 
don’t know if one is punished or rewarded if you do things correctly. We aim at increasing the number of women 
and we talk about it on the board meetings at least once a year, when we conclude the past year.” - Aron, middle 

manager    
 

“I haven’t really thought about my expectations, but I guess I expect that we continue to even out the differences 
that exist. And that, that we talk about it more, one has heard about it at larger conferences and such, but not 
much more than that. [...] Make people more aware that something is happening, what it is and so on. So yeah, 

to spread it better” - Jonathan, employee    
 

“But what I see as shortcomings is what has happened after, beneath middle manager level. If I ask my colleagues, 
no matter if they are newly hired or have worked here for a while, the knowledge is not very high, about the GE 

Project and especially regarding why we [the organisation] are doing it.” - Marilyn, employee 
 
One middle manager discusses that she thinks the project should’ve focused more on the 
business side of things, in terms of money and the fact that working with gender equality is a 
profitable investment. Since that is one of the key purposes of the GE Project, as expressed to 
us by the top management and the project group of the GE Project, that also tells us that the 
purpose of the project has not been communicated sufficiently.  
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“[...] had it been more connected to business, and more connected to development. Things that, we don’t do this 
because, now this is going to sound wrong, but we’re doing it out of justice reasons of course, but we are also doing 
it because it’s good for business. And I think the fact that it’s good for business should be emphasised, that it’s a 
no-brainer because it gives such great business advantages, and that’s that, sort of.” - Amanda, middle manager  

 
“There are three main reasons as to why we’re doing this; the first is justice, the second is that it’s a business 

advantage that we don’t want to miss out on and the third is that it was realised that we did not take advantage 
of all competencies that we had in this company” - Member of the project group of the GE Project 

 
“What I have seen is that there is a lack of understanding regarding the purpose of the project. The managers 
might understand it, the leaders that I’ve talked to know why we’re doing this. But what about the rest? It’s 

supposed to be a cultural transformation and the employees have to change their behaviour as well.” - Marilyn, 
employee 

 
The project group of the GE Project are in the majority of cases aware of the shortcomings of 
the project. They mention that communication has been a challenge since the start of the 
project. An analysis of this is that the employees don’t really understand the purpose of the 
project and thus cancel or don’t respond to invitations to e.g. workshops from the GE Project. 
It can also be the case that the middle managers and employees have difficulties connecting the 
GE Project with their daily work, which is something that Coleman and Rippin (2000) define as 
being an issue when bringing about organisational change.  
 
“The communication has been very challenging which has led to us sometimes having to push things further in the 

future. We had planned for a gender workshop and in the last minute people cancel, people haven’t responded. 
There have been some challenges of that sort.“ - Member of the project group of the GE Project  

 
As mentioned in the previous section, the middle managers don’t know how to go forward and 
are asking for a plan, despite the existence of e.g. the toolkit. This entails that the project group 
hasn’t communicated the toolkit as much as would have been needed. Nor has the top 
management communicated the purpose of the project sufficiently. This is also something that 
the project group seem to be aware of, as mentioned previously, but it is nonetheless still an 
issue. As of now, there are approximately 12 middle managers who have asked to take part of 
the toolkit, which is around a fifth of all middle managers in the organisation. The divisions in 
question are however of a larger size, entailing that they represent a rather large part of the 
organisation.  

5.2.2 External communication 

When we observed how the organisation are portraying themselves on their website, we found 
that they seem to be highly aware of how to communicate publicly from a gender perspective. 
For example, we found an article where six middle managers were interviewed about a current 
issue, and all of them were women. We also found that when a number of employees were 
presented, the division of those employees were four men and four women, despite the overall 
division of men and women in the organisation being less than 50/50. These two examples show 
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that the organisation have a strategy for their external communication, with a clear gender focus. 
This is also something that is highlighted by a member of the project group.  
 
“With regards to the communication material about the organisation we have become much more aware in how we 

wish to portray ourselves and what representation means.” - Member of the project group of the GE Project 
 
There are also signs of occasions where there is a lack of awareness regarding representation. 
When we were about to finish our interview with Alice, she added that she realised that she 
spoke very positively about the organisation in general. She then wanted to highlight the fact that 
the men in her division usually are the ones who are at the frontier when the division is 
presenting themselves or their work in various settings. Our observations of the organisation 
indicate that men tend to take up a large amount of space and are heard and seen, in various 
settings, to a larger extent than women.  

 
“I want to stress the fact that during lectures, trainings, customer seminars or whatever it is, it is almost always the 
men. [...]. Almost always in my division, it is three men who are hosting the training. And that is despite the fact 

that we are several women in our division.” - Alice, employee 
 

There are also interviewees who mention that they wish that the gender equality work within the 
organisation should be more externally visible. The reason for this is the progress that has been 
made within the organisation and the part it can play with regards to employer branding.  
 

“I do expect that one makes use of the benefits that it [the GE Project] has created, and that one starts to 
communicate it externally. Cause I believe that to be something important when it comes to attracting new 

employees”- Marilyn, employee 
 
“I see it [the GE Project] as a success factor in our work with employer branding as well. That we clarify and use 
it when we market ourselves, that this is something we work with [...]. I also see a positive spin off from this, if we 
as an organisation work with these questions it will attract customers that are interested in what we do” - Håkan, 

middle manager 
 

The analysis showed that there are both parts where the external communication is done 
completely right and parts where it is not as well thought through, from a gender perspective. 
There are also signs of a desire from the employees to become better at communicating the 
progress the organisation has made by working with gender equality, which could potentially 
help to attract new employees. However, it has been communicated to us from project members 
of the GE Project, our contact persons and the top management, that this has partly been a 
conscious choice, as mentioned in the previous section.  

5.2.3 Communication between employees 

The analysis showed that there are some differences in how men and women are addressed in 
the organisation. One interviewee spoke about this difference, how men and women are 
discussed, when an internal recruitment was taking place.  
 



 
 

 40 

“And then someone says, “But we can’t choose this person, she’s about to go on parental leave”. It’s just that, 
when a man is going on parental leave, that question is not raised.” - Linnéa, middle manager 

 
The same interviewee continues by stating how she feels that women are being addressed in a 
certain manner in the organisation, a manner she isn’t comfortable with.  
 
“It’s very easy to say, “You’re such a good girl” [...], but there is no one who will tell my male colleague, who’s the 
same age as me and have the same experience, that “He’s such a good guy”. Then you’re more likely to say “He is 
professional” or “Nice work!” [...]. So, you use different words and we’ve had this discussion and some men say 
“But I don’t mean it in a degrading way when I call you a good girl”. But at the same time, that is how we talk 
to kids who are learning to go the toilet, then we say that “You’re so good” when they go to the toilet. But yeah, it 

depends on you as an individual how you perceive it as well” - Linnéa, middle manager 
 
Alice sheds light on a different type of situation when women and men are discussed in the 
organisation.  

 
“… the men are still, according to what they are used to, the ones who are lifted and gets to be seen publicly. If it 
is women who are good, then it is often like this: “Yes but that is a group of girls, they are working in pairs” or 

“Yes, but she was put in as a replacement for him”.” - Alice, employee  
 

Another interviewee mention that they are struggling to recruit women to their division, and they 
are only 12 % women as of now. He notes that he believes that there is no difference in 
competence when it comes to gender, but he also describes women as being “good”, confirming 
what interviewee 9 describes as different ways of communicating based on gender.  
 

“And I think they are just as good as the boys, it is no difference in competence [...] there are no... we are pretty 
technical and pretty, well a lot of programming if you will, and it’s very few women who apply to us” - Svante, 

middle manager    
 
Further, Svante also states that there has been a shift regarding communication and what is okay 
to say and what is not okay to say to women in the organisation.  
 

“Well, that has changed, what you can say and what you can’t say, to a girl. I’m not talking about sexual 
harassments but in general, that it has become, sort of, sensitive also. And I think that is good too but I don’t 

know, positive compliments and stuff like that can also be sensitive, yes, but it can be misinterpreted, as a guy you 
have to be careful with what you blurt out.” - Svante, middle manager     

 
Additionally, a part of the GE Project has been to make the employees more aware of the 
communication taking place in the organisation. The workshops discuss how important it is to 
be aware of your own biases and that it’s very easy to turn to the people who are more similar to 
yourself or have the same interests as you, which risk resulting in an excluding environment. One 
of the people in the top management mentions how he became aware of his own biases when 
analysing who he talked to in the organisation. He realised that his choice of conversation topics 
and conversation members tended to exclude certain people from taking part. As seen in the 
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citation below, the conversation topic tended to surround sports, which according to Hearn and 
Parkin (1987) in (Wahl et al., 2011) is a topic that quite naturally excludes women.  
 
“It wasn’t just men, but there was a large overweight of men I talked to and above all, I talked to these men about 
the sports I’m interested in [laughs]. [...] It was so ridiculous, seeing this list [of people I spoke to]. [...] And it’s 
fun to talk about something you like, everybody does that. But, how do these individuals who are not part of this 

subculture view me? Well that’s obviously not good.” - Billie, top management  
 

The quotation shows that becoming aware of one’s own biases and ways of communicating can 
have a large impact on how you interact with other people. It also shows how you have to work 
consciously with including others by e.g. changing your ways of communicating. Wahl et al 
(2011) also mention the fact that managers are often the ones setting the tone for accepted 
behaviour with regards to e.g. language. This indicates that it is of importance that they evaluate 
how they speak and act, in order to be able to make changes within the entire organisation.  

5.3 Who fits in?  

“... you could say that we have a legacy, we have our stuff that we need to work with in order to work with gender 
equality. Qualities such as having a self-motivation, being entrepreneurial and that kind of “I got it, I will take 
responsibility for it myself”-attitude are still pretty highly valued in the organisation, and always have been. And 
the goal is somewhere to be able to combine these with a softness, so people feel safe working in this organisation. 

