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Abstract

In June 2023, the European Union adopted the Pay Transparency Directive to strengthen the
principle of equal pay for work of equal value and reduce unjustified wage disparities,
especially those based on gender. As Sweden prepares to incorporate the directive into national
law, private organizations must adapt to new legal standards concerning pay reporting,
transparency in recruitment, and employee access to comparative wage data. While
transparency already exists within the public sector due to Sweden’s principle of openness, the
directive imposes new and more comprehensive requirements that are largely unexplored in the
Swedish private sector context.

This thesis investigates how Swedish private sector organizations are preparing for the
directive’s implementation, how it influences efforts to combat pay discrimination, and how it
is perceived by both management and employees. The study further explores how gender,
ethnicity, and age influence pay disparities and examines the strategic and cultural implications
of increased transparency. A public-sector organization with established pay transparency was
also included as a pre-study to serve as a comparative reference point. Methodologically, the
research adopts a qualitative, interpretivist approach with an abductive logic. By using 9 semi-
structured interviews, were conducted with respondents across different industries and
hierarchical levels to capture both organizational and employee perspectives.

The theoretical framework integrates research on pay transparency, workplace discrimination,
change management, communication, and employee readiness for change. These models
provided the basis for analyzing how transparency affects organizational structure, trust,
leadership, and employee motivation. The findings reveal that, although the directive is broadly
supported and seen as a necessary development, private organizations face significant
challenges in system integration, internal communication, and cultural adaptation. Employees
emphasize the importance of fairness, dialogue, and clarity, while managers focus on technical
and legal compliance. A key insight is the disparity between how pay gaps are perceived by
organizations, often explained structurally, and by employees, who interpret them through lived
experience.

The study concludes that the directive has the potential to promote more equitable and inclusive
workplaces, but its success depends on the ability of organizations to manage the change
process effectively. This includes investing in system support, fostering open communication,
and developing clear, objective salary-setting processes. The thesis offers both theoretical
contributions, by extending existing frameworks with new factors such as industry type and
organizational size, and practical recommendations for executive management, HR
professionals, and policymakers. It also discusses broader societal implications, such as shifting
power dynamics and the role of unions, and highlights the need for continued efforts to address
intersectional discrimination in the workplace.
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1. Introduction

The opening chapter of this thesis provides an overview of the background to the chosen
topic and its underlying problem. It then delves into the research problem and identifies
the existing research gap. This is followed by outlining the research question and thesis’
purpose.

1.1 Problem Background

In May 2023, Sweden adopted the Pay Transparency Directive introduced by the
European Union (EU). The aim is to reinforce the principle of equal pay for men and
women performing work of equal value, by implementing measures for pay transparency
and compliance (SOU, 2024, p. 51). Pay transparency is defined as “the degree to which
pay communication policies and practices governing employee pay knowledge facilitate
or restrict the sharing of pay related information” (Bamberger, 2021, referenced in
Kulikowski 2023, p. 447). The directive requires employers to take on greater
responsibilities in disclosing pay structures and conducting pay surveys. Employees will
benefit from enhanced transparency regarding the average pay levels for similar positions
and tasks (SOU, 2024).

1.1.1 Transparency

Transparency is defined as the absence of hidden agendas and conditions and is
accompanied by the availability of full information required for collaboration,
cooperation, and collective decision-making (Farell, 2016, p. 445). This means
transparency involves sharing all relevant information, even when it may be
uncomfortable or unwelcome. Within organizations, transparency is most often
associated with decision-making, where employees seek insight into how decisions are
made, who holds responsibility, and what factors influence the outcomes. Although
transparency is widely researched today, measuring its extent within organizations and
understanding its dimensionality remains challenging. It is a three-dimensional concept
encompassing openness, clarity, and accuracy (Schnackenberg et al., 2021, p. 1648).
Transparency fosters trust, and absence of transparency can be perceived as a lack of trust
or as a disregard for employees' expertise (Farell, 2016, p. 445).

Transparency in organizations offers numerous benefits, fostering employee engagement
in decision-making, enhancing their understanding of company operations, and
strengthening trust in leadership, ultimately leading to more effective decision-making
(Farell, 2016, p. 446). By providing clear and honest information, organizations enable
employees to work more efficiently, engage more actively, and build stronger mutual trust
(Forbes, 2025). A transparent work environment also reduces speculation, rumors, and
mistrust, as employees who have a comprehensive understanding of the organization are
more likely to contribute effectively and feel a deeper sense of connection with the
company (Farell, 2016, p. 446). Leaders who openly share challenges and decision-
making processes demonstrate vulnerability, making them more relatable and
trustworthy. When leaders admit mistakes, they cultivate a culture where employees feel
safe to do the same, which fosters innovation and continuous improvement (Forbes,
2025). Moreover, transparency serves as the foundation for a cohesive team that works
with shared information toward common goals. When employees understand the
reasoning behind decisions, they feel a greater sense of alignment with organizational
objectives, recognizing how their individual contributions impact the broader company



vision. By keeping employees informed and engaged, transparency strengthens
collaboration and drives long-term organizational success (Forbes, 2025).

1.1.2 Gender Discrimination

Gender-based pay disparities between men and women have historically existed in most
countries worldwide and persist to this day, with notable variation across different nations
(Bennedsen et al., 2023, p. 1758). According to research conducted by SBC (2024),
women earned 83% of men’s income in 2022, highlighting that a significant gender pay
gap remains. The gender pay gap refers to the disparity in earnings between men and
women performing the same or comparable roles and possessing a similar level of
experience (Lindsay, 2021, p. 989), and is a form of gender discrimination.

Gender discrimination in firms remains a persistent issue and poses a greater challenge
for organizations compared to other forms of employment discrimination (Reams, 2022,
referenced in Steele et al.,, 2024, p. 1). “Salary All Day” is an initiative led by
Finansforbundet and approximately 40 other union organizations, highlighting the gender
pay gap. In 2025, it was shown that women, on average, effectively work for free after
4:12 pm, while men continue to be paid until 5:00 pm (Finansforbundet, 2025).
Additionally, the wage gap between men and women remains close to 10%, with women
earning lower salaries than men in most professions across all sectors of the Swedish
labor market, despite having a higher level of education (Finansférbundet, 2025).

Since corporate boards influence organizational performance and act as strategic partners,
board independence and gender diversity are critical factors to consider when examining
the impact of gender related litigation (Boivie et al., 2021, p. 1689). Research by Triana
et al. (2019, p. 2439) highlights that perceived gender discrimination in the workplace is
linked to negative workplace attitudes, mental health challenges, physical health issues,
and harmful work behaviors. Moreover, gender discrimination is often perceived more
strongly in societies with gender equal cultural practices (Triana et al., 2019, p. 2440).
When such discrimination escalates into litigation, the increased visibility can amplify
the damage by reducing productivity, damaging reputations, and increasing legal costs
(Steele et al., 2024, p. 1). Combating gender discrimination is not only a moral obligation
but also an economic necessity. Discrimination stifles innovation, limiting the growth
potential and competitiveness of both organizations and nations, ultimately resulting in
financial losses (Cornejo, 2007; Dipboye & Colella, 2005, referenced in Triana et al.,
2019, p. 2420).

1.1.3 Ethnicity Discrimination

Pay gaps are also influenced by whether an individual is born in Sweden or elsewhere.
According to SCB (2024), foreign-born individuals earned on average 23% less than
those born in Sweden in 2022. This disparity is particularly pronounced for individuals
from countries outside Europe, compared to those born in Nordic countries. According to
le Grand et al. (2004, p. 211) ethnically based wage differences exist in the Swedish labor
market, with a larger wage gap observed among men compared to women. However, this
disparity is influenced by factors such as length of stay in Sweden, educational
background, and language skills. The study by le Grand et al. highlights that individuals
who have resided in Sweden for an extended period and received Swedish education tend
to have no wage gap compared to individuals born in Sweden (le Grand et al., 2004, p.
211). However, Heymann et al. (2023, p. 17-19) argue that the pay gap is driven by ethnic



discrimination. Even when controlling for factors such as education, occupation, and
experience, individuals still face discrimination based on their ethnicity, affecting their
initial job placement, salary levels, and career progression.

1.1.4 Age Discrimination

Additionally, age is another factor contributing to pay gaps (Drydakis et al., 2023, p. 304).
Age discrimination, characterized by differential workplace treatment based on age,
undermines fairness of treatment and opportunities. Furthermore, it is influenced by
gender and ethnicity, with women and ethnic minorities experiencing greater
disadvantages in terms of pay gaps compared to men and ethnic majorities (Marchiondo
et al., 2016, p. 498; Drykadis et al., 2023, p. 318). Previous studies indicate that age pay
gaps at lower levels within firms can be fully explained by factors such as age and job
seniority. However, the most significant wage gaps are observed at higher levels (Toepfer,
2020, p. 19). Moreover, when taking heterogeneity into account in the labor market, the
observed gap is significantly reduced.

To address age discrimination, it is recommended to introduce anti-discrimination
legislation and promote collaboration between employees and organizations, which can
be crucial for creating an inclusive workplace environment (Drydakis et al., 2023, p. 320-
321). Furthermore, age discrimination still occurs in many workplaces, despite the fact
that the European Union has implemented legislation aimed at eliminating such practices
in the labor market. For instance, although other countries have introduced these
regulations, research provided by Drykadis et al. (2023, p. 318-219) demonstrates that
age discrimination remains an issue globally. This raises an interesting question about
whether similar regulations in Sweden will be perceived and received in the same way
and highlights the need for continued efforts, particularly in the recruitment process,
where older individuals are often excluded during the application screening stage
(Drydakis et al., 2023, p. 318-319). To conclude, the presence of gender, cultural, and age
discrimination in the workplace can lead to significant consequences for both the
individuals affected and society as a whole (Drydakis et al., 2023, p. 319).

1.1.5 The Principle of Openness

The principle of openness is a fundamental aspect of the Swedish legal system
(Regeringskansliet, 2015). It ensures that the public, including individuals and media
representatives, has the right to transparency and to access information regarding the
activities of the state and municipalities (Regeringskansliet, 2015). This principle is
reflected in various provisions of the Swedish constitution, such as the right to freedom
of expression, the protection of public employees’ freedom of communication and public
access of official documents (Regeringskansliet, 2015).

A public document includes any form of recorded information, whether in digital or
physical format, including text, images, or data stored on computers (Regeringskansliet,
2015). A document is considered to be public if it is held by an authority and has either
been received or created by that authority (Regeringskansliet, 2015). Public documents
are generally accessible to everyone, which means that individuals have the right to view
them and request copies. However, access can be restricted by confidentiality laws, which
prohibit the disclosure of certain information either orally or in written form
(Regeringskansliet, 2015; Lagen.nu, n.d.).



Since the principle of openness makes information held by public authorities accessible,
employees within these organizations, in Sweden, already experience pay transparency.
This raises an interesting question about how the EU Pay Transparency Directive,
including similar requirements and information, will affect the private sector and their
efforts against pay discrimination. Additionally, it is worth exploring how public
authorities, which already practice pay transparency, will continue to develop their
approach and what lessons private organizations can take from them.

1.1.6 Union

A union is an organization that represents employees in the workplace and negotiates
collective agreements with employers (Akavia, n.d.). Unions advocate for their members’
influence in the workplace and public debate and can also function as professional
associations specializing in one or more occupational fields (Akavia, n.d.). In Sweden,
wages are not regulated by law but are instead determined through negotiations between
social partners, such as employers’ organizations and unions. Wages can be individual
and differentiated, varying from person to person, but must be set fairly (Unionen, n.d.).
Any wage differences between individuals must be based on objective criteria relevant to
the workplace. If salaries differ without objective grounds, this constitutes an unjustified

pay difference, which in some cases may also constitute pay discrimination (Unionen,
n.d.).

The Discrimination Law exists to protect individuals from being treated unfairly based
on personal characteristics or identity (ST, 2022). The law requires employers to take
proactive measures to prevent discrimination in the workplace, including ensuring fair
pay. Unions play a crucial role in monitoring and overseeing these efforts, collaborating
with employers and supporting employees who experience discrimination (ST, 2022;
Unionen, n.d.). Employers are legally obligated to implement active measures and it is
their responsibility to conduct this work in cooperation with unions. Companies with
more than 25 employees must document their efforts against discrimination by
conducting pay surveys to detect, prevent, and remedy unjustified pay differences
between women and men, as well as other societal groups in the workplace (ST, 2022).
Given the role of unions in preventing wage discrimination, it is of particular interest to
examine how the recently adopted EU Pay Transparency Directive will affect
organizations and unions efforts toward eliminating pay discrimination.