The downside of it, of those qualities, is that when you don’t have the energy or don’t succeed, you’re seen as 
inadequate.” - Billie, top management 

 
The study shows that the norm for accepted and appreciated behaviours in the organisation are 
behaviours such as being entrepreneurial, being able to take initiative and have great social and 
networking skills. Individuals in the organisation have expressed an awareness of this legacy of 
promoting male traits, as the above quote shows.    

5.3.1 Distinct male norm 

The study indicate that “male” behaviours are valued highest in the organisation. Since the 
organisation is part of a male-dominated industry, it is not strange that the norm is still relatively 
male coded. This results in women being the deviant in the organisation and male traits being 
valued higher, as mentioned by Wahl et al (2011). The study has shown that if a woman is able to 
portray more “male” traits, it is appreciated. 
 

“... and then it is also a bit of this, take the stage, be seen and be heard actually. And well, that is somewhat 
typical for a male, and I think we’re moving away from that, but we’re still there as of now. [...] and as a woman, 

you have an advantage if you’re able to do that.” - Susanne, middle manager   
 
One factor that has been brought up in the majority of the interviews as being a positive trait to 
possess is an entrepreneurial mindset, which is considered a male trait by e.g. Wahl et al (2011). 
The emphasis on the entrepreneurial mindset might be connected to the organisational structure 
of the organisation, since every division basically runs itself without much interference from the 
top management.  
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“Commonly speaking, I would say the entrepreneurial spirit or what one should call it. That is something that is 

rewarded, that you dare to try, dare to take action.” - Amanda, middle manager   
 

“It is probably the entrepreneurship and yeah, to be a doer.” - Sara, employee   
 

“Much is, as I assume you have also gathered, entrepreneurial spirit is something that is very strongly encouraged.” 
- Elvira, employee   

 
“To understand business, it is also important, I believe. [...] Entrepreneurial spirit, which I have in me, is valued. 

And that feels good.” - Alice, employee    
 

“I would say that drive and taking responsibility is valued highly and that you almost expect people to be “their 
own corporation” who can go around and market themselves. [...] If you are a really competent person, but not on 

a project and hence, generate money, other things that you do are not valued.” - Marilyn, employee    
 

“It is entrepreneurship, drive, autonomy, to decide for oneself, justice, nice, I would say. And since [the 
organisation] is very decentralised and autonomous, the culture has a very large focus on knowledge and good 

ideas.” - Billie, top management 
 

“You’re a bit entrepreneurial and focus on the solutions.” - Lars, middle manager    
 

“In general, I believe in this entrepreneurial [...], taking initiative but also networking, people do really find it fun 
to meet their colleagues.” - Dan, employee    

 
As seen in the quotes above, the highly valued traits are such that are considered to be more 
masculine by e.g. Ely and Meyerson (2000), Wahl et al (Wahl et al., 2011) and van den Brink et al 
(van den Brink et al., 2016). Further, it is rewarded if the employees are not shy and cautious, but 
should instead be able to take initiative and speak up for themselves.  
 

“We can’t hire someone who is very cautious. They are excluded immediately.” - Niklas, middle manager    
 

“In general, the expectation is that the person who comes in should dare to initiate contact, dare to try ideas and 
not be afraid of doing wrong.” - Anton, employee    

 
“We value people who are brave, who do a bit more than what is expected of them [...]. There is a larger mistrust 

towards people who are cautious, shy and careful. [...] There is a lack of understanding for people who don’t 
perform. People who only go to work, and then they go home again.” - Leslie, top management 

 
“I would say ambitious and driven, then you can go quite far, if you’re not that shy [...]. We have a large mix of 
different people in our division. What I do believe is that one shouldn’t be so shy though. But, if someone is shy 

there will always be another person who isn’t, and who tries to bring that [shy] person along.” - Johanna, employee   
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It is also clear that it is encouraged in the organisation to be able to take the stage, meaning that 
you should be confident in being the centre of attention and also be able to receive the attention 
from those in the room you enter.  
 

“And back to it being rewarded to be outgoing [...]. But it is rewarded faster if you are more generous with 
yourself so to say. And I guess that’s only human, it is easier to get to know someone who talks a little and tells a 

little. But nonetheless, most people grow into the culture, even if they are more quiet...” - Dan, employee    
 

“The ability to take the stage is something that I think everybody appreciates. [...] To be perceived as sharp and 
fast. Analytical, being able to understand a reasoning and accept it. [...] I also believe that it is appreciated if 
people have a positive attitude, a bit more “Yes we can” than “Oh no, this was difficult” kind of attitude. - 

Taylor, top management 
 

“In lack of better words, you need a fair bit of “elbows”, not in an unpleasant way at all, but you need to take the 
space that you feel like you have in that context. [...]. The general perception is often that if you don’t say 

anything, you have nothing to say.” - Elvira, employee   
 

“The ability to sell oneself [is highly valued]” - Beatrice, employee   
 
From the interviews, it appears as the boundaries for how one should act in the organisation are 
set, as the norm for a member is rather clearly defined. This lack of flexibility goes against the 
creation of an inclusive organisational culture, as noted by Ferdman (2017). Our observations 
also indicate that the organisation has attracted women who are strongly portraying these types 
of behaviours or are able to easily adapt to that norm. Interestingly enough, the norm for males 
appear wider. All women that we talked to appeared entrepreneurial, extroverted and confident, 
while we did come across some men who appeared more insecure and/or introverted. The 
image of the norm for men being wider than the norm for women is also something that our 
contact persons agree with and it has, according to them, been noticed in the employer surveys.  

5.3.2 Birds of a feather stick together 

The results of the study show that, in general, it is seen as a good thing if you’re quite similar to 
the rest of the organisation. This has been emphasised by individuals in the organisation during 
interviews, and is also something we have observed, as there is a lack of diversification with 
regards to e.g. ethnic background. It seems to be the case that you, as a part of this organisation, 
shouldn’t stand out from the crowd too much. 
 
“We’re a pretty homogenous group, that’s how I experience the organisation at large as well. We’re pretty similar 
so to speak, we have similar backgrounds, preferably men, same interests, well yeah, it tends to be the case that 

birds of a feather stick together” - Carl, middle manager    
 

“I’m convinced we are a very homogenous environment, I always say, so to try to make it as heterogeneous as 
possible, that’s only for the better.” - Lars, middle manager      
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“Well, it is a good thing if you’re not too odd. If you examine how everybody looks and acts. It is not a lot of 
people that stand out or how one should put it. But, it feels like the personality types are pretty generic, and that is 

really boring. [...] So, the best way to fit in is to be pretty ordinary, I would say.” - Jan, employee    
 

“And I think that we are sometimes a bit too standardised in our recruitments still, we bring in people who fit 
into a certain frame that is very similar to us. Sometimes I feel that we, that another person arrives that have the 
same profile. So yes, we want to recognise ourselves, still. We don’t really mix, I would say.” - Alice, employee   

 
The results of the study also show that both homosociality and heterosociality are present in the 
organisation. The majority of the male interviewees state another male or other males as their 
most important colleague(s), if they mention any, and the majority of the female interviewees 
also state male colleagues as their most important ones. It has been up to the interviewees to 
define the word “important” in this question. In addition to this, it has been noted that there is 
at least one informal network consisting of men in higher positions. These men mention each 
other as their most important colleagues in the organisation, and that seems to have been the 
case for a longer period of time, which can be seen in the following quotes. Other employees in 
the organisation also mention these men as their most important colleagues. Due to the 
anonymity aspect we’ve written “A”, “B”, “C”, “D”, “E” and “F” below instead of the actual 
names of the people mentioned in the interviews and removed the fictitious name of the 
interviewee on the following quotes.   
 

“Well yeah actually it is probably, it is the persons in the top management and A, it is probably those who are 
part of my inner circle.” - Top management 

 
“... there are a lot of people who are important in different ways. [...] I don’t need to expose anyone, but everybody 
in the top management are of course important in different ways and some have been part of the management for a 
short period and some for a longer. [...] I’ve worked with B for a long period of time and have a lot of respect for 
his development of strategies and thoughts and so on. You can say that he’s a real thinker, and he’s important. C 
has also become important for me, she has a lot of sharp thoughts regarding cultural questions. [...] She has taught 

me a lot about how people and individuals work, on another level than what I thought I knew before” - Top 
management 

 
“The person that is the most important to me at [the organisation] is B, he and I have stuck together since [many 
years back] and we’ve always been a great support for each other. Both in successes and downfalls. And D, who I 
have worked together with since [many years back]. In different constellations. [...] so yeah, it’s those two.” - Top 

management  
 
“A, in top management, who I work closely with. He is an important person because we, I think it’s mutual [...] 

Many times we’ve had complex and very sensitive matters to handle and then it is nice and rewarding to have 
someone that you can have a fully transparent dialogue with.” - Employee (female)     

 
“It is probably E, my boss, he is very important to me, both personally and on a supportive level but also from a 

competence perspective. And then also F, he is my closest colleague. We want the same things and have to think in 
new ways and bring forth new ideas and sometimes fight for things [...] so it’s probably E and F who are the two 

most important people for me.” - Employee (female)    
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From these citations and our observations, we find homosociality and heterosociality to be 
present in the organisation. We have both found men who clearly express their loyalty towards 
other men, but also women who in the majority of the cases also choose men, in accordance 
with what Wahl and Linghag (2013) discuss in their book. As concluded by Wahl and Linghag 
(2013) homosociality and heterosociality risk resulting in an enactment of the existing 
organisational culture, entailing that it might be difficult to challenge and change existing norms.  