1.1.7 EU Pay Transparency Directive

As mentioned, the Pay Transparency Directive aims to address unfair pay disparities
between women and men, focusing on increasing transparency and facilitating court
procedures (SOU, 2023, p. 55). The directive stems from two key initiatives: the
European Pillar of Social Rights and the principle of equal pay. These initiatives have
increased the given to labor and gender equality issues. The European Pillar of Social
Rights outlines 20 principles and rights to guide social policy, half of which focus on
labour market matters and the other half on gender equality (SOU, 2023, p. 56). The
principle of equal pay, which is an important part of the EU legal framework against
gender discrimination, advocates equal pay for men and women performing work of equal
value.

The European Commission identified three main problems underlying the directive:
ambiguity in defining "work of equal value," lack of transparency in pay-setting systems



and administrative barriers (SOU, 2023, p. 55-56). While the Equal Treatment Directive
does not define "work of equal value," it specifies that assessments should consider
factors such as the nature of the work, the training required, and working conditions.
Employers are obligated to demonstrate that any pay disparities are based on factors
unrelated to gender if allegations of discrimination arise (SOU, 2023, p. 58). Despite
existing legal frameworks, victims of gender-based pay discrimination often face
significant challenges in seeking justice due to limited pay transparency, costly legal

processes, time constraints, insufficient sanctions and inadequate access to information
for equal pay claims (SOU, 2023, p. 59-60).

In response to this, the adopted directive seeks to strengthen the principle of equal pay for
work of equal value. It applies to employers in both the private and public sectors and
covers both employees and job applicants (SOU, 2023, p. 61). Key provisions include the
right of employees and job applicants rights to access information on pay levels, pay
criteria, and pay differentials. This means that individuals have the right to transparency
in salary determination, particularly regarding starting salaries or salary ranges. The
directive also clarifies what constitutes pay, including all forms of remuneration provided
by law, collective agreements, or established practices within a Member State. The key
criterion is that the benefit originates from the employer and is linked to the employment
relationship. Consequently, general social security benefits are typically excluded from
this definition, even though some, such as those under the Swedish Social Insurance
Code, may be partly financed through employer contributions and have a connection to
employment (SOU, 2023, p. 80-81). Employers must ensure that information about salary
negotiation safeguards is accessible, for example, through published job advertisements.
Additionally, employers are prohibited from inquiring about an applicant’s salary history
and must ensure that job postings are gender-neutral and that the recruitment process is
conducted in a non-discriminatory manner (Regeringen, 2023, p. 3). Furthermore,
employees have the right to request and receive written information about their own salary
level, as well as the average salary level by gender for equal or equivalent work
(Regeringen, 2023, p. 3).

Employers with more than 250 employees are required to provide this information by
conducting salary reporting yearly and joint salary assessments to identify and address
unjust pay disparities (SOU, 2023, p. 39). The directive also introduces measures to
simplify legal processes in pay discrimination cases, such as support from equality
organizations and employee representatives (SOU, 2023, p. 63). Member states will
receive support in terms of technical aid and continuing training to employers with less
than 250 employees to facilitate their compliance with the obligations laid down in the
Directive. Furthermore, they will be obliged to ensure various forms of tools and support
organizations, implement awareness campaigns, and conduct annual reports on pay
disparities within the EU (SOU, 2023, p. 63-64). Moreover, member states can delegate
parts of the directive’s implementation to social partners, who play a vital role in the fight
against pay discrimination through dialogue and collective agreements (SOU, 2023, p.
65-66). The directive is to be incorporated into Swedish legislation, making compliance
mandatory for employers. Any employer who fails to adhere to the directive may be
required to pay damages (SOU, 2023, p. 17).



1.2 Problem Discussion

The implementation of the EU Pay Transparency directive comes with both challenges
and opportunities and its introduction represents a significant step towards an equal labor
market and society. Although the primary goal of the directive is to reduce unjustified
pay disparities, particularly between men and women, and to enforce equal pay for work
of equal value (SOU, 2023, p. 55), sustained and continuous efforts are needed to address
the structural issues of discrimination and inequality in the workplace (Drydakis et al.,
2023).

Transparency involves the open sharing of relevant information to foster collaboration
and trust within organizations (Farell, 2016). The EU directive’s focus on pay
transparency mandates companies to disclose wage structures, conduct pay assessments,
and provide employees with access to comparative pay information (SOU, 2023, p. 62-
63). While these measures are intended to build trust and reduce speculation, they also
present operational challenges. According to Farell (2016, p. 445), many organizations
lack the necessary expertise to effectively implement transparency-related requirements,
as concepts like transparency and communication can be difficult to clearly define. This
ambiguity may lead to compliance challenges or resistance from management. Moreover,
transparency can sometimes lead to discomfort among employees if non-compliance is
detected (Farell, 2016, p. 445), emphasising the need for effective communication
strategies and change management.

Previous studies highlight that discrimination based on gender, ethnicity, and age
continues to influence workplace dynamics and contribute to pay gaps. While the EU Pay
Transparency Directive primarily focuses on addressing gender pay disparities, ethnic
and age-related pay gaps are also evident in previous research and could potentially be
mitigated through the implementation of the directive. Therefore, these factors are also,
besides gender, relevant to consider and examine in relation to pay disparities and
discrimination.

The directive presents a significant requirement but also an opportunity to foster positive
change. Addressing pay disparities is not only a moral obligation but also an economic
benefit. Diverse and equitable workplaces have been shown to drive innovation, enhance
organizational performance, and attract top talent (Cornejo, 2007; Dipboye & Colella,
2005, referenced in Triana et al., 2019, p. 2420). By increasing transparency, companies
can build trust and collaboration, which is crucial for long-term success (Farell, 2016, p.
445-446). However, to achieve meaningful progress, organizations must move beyond
mere compliance by embedding equality into their core operations and actively
cultivating an inclusive organizational culture. Collaboration with social partners, as
advocated by the directive, plays a crucial role in reaching these objectives (SOU, 2023,
p. 66).

Given the directive’s recent introduction, there is limited research on its practical
implementation and long-term impact. It is therefore crucial to address this gap by
exploring how organizations are preparing for the directive and how it affects their efforts
against pay discrimination, as well as how the directive is perceived by management and
employees. Furthermore, both organizational and employee perspectives across different
industries perceive the directive’s potential to influence and reduce the wage gap between
men and women, as well as potentially among other societal groups, are yet unexplored



areas. In addition, insights from a public organization that already operates under
transparent pay structures, provides a valuable reference point for understanding the
practical implications of similar practices and how such organizations interpret and
manage these requirements. Gaining insight into how a public organization perceives and
responds to transparency today can help identify potential challenges and effective
strategies, offering guidance for both policymakers and private sector organizations.
Moreover, examining how pay transparency impacts trust, workplace dynamics, and
employee behavior contributes to the broader discourse on equality and organizational
development (SOU, 2023, p. 61-63).

In conclusion, the EU Pay Transparency Directive presents a significant opportunity to
reduce pay disparities and promote greater workplace equality. However, its effectiveness
will depend on how organizations interpret the directive, prepare for its implementation,
and manage associated challenges such as systemic discrimination and administrative
complexity. By examining organizational preparations, perceptions from both
management and employees, and insights from a public organization already practicing
pay transparency, this study enhances our understanding of the directive’s practical
implications. Ultimately, the findings offer valuable perspectives for policymakers and
organizations aiming to foster fairer compensation structures and support long-term
organizational development.

1.3 Research Question

Based on the identified research gap and contextual background, this study aims to
address the following research question:

How does the EU Pay Transparency Directive affect organizations efforts to reduce pay
discrimination?

1.4 Research Purpose

As previously outlined, pay disparities between men and women remain a global issue,
including in Sweden, and are partly sustained by a lack of transparency in organizational
pay structures. In response, the Swedish government is implementing the European
Union’s Pay Transparency Directive. The purpose of this study is to explore how private
organizations in Sweden are preparing for the implementation of the EU Pay
Transparency Directive, and how this influences their efforts to combat pay
discrimination. The study specifically examines how the directive is perceived by both
management and employees in terms of organizational readiness, perceived challenges
and opportunities, and its impact on workplace dynamics. To provide a relevant point of
comparison, the study also includes an analysis of a public organization where a certain
level of pay transparency is already in place due to the Swedish principle of openness.

Furthermore, the study aims to deepen the understanding of how organizations navigate
change when transparency becomes a legal requirement, and to identify the factors that
influence employee readiness and acceptance of such change. By highlighting both
managerial and employee perspectives, the study seeks to offer a nuanced view of change
management within organizations. It also investigates how attitudes, structures, and
practices related to salary setting may be influenced during the implementation process.



Ultimately, the study aims to present practical recommendations to support organizations
in implementing pay transparency in an effective and sustainable manner



2. Scientific Methodology

This chapter opens with a section where the authors outline their personal connection to
the topic and provide background on the study’s origins. It also discusses their
preconceptions and how these are managed within the research. The chapter explores
various research philosophies and assumptions, detailing the chosen approach and
design. This offers a clearer understanding of the thesis’ structure and the rationale
behind the selected research methodology. Finally, the chapter concludes with a section
explaining the process of gathering knowledge and literature on the topic, along with an
overview of the chosen scientific methodology, summarized in Table 1.

2.1 Subject Choice

We are two students in the field of Service Management at the Umeé School of Business,
Economics, and Statistics. Our shared interest in management and organizational
development, particularly in relation to social sustainability led us to explore this topic.
Early in the autumn as we began discussing potential areas for our thesis, we quickly
agreed on focusing on something related to wages. When we learned about the new EU
directive on pay transparency that would take effect in 2026, we were immediately
intrigued and decided to delve deeper into the subject.

Throughout our studies we have taken courses in organization and management, where
we explored theories and models concerning workplace transparency and its
organizational impact. As we began researching the directive, we noticed a clear gap in
existing studies due to its pending implementation. Initially, we were uncertain about the
feasibility of the study, given the lack of results or measurable effects of the directive on
the labour market. However, we decided to proceed with the study by focusing on how
companies are preparing for the directive's implementation and how it is being received
by management and employees. This topic is particularly relevant as the directive will
affect all companies in the country, making it a timely and significant area for exploration.

2.2 Preconceptions

Scientific research is ideally conducted with objectivity, where researchers are expected
to remain neutral and non-judgmental to ensure validity (Bryman et al., 2024, p. 54).
However, as Gilje and Grimen (2007, p. 179) argue, individuals never approach research
or any form of understanding as blank slates, instead they rely on embedded beliefs and
preconceived notions that shape their perspectives. This means that even in research,
complete neutrality is difficult to achieve, as one’s background and assumptions
unavoidably influence interpretation. In qualitative studies, this becomes particularly
evident, as researchers often develop a sense of closeness and sympathy toward their
subjects, giving the study a subjective stance (Bryman et al., 2024, p. 54).

Personal experiences play a fundamental role in shaping one’s perception of reality. Gilje
and Grimen (2007, p. 183) highlight that individuals interpret the world through their
unique experiences, which are influenced by their environment. This process also extends
to researchers, as their prior knowledge and assumptions shape what they consider self-
evident or problematic in their studies (Gilje & Grimen, 2007, p. 182-183). In the context
of this study, despite efforts to approach the topic with neutrality, our perspectives may
still be influenced by their own values and experiences. This aligns with Bryman et al.



(2024, p. 54), who point out that research influenced by personal bias is often considered
less scientific and may be perceived as invalid. The challenge of subjectivity is further
compounded by the fact that scientific theories and hypotheses themselves function as
structured beliefs. According to Gilje and Grimen (2007, p. 182-183), scientific problems
arise when expectations about how something should function are contradicted, leading
researchers to reevaluate existing frameworks. In this way, the process of scientific
inquiry is not entirely independent from subjective elements, as it is based on what
researchers collectively deem valid reasoning or an issue worth investigating.

Recognizing the challenges in qualitative research, this study acknowledges the potential
influence of prior knowledge and experiences on the research process. As business
students at Umea School of Business, Economics, and Statistics, we have a foundational
understanding of traditional management theories and concepts, which may shape our
perspective in this study. However, this is also a conscious and value-driven choice. As
women soon entering the workforce full-time, we have a personal interest in ensuring that
our future careers are not hindered by unjust pay structures. The topic of pay transparency
and discrimination is therefore not only academically relevant but also deeply meaningful
to us on a personal level, which strengthens our engagement and commitment to the
research. At the same time, because the EU Pay Transparency Directive is newly
introduced, our understanding of it is not yet shaped by prior knowledge or professional
experience, allowing for a more neutral approach to this specific aspect of the study.
While methodological rigor and critical reflection are applied, it is important to
acknowledge that preconceptions and values can still affect interpretations. By
maintaining awareness of these potential influences, the study strives to uphold a high
degree of transparency and reflexivity throughout the research process.

2.3 Research Philosophy

This study employed an interpretivist approach, chosen in response to the nature of the
research question, with the aim of gaining a deeper understanding and interpretation of
social contexts (Saunders et al., 2023, p. 150). This perspective was based on the
principles of idealism and well-suited to management studies due to their complexity,
uniqueness, and contextual variations (Collis & Hussey, 2021, p. 39; Saunders et al.,
2023, p. 151), making it a logical choice for this research.

The interpretivist approach was selected to examine the subjective nature of how
transparency is perceived within organizations and to consider perspectives from different
groups and individuals (Saunders et al., 2023, p. 150). It focuses on interpreting human
behavior by exploring both the "how" of actions and the "why" of behavior, including the
processes through which events unfold (Bryman et al., 2024, p. 49). This perspective
emphasizes that humans create meaning and that experiences vary significantly between
individuals (Saunders et al., 2023, p. 150-151). Furthermore, Bryman et al. (2024, p.48)
presents that this approach is essential for researchers seeking to understand the subjective
meaning behind people's action. However, this approach also presents challenges.
Saunders et al. (2023, p. 151) highlight the difficulty of fully entering a participant's social
world and understanding their perspective. To address this, it is essential to interpret
subjective data carefully and consider participants' viewpoints without imposing
excessive personal assumptions.
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Positivism, an alternative research philosophy, emphasizes the objective observation of
reality and is based on the belief that reality exists independently of human perception
(Collis & Hussey, 2021, p. 40). However, this approach was less suited for capturing the
subjective meanings and nuances essential to our research, which focused on
understanding the preparations for and perceptions of the EU Pay Transparency Directive.
Additionally, positivism could have restricted the depth of insights sought in this study
(Collis & Hussey, 2021, p. 40). To effectively address our research question and fulfill
the study’s objectives, an interpretivist approach was considered more appropriate.

2.3.1 Ontological Assumptions

Ontology concerns the nature of reality and the assumptions we make about what it means
for something to exist (Bryman et al., 2024, p. 44). A central question in ontology is
whether social phenomena exist independently of observers, objectively, or if they are
shaped by human actions and interpretations, a perspective known as constructivist
ontology. The ontological stance adopted in a study influences what is examined and how
reality is understood and analyzed (Bryman et al., 2024, p. 44).

This study applied an interpretivist approach. An interpretivist approach is underpinned
by Bryman et al. (2024, p. 48) as a constructivist ontology and within this perspective,
organizations are seen as socially constructed entities, shaped by the actions, interactions,
and interpretations of individuals. Reality is therefore understood as intersubjective,
meaning that it emerges through shared understandings rather than existing as a fixed and
objective structure (Bryman et al., 2024, p. 45; Saunders et al., 2023, p. 137).
Organizations, in this view, function as negotiated orders that require ongoing effort to
maintain, where rules are not rigid directives but rather collectively accepted
understandings (Bryman et al., 2024, p. 45).

Since this study explored how organizations, both management and employees, perceive
and prepare for the implementation of the EU Pay Transparency Directive, a
constructivist ontology was a natural fit. Objectivism, by contrast, is an ontological
approach that views social phenomena as external realities existing independently of both
observers and their awareness (Bryman et al., 2024, p. 44). As this perspective does not
align with our study, it was not a suitable approach. Given that the directive is newly
introduced in Sweden, there is limited prior research on its impact, and perceptions of its
implementation may vary across organizations and roles. By adopting a constructivist
approach, this study seeked to understand how individuals subjectively interpret and
experience the directive within their specific organizational contexts.

2.3.2 Epistemological Assumptions

This study adopted an interpretivist epistemological approach, as this approach focuses
on developing new understandings and worldviews (Saunders et al., 2023, p. 146). This
perspective emphasizes narratives, stories, and perceptions (Saunders et al., 2023, p. 146),
which align with our research question and research purpose, collecting stories and
evaluating organizations' perceptions of introducing pay transparency. Epistemology
refers to the theory of knowledge and, as a natural extension of ontology, which concerns
how we understand reality, it focuses on how we acquire knowledge about that reality
(Bryman et al., 2024, p. 47). A constructivist ontology, in relation to epistemology,
implies that knowledge is gathered through observing and interviewing social actors to
understand how they shape and interpret the world (Bryman et al., 2024, p. 47). This
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perspective enabled us to collect information from a subjective standpoint and to capture
the complexity of the social phenomena inherent in our study.

When considered alternative epistemological perspectives, positivism presents another
option. Rooted in an objective ontological stance, it is better suited for studies that rely
on measurable data collected through observations or surveys, made it less applicable to
our research focus (Bryman et al., 2024, p. 47; Saunders et al., 2023, p. 146). As our study
seeked to investigate, understand, and explore how organizations prepare for the
implementation of the EU Pay Transparency Directive and how it is perceived by
management and employees, an interpretivist epistemological approach was essential.
This perspective allowed us to capture the subjective meanings and nuances that are
central to our research.

2.4 Research Approach

There are three main approaches to theory development: deductive, inductive, and
abductive (Saunders et al., 2023, p. 155). The deductive approach is primarily used when
developing a theory based on academic studies and designing a strategy to test it. This
method is common in scientific research, where the theory is rigorously tested through a
series of propositions (Saunders et al., 2023, pp. 155-156). The inductive approach, on
the other hand, builds theory by collecting data to explore a phenomenon. Here, theory
emerges as a result of the research, meaning generalizable conclusions are drawn from
observations within a sample group (Saunders et al., 2023, p. 155; Bryman et al., 2024,
p. 41). Finally, the abductive approach combines elements of deduction and induction. It
involves collecting data to explore a phenomenon, identifying themes, and explaining
patterns to generate a new or modified theory, which can then be tested through additional
data collection (Saunders et al., 2023, p. 155).

In this study, we have adopted an abductive approach to guide the research process. This
decision was based on the abductive method's ability to address enigmatic or surprising
findings and provide explanations, aiming to transform unexpected observations into self-
evident facts (Bryman et al., 2024, p. 42). Our research began with a pre-study of the
public sector, which already operates under pay transparency due to the principle of
openness. The insights gained from this context provided a valuable and practical
understanding of how transparent pay structures function in reality. These findings
informed the adjustment and development of our interview guides for the private sector
and shaped how we applied relevant theoretical perspectives to interpret our empirical
data. This approach also led to the incorporation of new theories into our theoretical
framework, particularly concerning change management and its interaction with external
factors, such as IT systems. Furthermore, this iterative process supported the formulation
of our final analysis and recommendations, offering concrete suggestions for how
organizations can navigate the implementation of pay transparency. The abductive
approach thus enabled us to move between theory and empirical data in a dynamic way,
contributing to a deeper understanding of the phenomenon while also adding new insights
to a field still underexplored in academic literature, namely, the practical implications of
the EU Pay Transparency Directive.
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2.5 Research Design

This study adopted a qualitative research design. As noted by Sauders et al. (2023, p.
185), such a design is guided by a subjective and interpretivist epistemological stance,
emphasizing the significance of subjective experiences and socially constructed
meanings. This approach is commonly associated with qualitative research, which seeks
to achieve deep insights and understanding by exploring the research context or natural
settings in which participants operate (Saunders et al., 2023, p. 185).

Additionally, qualitative research often adopts an abductive approach to connect analysis
with theory development. By engaging with prior research early in the process,
researchers can identify limitations in existing explanations and remain open to
unexpected findings. Additionally, the research design emphasizes naturalism, ensuring
that the researchers’ perspectives do not unduly influence the results (Bryman et al., 2024,
p. 335-336). Although qualitative research inherently involves challenges such as
potential bias and subjective interpretations (Saunders et al., 2023, p. 185), our goal was
to capture subjective perspectives while addressing these challenges through rigorous
methodological practices and careful data collection.

When we evaluated alternative research design options, quantitative research, commonly
used to collect data from a sample and draw generalizable conclusions (Bryman et al.,
2024, p. 314), would not provide the depth of insight needed to fully address our research
objective. Therefore, a qualitative research design was the most suitable choice for this
study.

2.5.1 Purpose of Research Design

To gain a comprehensive understanding of how organizations implement the EU Pay
Transparency Directive and to develop informed recommendations for executive
management, we adopted an exploratory research approach that investigated both
organizational and employee perspectives. Our research questions focused on examining
how organizations prepare for the directive’s implementation and how it is perceived by
management and employees. This aligned with the exploratory research purpose, which
is particularly suitable for investigating complex and evolving topics (Saunders et al.,
2019, p. 186-188). An exploratory study aims to enhance understanding of a particular
issue or phenomenon and is typically guided by “How” and “What” questions (Saunders
etal., 2023, p. 179). This research design provided the flexibility and adaptability needed
throughout the research process. It allowed us to uncover nuanced insights into the
implementation of the directive, offering a well-rounded perspective on how both
organizations and employees engage with it.

When considered for alternative research purposes, an explanatory approach, which is
more commonly used in quantitative research to analyze causal relationships between
variables (Saunders et al., 2023, p. 181), did not align with our study. Since the directive
is newly accepted in Sweden and there is limited prior data or research available,
establishing causal links would be challenging. Similarly, a descriptive research purpose,
which aims to create an accurate profile of individuals or situations, could have restricted
our study’s scope by focusing solely on the phenomenon without exploring underlying
perceptions and preparations. Additionally, since descriptive research requires a clear
understanding of the subject before data collection (Saunders et al., 2023, p. 180), it would
be difficult to apply in this case, where little to no prior research exists on the directive’s
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implementation in Sweden. Evaluative studies, which assess the effectiveness of a
strategy or policy (Saunders et al., 2023, p. 181), was also unsuitable, as the directive has
not yet been implemented. Instead of assessing outcomes, our focus was on exploring
organizational preparations and perceptions.

In conclusion, the choice of an exploratory research purpose was the most suitable
approach for our study. It allowed for a deeper exploration of how organizations and
employees prepare for and perceive the EU Pay Transparency Directive, and ensured a
comprehensive and insightful analysis.

2.6 Theory Selection

In this study, a comprehensive review of existing research on pay transparency,
workplace discrimination, change management, employee acceptance of change, and
communication strategies was conducted. The theories included were carefully selected
from respected scholars within each area to ensure their relevance and suitability to the
study. This literature review not only established a solid foundation for understanding key
concepts and frameworks but also supported the development of the research question.
The resulting theoretical framework highlights the theories most relevant to the study’s
purpose and problem formulation, summarized in a model that clearly illustrates the key
influencing factors. This model, together with insights from our pre-study, formed the
basis for the empirical data collection and guided the design of the semi-structured
interview questions.

The study aimed to deepen the understanding of change management within organizations
and identify the factors influencing employees’ acceptance and readiness for change in
relation to the implementation of the EU Pay Transparency Directive. To achieve this, the
theoretical framework began with an understanding of workplace pay gaps, focusing on
pay transparency and discrimination across different societal groups. This section, based
on previous research, provided the contextual background for the EU Pay Transparency
Directive, which was the central focus of this study. It also laid the groundwork for the
integrated theoretical framework that follows, outlining relevant theories for
implementing such a change within organizations.

Since organizational change is shaped by how organizations approach and manage
transformations, theories on change management were included to explain key steps in
successful change implementation. Additionally, theories on employee acceptance and
readiness for change were examined, as all employees within an organization will be
affected by the implementation of the directive. Recognizing the critical role of
communication in organizational change, the framework also incorporated theories on
communication strategies, highlighting their importance in facilitating employee
engagement and adaptation during transformations.

Finally, the theoretical framework concluded with an integrated model that combines the
selected theories into a cohesive framework. This model clarified how the different
theoretical perspectives interact and provided a structured approach to understanding the
factors that influence change implementation. It also served as a guiding tool for
answering the study’s research question.
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2.7 Literature Search & Review

To define the direction of our study and formulate the research question, we began by
reviewing previous studies and theses. After developing an interest in the topic, we
examined existing research to identify a gap and then formulated our research question.
This step was essential in understanding the existing body of knowledge, identifying
relevant theories and methods, and recognizing key researchers in the field (Collis &
Hussey, 2021, p. 67; Bryman et al., 2024, p. 26).

A crucial part of our literature review involved exploring available information on the
new EU directive. We found a detailed thesis on its introduction and impact through SOU
(2023). Additionally, we maintained a subjective approach by examining how this
directive could affect different social groups from various perspectives. By mapping
several studies related to our topic, we gained a nuanced understanding that helped us
refine our focus to the most relevant aspects of the study.