5.3.3 Fragmented culture 

“Pretty fragmented is what I think it is [the culture]. [...]. But, if one is to generalise, I do think that the culture 
is, there is a little bit of a start-up feeling in the culture. Meaning that you try to avoid, in a top-down way, telling 
people what they should do, and you try to get people to take initiatives rather than to do what they’ve been told. 
You try to think about it like this “We’re here together, now I’ll roll up my sleeves and do this”, in a sense. [...] 

And you can call it entrepreneurial or you can call it start-up or you can call it something else. But it’s there 
somewhere where I think the culture should be.” - Taylor, top management 

 
The findings have exposed the existence of subcultures in the organisation, which is interpreted 
as a consequence of the decentralised nature of the organisation. As power is distributed in 
different parts of the organisation, all divisions are able to build their own culture. When the 
interviews were conducted, it was made visible that there was a lack of knowledge about other 
parts of the organisation than the one the interviewee was part of. We as observers also noted 
that there were obvious groupings during e.g. lunch breaks and that people rarely greeted each 
other in the corridor, if they weren’t part of the same division or closely related divisions.  
 

“God, the organisation at large, I know so little about the organisation at large.” - Jan, employee    
 

“It’s really difficult, you’re not in contact with the other business areas in the same way.” - Jennifer, employee   
 

“It’s really difficult to say something general [about the culture].” - Thea, employee    
 

“I can feel that we are really divided, you tend to hang out with those you feel safe with. If you look around in the 
kitchen an ordinary day it is seldomly you see someone sitting with, well you are pretty pegged to your group.” - 

Catja, employee   
 

“ I perceive it as there are many subcultures that are more or less strong.” - Anton, employee     
 

The fact that the culture is as fragmented as it is, also puts its pressure on the attempt of carrying 
through an organisation wide project such as the GE Project. The construction and maintenance 
of common values might be difficult to bring forward as the divisions often create their own 
division-specific values and the fact that groupings within the organisation seem to be pretty set. 
This is in line with what Wahl et al (2011) states, that one of the most common barriers for 
bringing about change lies in the organisational culture, which is perceived as even larger in this 
case due to the many different subcultures.  
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5.4 “It’s a good idea, but…”  

In general, the study shows that the majority of the organisation are very positive toward the GE 
Project and toward gender equality work overall. It is clear that there has been a shift in culture 
in this aspect, sexist jokes are no longer tolerated, and it is not politically correct to express 
thoughts related to being “against” gender equality work. One employee points this out as a 
combination of the organisation taking action and society becoming more aware in general.  
 
“And it has actually become better, both in the short term which I think is related to the GE Project and in the 

long term, which I think is the society’s merit.” - Dan, employee    
 
The interviews indicate that there are few signs of active resistance, however, a few interviewees 
point out that there are some individuals who are resistant toward gender equality work.  
 
“And these individuals, it’s a bit of sarcastic comments, a few jokes that are below the belt, a bit of “I hear what 

you’re saying, but…”. But I do feel that the organisation is shaping up and does not tolerate that these individuals 
act in the same way as they did before. And these persons have sought support for their opinions but have probably 

not found that many [supporters]. [...] But I think there are still too many of these men that thinks this is a 
“shit” question [...] Because I think that there is a lot of embedded resistance to these kinds of questions [...]” - 

Linnéa, middle manager   
 

“Some might be rooted in old patterns and strange jokes are sometimes drawn and the atmosphere becomes quite 
off sometimes.” - Patrik, employee    

 
One middle manager interviewee express signs of being unaware of the problems related to 
gender equality, despite having participated in the workshops. From the quote below, we 
interpret it as Aron believe that it’s enough to find the most competent person for the job. This 
is a common argument from men according to Wahl and Linghag (2013), that competence is the 
thing that matters and that the gender aspect don’t have to be considered at all.   
 

“I don’t think about acting in a certain way, I just act. We haven’t had any problems; we haven’t had a macho 
culture and we’ve had and have women in management positions. [...] ... we don’t see it as a specific issue, as a 
problem, it is what it is, it will be what it will be. We have all kinds here, but that is not something you talk 

about. It’s just people you work with, they got this job because they’re good at something. We don’t look specifically 
at origin, sexual orientation etc. [...] It’s the same with women and men, we try to keep advertisements as open as 

possible so that everybody applies. Women are really good developers.” - Aron, middle manager    

5.4.1 … we don’t have the resources 

Despite there being close to no active resistance, we interpret the inaction of many of the middle 
managers as being an expression of silent resistance. 

 
“I wouldn’t say that there is any resistance, but what I can say is that there is not much noise around it. [...] We 

don’t talk about it in the same way as we did in 2016. It’s not brought up, it’s not a standing item on the 
agenda. [...] It probably differs, but from where I stand it is not an item on the agenda.” - Carl, middle manager     
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As mentioned by both Wahl et al (2011) and Amundsdotter et al (2015), the passive resistance is 
the most common kind of resistance towards work with gender equality. This kind of resistance 
does seldomly mean that the organisation and/or individual is against work with gender equality, 
it is rather a case of not putting focus on it or not having time or money to work with it.  
 
One of the most common answers from the middle managers to how they are working with 
gender equality is that they don’t do it much, due to them not having enough time, money or 
resources for it. Many of them mention that their divisions are small, resulting in not having all 
staff functions in-house, which makes it difficult to work with the question on a daily basis. 
Additionally, it is mentioned that there are difficulties keeping the focus on gender equality, as 
other, more pressing tasks might appear. Amanda also states not being willing to take time to 
work with the subject as another issue.   
  

“... And you can’t ignore the fact that once you start to talk about gender there are some who, perhaps a bit 
immaturely, start sighing and thinking that “this is nice to have but do we really need to put time on it” and 

“we’re not discriminating anyone” and so on. [...] I think that, one wants to think that this is important, but one 
isn’t really ready to set aside time for it.” - Amanda, middle manager    

 
“It might be a division that is financially strained, then the focus will be on solving that instead of working with 
this kind of projects, that are important, but maybe not from a short-term results perspective.” - Carl, middle 

manager    
 

This relates to what Amundsdotter et al (2015) discuss and what has been mentioned above, that 
the lack of action does not have to be a sign of not valuing equality, but instead the inaction 
depends on not having enough time or money. Many interviewees don’t connect the GE Project 
with a long-term investment, as shown in previous sections. When the perception is as such, 
putting time and/or money in projects related to gender equality isn’t on the middle managers 
agenda, and it is therefore put aside.  
 
There are also signs that the industry the organisation is part of has its impact on how much 
focus should be put on the matter. Due to the fact that the organisation is within the consulting 
industry, there are a number of interviewees mentioning that they cannot put that much focus on 
internal work, since it is the external work, the work that can be charged for, that matters in the 
end.  
 
“I could probably contribute [to the GE Project], but it’s not something that I am obliged to do internally, since 

it’s an internal project and I can’t charge for it. So I keep my distance from such projects.” - Alice, employee   
 

Given the organisational structure and the importance of the middle managers, it is once again of 
vast importance that they are showing that they care about gender equality through their actions. 
Not taking part in the activities indicate that they don’t believe that the question should receive a 
large amount of focus and that other things are more important.  
 

“When we had the first presentation in Stockholm [...] we were 15 people, maybe 20. Really. We were a small 
bunch. And, everybody working at the Stockholm office were invited, that’s almost 500 people. [...] Nobody from 
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the leading positions at my division were there, my middle manager was outside, working. What kind of anchoring 
does that imply here? I could count the number of managers there. It was also pretty obvious that of the 20 that 
were there, 5 of them were men. It’s not exactly 75 % women in this organisation... [...] That’s why it is really 

important that this is anchored among the middle managers, as they have this direct line with the employees 
through weekly letters and Slack channels, [it is important] that they remind and push [the employees].” - Dan, 

employee     

5.4.2 … this is discriminating against men  

“I view it as resistance when one hasn’t reached the last employee. And that people implicitly joke about the female 
development program says something as well. So I would say that of course there’s still resistance, connected to some 

people seeing it as we’re giving women a positive special treatment. And if that’s case, the purpose has been 
completely misunderstood. I would say that resistance occurs in that sense that the purpose is unknown. And then 

you probably don’t have the right motivation to change your behaviour either.“ - Marilyn, employee   
 
The results of the study show indications of men feeling discriminated, particularly with the 
advent of the development program for female consultants and the work with gender equality in 
general. Thus, there seem to be a case of backlash in the organisation, as mentioned by 
McCarthy (2004), with a number of men viewing initiatives such as the female development 
program as an initiative that treats women in a special, positive manner.  
 
“We have continuously received a number of reactions, particularly from men who are on the edge of the career step. 

That they feel ill at ease [and] that they now experience a negative selective criterion linked to them, with them 
being men. And that is the case. So it really is a relevant reaction.” - Taylor, top management 

 
“They [the GE Project] started this leadership program or talent network for young women. And then we said 

that’s only reserved for women, there was a discussion about that, “Only for girls but what happened to the guys”, 
sort of.” - Carl, middle manager      

 
 “I’ve also heard reactions such as “Okay, but why do we only have a development program for women, and not 

for men?” - Marilyn, employee    
 
A reaction of this kind is a common way of expressing resistance according to Wahl et al (2011), 
as men tend to feel like their position of power is shifting along with gender equality initiatives 
and thus express a larger amount of resistance. As mentioned by Kelan (2015), men have a 
tendency to find initiatives of this kind to actively giving them a disadvantage. In accordance 
with both these sources, the results imply that men in the organisation have showed a larger 
amount of resistance towards work with gender equality, mainly due to the experienced 
disadvantage factor. There have been voices raised that men will suffer negatively from this 
female development program in particular, as they are not given the same chances to develop.  
 
“There is a risk with the gender perspective and I’m not completely sure that one is aware of that risk. And that 
risk is that a few of the things we do can be perceived as a positive special treatment [for women]. And this is not 
a critique towards the female leadership program per se, because I find that to be very good. [...] The danger of it is 

that we have nothing similarly for young men. And there is a risk here that we give women a positive special 
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treatment, to develop them within their role as a leader. At the same time, we believe that the men will develop or 
already have the prerequisites to develop without our help.” - Niklas, middle manager    

 
As seen in the quotations, there are signs of the interviewees having heard other members of the 
organisation questioning why the program is solely for women. Some believe that the men might 
be hindered in their development and that they should be able to take part in a program of this 
kind as well. Once again, it is visible that the background and purpose with the female 
development program hasn’t been communicated clearly. The project group of the GE Project 
has communicated to us that the female development program was initiated after employee 
surveys revealed that women did not feel like they had the competence and experience needed to 
become a manager and/or specialist to the same extent as the men. It was also revealed that 
there were a larger number of women that expressed having leadership ambitions than men.  

5.4.3 … it is also politically correct  

In general, there is an awareness about the need to work with gender equality. Not a single one 
of our interviewees have questioned work of this kind. There seems to be a rather high 
awareness of gender equality in the organisation. However, a number of interviewees have stated 
that there is a political correctness associated with the acknowledgement of the importance of 
gender equality in today’s society. Throughout the study, there has been a number of 
interviewees who implicitly and explicitly stated that it’s politically correct to be supportive of 
gender equality and gender equality work.  
 

“You can’t say that you don’t work with gender equality, you just don’t do that” - Carl, middle manager    
 

“It is always, it is that kind of question that is very politically correct to be supportive of. So, the majority would 
say “yes this is good” you know. But if you scratch under the surface, which we did during the GE Project, 

another image emerges. Which is really good, because then you have to act on that too. Then you can’t just go and 
be happy with the fact that we only have male middle managers. - Lars, middle manager     

 
“I think it is like this, no there’s not anybody who would say “We don’t want to have a more equal distribution 

[of men and women]“ or “This is not important for us“. However, it is, as I mentioned before, it is a lot of 
autonomy and individuality, it is a lot up to you. I think that the acknowledgement of the structural issue is 

further away.“ - Elvira, employee   
 

The fact that the gender question relates to political correctness is not a resistance or issue per 
se, our perception of it is rather that despite that many interviewees find gender equality to be of 
importance, not all of them engage in the question. Many of them aren’t aware of what is done 
within the project or what the purpose of it is. The study shows that the majority of the people 
in the organisation are pro gender equality. This positive view towards gender equality could 
facilitate taking the question further and engaging in the subject, but this hasn’t happened to a 
large extent. Our perception is that many consider themselves being advocates of gender 
equality, since it’s not “allowed” in society today to stand for another view. Further, this entails 
that there is a possibility that members of the organisation are against gender equality work, but 
since it is politically correct to support it, they aren’t able express any active resistance. This 
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“superficial” positive attitude toward gender equality is also discussed by Maass et al., (2014) and 
may result in an inaction in reaching equality as the true attitude is hidden. Since we perceive it as 
passive resistance when there is a lack of action, despite mentioning that this is something 
important, we find that there might be cases where members of the organisation hide behind the 
political correctness.  

5.5 Institutionalisation - is it possible?  

“One never talked about gender before, it is amazing that we can talk about it as something obvious. Previously, 
when people had a deviant norm, for example, a different sexuality, you didn’t want to talk about that. All of 
that is gone. At our division at least. Then of course we have a lot to work with [...]. A lot of it is deeply rooted 
within us because of heritage and environment and shapes us in a way we don’t think of. We are learning.” - 

Beatrice, employee   
 
According to the literature and defined best practices, the organisation has been doing a lot of 
the right things to pave way for an institutionalised change. As highlighted by Sinclair (2000) in 
the literature review section, best practices include focusing on the individual's own prejudice to 
gain effect from change initiatives. As was presented in Section 5.1, the workshops worked as an 
eye-opener for the majority of the middle managers and top management that took part in the 
workshops. Overall, it appears as though the workshops have been received very well. However, 
some scepticism was raised, mainly by one female middle manager, as highlighted by the quote 
below.  
 
“[...] it was mostly the last workshop that provoked me a lot, because it was as if everyone was going to sit and tell 

how they all of a sudden were “enlightened” and it was this “hallelujah” atmosphere in the room and everyone 
wanted to admit that they definitely never… I thought, this is such a low level. [...] Yes, it is hard to describe but 

I thought it was a bit too much rumination and sort of, self-pity [...]” - Linnéa, middle manager     
 
Despite that several of the middle managers appreciated the workshops and expressed that they 
learned something from them, they still haven’t taken much action in bringing this back to their 
divisions, as discussed in Section 5.1, nor have they managed to convince their employees of the 
fact that they have become more aware, as was also highlighted in Section 5.1. 

 
The GE Project has been running since 2016 and is still running. This is in line with what 
Sinclair (2000) and Benschop et al (2015) concludes, that sessions focusing on forming a 
structure for gender equality work benefit from being carried out over a longer period of time.  
 
“We’ve sort of entered the phase where everything [the GE Project] is to be institutionalised so we in Sweden are 
sort of “handing over” the project so that the parts that we’ve created are to live on in the organisation without so 
much active facilitation. The female development program is to live on, reversed mentorship program is to live on. 

Now we are continuing with the gender workshops for the leaders, partly for the new [people] that have started and 
then we are having a repetition session with knowledge exchange [for the middle managers who’ve already 

participated in the gender workshops] […] they [the gender workshops] will be run again and again. We will 
continue educating on sexual harassments, we will continue providing services for rewriting recruitment ads. [...] 
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Top management has the gender focus in all of their questions already.”  - Member of the project group for the GE 
Project 

    
The quote indicates that the organisation is planning to let the results from the project in terms 
of initiatives become a part of the structure in the organisations.  
 
As mentioned in previous sections, the findings show that the engagement from the top 
management has been high throughout the GE Project. This is recognised as a prerequisite for a 
successful change process, as highlighted by for example Pincus (2002) in Wahl et al (2011). The 
findings show that most employees in the organisation know about the high level of engagement 
from the top management and consider that being one of the success factors of the project.  
 
“ [...] the big change was when the new CEO came in and started lifting these questions. [...] when you meet on 
middle manager-meetings, the whole management operation [within the organisation] has seen a change since the 

new CEO came in” - Aron, middle manager     
 

“[The GE Project has been perceived] better than last time we tried a similar initiative. I think that’s mostly 
because our CEO has been so visible and active in it. I must say that. Then, I think, that the whole top 

management has been more active [...] but I think [the name of the CEO] acting has been crucial.” - Linnéa, 
middle manager   

 
“You never know everything but, it is, well, they have done it completely right by investing in this, that it should 
come from the top and bottom. It is not just a grass root movement, but instead something the top management 

should run first and stubbornly struggle on. That is something I think they have done really good, but sometimes 
they put a bit too much trust in the notion that it would trickle down. You have to press as well. [...] But, I would 
say that this is the most distinct question since I started, driven from top to bottom. Really, “This is something we 

work with”, and they have been pretty stubborn about that.” - Dan, employee    
 
Despite the plan to continuously run these workshops and initiatives which is expressed by the 
member of the project group above, a number of middle managers are not aware of this and 
regard the project as something that is now closed, as stated in Section 5.1. 
 

“For it to stay alive, I mean people are coming and going all the time so this [the workshops] should be done 
yearly or at least with some sort of continuity and recurrence, so that it stays alive.” - Svante, middle manager    

 
During our meetings with the contact persons at the organisation and during the interviews with 
top management it has become clear that the GE Project has resulted in structural differences in 
terms of more women in the organisation overall and more women on leading positions. Other 
structural changes include that the organisation is now measuring employee turnover based on 
gender, the gender perspective is raised in several decision-making processes and in parts of the 
organisation all recruitment processes are gender reviewed. Elvira also expresses a shift in culture 
below.  
 

“You don’t correct a problem in six months, but if you look over the course of two to three years, we correct an 
enormous amount. Today we are basically gender balanced when it comes to middle managers within one business 



 
 

 52 

area. If you just look three years back in time it did not look like that. It is a huge difference. - Taylor, top 
management   

 
“Well, I can’t really say if it is because of the GE Project, but during the most recent years our management have 
changed quite a lot. My colleague joked and said: “You would never have wanted to start here two years ago, you 
would’ve hated this environment”. And I don’t doubt that for one second. Today there is so much more, yes but, 

openness around these subjects and we are approaching the problem differently.” - Elvira, employee    
 

Another indication that was obvious in a lot of the interviewees, especially from the interviewees 
who have worked at the company for a long time, was that compared to before, the organisation 
has become a lot better in terms of gender equality and gender distribution. As highlighted by 
Taylor, the organisation has also become better in terms of how one communicates.  
 

“In general, I would say that I notice a more inclusive culture and that there is a larger acceptance. We had a 
division who had an all-male management group and had just recently recruited their first female. And after the 

first meeting that the female attended, she told the boss that “You know what? I feel excluded, I don’t feel like you 
invited me in a nice way”. If this would have been 2016 one would probably have said “Oh, we recruited the 

wrong person, something is off with her”. Now, it was more the case of “Oh, we didn’t realise that, this is 
something we need to work on.” - Member of the project group of the GE Project 

 
“We have cleared the air, people don’t dare to be “old mannish2” in a bad way anymore. And when they get used 

to this, they begin to realise that it was quite bad to be old mannish.” - Taylor, top management 
 
The findings also show signs of a leadership norm which has become more inclusive as a result 
of the GE Project, which, according to Kelan (2015), includes celebrating and encouraging 
women in various ways. This has mainly been done in relation to the female development 
program, where women have been encouraged by their managers to apply and managers, in turn, 
see which women that would fit the program.  
 