To ensure accuracy, our results were primarily based on information gathered from
primary sources. However, secondary sources have also been used to gain a deeper
understanding of the topic and to interpret the findings from the primary data. The
secondary sources were obtained from Umea University's database and Google Scholar,
ensuring access to relevant academic material. All articles used are peer reviewed,
meaning they have been evaluated by subject experts before publication which enhances
their credibility (Saunders et al., 2023, p. 82). While this resulted in a more selective range
of articles, it ensured the quality of the information collected and aligned with the study’s
time and resource constraints. In addition, statistics from sources such as SBC have been
utilized as secondary data to validate and support previously established theoretical
issues. Combining primary and secondary sources aligned with our epistemological
approach, which focused on how knowledge about reality is acquired to develop new
insights and perspectives (Bryman et al., 2024, p. 47; Saunders et al., 2023, p. 146).

Furthermore, we used carefully selected keywords that have helped us in the searching
process. According to Collis & Hussey (2021, p. 69), a keyword is a word or phrase that
captures the essence of a source. Throughout our research, we used keywords such as
"transparency," "pay transparency," “pay gaps”, "workplace discrimination," "gender
discrimination," "age discrimination", “ethnicity discrimination”, "organizational
preparation”, "communication strategy", and "change management". As our study
progressed, our ability to search for relevant articles improved, and we identified key
authors and publishers who significantly facilitated our literature search process.

2.8 Literature Criticism

Maintaining a critical perspective on sources was essential. Thurén and Werner (2019, p.
12) outline four key criteria in literature criticism: authenticity, time context,
interdependence, and freedom of tendency. These criteria have been carefully adhered to
throughout this study.

Authenticity refers to whether a source is genuine and not falsified. It is crucial to
recognize the potential for counterfeit or misleading information in sources (Thurén &
Werner, 2019, p. 27). To ensure authenticity, each source used in this study was carefully
reviewed for consistency, alignment with established facts, and overall accuracy. Key
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measures included cross-referencing with reputable sources and assessing the credibility
and expertise of the authors or organizations behind the information.

The second criterion, time context, evaluates the gap between an event and its
documentation. The longer the time passed, the greater the reason to question the accuracy
of the documentation (Thurén & Werner, 2019, p. 12). While the sources used in this
thesis vary in publication years, we prioritized the most recent articles and editions of
books to ensure relevance and inclusion of current knowledge. However, older articles
and books were also considered and included when they were foundational to the
discussion of transparency and change management within organizations, as they provide
essential context for understanding organizational transformations and pay transparency.

Interdependence, the third criterion, emphasizes the importance of ensuring that a source
is not merely a summary or reproduction of previously published studies (Thurén &
Werner, 2019, p. 12). To establish a strong foundation for our literature review, we
prioritized primary sources and minimized reliance on citations of secondary
interpretations. Whenever we encountered significant theories or findings, we sought
original sources rather than relying solely on secondary references.

The final criterion, freedom of tendency, refers to the possibility that authors may have
underlying interests that influence their portrayal of reality (Thurén & Werner, 2019, p.
12). To address this, we relied on peer reviewed articles and academic books to enhance
the quality and impartiality of this thesis. However, it is important to acknowledge that
complete objectivity cannot always be guaranteed, as all literature may carry some degree
of bias.

Table 1. Overview of Chosen Scientific Methodology.

Philosophical Assumptions
1.0ntology 1.Constructionism
2.Epistemology 2. Interpretivism
Research Approach Abductive Approach
Research Design Qualitative
1.Purpose of Research Design 1.Exploratory
2.Axiological Assumption 2.Intrepretivism
Literature Search and Review Systematic Litterature Search and Review
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3. Theoretical Framework

In this section, we examine the existing literature and relevant theoretical models
connected to our study. We begin by presenting prior research on wage transparency and
wage inequality within the labor market. This is followed by a discussion of key models
that relate to organizational change. Finally, we introduce an integrated model that
illustrates how these different theoretical perspectives can be interconnected to provide
a comprehensive understanding of the topic.

3.1 The Concept of Pay Transparency

Pay structures within organizations are complex and varied, playing a crucial role in
employee motivation, attraction, and retention (Trevor & Wazeter, 2006, p. 1261).
Employers must consider both internal and external pay standings when making
compensation decisions, as these factors influence how employees perceive fairness and
equity within the workplace. Internal pay standing refers to pay comparisons within an
organization, where an employee’s salary is assessed relative to internal referents,
reflecting their position in the internal pay hierarchy (Trevor & Wazeter, 2006, p. 1260).
This aspect is particularly relevant to our study, as the implementation of the EU Pay
Transparency Directive will increase transparency regarding internal pay structures,
making salary differences more apparent to employees. At the same time, external pay
standing, where employees compare their salaries to those offered in the broader labor
market, is also a significant factor to explore. The directive’s emphasis on transparency
may not only affect internal comparisons but could also lead to increased visibility of
salary differences between organizations within the same industry, influencing employee
expectations (Trevor & Wazeter, 2006, p. 1261).

A key consideration in this discussion is the shift from pay secrecy to pay transparency.
Pay secrecy limits the amount of salary information available to employees (Colella et
al., 2007, p. 56). While some argue that secrecy can reduce workplace tensions, it also
has drawbacks, particularly when it comes to perceptions of fairness and trust within an
organization (Colella et al, 2007, p. 58). If pay is structured but not openly
communicated, employees may feel uncertain about whether their compensation is fair
compared to their peers (Colella et al., 2007, p. 55-56). Pay transparency, in contrast,
provides employees with access to salary information and is often used as a tool to
uncover and correct pay disparities that are not explained by performance (Schnaufer et
al., 2022, p. 78). However, moving towards greater transparency requires careful
consideration of how salary information is communicated, as employees’ reactions will
largely depend on their pre-existing expectations about pay. When salaries are revealed,
employees whose expectations are not met tend to react negatively, leading to decreased
job satisfaction and potential dissatisfaction with management (Schnaufer et al., 2022, p.
84-85). Organizations must therefore navigate the balance between pay transparency and
the possible negative effects of salary disclosures, particularly regarding pay dispersion.
Increasing salaries at the top of the pay distribution may help retain high-performing
employees, but this can come at the cost of dissatisfaction among a larger group of
employees lower in the hierarchy (Trevor & Wazeter, 2006, p. 1271).

The implementation of pay transparency, including through the EU directive, also

presents several challenges. It is a time-consuming process that introduces additional
administrative costs, may lower motivation in some cases, and can create conflicts with
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privacy laws and cultural norms that discourage open discussions about salaries
(Bennedsen et al., 2023, p. 1772-1773). Despite these challenges, research suggests that
pay transparency can help address issues of pay inequity and contribute to higher
employee satisfaction by fostering a greater sense of fairness within organizations (Trevor
& Wazeter, 2006, p. 1271; Schnaufer, 2022, p. 85). As organizations prepare for the
implementation of the directive, they must weigh these potential benefits against the
practical difficulties associated with increased pay transparency.

3.2 Understanding Workplace Pay Gaps

This study aims to examine the impact of the EU directive on pay transparency and how
it influences organizational efforts to reduce pay discrimination. To lay the foundation
for this analysis, the following section begins by exploring the concept of pay
transparency and its broader implications. Understanding the mechanisms and objectives
of pay transparency is crucial for grasping the rationale behind the directive and
evaluating its potential to mitigate pay inequalities in the workplace. The section starts
with a general overview of pay transparency, followed by an examination of
discrimination related to gender, ethnicity, and age - three central areas relevant to this
study.

As defined by the Cambridge Dictionary, and adopted in this study, a pay gap refers to
“the difference between the average pay of two different groups of people” (Cambridge
University Press, 2024). Among the various forms of pay disparities, the gender pay gap
remains the most widely discussed. In this study, it is understood in line with Lindsay’s
(2021, p. 989) definition: “the difference between the amounts of money paid to women
and men performing the same or similar roles with comparable levels of experience.” This
definition emphasizes that the issue is not just about differences in roles or performance,
but about systematic inequalities in how work is valued and compensated across gender
lines.

However, focusing solely on gender risks overlooking other important dimensions of pay
inequality. Therefore, this study also considers how factors such as age and ethnicity
intersect with pay transparency. Although there is a lack of research directly linking age
to pay disparities, studies clearly show that age discrimination exists in many workplaces.
Marchiondo et al. (2016, p. 498) define age discrimination as “differential workplace
treatment based on age, which impairs fairness of treatment or opportunity.” This
definition, which we have chosen to adopt, underscores the subtler forms of bias that older
employees may encounter - such as being overlooked for promotions or receiving lower
compensation despite greater experience. Such patterns may not always be overtly visible
but can significantly affect perceived fairness and trust in compensation systems.

Likewise, ethnic background has been shown to influence wage outcomes. According to
Statistics Sweden (SCB, 2024), individuals born outside of Sweden earn, on average, less
than those born in the country, a trend that persists even when controlling for education
and experience. In this context, ethnicity discrimination is defined by the Equal
Employment Opportunity Commission (2017) as “treating someone (an applicant or
employee) unfavorably because he or she is of a certain ethnicity or because of personal
characteristics associated with ethnicity.” This highlights how bias can operate not only
in overt decision-making but also in deeply embedded workplace structures.
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Reflecting on these definitions, it becomes evident that pay disparities cannot be fully
understood through a single lens. Gender, age, and ethnicity each represent different, but
interconnected, dimensions of inequality that are shaped by both individual behavior and
systemic factors. By integrating these perspectives, this study acknowledges the
complexity of pay discrimination and positions pay transparency not just as a policy tool,
but as a potential catalyst for cultural and structural transformation within organizations.
This broader view is essential for assessing how the EU directive may impact diverse
employee groups and guide employers toward more equitable pay practices.

3.2.1 Gender

It is well known that women have historically earned less than men, and the reasons
behind the gender pay gap have often been explained by various evident and previously
mentioned factors that are not directly linked to gender discrimination. One reason,
according to the European Union, is that women are overrepresented in part time jobs
(EU, 2023). A 2022 study found that 28% of women work part-time, compared to only
8% of men. This is explained by the fact that women spend more time on unpaid labor,
such as household and childcare responsibilities, which also leads to career interruptions.
IFAU (2023) shows that up until the birth of the first child, the wage gap, labor utilization,
and absenteeism are similar for both women and men. It is only after having a child that
the differences between the genders begin to emerge. In fact, one-third of women take
career breaks due to childcare, which negatively impacts their long-term earning potential
(EU, 2023).

Beyond working hours and career interruptions, the sectors in which women are
employed also play a role in the pay gap. One study shows that 24% of the total gender
pay gap can be attributed to the fact that women are more likely to work in lower-paid
industries, such as healthcare, social care, and education (EU, 2023). Additionally,
women remain underrepresented in management positions, and even when they do reach
leadership roles, female managers earn on average less than their male counterparts (EU,
2023). Previous research also suggests that the differences in characteristics between men
and women can help explain the gender pay gap. A study by Nyhus & Pons (2012, p. 115)
indicates that men typically possess traits such as intellect and openness, which are
positively correlated with higher salaries. This suggests that men are generally more
receptive to new ideas and experiences, exhibit intellectual curiosity, and demonstrate a
more critical and analytical approach. In contrast, women are often found to be more
agreeable, which can negatively affect their earnings (Nyhus & Pons, 2012, p. 115).

Despite this, what happens to the pay gap when we compare men and women with the
same job and background? In a study, Penner et al. (2023, p. 185) examine salary
differences between men and women working in the same company, occupation, and job.
The study analyzes these factors across 15 countries to investigate the causes of the gender
pay gap. The results show that the pay gap is driven by a combination of wage differences
within the same job and the fact that men and women are sorted into different jobs,
establishments, and industries (Penner et al., 2023, p. 185). These findings challenge
previous research that attributes pay differences primarily to career interruptions and
industry selection.

The taste-based discrimination model, introduced by Becker (1971), is one of the most

influential theories in labor economics for explaining discrimination. According to this
theory, individuals have a "taste" for discrimination and are willing to incur a cost to
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associate with certain groups over others (Becker, 1971, p. 14). The model is built on a
system of coefficients and assumes that all individuals contributing to production are
categorized into groups, with each group representing a "factor of production." Under the
model’s initial assumption, wages are determined solely by an individual’s productivity,
without considering discrimination. However, when a discrimination coefficient is
introduced, reflecting whether interactions with a specific group are perceived as
"positive" or "negative", the cost of employing a certain group (e.g., women) becomes
their productivity minus the cost of discrimination (Becker, 1971, p. 14-15). This means
that even if two groups exhibit identical productivity levels, the discriminated group will
receive lower wages due to the employer’s biases.