“And then my manager came and told me he thought that I should apply, and then I did.” - Johanna, employee   

 
“So the first thing that happened when I started was that I got information about it [the female development 

program] from my manager and then he came back during the application phase and told me that I should think 
about applying.” - Anna, employee    

 
“We had one [woman] that applied for the program, that I thought was perfectly cut out for the it [...], and we 

had encouraged her to apply and said, “This is you!”” - Svante, middle manager    

5.5.1 Recruitment 

Quite a few of the middle managers say that they’ve incorporated a more gender aware 
recruitment process since the workshops. This is perceived as being a step towards a more 

                                                
2 Translated from the Swedish word “gubbig”, implying a behaviour characterised by e.g. unconscious sexist jokes 
and not thinking before speaking.  
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institutionalised change, since it is mentioned by Eriksson-Zetterquist & Renemark (2016) that 
the gender focus tend to be lost in recruitment processes.  
 
“We have changed our recruitment ads, to attract more women. We had no idea about the fact that if you want to 

hire women they are often looking to fulfil all the qualification criteria stated in the ad, which the GE Project 
explained, while a man would apply even if he doesn't fulfil all the criteria. I had no idea about this. And then 

you realise that you’ve added a lot of qualifications to the ads which have probably scared off a lot of women which 
might’ve been more competent than the men that actually applied.” - Svante, middle manager    

 
“But, gender, it has given insights, so to speak. I read CV:s differently today [...] Yes, what happens, we are 

starting to do differently with ads and all of a sudden 70 % of the people starting at our organisation are women” 
- Lars, middle manager    

 
“In terms of recruitment we have used this gender coding3. And there we’ve been able to see and measure that is 

has had an impact, that we have a larger number of female applicants. [...] The last five persons we recruited have 
all been female” - Håkan, middle manager    

 
“What we have done [with regards to the GE Project] is mainly this gender coding of recruitment ads.” - 

Amanda, middle manager   
 

It also seems to be the case that the recruitment and change in writing advertisements is the 
main thing that the different divisions have worked with, in relation to the GE Project. 
Additionally, it is within recruitment the employees see the largest impact and that it has led to 
concrete, visible changes. As mentioned by Regnö (2013), an increased awareness regarding 
gender can facilitate a change in division of men and women, which seem to have happened in a 
few divisions, according to the results of the study.  
 

“There [in the recruitment process], it [the gender perspective] is still here, to get that perspective into the 
advertisements and when we interview, we make sure that there is always a woman present during the first 

meeting… I think that we’ve changed our ways of recruiting at least” - Carl, middle manager    
 

“The largest change, within our division, is that we’re able to say that we don’t want to hire a man, but a woman. 
Or that we in some [recruitment] cases, where everything else is similar, prioritise a female employee because we 

want to have the right crew on the ship, so to speak.” - Niklas, middle manager    
 

However, not all of them relate this new way of working as being part of the GE Project. When 
we participated in the recruitment workshop it was clear that the majority of the participating 
recruiters had not been asked by their managers to consider gender equality when recruiting. 
This is to a certain extent contradicting to our findings, since quite a few of the middle managers 
express a shift toward more gender awareness in their recruitment processes.  

                                                
3 Translated from the Swedish word genusgranskning, meaning that the advertisements have been reviewed in order 
to speak and appeal to both genders.  
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5.5.2 Turning a blind eye  

The findings show that the organisation is highly focused on delivering on set targets and 
financial goals. Sometimes it appears as reaching a good financial result is all that matters.  
 
“I think that at [the organisation] you are in a very independent role as a middle manager and as a division, it’s 
very few people who fiddle with what you do as so long you deliver a good result [...]” - Svante, middle manager     

 
“It has been, as far as I’ve understood it, that as long as you deliver [a good result] you’re able to do whatever you 

want.” - Nils, employee    
 

The study has also shown that despite that the GE Project has resulted in a clearer vision of 
what the culture at the organisation should be like and which behaviours are tolerated, and which 
are not, the organisation are still turning a blind eye toward people who are clearly portraying a 
behaviour outside this frame but who are contributing highly to the business.  
 

“And everybody knows that he is like that, but he brings great sales to the company, he’s amazing at what he 
does. He’s received feedback about this, but it doesn’t improve much. This is why I sometimes perceive the culture 

of this organisation as a bit afraid of conflict.” - Susanne, middle manager   
 

“The culture is not very clear, but it has become better in recent years. It is still a bit vague, I think, around the 
edges, if I portray this behaviour, when am I outside of the frame? Especially if I am outside of the frame, what 

happens then?” - Beatrice, employee    
 

“We’re only measured on monetary goals, growth and revenue from above, that’s what it all boils down to.” - 
Aron, middle manager    

 
“They have a history of not taking action on certain cultural questions. There are a number of divisions there who 

have had gender related issues for a long time, but the organisation has turned a blind eye.” - Member of the 
project group of the GE Project 

 
The cultural highway, mentioned in Chapter 4, which indicates which behaviours are accepted 
and which are not, have been communicated. However, as seen by the citation above, some 
behaviours are still accepted despite being outside of highway, if the person in question is 
contributing highly to the business. As articulated during the workshops, working with gender 
equality is a long-term profitable investment and hence contributes to the business. Again, as our 
analysis in Chapter 5.2 showed, that purpose of the project is not well-established among the 
middle managers.   
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6 Discussion and conclusions  
The aim of this chapter is to connect our research questions with the analysis and empirical data presented in the 
previous chapter. We will be returning to the research questions stated at the beginning, draw conclusions and 
discuss the findings from the previous chapter in relation to these. We will also return to the aim of this thesis and 
discuss the research questions on a general level, decoupled from the case organisation.  
 
The main research question of this thesis, how active gender equality work can impact the 
structure and culture within an organisation in a male-dominated industry, is discussed in the 
following sections. We can see that the GE Project has had both structural and cultural impacts 
on the organisation, both in terms of changes that have occurred, but also in terms of barriers or 
hindering factors in relation to structure and culture which have prevented potential impact. The 
sub research questions are also discussed in this chapter. On a more general level, one can 
conclude that structural and cultural impacts resulting from active gender equality work are 
proven to be highly connected to the organisational structure and how well one manages to 
communicate the purpose and benefits of such work. 

6.1 Structural impacts 

From the empirical findings we can see structural effects mainly in three areas: recruitment 
processes, external communication strategies and the number of women in the organisation.  
 
Quite a few of the interviewees mention that they have incorporated a more gender aware 
recruitment process, and one business area has made it mandatory that all recruitment ads are 
gender reviewed before publication. The majority of the interviewees that mentioned the 
recruitment processes didn’t connect it specifically to the GE Project, which entails that this has 
become a part of the structure of the organisation, rather than a short-term effect connected 
specifically to the GE Project. As mentioned in the previous chapter, there were some 
contradictory findings in relation to the recruitment processes. In the recruitment workshop we 
took part of, the majority of the participants were responsible for recruitment in their divisions, 
but they had not been asked by their managers to consider gender during recruitment. This 
contradictory finding might be a result of us not having had the time to interview middle 
managers and employees in all divisions and thus, haven’t had the chance to grasp the entire 
organisation. However, our findings also reveal, as mentioned in the previous chapter, that the 
knowledge of the GE Project and its initiatives are the lowest among the employees and that the 
middle managers have failed in informing their employees about their experiences and learnings 
from it, which could partly explain why these employees were not aware of this prior to the 
recruitment workshop. It might also be a case of existing differences in recruitment processes 
due to the decentralised nature of the organisation, as all divisions are responsible for their own 
recruitment processes. Since the workshop was aimed directly toward these employees, we 
interpret that the project group of the GE Project might have taken further action in engaging 
the employees to bring about change. The fact that a more gender-neutral recruitment process 
has become embedded in the structure in many divisions show signs of a partly sustained 
change. As mentioned by Eriksson-Zetterquist and Renemark (2016), it is usually the case that 
the focus on gender is lost in everyday organising, such as recruitment. In this particular 
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organisation, it seems to be the opposite, and the gender focus has definitely become a part of 
the process with regards to recruitment advertising, at least in parts of the organisation.  
  
We can also see a change with regards to how the organisation portray themselves externally. In 
this aspect, they show high awareness of the fact that their presentation of themselves towards 
potential new employees and/or customers play an important part in the perception of the 
organisation. From the analysis, we can see that a change has occurred in how they present 
themselves on their website. In general, the organisation seems to have worked actively with 
their communication material. There are, however, some blind spots with regards to external 
communication as there are still mainly men who are presenting at e.g. seminars, at certain 
divisions. On the positive side, the organisation also presents their female development program 
on their website, which is another way of portraying themselves to potential new employees. 
Offering a development program of this kind can have a positive effect and attract a workforce 
that are interested in these kinds of questions. As seen in the study of O’Neil et al (2011), 
women part of programs and networks of this kind believe that these have a positive effect on 
employer branding and in attracting new employees.  
 