3.2.2 Ethnicity

Ethnicity discrimination in organizations occurs at multiple levels, including hiring,
promotions, and performance evaluations. Employers may assess employees differently
or deny opportunities for career advancement based on ethnicity, limiting professional
growth (Heymann et al., 2023, p. 17-18). Hiring discrimination can affect entry-level
positions, salaries, and career path, often leading racial minorities to roles where their
skills are underutilized, even when factors like education, occupation, and experience are
controlled for (Heymann et al., 2023, p. 19). Persistent wage disparities, even among
individuals with similar experience in the same job, suggest that discrimination and bias
contribute to these gaps. While anti-discrimination laws exist in various countries, they
do not fully eliminate inequities in hiring, pay, promotions, or terminations. However,
they can help mitigate these disparities (Heymann et al., 2023, p. 19). This raises
questions about how Sweden’s recent adoption of the EU Pay Transparency Directive
will be implemented and what impact it may have on ethnicity wage disparities.

Non-white individuals perceive workplace discrimination at higher rates than white
individuals, and ethnic minorities experience discrimination more frequently, including
acts of incivility (Daniels & Thornton, 2019, p. 327-328). A study by Hirsh & Kornrich
(2009, p. 1414) found that nearly 20% of establishments faced at least one charge of
ethnicity discrimination in a year, compared to 13% for sex discrimination. Additionally,
ethnic minorities hold only 13% of managerial positions, contributing to lower salaries
and a wider ethnicity pay gap (Hirsh & Kornrich, 2009, p. 1414).

To reduce workplace discrimination, organizations must formalize personnel and
evaluation procedures (Hirsh & Kornrich, 2009, p. 1401, 1416). Research suggests that
as ethnic minority representation increases in workplaces, perceived discrimination and
formal ethnicity discrimination charges decrease, particularly when minorities hold
managerial positions (Hirsh, 2009, p. 1418). Given our study’s focus on how
organizations are preparing for the EU Pay Transparency Directive and addressing pay
discrimination, we will explore how internal efforts can help reduce wage gaps across
different societal groups.

3.2.3 Age

As people live and work longer, organizations are increasingly retaining older workers,
resulting in a more age-diverse workforce (Meulenaere et al., 2015, p. 193). According
to Meulenaere et al. (2015, p. 206), age diversity brings both positive and negative effects.
On the positive side, increased diversity can enhance productivity by fostering knowledge
sharing and improving work efficiency. However, when there is a significant divide
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between younger and older workers, communication and cooperation become more
challenging resulting in negative outcomes.

In terms of the pay gap across age groups, a study by Drydakis et al. (2023, p. 315) found
that older workers are often offered lower salaries, even when they have more experience
than their younger counterparts. The study also explored the intersection of age, gender,
and ethnicity, revealing that young white men tend to earn the highest annual salaries,
while older Black women face the lowest (Drydakis et al., 2023, p. 315). Additionally,
employee age plays a significant role in moderating how pay levels and task contribution
impact job satisfaction (Kollmann et al., 2020, p. 109). Kollmann et al. (2020, p. 109)
found that younger employees derive greater job satisfaction from monetary rewards,
while older employees place more value on task contribution and meaningful work. This
shows that while higher pay boosts job satisfaction for younger workers, older employees
are more motivated by engaging tasks and their contributions to the organization. There
is a gap in existing research on pay disparities from the perspective of younger workers
who are paid less than their older colleagues for performing the same job. This study aims
to investigate the pay gap in relation to age, from the perspective of the implementation
of the new EU Pay Transparency Directive.

3.3 Change Management

Since this study examines how organizations prepare for the implementation of the EU
Pay Transparency Directive and its impact on efforts to reduce pay discrimination, this
section will explore various organizational models within change management. These
models provide insight into how organizations approach change and how it is perceived
by their members. Additionally, they offer a clearer understanding of how the directive
may influence organizational structure, workplace motivation, and employee satisfaction.

3.3.1 Lewin’s Change Management Model

The introduction of the EU Pay Transparency Directive represents a change for
companies, requiring both management and employees to adapt to a new approach to
setting salaries. One model that explains how individuals respond to change is Lewin's
change management model (Sveningsson & Sorgérde, 2015, p. 76). According to this
model, changes in thinking, behavior, and routines occur by focusing on group dynamics
and norms. Since people’s actions are shaped by social norms and established logic,
external incentives such as rewards are not always effective in driving behavioral change
(Sveningsson & Sorgirde, 2015, p. 76).

A key challenge in the change process is individuals' need for validation and appreciation,
which can lead them to prioritize group preferences over optimal decisions. The model
views an organization as a "force field" where various forces interact. Change is enabled
by stabilizing elements such as norms, roles, and behavioral patterns. Therefore, an
effective change process begins by identifying group dynamics and fostering a cycle of
reflection and action. By continuously linking problem identification with concrete steps,
organizations can assess whether changes in group norms and behaviors are taking effect
(Sveningsson & Sorgirde, 2015, p. 77). To ensure that change is embedded within the
organization over the long term, the process can be structured into three key phases:
defreeze, change, and freeze (Sveningsson & Sorgirde, 2015, p. 77). These phases are
illustrated in Figure 1 below.
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Figure 1. Lewin's Change Management Model. Interpreted by the authors. Source:
Schein, (1992).

The first step, defreezing, focuses on creating motivation for change. According to Schein
(1992, p. 298), this phase consists of three key processes, each of which must be
sufficiently introduced to the system to foster a willingness to change. First, the need for
change must be clearly established by presenting enough disconfirming information to
create discomfort and disrupt the status quo. Next, this information should trigger a sense
of anxiety by linking it to important goals or values, evoking concerns or even feelings
of guilt (Schein, 1992, p. 298). These two elements serve to initiate reflection and
encourage action. However, for change to be accepted, employees must also experience
psychological safety. They need to believe that the problem can be addressed without
compromising their identity or integrity. By ensuring this sense of security, individuals
are more likely to acknowledge the disconfirming information rather than react
defensively and reject it (Schein, 1992, p. 299-300).

After an organization has been defreezed, the change process moves forward through
either learning from its environment or imitating a target organization (Schein, 1992, p.
301). This phase represents the core of the change process, where the organization
transforms its mindset, behaviors, routines, or procedures (Sveningsson & Sorgirde,
2015, p. 78). Once the willingness to change has been established, it is crucial to initiate
the transformation quickly. This involves implementing new working methods and
experimenting with different systems and processes that can enhance organizational
performance (Sveningsson & Sorgérde, 2015, p. 78).

The final step in the change management model is freezing, which involves activities that
solidify the changes within the organization (Sveningsson & Sorgirde, 2015, p. 78). If
the change does not produce the intended results or fails to meet the initial need, the
process of searching for and adapting solutions must continue (Schein, 1992, p. 303). This
step is crucial, as change initiatives often lose momentum after a workshop and fail to
become fully integrated into the organization. While individuals may shift their mindset
during specific activities or training, it is essential to embed these changes into daily
operations. This requires altering norms, behaviors, and routines to align with group
practices, ensuring that the transformation becomes a lasting part of the organization’s
culture (Sveningsson & Sorgdrde, 2015, p. 78).

Although the boundaries between these steps are not always distinct, and some phases
may overlap, the core of the model emphasizes that through information, knowledge, and
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active participation, organizations can reduce resistance to change and foster momentum
for transformation (Sveningsson & Sorgirde, 2015, p. 78).

3.3.2 Burke-Litwin Change Model

Another model that explains organizational change is Burke and Litwin’s (1992, p. 528)
Model of Organizational Performance and Change. This model outlines the relationships
between different organizational variables, identifying which factors directly influence
others and distinguishing between transformational and transactional dynamics in
organizational behavior and change (Burke & Litwin, 1992, p. 527). It complements
Lewin’s Change Management Model (Sveningsson & Sorgérde, 2015) by illustrating
how organizational performance is influenced by external factors, such as changes in laws
and regulations (Burke & Litwin, 1992, p. 527). Given the focus of this thesis, this model
provides valuable insight into how external regulatory changes, like the EU Pay
Transparency Directive, can drive organizational transformation.
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Figure 2. A Model of Organizational Performance & Change. Interpreted by the authors.
Source: Burke & Litwin (1992).

Burke & Litwin’s model (1992, p. 528) demonstrates that a change in one factor will
inevitably impact others. The model is based on the idea that organizational change is
driven by external influences on any given factor. In a comprehensive organizational
change, mission, strategy, leadership, and culture carry more weight than structure,
management practices, and systems. This means that simply having organizational
leaders communicate a new strategy is not enough to ensure effective change. Instead,
cultural change must be carefully planned and aligned with leadership and strategy. These
factors are more influential because altering them impacts the entire system, whereas
structural changes may or may not have a systemic effect, depending on where within the
organization they occur (Burke & Litwin, 1992, p. 529).
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The model distinguishes between transformational and transactional dynamics,
represented by different colors in Figure 2. The upper half, shown in dark blue, represents
transformational variable areas influenced by external environmental forces that require
new behaviors from organizational members (Burke & Litwin, 1992, p. 529). In most
cases, organizational changes are triggered by external forces, such as government
regulations. When such changes occur, leaders play a central role in scanning the
organizational environment, identifying key external forces, and taking appropriate
action. The lower half of the model, depicted in light blue, represents transactional
variables. These reflect short-term, reciprocal exchanges between individuals and groups,
described as "You do this for me, and I do that for you" (Burke & Litwin, 1992, p. 530).
The transactional aspect of the model is rooted in leadership theories that distinguish
between management and leadership, where transformational change is more associated
with leadership, while transactional change falls within the realm of management (Burke
& Litwin, 1992, p. 530-531).The transactional part of the model is particularly relevant
for organizations needing fine-tuning, such as adjustments to organizational structure or
management development. In contrast, the transformational aspect is more applicable to
major organizational changes (Burke & Litwin, 1992, p. 534-535).

3.3.3 Employee Acceptance & Readiness to Change

Employees play a crucial role in organizational change and are considered essential for
successful implementation (Vardaman et al., 2024, p. 70). Understanding the factors that
drive employee acceptance is therefore vital to gaining a comprehensive perspective on
both organizational change and its implementation (Vardaman et al., 2024, p. 70).

Transformational leadership plays a crucial role in guiding employees through change by
inspiring, supporting, and fostering an environment of trust (Tayal et al., 2018, p. 570).
At the same time, well-structured human resource practices, particularly communication
and training, enhance employees’ readiness for change by promoting affective
commitment and job embeddedness (Alqudah et al., 2022, p. 7; Vardaman et al., 2024, p.
71) Together, these elements form a comprehensive framework for understanding and
facilitating employee acceptance of change, illustrated in Figure 3.

24



v

Transformational \ N . . f
. # Innovative behavior Acceptance to change
leadership / \

High-performance HRM ) f .
s : » Affective commitment s, Readiness to change
practices J \

J

) |

[

ry

Figure 3. Integrated Framework of Factors Affecting Employee Acceptance & Readiness
to Change. Created by the authors.

The following sections present the perspectives on transformational leadership and
human resource management practices in relation to organizational change. First, the role
of transformational leadership in shaping employees’ acceptance of change is examined,
highlighting how leaders influence motivation, innovation, and commitment. Next, the
impact of HR practices on change readiness is explored, emphasizing how
communication, training, and employee engagement contribute to a smooth transition. By
combining insights from both perspectives, this study provides a deeper understanding of
how organizations can effectively implement change, particularly in relation to the EU
Pay Transparency Directive.

Transformational Leadership and Acceptance to Change

Transformational leadership plays a significant role in shaping employees’ satisfaction
and acceptance of change (Tayal et al., 2018, p. 570). Transformational leaders inspire
individuals to reach their full potential, develop leadership skills, and demonstrate
genuine consideration for their followers (Tayal et al., 2018, p. 570; Bass & Riggo, 2006,
referenced in Bakker et al., 2023, p. 700). The transition from resistance to acceptance
occurs in stages, beginning with an initial reaction of distrust and a need for clear, accurate
information. Throughout the change process, employees experience a range of emotions,
and ongoing support is necessary to help them navigate these feelings (Tayal et al., 2018,
p. 570). Once employees reach the acceptance stage, they must find their own way to
implement the necessary changes, often requiring continued guidance. At every stage,
leaders should act as role models, clearly communicating the vision, the desired changes,
and the benefits they bring. Aligning values, fostering a sense of pride and ethics, and
ensuring job content remains engaging can help involve and motivate employees, making
the shift from resistance to acceptance smoother (Tayal et al., 2018, p. 570).

Tayal et al. (2018) present a model that illustrates the relationship between
transformational leadership, innovative behavior, and acceptance of change. This model,

25



shown in Figure 4, provides insight into how employees are likely to embrace
organizational changes, emphasizing the role of transformational leadership in fostering
innovation and facilitating change acceptance. This model is particularly relevant to this
study, which to some extent explores how employees will receive the implementation of
the EU Pay Transparency Directive.

Innovative
behavior

Tranformational
leadership

v

Acceptance to
change

Figure 4. Direct Effect Moderation Model. Interpreted by the authors. Source: Tayal et
al. (2018).