Lastly, there are moves towards an institutionalised change as the number of women in the 
organisation has increased during the years since the initiation of the GE Project. The results of 
this study have shown that these numbers have increased on all levels and are continuously 
rising. This indicate that the work with gender equality has been sustained to a certain extent, in 
accordance with the findings in Eriksson-Zetterquist and Renemark’s study (2016). As 
mentioned in Chapter 4, one of the goals of the GE Project is to reach a division of 30 % 
females on all levels by 2020. When the number of women in the organisation rise, the structural 
effects resulting from women being in a minority as discussed by Kanter (1977), are likely to 
decrease. As Noland, Moran & Kotschwar, (2016) mention, and which has been communicated 
to the organisation by the GE Project, is that organisations with 30 % female leaders are 
showing 6 % increased profit. From the empirical findings we can see that people in the 
organisation value facts and research, so if the organisation can show effects such as these, and 
communicate them to the organisation, the project and its initiatives are more likely to become 
part of the structure and be valued higher by the organisation.  
 
We can draw the conclusion that active gender equality work can facilitate impact and thereby 
generate structural changes in an organisation. It has been proven that such work can impact, 
and change, structures such as recruitment processes, which according to literature presented in 
this thesis is seen as a challenge and a potential downfall when driving change with a focus on 
gender equality. It has also been proven that active gender equality work can generate 
quantitative results in terms of an increased number of female employees. Quantitative results 
are easily measured and can be used to communicate progress, which we believe should yield a 
positive reaction from employees in male-dominated organisations. As discussed by Kotter 
(1995), a transformation process risks losing momentum unless one manages to meet short-term 
goals and celebrate victories. Communicating evidence of progress within 12-24 months is also 
vital for generating a will to continue work of this kind (Ibid.).  
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6.1.1 The decentralised nature of the organisation  

A theme which emerged in the previous chapter was the importance of the organisational 
structure in relation to our study and research questions. The “red thread” that is the 
decentralised nature of the organisation has a major effect on the transformation. Evidently, we 
find that the organisational structure has been a big barrier and a hindering factor for bringing 
about change in this organisation.  
 
A lot of emphasis is put on the importance of the middle managers in the analysis. The 
importance of the middle managers has also been strengthened by the literature referred to in the 
analysis section as well as the literature review section, e.g. Wahl et al (2011), Wahl & Linghag 
(2013) and  Eriksson-Zetterquist & Renemark (2016). We would, however, argue that the people 
that we mention as middle managers in this particular organisation are in fact to be interpreted as 
top management for their divisions. It may then be the case that the reason we have found the 
middle managers to play such a big part in this transformation journey is because they are playing 
the roles of both middle managers, looking at the organisation as a whole, but also of top 
management, looking at their own division (which sometimes is so decentralised they don’t have 
much to do with the top management at all). That means that the literature presented in the 
thesis describing the importance of the top management actually applies to the middle managers 
as well. For example, the top management need to show their full support to the initiatives in 
order to legitimize the change process, as mentioned by Wahl and Linghag (2013). It is therefore 
not strange that parts of the organisation are not aware of the work with gender equality at all, 
since their middle managers either don’t support it or by their actions show that they are not 
prioritising the question. The decentralised nature of the organisation also imply that it is 
difficult to force the middle managers to run this question, and the majority of them don’t find 
the mandatory workshops to have been enough to be able to take further action. The 
recruitment, as mentioned above, may also suffer from the organisational structure in the sense 
that not all divisions are reached and therefore hinder a full institutionalisation of a more gender 
aware recruitment process. There are, however, signs that it’s possible to systemise a more 
gender aware process, since one business area has demanded that all divisions in that business 
area must gender review their recruitment ads. This is done with the help, and pressure, from an 
engaged top management within that business area. Again, this highlights the importance of both 
top management and clear communication in order to implement new working ways.  
 
The consulting industry that the organisation is part of is also assessed as a barrier for the 
transformation. Time spent on internal projects is not valued as high as time spent on external 
projects, where one can charge the customers. Presentations regarding e.g. subjects related to 
gender equality that are placed after working hours risk resulting in a low attendance from the 
employees, which we found was the case in relation to the GE project. Our assumption is that 
the low attendance isn’t necessarily linked to the subject of the presentation, but rather the 
placement in time of the presentation. It does entail that should you wish to engage a bigger 
mass, other than the already interested employees, one should consider finding a more 
appropriate time for such presentations. 
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Organisational structures are seen as a common barrier for bringing about change in relation to 
gender equality, according to Wahl et al (2011). With this study, we have found that we can agree 
with and verify that statement. The decentralised organisational structure examined in this study 
is proven to hinder impact from active gender equality work. Further, the consultancy industry is 
another barrier, due to the external focus. The external focus identified in this study is likely to 
be found in organisations operating in the consultancy industry in general. A conclusion from 
this is that active gender equality work is possible to carry out in such an organisation and yield 
impact, but the structure makes is more difficult. With the great deal of autonomy characterized 
by decentralised organisations, we assume it might be more difficult to introduce, implement and 
drive organisation wide projects such as the one examined in this thesis, than in other types of 
organisational structures. To determine such a statement is, however, outside the scope of this 
thesis. We would propose further research be carried out to determine the importance of 
different organisational structures in relation to carrying out organisation wide projects with a 
focus on gender equality.   

6.2 Cultural impacts  

With regards to the cultural impacts generated by the GE Project, we can see that an awareness 
regarding gender and unconscious bias is, in general, high in this organisation. Especially among 
the top management and the middle managers. The empirical findings also reveal that it is no 
longer accepted to be “old mannish” and there is more acceptance and encouragement for 
people to speak up should there be behaviours which they find discriminating. On the more 
negative side we can see that there is still a distinct male norm and that the organisation tend to 
turn a blind eye toward individuals or divisions that portray a questionable behaviour but 
generate a lot of money. In the following sections, we will discuss and attempt to answer the 
main research question in relation to the culture aspect as well as the sub research questions 
related to attitude differences toward the GE Project and barriers and what consequences they 
might imply for the GE Project.   

6.1.1 Attitude differences  

In general, we found the organisation to be aware of gender equality as a topic and problem in 
the sense that all interviewees agreed that this was a really important question. Many of them 
equated gender equality with justice and mentioned that all should have the same opportunities 
and obligations. Thus, the awareness of the question seems to be high overall, but we cannot 
determine if this is due to the GE Project per se or if this was the case before the project was 
launched. However, what was revealed in the interviews was that changes, with a clear 
connection to the GE Project, involved a reduction of an “old mannish” behaviour. It was 
visible that it was first and foremost not accepted to behave in an “old mannish” manner any 
more, but that it was also more accepted to speak up in the occurrence of unwanted or 
discriminating behaviours. This indicates that a previously accepted use of language has changed. 
It also implies a more inclusive leadership where it is encouraged to call out someone’s biases 
and defend gender equality initiatives, as discussed by Kelan (2015). In terms of attitude 
differences toward the GE Project and gender equality work from women and men, we can see 
that, in general, both genders are of the opinion that this is an important project. However, we 
can see a tendency for the women in the organisation to be more sceptical toward the initiatives 
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of the GE Project and whether these will have an actual effect, than the men. This view seems to 
be shared by the women of the organisation who have been at the organisation for a longer 
period of time. They have therefore worked at the organisation when a similar initiative was 
launched a few years ago, an initiative which didn’t yield much effect and that people in the 
organisation speak of as a less successful project, as was revealed in the previous chapter. A 
possible explanation for this difference is that the women are in minority in the organisation and 
are therefore more likely to perceive the organisation as unequal, while the men constitute the 
normative group which sometimes tend to not see these inequalities, as discussed by Wahl et al 
(2011). The effect of this might be that women are more eager to bring about a change and thus 
are more sceptical toward the effectiveness of the initiatives launched.   
 
In general, what can be seen as a cultural change driven by active gender equality work is the 
encouragement to speak up to potential biases and unwanted behaviour. Educating people in the 
field of e.g. unconscious biases has in this study been proven to decrease excluding and 
discriminating behaviours and can be argued to function as tools for individuals on how to 
handle such behaviour.  

6.1.2 Barriers and consequences  

To create an inclusive culture that stays inclusive the organisation must allow room for 
redefinition of existing norms, related to which behaviours are appropriate and accepted within 
the culture, as discussed by Ferdman (2017). We find the majority of barriers connected to 
gender equality work in the culture. There are still signs of a dominating culture and dominating 
norms of how one should act when being part of this organisation. The dominating behaviours, 
which have a vast impact of how one should act according to Wahl and Linghag (2013), also 
tend to be of a more masculine than feminine nature. Since the organisation is part of a male 
dominated industry and is, in fact, still a male dominated organisation, this can be seen as a 
conventional consequence. This implies that women have to adapt to fit into the existing norms, 
as noted by van der Brink et al (2016), which makes us draw the conclusion that the culture isn’t 
as flexible and inclusive as it could be. As having a more inclusive culture is part of the purpose 
of the GE Project, it seems to be the case that the organisation hasn’t been able to fully reach 
this state. The empirical findings have shown that the purpose of the project hasn’t been 
communicated sufficiently, and many of the interviewees seem to be unaware that the project 
aim at creating a more inclusive culture.   
 
Another barrier contributing to the difficulty in reaching an inclusive culture is the fact that both 
men and women tend to choose men, i.e. there are clear signs of both homosociality and 
heterosociality. In line with Wahl and Linghag (2013), we find that the effects of this risk leading 
to an enactment of existing norms, thus hindering the forming of a new and more inclusive 
culture. Further, the findings show that what is commonly considered to be male traits are 
valued highest in the organisation. As highlighted by one of the interviewees, the culture and the 
valued traits needs to be combined with a “softness” which allows for a wider norm regarding 
appreciated traits, for everyone to feel welcome and safe in this organisation. The empirical 
findings show that the organisation have a way to go before they have created such a culture. As 
mentioned in the previous section, the decentralised nature of the organisation has a big impact 
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on the GE Project. It could therefore be the case that having the ability to run a company i.e. 
“being entrepreneurial”, is necessary in order for this organisation to operate. Thus, making it 
more difficult to change this aspect of the culture and further, the male norm. On a general note, 
a large barrier for active gender equality work is homosociality and heterosociality, which tends 
to be present in many male-dominated environments. The presence of homosociality and 
heterosociality commonly works as an amplifier for already existing male norms, making it even 
more difficult to bring about a change in behaviour and norms characteristic for a certain 
organisation.  
 
Moreover, we find the acceptance of certain behaviours to further hinder the implementation of 
an inclusive culture. According to Ferdman (2017), the boundaries for what is expected from the 
members of the organisation needs to be clear. Hence, for a culture to be inclusive everyone 
needs to know and accept that certain behaviours are not okay. Questionable behaviours are still 
being ignored, as long as the business is going well, and the person and/or division is very 
profitable. This is a rather clear statement that money is valued higher than an inclusive culture, 
at least in the short term. This also entails that despite top management being supportive of the 
long-term investment that is the GE Project, they are turning a blind eye toward these 
individuals and/or divisions. It becomes difficult to run initiatives and implement changes of this 
kind, as long as the top management don't dare “bite the bullet” and clearly demonstrate that 
certain behaviours are not okay. This ignorance of certain behaviours, in favour of the 
profitability aspect, also indicate that is hasn’t been fully communicated that an inclusive culture 
and a diverse organisation is a smart move for the business. However, as has been highlighted by 
a top management interviewee, information of this kind has been consciously limited, and there 
is therefore a possibility that actions against questionable behaviours have been taken to a larger 
extent than the organisation knows of. It is clear to us that this question is quite complex and it’s 
difficult to make assumptions based solely on the findings of this study. It does, however, give us 
some contradictory indications of the top management’s support for the project.  
 
The empirical findings also reveal cases of resistance toward the GE Project. This is partly linked 
to the experienced disadvantages of men by men, which Wahl et al (2011) explain is a logical 
reaction from men as they tend to lose their power position when work of this kind is initiated. 
The active resistance that has been noted, e.g. the questioning of a female development program, 
isn’t hindering the GE Project as of now, but show signs of a culture not fully engaged in all 
aspects of gender equality. In general, the observed resistance is foremost passive and has a 
halting effect on the GE Project. In this specific organisation the passive resistance is 
understood through an inaction from the majority of the middle managers. As many of the 
barriers are connected, the passive resistance might also be a result of the middle managers not 
having enough knowledge and not knowing what is expected of them by the top management. 
We believe that a lack of information might fortify passive resistance, as it affects the 
understanding of the bigger picture.  With a lack of knowledge, there is a large risk that no 
investment in terms of time, resources and money is put into work with gender equality. And, as 
noted by earlier research, this kind of inaction can be interpreted as passive resistance. The 
insufficient communication has had a large consequence for the GE Project as many employees 
are unaware of the purpose of the project. Despite the conscious choice of limiting the 
communication, it clearly has its consequences for further actions from employees. We find that 
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it is highly difficult to bring about a change without thorough communication regarding the 
purpose and goal of the change. As discussed by Kotter (1995), unless the vision of a change 
process is communicated so that the employees understand all aspects of it, and are willing to 
help in executing on it, the indented change is unlikely to occur. People will not make sacrifices 
unless they are fully convinced that a change is possible and necessary (Ibid).  

6.3 What happens next?  

To conclude, we have been able to grasp the impact generated in an organisation as a result of 
active gender equality work. However, when analysing the results of the study, we keep coming 
back to the question “What happens next?”. Observing the organisation from the outside, it is 
highly difficult to see how the top management expect the organisation and middle managers to 
work with these questions and what they, actually, want to achieve. A purpose is set for the 
project, but not a clear plan for how all divisions are to work it. In addition, the purpose for the 
project is not sufficiently communicated, which hinder further action. It seems to be the case of 
a moment 22, few divisions are working with gender equality and bringing the project forward, 
and the project group and top management don’t seem to have a clear plan for engaging the 
larger mass.  
 
From where they are standing now, the project group of the GE Project visualise that the 
workshops for the middle managers are to live on, along with the female development program 
and reversed mentorship program, without much active facilitation. But, as has been noted in the 
analysis, the majority of the middle managers don’t put energy into working with gender equality 
in their divisions, despite taking part in the above-mentioned initiatives. Thus, as they haven’t 
reached full support given the initiatives above, it is difficult to see if it will have an impact going 
forward. We identify these initiatives as “first stage” initiatives and believe that in order to 
engage and include everyone, one might have to consider different and/or additional initiatives 
and actions going forward. As previously mentioned, it is unclear to see what the top 
management expect from the middle managers. The organisational structure makes it difficult to 
force the middle managers to do anything, but it is also difficult to introduce a project and then 
expect that changes will occur without forcing. As noted, both by the interviewees and previous 
research by Eriksson-Zetterquist and Renemark (2016), it is clear the everyday life takes over and 
the needed changes are not implemented. Evidently, the gender focus is lost.  
 
It has to be emphasised that the middle managers also serve as top management in their 
divisions, which entails that they have to “travel the same distance” as the organisation's’ top 
management. It therefore has to be ensured that the middle managers are acting as role models 
for gender equality, just as the top management are. Owning to our analysis that middle 
managers in a decentralised organisation have a dual role, they have to be included in the stated 
goals for the project, to the same extent as the top management. The middle managers have to 
believe in the question as much as the top management and regard this project as an investment. 
Further, if they, the middle managers, view this as a long-term investment and something that 
has to be done, it will require resources in terms of time and money, just as it has from the top 
management. If and when the middle managers do, the top management has a responsibility in 
allowing the middle managers to put resources into this, and thus generate a result which might 
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not be as impressive as previously. Our findings reveal that the majority of the middle managers 
don’t see the potential benefits and profits related to an investment of this kind, and put their 
focus on the everyday business, where the gender focus is lacking as of today. To conclude, the 
top management have not communicated their expectations to the middle managers in relation 
to gender equality work sufficiently, neither in terms of concrete KPI:s nor in terms of expected 
input of time and money.  
 
It is also of importance to highlight that active work with gender equality will create value, not 
only in terms of money but also in terms of positive cultural effects. As of now, the need for an 
inclusive culture isn’t highlighted enough which has a halting effect since it implies that it isn't as 
desirable as e.g. financial results. When the question isn’t fully put on the agenda, there is a risk 
of it becoming a voluntarily question, and that those who care for it are those who run it. 
Additionally, it was mentioned in the interviews that the middle managers are unaware if there is 
any praise or punishment towards divisions that are doing well or less well, in relation to work 
with gender equality. This implies that the top management has to communicate how they value 
those that are improving and/or doing well with regards to the question. In general, the 
management of organisations have a responsibility in making it more desirable throughout the 
organisation to work with gender equality.  
 
In addition to it being difficult to force the employees of the organisation and thus not reaching 
wanted goals, the investment is hindered by some behaviours being overlooked. This has been 
mentioned in Section 5.5.2, Turning a blind eye, and previously in this chapter. In order to bring 
about a general organisational change, everyone has to be onboard and agree upon which 
behaviours that are accepted. En route towards an inclusive culture, one must communicate 
which behaviours are accepted. The GE Project and the top management haven’t been able to 
clearly communicate when behaviours are on the verge of the highway (as mentioned in Chapter 
4) and what the consequences of that are. Once again, there is a question of “What happens 
next?” when someone is on the verge of the road, and that question does not have a clear 
answer, as of now. A transformation of this sort doesn’t happen overnight, and the purpose of it 
has to be constantly communicated until it becomes a truth for everyone in the organisation. 
Likewise, the gains of the transformation have to be voiced, both from a business perspective as 
well as a working environment perspective. When wrapping up the results, we find that the two 
main findings are largely connected. The communication regarding the purpose and the benefits 
of the project is lacking and the middle managers aren’t as engaged as expected, which has 
resulted in a bad loop - the less the middle managers know, the less eager, and likely, are they to 
engage. Upon this, the organisational structure and the decentralised nature of the organisation 
demands that the middle managers have to act more in line with the top management in order to 
bring about a change. They, the middle managers, have to increase their awareness of the long-
term investment that this project is and be prepared to set aside resources for it, and the top 
management have to provide the guidance and expectations needed to enable them.  
 
Our conclusion is therefore that active gender equality work can, indeed, impact both the 
structure and culture of organisations. We aimed at getting an increased understanding of how 
active gender equality work is perceived by an organisation in this specific industry and what 
barriers are encountered. It has been highlighted that communication and organisational 
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structures have been the main barriers. When studying the phenomenon of active gender 
equality work, organisational change as well as structure and culture of organisations, it has been 
highlighted that work of this kind is complex. We have found indications of a partly sustained 
institutionalisation of gender equality work, but this phenomenon would benefit from being 
analysed over a longer period of time. We dedicate the next section to proposals for further 
research which we find would be of interest to examine.  

6.4 Further research  

One of the key findings from this study is the importance of the organisational structure and the 
role it plays in relation to a project of this kind. Within a decentralised organisation, the middle 
managers can be viewed as top management and therefore need to be as involved as the top 
management in order to bring about a change. This further implies clear guidance from the top 
management and that the “Why are we doing this?”- questions and answers should be 
emphasised. Given this, it would be of great interest to study best practises for communication 
in decentralised organisations, where there is a large focus on autonomy and self-control.  
 
The study has also highlighted the need for communication and clear expectations from top 
management towards the middle managers. When relying on the middle managers’ self-
motivation, there is a large risk that they don’t continue working with the question. It would be 
interesting studying what kind of information that is most effective in engaging middle managers 
in an organisation, with regards to gender equality questions. 
 