The primary focus for organizations undergoing change should be on leadership, as
leaders play a key role in conveying critical information, working effectively and
empathetically, and interpreting the individual consequences of change (Tayal et al.,
2018, p. 570, 572). Retaining transformational leaders can provide a competitive
advantage, as they positively influence employee performance and overall organizational
outcomes. Furthermore, it is essential for leaders to empower employees to embrace new
ways of working and unlock their full potential by fostering an environment of trust in
management (Tayal et al., 2018, p. 570, 572). Employees who feel supported and trusted
tend to go beyond their routine job responsibilities, contributing innovative ideas that
benefit the organization. Notably, innovative behavior fully mediates the relationship
between transformational leadership and change acceptance, highlighting the importance
of strong leadership in facilitating successful organizational transitions (Tayal et al., 2018,
p. 571).

Human Resource Management Practices and Readiness to Change

Effective human resource management practices, particularly communication and
training, play a crucial role in fostering employee readiness for change (Alqudah et al.,
2022, p. 7). When employees perceive these practices as supportive, they are more likely
to develop a positive attitude toward organizational goals, including change initiatives.
Conversely, practices perceived as primarily result-driven tend to have a negative impact
on employees’ readiness to change (Alqudah, 2022, p. 7-8).

As the EU Pay Transparency Directive is a mandatory regulation that organizations in
Sweden must implement by June 2026, the change is externally imposed rather than
internally driven. This makes it particularly relevant to examine the human resource
management practices associated with the transition and how employees perceive the
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organization’s preparations. Employees with strong affective commitment, something
that can be strengthened through effective HR practices, are more willing to support their
organization during periods of change (Alqudah, 2022, p. 8). Understanding which HR
strategies enhance employee commitment and facilitate change acceptance provides
valuable insights for managers aiming to ensure a smooth transition.

To achieve this, organizations should focus on key HR practices such as clear
communication, well-defined job roles, employee participation, and extensive training,
as these factors contribute to higher affective commitment (Alqudah et al., 2022, p. 7).
Employees who perceive these practices as beneficial are more likely to reciprocate with
commitment, ultimately increasing their readiness for change. This aligns with findings
from Vardaman (2024, p. 71), who identifies a connection between employees’
perceptions of an organization’s change history and their willingness to accept future
changes. A key mechanism in this process is job embeddedness, the extent to which
employees feel attached to their organization. Strong workplace relationships and social
connections foster a deeper sense of attachment, making employees more receptive to
change (Vardaman, 2024, p. 71). Furthermore, effective high-performance HR
communication practices play a crucial role in shaping employees’ willingness to
embrace change. As noted by Alqudah (2022, p. 7), communication of the proposed
change serves as the primary mechanism for fostering employee readiness and
commitment to change. This underscores the importance of HR and management
prioritizing clear communication and targeted training throughout the implementation
process to ensure successful organizational adaptation.

High-performance HRM )

practices

» Affective commitment # Readiness to change

Figure 5. Conceptual Model. Interpreted and adapted by the authors. Source: Alquadah
et al. (2022).

Alqudah et al. (2022) illustrate the relationship between high-performance HR practices,
affective commitment, and employee readiness for change through a conceptual model,
shown in Figure 5. The model highlights key factors that managers and HR professionals
should focus on to foster employee acceptance of change, making it particularly relevant
for this study. By understanding and implementing these strategies, organizations can
better prepare for the EU Pay Transparency Directive and support employees in adapting
to the transition.

3.3.4 Communication Strategies

This section explores the role of communication in organizational change and its
importance in the implementation process. Effective communication is essential for
organizations, and to successfully integrate the EU Pay Transparency Directive, it is
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valuable to examine communication strategies and their connection to organizational
change.

A Four Flows Framework

McPhee and Zaug (2008, p. 32) present a model that argues organizations are constructed
through four distinct communication flows, each differing in direction and contribution
to organizational formation. Within each flow, social structures emerge through
interaction, leading to multi-way communication that both reinforces and challenges the
organization's rules and resources. By allowing one flow to influence another, the model
accounts for organizational power dynamics. These flows connect the organization to its
members, itself reflexively, its external environment, and the coordination of
interdependent activities in specific work situations. As shown in Figure 6, the four
identified flows are membership negotiation, self-structuring, institutional positioning,
and activity coordination (McPhee & Zaug, 2008, p. 33).

Self-Structuring

Activity Institutional

The Organization

Coordination Positioning

Membership
negotiation

Figure 6. A Four Flows Framework. Interpreted by the authors. Source: McPhee & Zaug
(2008).

The first flow, Membership Negotiation, describes how an organization connects with its
members through communication, which is essential for establishing and maintaining
these relationships (McPhee & Zaug, 2008, p. 34). Organizations must continuously
evaluate and categorize individuals, ensuring that both the member and the organization
align in their expectations and commitments. As new members are integrated, they must
adapt to the organization’s routines and structures while also shaping their roles within it.
This process involves several key dynamics. During recruitment, both the organization
and the individual may redefine themselves to fit each other's expectations, creating a
balance between reputation and courtship. Once inside the organization, individuals
position themselves within the existing structure, while the organization works to
incorporate them effectively. Additionally, for high-status members, membership
negotiation can extend to power dynamics, where authority, influence, and representation
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become central aspects of their role. Through these interactions, membership is not only
established but also continuously shaped and renegotiated over time (McPhee & Zaug,
2008, 35).

Organizations are not only objects of reflexive attention but also of reflexive control and
design, which brings us to the second flow: self-structuring (McPhee & Zaug, 2008, p.
35). Self-structuring refers to the communication processes among organizational role
holders and groups, and it is distinct from communication that coordinates the activities
of members (McPhee & Zaug, 2008, p. 36). It encompasses any communication that
shapes and steers the organization, including typical forms of organizational
communication like official documents, as well as processes that establish the
organization’s structure, such as hierarchical relationships (McPhee & Zaug, 2008, p. 36).
Self-structuring communication is subject to discrepancies, dispersal, and ambiguity,
which can have varied consequences for the system, subsystems, individuals, and external
interests. To contribute to the organization’s constitution, such communicative exchanges
must reflect the organization as a differentiated yet cohesive entity. In complex
organizations, communication implicitly acknowledges a governance structure with
legitimate power, and whether it's implemented, served, subverted, or resisted, it must
reproduce that structure (McPhee & Zaug, 2008, p. 37-38).

The process of modifying work practices and addressing practical challenges relies on a
specific form of communication known as activity coordination, which brings us to the
third flow. Through activity coordination, members of the organization engage in shaping
and aligning work processes and organizational attitudes. This coordination can involve
collaboration, but it may also break down when individuals choose not to cooperate,
compete for power, or attempt to extract personal benefits from the system. Underlying
this is the assumption that members are not only engaged in interconnected tasks but are
also part of a shared social unit whose identity extends beyond functional
interdependence. This sense of collective identity emerges as a direct outcome of the self-
structuring discourse (McPhee & Zaug, 2008, p. 39). Self-structuring provides the
framework within which the organization’s purpose is operationalized, through a division
of labor, standardized workflows, and formalized policies and plans (McPhee & Zaug,
2008, p. 38). Yet, this organizational purpose is never fixed; it is continually reinterpreted
and reshaped through a dynamic and evolving patchwork of information.

The fourth and final flow, Institutional Positioning, refers to communication that occurs
outside the organization (McPhee & Zaug, 2008, p. 39). This includes interactions with
external entities at a macro level, such as suppliers, customers, and competitors. Those
involved in this type of communication often hold boundary-spanning roles, where they
negotiate both the organization's recognition and its position within the broader system
(McPhee & Zaug, 2008, p. 39). The term "positioning" is used broadly in this context, as
it encompasses identity establishment, development, and the ongoing maintenance of the
organization's place within the inter-organizational environment. While various business
transactions occur between an organization and external agents, institutional positioning
involves essential constitutional moves that solidify the organization’s legitimacy within
the institutional order. This requires engaging in reciprocal communication with key
external stakeholders, establishing a credible image, and demonstrating compliance with
regulatory and societal expectations (McPhee & Zaug, 2008, p. 40-41). This form of
communication is fundamental to an organization's existence, as organizations operate
within pre-existing societal structures that regulate order, allocate resources, manage
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trade, divide labor, and establish communication norms. Successfully navigating these
institutional dynamics ensures the organization’s legitimacy and long-term sustainability
(McPhee & Zaug, 2008, p. 41).

By applying McPhee and Zaug's four flows, organisations can develop a more strategic
and effective communication plan when implementing the EU Pay Transparency
Directive. This allows for managing changes internally and externally in a structured way,
ultimately facilitating a successful implementation process.

3.4 Integrated Framework

To conclude the theoretical framework, all the included theories have been compiled into
an integrated framework, see Figure 7. This framework is centered around the concept of
pay transparency and illustrates how the various theoretical components relate to one
another. It demonstrates how different theories can be applied to understand the
implications of pay transparency within organizations. The purpose of the model is to
provide a comprehensive overview of the theoretical structure of this thesis and to
enhance the reader’s understanding of its core analytical foundation. At the foundation of
the framework lies pay transparency, which is underpinned by two central theoretical
pathways: the understanding of workplace pay gaps and the principles of change
management. These pathways are further broken down into specific theories that address
contributing factors within each area. The integrated framework combines established
theoretical models with the authors’ own interpretation, aiming to explain how
organizations are influenced by the implementation of pay transparency. It is important
to acknowledge that organizational decision-making may also be shaped by theoretical
aspects not captured in the model, an awareness that should be considered when
interpreting the empirical findings.
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Figure 7. Integrated Framework. Interpreted by the authors.
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Pay transparency forms the foundation of this study, as the core aim of the EU Pay
Transparency Directive is to increase transparency within internal pay structures. By
granting employees access to salary information, pay transparency serves as a critical tool
for identifying and addressing unjustified pay disparities—particularly those not based on
performance (Schnaufer et al., 2022, p. 78).

This brings us to the first pathway of the theoretical framework: understanding workplace
pay gaps. This component illustrates the importance of pay transparency and its potential
to reduce discrimination in wage-setting processes. The framework highlights three key
grounds for discrimination - gender, age, and ethnicity - and by drawing on theoretical
perspectives that demonstrate how individuals have historically been disadvantaged
based on these factors, the model offers a deeper understanding of the directive’s intended
impact. These theories help explain the structural roots of pay inequality and support the
argument for why increased transparency is a necessary step toward fairer compensation
practices.

The second pathway of this framework, change management, outlines the factors that
influence an organization’s ability to adapt to the EU Pay Transparency Directive -
essentially, how change can be operationalized in practice. This is illustrated through four
key theoretical models.

Firstly, Lewin’s Change Management Model offers a foundational perspective on how
organizational change should be structured, presenting a three-step process: defreeze,
change, and freeze (Sveningsson & Sorgérde, 2015, p. 77). This model is central to the
field of change management, as its structure is reflected in many subsequent models and
helps explain how organizations prepare for and embed new practices.

Secondly, the Burke-Litwin Model of Organizational Performance and Change explains
how external changes - such as regulatory shifts - cascade through an organization,
affecting both individual behavior and overall performance. The model emphasizes that
a change in one element will inevitably affect others (Burke & Litwin, 1992, p. 528),
making it particularly relevant for understanding the directive's wide-ranging
implications across organizational levels.

Thirdly, the framework incorporates theories on employee acceptance and readiness for
change, drawing on the work of Alqudah et al. (2022, p. 7) and Vardaman et al. (2024, p.
71). This aspect explores how organizational factors - such as transformational leadership
and strategic HR practices - influence employees’ willingness to embrace change. This is
essential, as successful implementation depends not only on top-down directives but also
on employee engagement and support.

Lastly, the Four Flows Communication Model by McPhee and Zaug (2008, p. 32)
highlights the role of communication in managing change. It illustrates how four
interconnected communication flows, membership negotiation, self-structuring, activity
coordination, and institutional positioning, facilitate alignment between organizational
goals and member actions, while also connecting the organization to its external
environment (McPhee & Zaug, 2008, p. 33).

Together, these theories form the integrated theoretical framework, serving as the
foundation for this study. It guides the design of the interview questions and will function
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as an analytical lens to interpret the empirical findings in relation to the theoretical
concepts.
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4. Practical Method

This section outlines the methodology used for data collection and analysis in our
qualitative study, as summarized in Table 2. Additionally, it provides a thorough review
of the ethical principles that guided our research, concluding this chapter.

Table 2. Practical Method Overview.

Primary data (interviews) and secondary data

Data Collection ) ) L
(articles, websites and statistical reports)

Semi- structured interviews via Microsoft

Conducting Interviews
Teams.