Further, with the great deal of autonomy characterised by decentralised organisations, we 
imagine this might be a more difficult structure to fully engage in organisation wide projects, 
than other types of organisational structures. A case for further research could then be to 
examine the importance of organisational structure in relation to active gender work. 
 
Lastly, the interviews have only been held with people who are part of the organisation as of 
now. This might result in the interviewees taking a positive stance and being afraid of criticising 
the project and/or the organisation. When conducting a study of similar nature, it would be 
interesting to include former employees of that specific organisation, in order to gain a more 
complete picture of it. This has not been included in this thesis and could be a case for further 
research.  
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Appendix A - Email to interviewees 
Hej! 
 
Vi heter Linnea Lundberg och Beatrice Boström och vi läser civilingenjörsprogrammet 
Industriell ekonomi på KTH. Denna vår har vi valt att skriva vårt exjobb hos er på XX. 
Anledningen till att vi valt att skriva hos XX beror till stor del på den kulturförflyttning med 
fokus på inkludering och genusmedvetenhet som XX genomgår just nu. Mer specifikt är vi 
intresserade av att studera ert interna kulturarbete och skulle därmed gärna vilja intervjua dig om 
detta. XX som organisation och du som intervjuperson kommer att anonymiseras i rapporten. 
 
Om du har möjlighet att ställa upp på en intervju får du gärna återkomma med ett datum och en 
tid som passar dig. Om du själv inte har möjlighet att ställa upp, men har förslag på någon annan 
person som skulle passa för detta får du gärna vidarebefordra kontaktuppgifter till oss. 
 
Hör gärna av er om ni har några frågor. Tack på förhand! 
 
Med vänlig hälsning, 
Linnea och Beatrice 
 
---- 
 
Hi!  
 
We’re Linnea Lundberg and Beatrice Boström and are studying Industrial Engineering and 
Management at KTH. This spring we have chosen to conduct our master thesis at the 
organisation. The reason as to why we have chosen to write our thesis at the organisation is 
largely due to the transformation, with a focus on inclusion and gender awareness, that is taking 
place. In particular, we are interested in studying your internal work with the organisational 
culture and would like to conduct an interview with you about this. The organisation and you as 
an interviewee will be anonymised in the thesis.  
 
If you are able to participate in an interview you are most welcome to come back to us with a 
date and time that suits you. If you are not able to participate,but have a suggestion of someone 
who would be a perfect fit, you’re welcome to send us contact details to this person.  
 
Let us know if you have any questions. Thank you in advance! 
 
Kind regards,  
Linnea and Beatrice 
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Appendix B – Interview guide 
Introduktion 
Informera om:  

- Oss och syftet med studien 
- Anonymitet (både organisationen och personerna vi intervjuar) 
- Inspelning av intervju 

 
Bakgrund och nuvarande situation 
Fråga om: 

- Ålder 
- Kön 
- Nuvarande position 
- Personalansvar (JA/NEJ) 
- Heltid eller deltid  
- Hur länge har du jobbat på [organisationen]?  

 
Personlig karriär 
Kan du berätta lite om din karriär?  
Eventuell följdfråga: Vad har du för utbildning/tidigare erfarenheter innan du kom hit?  
Kan du berätta lite om dina karriärmål?  
Hur fick du det här jobbet?  
Eventuell följdfråga: Hur gick anställningsförfarandet till, själva processen, intervjuer etc? 
Finns det någon som är speciellt viktig för dig nu? Kollega, överordnad, medarbetare? 
Har du fått ett erbjudande om en chefsposition? 
Skulle du säga att du har chefsambitioner? 
Anser du dig ha kompetensen som krävs för att vara chef på [organisationen]? 
 
Inflytande och arbetsklimat  
Vad har du för arbetstider? 
Om du behöver vara ledig, kan du vara det da ̊? 
Hur ser företaget/medarbetarna på att man är ledig (t.ex. vab/semester)? 
Finns det några kriterier/kvalitéer som rankas speciellt högt? Viss kompetens, kunnig i teknologi, 
lojalitet? 
Finns det tillfällen när beslut genomdrivits som du tycker har varit fel och som du inte har 
kunnat göra något åt? Hur skulle du vilja ha gjort? 
Har det hänt att du har haft någon bra idé som du har låtit bli att presentera? Varför? 
 
Organisationskultur och jämställdhet 
Hur skulle du beskriva kulturen på [organisationen]?  
Följdfråga: Hur tar den sig i uttryck? Normer? Inställning till Jämställdhetsfrågor? 
Hur inkluderar ni nya medarbetare i erat bolag?  
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Hur passar man in hos er?  
Hur skulle du beskriva kulturen inom din del av organisationen? 
Hur skulle du beskriva kulturen inom andra delar av organisationen? 
Vad innebär/betyder jämställdhet, inkludering och genusmedvetenhet för dig? 
Vet du om ni har en policy för jämställdhet?  
Vet du var du hittar denna policy?  
 
Jämställdhetsprojektet 
Kan du berätta lite om Jämställdhetsprojektet och din individuella erfarenhet av det?  
Hur upplever du att Jämställdhetsprojektet har tagits emot av organisationen? 
Hur har ni arbetat med Jämställdhetsprojektet inom din del av organisationen?  
Har du varit involverad i arbetsströmmen av Jämställdhetsprojektet? Om ja - hur har du varit 
involverad?  
Har du deltagit i några av de initiativ som Jämställdhetsprojektet har resulterat i?  
Vad är dina förväntningar på Jämställdhetsprojektet?  
Upplever du att det finns motstånd inom organisationen mot projektet/arbete med jämställdhet i 
allmänhet? 
Följdfråga: Hur tar sig detta i uttryck? Inom vilka delar av organisationen är motståndet som 
störst/tydligast? 
Vad skulle du säga att de bra och mindre bra delarna av Jämställdhetsprojektet är?  
Har du sett några förändringar inom din organisation som ett resultat av Jämställdhetsprojektet?  
 
Avslutning 
Hur ser din familjesituation ut (singel, gift, barn?)  
Hur upplevde du intervjun, är det något som du reflekterat kring och som du skulle vilja tillägga? 
 
---- 
 
Introduction 
Inform the interviewee about:  

- Us and the purpose of the study 
- Anonymity (both the organisation and the interviewees) 
- Ask if it’s OK to record the interview 

 
Background and current situation 
Ask about: 

- Age 
- Gender 
- Current position 
- Staff liability (YES/NO) 
- Full time or part time 
- How long have you been working at [the organisation]?  

 
Personal career 
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Could you tell us a bit about your career? 
Potential follow up question: What did you study/what is your previous experience before 
coming here? 
Could you tell us a bit about your career goals? 
How did you get this job? How did the recruiting process go about?  
Is there anyone in the organisation that is extra important for you right now? A colleague, 
superior?  
Have you been offered a leading position?  
Would you say that you have ambitions to become a leader? 
Do you consider yourself having the competence that is required to be a leader at [the 
organisation]? 
 
Influence and working climate 
What are your working hours? 
If you need to take time off, can you do so?  
How does the company/colleagues view taking time off (e.g. taking care of child or vacation)? 
Are there any qualities that are highly valued? Certain competence, knowledge of technologies, 
loyalty?  
Are there any occasions where decisions have been made, that you considered being wrong but 
were unable to do anything about? What would you have wanted to do? 
Have you had a good idea which you didn’t present? Why?  
 
Organisational culture and gender equality 
How would you describe the culture in [the organisation]? 
Follow up question: How is it expressed? Norms? Approach to gender equality questions? 
How do you include new colleagues in your division?  
How do you fit in in your division?  
How would you describe the culture in part of the organisation? 
How would you describe the culture in other parts of the organisation? 
What does gender equality, inclusion and gender awareness mean to you?  
Do you know that you have a policy for gender equality?  
Do you know where you can find this policy? 
 
The Gender Equality Project 
Could you tell us a bit about the GE Project and your individual experience of it?  
How do you perceive that the GE Project has been accepted in the organisation?  
How have you worked with the GE Project in your part of the organisation?  
Have you been involved in the work stream of the GE Project? If yes - how were you involved? 
Have you been part of any of the initiatives that the GE Project has resulted in?  
What are your expectations of the GE Project? 
Do you experience any resistance in the organisation towards the GE Project/work with gender 
equality in general? 
Follow up question: How is it expressed? In which part of the organisation is the resistance the 
largest/most clear? 
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What would you say are the good and less good parts of the GE Project? 
Have you seen any changes in your organisation as a result of the GE Project? 
 
Finish 
What does your family situation look like (single, married, children)?  
How did you experience this interview, is there anything that you have reflected on and would 
like to add?  
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Appendix C – List of interviewees 
 

Interviewee Gender Role 

Kim - Top management 

Taylor - Top management 

Susanne Female Middle manager 

Billie - Top management 

Jennifer Female Employee 

Elvira Female Employee 

Carl Male Middle manager 

Jonathan Male Employee 

Linnéa Female Middle manager 

Svante Male Middle manager 

Lars Male Middle manager 

Anton Male Employee 

Thea Female Employee 

Leslie - Top management 

Jan Male Employee 

Catja Female Employee 

Sara Female Employee 

Niklas Male Middle manager 

Amanda Female Middle manager 

Patrik Male Employee 

Alice Female Employee 

Håkan Male Middle manager 

Dan Male Employee 

Louise Female Employee 

Nils Male Employee 
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Marilyn Female Employee 

Anna Female Employee 

Johanna Female Employee 

Aron Male Middle manager 

Beatrice Female Employee 

 Female: 14, Male: 12 (excl. top 
mgmt) 

TM: 4, MM: 9, Employee: 17 
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