Analysis method Abductive and thematic analysis

Adhering to confidentiality, obtaining consent
Research ethics for participation and transparency regarding
research purpose, method and procedures.

4.1 Data Collection

Before selecting our data collection method, we carefully evaluated the advantages and
limitations of primary and secondary data in relation to the resources available for this
study. We decided to use secondary data as a complement to primary data to streamline
the research process within the study’s timeframe. The study is primarily based on
primary data, meaning that we collected the information ourselves using a qualitative
method (Bryman et al., 2024, p. 31). At the same time, we have incorporated existing
secondary data to gain a deeper understanding of the topic while reducing the time and
resources required for a study based solely on primary data (Bryman et al., 2024, p. 31).
Our decision to prioritize interviews as the main method was based on the complexity of
the topic, which required a deeper understanding that can best be achieved by speaking
directly with individuals operating within the studied environment. Interviews also
allowed us to adapt the questions to the context (Bryman et al., 2024, p. 206), and gain a
more nuanced insight into how companies approach pay transparency. Additionally,
interacting with respondents provided a richer understanding of the subject, something
that would not have been possible to the same extent through a, for example,
questionnaire.

We believed that qualitative interviews, combined with secondary data, were the most
suitable methods for addressing the study’s purpose and research question, even though
we considered other qualitative approaches. Ethnography and participant observation,
where researchers immerse themselves in a group over an extended period to observe
behaviors (Bryman et al., 2024, p. 317), were deemed unsuitable since the EU directive
has not yet been implemented, making it difficult to observe behaviors related to a future
change. Similarly, we found that focus groups, where a group is interviewed collectively
instead of individuals separately (Bryman et al., 2024, p. 416), could compromise the
honesty and reliability of responses, as pay transparency is a sensitive topic in many
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workplaces and participants may not feel comfortable expressing their true opinions in a
group setting.

4.1.1 Semi Structured Interviews

To gather insights on how organizations are preparing for the implementation of the EU
Pay Transparency Directive, its impact on their efforts against pay discrimination, and
how it is perceived within organizations and from the employee perspective, we chose to
use interviews. Interviews are a widely used method for collecting various types of
information about respondents, such as their behaviors, standpoints, norms, and values
(Bryman et al., 2024, p. 203). There are different types of interviews, such as structured,
standardized, unstructured, open interviews, and semi-structured interviews (Bryman et
al., 2024, p. 206). For this thesis, we employed a semi-structured interview format. This
method typically combines both closed and open-ended questions, where closed
questions help collect demographic data (e.g., gender, age), while open-ended questions
provide a deeper understanding of the topic. The interview is guided by a predefined set
of questions that serve as a framework, but the interviewer is free to ask follow-up
questions based on the respondent’s answers (Bryman et al., 2024, p. 206).

There are two types of semi-structured interviews: thematic and distinctive formats. This
study followed a thematic approach, meaning the interview is organized around specific
themes or subjects, allowing respondents flexibility in developing their answers
(Saunders et al., 2023, p. 443-444). We chose not to use a distinctive interview format, as
it is more tailored to individual respondents, making it more challenging to identify
patterns and compare responses (Saunders et al., 2023, p. 443-444).

However, conducting interviews means that the responses are shaped by the subjective
perspectives of both the interviewer and the participant. Interviewer bias can occur when
the interviewer’s own beliefs influence the way questions are framed, affecting how
participants respond. Participant bias arises when respondents, due to personal reasons,
are unwilling to fully engage or provide unbiased answers, potentially distorting the
sample (Saunders et al., 2023, p. 453). We have carefully considered these factors in our
methodological choices and believed that semi-structured interviews aligned well with
the study’s objectives and research approach to receive subjective insights.

4.1.2 Secondary Data Collection

Quantitative or qualitative data that has been collected by someone other than the
researchers for a different purpose than its intended use in the research is referred to as
secondary data (Ellram & Tate, 2016, p. 250). Secondary data is effective in research to
address numerous research topics and use of secondary data as the principal data source
can mitigate bias (Ellram & Tate, 2016, p. 250). When we selected the secondary data,
we located potential documents and engaged in iterative cycles of searching, scanning,
reviewing and pre-coding to generate initial search results, refining the process through
successive iterations. Subsequently, we collected materials that provided deep analytical
insights that were feasible to handle. For example, we utilized statistical data from SCB
to support our empirical findings and reinforce the existence of the issue under
investigation.
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4.2 Conducting Semi Structured Interviews

In this section, we outline the methodology used to gather primary data through semi-
structured interviews.

4.2.1 Interview Guide

Before conducting our semi-structured interviews, we developed an interview guide to
provide structure and ensure a coherent flow throughout the conversation. This guide,
presented in Appendix 2, consists of predetermined questions and themes derived from
our pre-study and theoretical framework, covering pay transparency, change
management, and communication strategies. The guide was designed with flexibility in
mind, allowing us to explore how respondents perceive their reality (Bryman et al., 2024,
p. 395) while maintaining a logical progression between topics. We created two versions
of the interview guide: one tailored for managers and another for employees. While both
guides serve the same purpose, they are adapted to fit the specific roles and perspectives
of the respondents. Moreover, our initial draft of the interview guides evolved over time,
particularly following the pre-study with a public organization, which provided valuable
insights into how the directive may impact the private sector. The interview questions that
were added or adjusted throughout the process, especially after the pre-study, are
highlighted in yellow in the interview guide presented in Appendix 2.

At the start of each interview, we introduced ourselves, provided an overview of the
study’s focus, and explained the interview structure. The initial questions were broad,
aimed at gathering background information about the respondent’s role and experience
within the company to establish context (Bryman et al., 2024, p. 395). The core of the
interview followed our main themes and theoretical framework, incorporating a mix of
open-ended questions and follow-up prompts to encourage respondents to elaborate on
their answers (Kvale, 1996). We began with general questions to assess their awareness
and experience related to the EU Pay Transparency Directive before moving on to more
specific inquiries (Kvale, 1996). This structured yet flexible approach allowed
respondents to develop their thoughts freely while enabling us to probe deeper based on
their responses, providing valuable insights into our research topic (Kvale, 1996). The
interview concluded with a summary and an opportunity for the respondent to share any
additional thoughts that had not been covered. We also reiterated how the recorded
material would be handled and informed them about how they would gain access to the
findings in our thesis (Bryman et al., 2024, p. 396). Finally, we expressed our appreciation
for their time and participation.

4.2.2 Pre Study

We conducted a pre-study to ensure that our interview guide was well-structured and to
refine the questionnaire so that the questions would provide the necessary information to
answer our research question. The pre-study interview was carried out with a respondent
from a public organization, which provided valuable insights into pay transparency and
the EU Pay Transparency Directive. Since public organizations already implement certain
aspects of pay transparency, this input was useful when formulating questions for
respondents from the private sector. Conducting pilot studies is essential to ensure that
the collected data allows for answering the research questions and to assess how well the
questions are understood and answered based on participants’ knowledge (Saunders et
al., 2023, p. 548; Bryman et al., 2024, p. 250). It is recommended to use respondents as
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similar as possible to the final study population (Saunders et al., 2023, p. 549; Bryman et
al., 2024, p. 250). However, in our case, we deviated slightly from this recommendation
as we chose to do a pre-study that was conducted with a respondent from the public sector,
while the final study focused on the private sector. Unlike traditional pre-studies, our pre-
study was included in the final analysis and contributed to the results and conclusions,
serving as a comparative reference to an organization already applying the principles of
pay transparency. Despite the sectoral difference, the pre-study offered valuable insights
into how organizations with established pay transparency practices address these issues.

Due to time constraints, the pre-study was limited to a single respondent. This individual
had extensive knowledge of pay transparency and the EU Pay Transparency Directive,
which provided meaningful input ahead of our final interviews. Following the pre-study,
we refined our interview guide to improve its structure and ensure a smoother flow in our
questioning.

4.2.3 Process of Interviews

Through our interviews, we gained deeper insights into participants’ viewpoints and
experiences, effectively addressing our research objectives. The interviews were
conducted using a standardized format, in line with the approach described by Collis and
Hussey (2024, p. 133), primarily consisting of open-ended questions complemented by a
few closed questions. This structure was designed to encourage rich, detailed responses
while still capturing essential background information. To ensure the authenticity of the
answers, we intentionally chose not to provide participants with the questions in advance,
as prior access could have resulted in rehearsed or overly scripted responses, potentially
hindering the spontaneity and depth of their perspectives.

The selection of respondents was guided by several key criteria. We sought to include
individuals in diverse roles, holding various positions within organizations, such as
managers and HR professionals involved in salary structures and pay negotiations, to
capture the organizational perspective, as well as employees directly impacted by the
directive’s increased salary transparency to ensure the employee perspective was also
represented. Furthermore, we aimed to capture insights from different industries to enable
comparisons across sectors with varying demographic compositions, such as male or
female dominated fields, as well as industries where age or ethnic backgrounds may play
a significant role.

As shown in Table 3, respondents A-I are presented according to their gender, position,
years in position and the length and date of their interviews. Additionally, each respondent
is color-coded to indicate the company they work for. As previously mentioned, we
interviewed individuals from various industries to capture a broad range of perspectives
on the implementation of the EU Pay Transparency Directive, recognizing that industry
type can influence how organizations address pay discrimination. Within each industry,
our aim was to include both organizational and employee perspectives from the same
company. However, due to the difficulty in finding respondents within the same
organization, we instead targeted companies of similar size within the same industry to
maintain comparable viewpoints. In the insurance and audit/accounting industries, we
successfully interviewed both employee and management representatives from the same
company. In contrast, for the HR and banking sectors, the organizational and employee
perspectives were gathered from different companies. Nonetheless, since these
companies are main competitors of similar size, we did not consider this to be a limitation.
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Moreover, the responses we received across different companies were largely consistent,
suggesting that company-specific differences did not significantly affect the findings of
our study.

Moreover, by incorporating respondents from a range of roles, such as a Head of HR
Negotiations, Financial/Account Manager, Head of Compensation/Compensation
Specialist, Senior Content Manager, Regional Director and Data Scientist, and industries
including HR, Insurance, Audit and Accounting and Banking, we ensured a balanced
perspective, integrating both organizational and employee viewpoints. This diverse
selection enriched our analysis by providing a comprehensive and multidimensional
understanding of the subject matter.

This study aimed to achieve a balanced gender distribution among respondents in order
to capture diverse perspectives and provide a fair representation of society. During the
selection process, we contacted individuals from various companies who either work with
or are affected by the topic. Participants were identified through our existing networks or
by searching on LinkedIn. In some cases, we were referred to other individuals within the
organizations who were better suited to our research focus, and we subsequently reached
out to them. However, this resulted in a predominance of female respondents, with 81%
women and 18% men, see Table 3. This imbalance can largely be attributed to the
overrepresentation of women in the HR sector. In many cases, our contacts at companies
referred us to HR professionals, as they are primarily responsible for the implementation
of related measures. Additionally, given that the directive seeks to reduce the gender pay
gap, it is reasonable to assume that women, being more directly affected, may show
greater interest and engagement with the topic.

The interviews were conducted through videoconferencing, with all discussions held in
Swedish, the native language of both researchers and participants. While in-person
interviews allow for richer data collection, particularly when discussing complex or
sensitive topics, and generally yield higher engagement, online interviews via platforms
like Microsoft Teams provide advantages in terms of efficiency, cost effectiveness, and
accessibility (Collis & Hussey, 2014, p. 120). When scheduling conflicts prevented
physical meetings, virtual interviews enabled us to reach a broader geographical range
and include a more diverse participant pool. This aligns with Collis & Hussey (2014, p.
133-134), who emphasize the benefits of online interviews in expanding the scope of data
collection. Additionally, as noted by Saunders et al. (2023, p. 464), it is crucial to account
for the time required for each interview. To ensure meaningful and unrushed discussions,
we allocated approximately one hour per interview and scheduled them in advance,
allowing respondents ample time to participate.

At the outset of each interview, we briefed participants on the study’s ethical
considerations, stressing the confidentiality measures implemented to safeguard their
identities both during and after the research process. We obtained explicit consent to
record the conversations, ensuring precise transcription and transparent handling of
collected data. Prior to the interviews, each participant received and signed a consent form
outlining the study’s ethical guidelines in detail. As interviewers, we remained highly
attentive to participants’ verbal and non-verbal cues and were prepared to adjust or omit
questions that might provoke discomfort (Bryman et al., 2024, p. 398). Additionally, we
reassured participants of their autonomy, making it clear that they could choose not to
answer specific questions or withdraw from the interview at any stage. To uphold
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anonymity, each respondent was assigned a letter A-I, a method recommended by
Saunders et al. (2023, p. 167), who highlighted the importance of preserving
confidentiality to foster openness and honesty in qualitative research.

Following the interview protocol, we guided the discussions toward relevant themes
while maintaining a conversational flow. According to Bryman et al. (2024, p. 399),
active engagement through follow-up questions is essential for gaining deeper insights, a
principle we prioritized throughout our interviews. To encourage a fluid and dynamic
exchange of ideas, we structured the interview questions in a logical sequence, pre-
planning some follow-ups while allowing space for spontaneous elaboration (Bryman et
al., 2024, p. 393-395). Moreover, we extended the discussions beyond the formal
questions, giving participants the opportunity to share additional reflections and
perspectives. This approach, as suggested by Bryman et al. (2024, p. 396), added further
depth to our qualitative data collection by capturing valuable insights beyond the
predefined framework of the interview.

The interviews yielded successful results, providing valuable insights that offered a solid
empirical foundation for addressing our research question. Despite being conducted
online, the interviews proceeded smoothly without any technical issues or external
disruptions. By clearly communicating the anonymity of the respondents and how their
data would be managed, we were able to establish trust and ensure openness. As a result,
participants responded honestly - even though the subject matter could be considered
sensitive for their organizations.

Table 3. Overview of Interviews.

i = Pre Stud
Respondent Gender Position Yearin Y

position

A Male Head of HR Negotiations 1 1:15:40 2025-03-04
B Female Financial Manager 1 57:19 2025-03-15
(o Female Account Manager 4 35:17 2025-03-19
D Female Group Compensation Specialist 5 56:25 2025-03-17
E Female Senior Content & SEO Manager 8 43:59 2025-03-14 - Industry 4' Compa ny 6
F Female Head of Compensation and Benefits 2 48:07 2025-04-11
G Female Senior Associate 15 33:28 2025-03-24
H Female Regional Director 5 44:11 2025-03-17
1 Male Data Scientist 15 1:01:58 2025-04-02
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4.2.4 Transcription & Recording

To facilitate the analysis and transcription of our interviews, we used Microsoft Teams'
Conversation feature for both digital and face-to-face interviews. Microsoft Teams
offered a built-in recording and transcription function, which allowed us to remain fully
engaged during the interviews without the need for extensive note-taking. Additionally,
the program automatically documented everything said during the conversation, ensuring
accuracy and completeness. We chose to utilize Teams' recording and transcription
function primarily for its efficiency, as manual transcription is often time-consuming
(Bryman et al., 2024, p. 402). By automating this process, we were able to allocate more
time to analyzing the data and focusing on the core aspects of our research.

Recording and transcribing were crucial to our study, as we aimed not only to capture
what respondents said but also how they expressed themselves. This ensured that we had
a comprehensive and reliable dataset to support our findings (Bryman et al., 2024, p. 400).
Although the entire conversation was recorded and transcribed automatically, we also
maintained a shared note-taking document where we manually recorded key terms and
insights that we found particularly relevant. This served as an additional safeguard in case
any words were misinterpreted by the transcription software or if technical issues
disrupted the recording, which is a common challenge when documenting interview data
(Bryman et al., 2024, p. 402). Immediately after each interview, we reviewed the collected
material alongside our notes, summarizing key findings while the discussion was still
fresh in our minds. This approach helped us refine our understanding and ensured that no
critical insights were overlooked.

4.3 Qualitative Data Analysis

There are various strategies for analyzing qualitative data, with thematic analysis and
grounded theory being among the most common (Bryman et al., 2024, p. 479). Thematic
analysis focuses on identifying patterns and themes within the collected data, which can
be linked to the research area under investigation (Bryman et al., 2024, p. 481). Grounded
theory, as originally described by Glaser & Strauss (1967, p. 2), involves developing
theory from systematically collected data in social research. In simple terms, this means
that data collection and analysis occur simultaneously, with each influencing the other
(Bryman et al., 2024, p. 484).

Our study employed thematic analysis, as its flexibility aligned with our abductive
approach, allowed us to move back and forth between the literature and empirical findings
(Bryman et al., 2024, p. 179-180). Additionally, its systematic structure has enabled us to
analyze the data in a logical and coherent manner, leading to rich descriptions of the EU
Directive and its impact (Saunders et al., 2023, p. 664). The thematic analysis process
consists of four key steps: (1) Familiarizing oneself with the data, (2) Coding, (3)
Generating themes, and (4) Defining and naming themes (Saunders et al., 2023, p. 665).

Step 1: Data Familiarisation

The first step in the process is to become familiar with the data, which typically involves
transcribing the interviews (Saunders et al., 2023, p. 665). Since we used Microsoft
Teams' transcription tool, the data was already documented. Instead, we familiarized
ourselves with the material by reading through it multiple times and translated it into
English. This process allowed us to gain a deeper understanding of the content and
identify recurring themes and patterns in the collected data. This step is essential, as a
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thorough understanding of the data is crucial for engaging effectively in the subsequent
analytical procedures (Saunders et al., 2023, p. 666).

Step 2: Data Coding

Once we had familiarized with the data, we coded the data to categorize it with similar
meanings. The second step involves labeling each unit of data within a data item, with a
code that symbolizes or summarizes the meaning (Saunders et al., 2023, p. 666). As we
reviewed our empirical material, we identified and documented recurring ideas and
notable points from each interview. This process resulted in the generation of 13 distinct
first order codes that reflected the key insights and perspectives expressed by the
respondents.

Step 3: Theme generation, development and review

We proceed by generating themes based on the collected and coded data. Here, we used
our collected data and transcripts to find ideas about potential themes, patterns and
relationships between the interviews held. A theme is a broad category that incorporates
several codes that appear to be related and indicate an idea that is important for the
research question (Saunders et al., 2023, p. 671). Through this process, we identified nine
second order themes and in turn four aggregated dimensions derived from both our
empirical material and theoretical framework. These second order themes and aggregated
dimensions, presented in Appendix 3, were developed through our data coding, and we
selected those most closely aligned with the study’s objectives and best suited to address
our research question and purpose.

Step 4: Theme refining, defining and naming

The final step in this process involved refining, defining, and naming the themes and
dimensions identified in the previous stages. Theme development is an iterative process,
and adjustments may be necessary to ensure alignment with the analysis and conclusions
of the study (Saunders et al., 2023, p. 673). As we progressed with our analysis, we
revisited and refined our initial themes and dimensions. Some themes were split to
provide a clearer and more detailed understanding, while others were merged due to
overlapping meanings. Although the four aggregated dimensions identified at the outset
remained unchanged, this refinement process led to a reduction in the number of second
order themes from twelve to nine.

4.4 Ethical Considerations

Research ethics are a fundamental aspect of the research process, guiding researchers in
ensuring the rights and well-being of participants and those affected by the study
(Saunders et al., 2023, p. 253). Ethical considerations encompass how researchers interact
with participants and their responsibility to uphold high ethical standards throughout data
collection and analysis, particularly when working with human subjects (Bryman et al.,
2024, p. 119).

Diener & Crandall (1978) identify four key ethical principles that help minimize potential
risks in research: do no harm, informed consent, privacy protection, and avoiding
misrepresentation. The first principle, doing no harm, highlights that research should not
cause physical or psychological distress to participants, such as damaging their self-
confidence, career prospects, employment opportunities, or pressuring them into
uncomfortable situations (Bryman et al., 2024, p. 120; Diener & Crandall, 1978, p. 19).
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To uphold this principle, participants were informed through emails and consent forms
that their anonymity would be protected, with neither their names nor their organizations
being disclosed. They were also assured that the interview recordings would only be
accessible to us and our supervisor. The second principle, informed consent, ensures that
participants receive comprehensive information about the study, allowing them to make
an informed decision regarding their participation (Bryman et al., 2024, p. 123). This was
accomplished through a consent form distributed to respondents prior to each interview,
outlining the purpose of the study, how their participation would be used, and offering
them the option to provide or decline their consent. Additionally, the consent form served
to uphold the third ethical principle. The third principle emphasizes the importance of
protecting participants’ privacy, ensuring that personal data and responses remain
confidential. Informed consent also plays a role here, as participants knowingly waive
certain privacy rights within the limited scope of the study (Bryman et al., 2024, p. 127-
128). Lastly, avoiding misrepresentation requires researchers to maintain transparency
regarding the study’s purpose and nature, thereby preventing any form of deception
(Bryman et al., 2024, p. 128). To uphold this principle, participants were informed about
the aim of the study when initially invited to participate. This information was reiterated
both in the consent form and at the beginning of each interview, prior to starting the
recording and asking any interview questions.

These ethical principles are closely interconnected, and in this study, we have adhered to
them throughout the research process. To minimize potential risks, we took several
precautionary measures. Anonymity was ensured by coding the interview data and
following GDPR and confidentiality guidelines. Explicit consent was obtained for
recording, and participants were fully informed of their rights. Transparency was
maintained by providing detailed information about the study’s purpose, methods, and
procedures. To further ensure ethical integrity, we prepared an information sheet and
consent form detailing the key aspects of our research. These included the purpose of the
study, participants’ roles, data collection methods, and Umeé University’s guidelines for
handling personal data. This included that all materials would be stored securely in
Microsoft Teams and deleted upon completion of the thesis, in accordance with the
outlined timeframe. By following these ethical guidelines, we have ensured that our study
is conducted with integrity, protecting participants' rights while maintaining the highest
standards of ethical research.
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5. Empirical Findings

This chapter presents the initial stage of our analysis along with the findings gathered
through our qualitative data collection. The results are organized by industry, each
featuring two distinct perspectives, as presented in Figure 8. To offer a well-rounded
understanding, we introduce codes that reflect these perspectives, supported by relevant
excerpts from the interviews that illustrate each code. The chapter begins with a brief
overview of our key findings.

5.1 Pre Study

Following the abductive methodology, we began our empirical research with a pre-study
to gather data, explore the topic, and identify patterns as a preparatory step for generating
theories that would inform our subsequent data collection (Saunders et al., 2023, p. 155).
Given the limited coverage in the literature on the EU directive and pay transparency, we
selected a public organization for our pre-study. This organization adheres to the principle
of openness in accessing information and already operates with a transparent pay
structure. The study aimed to examine how the principle of openness contributes to pay
transparency, how the organization utilizes pay data, how employees perceive it, and how
an organization already engaged in pay transparency views the EU directive and its
potential impact.

Respondent A, who works as Head of HR Negotiations at a public organization, is
responsible for matters related to HR, particularly employment, collective agreements,
and salaries. The respondent started with explaining the organizations current work with
pay structures and highlighted that all large organizations must comply with anti-
discrimination legislation, which includes conducting annual salary mappings focused on
identifying and addressing unjust pay disparities between men and women.

“However, it is a very reactive way of addressing the issue. If [ assign you the wrong

salary today, should we really have to wait an entire year before discovering the
mistake? By that time, twelve months will have passed, and there is a significant
risk that you may have already decided to leave, moved on, or applied for another
position within the organization where you feel that your salary is fair or where you
better understand why you are paid the way you are.”

“I do not believe in strict tariff wages, where employees enter at a fixed level and
we can immediately determine down to the exact hundred bucks what a new
graduate should earn. Instead, salaries must be based on individual assessments.
That being said, we still need to regulate entry level salaries to some extent.”

As a result, both the respondent and his organization are focusing on entry level salaries
to ensure that each individual is assessed based on their competencies and receives a fair
and justified salary. To prevent unexplained wage disparities, they take a proactive
approach by implementing salary ranges and using clear criteria to assess entry level
salaries. Additionally, the respondent explained that previous experience, such as part-
time jobs during studies, can influence salary placement within a specific percentile. To
avoid identifying wage discrepancies only reactively, the respondents organization has
made significant efforts over the past year to establish a more structured and transparent
approach to salary determination.

42



We also inquired about how the company in which Respondet A works assesses its
current level of equality across different social groups, whereas the respondent mentioned
that he believes they have made significant progress in their gender equality efforts but
acknowledges that some groups still exhibit considerable differences that cannot be fully
explained by factors such as skills, experience, or length of service. Over the past few
years, they have actively worked to address these disparities, and based on their salary
statistics, they consider their pay structure to be relatively equal.

However, one key issue highlighted was the difference in gender representation at
different job levels. When analyzing equality on a horizontal level, comparing individuals
in the same position but with different tasks, they find no correlation between gender and
salary. However, on a hierarchical level, men remain overrepresented in managerial
positions despite the organization being female dominated.

“There are very interesting aspects of how leadership is perceived and defined.
When describing male characteristics, the same words are often used to define
leadership traits, which introduces a bias that leads to discrimination and creates
these invisible barriers. Women who exhibit these qualities are rarely seen in a
positive light; instead, they are often perceived negatively. Meanwhile, if a man
demonstrates the same characteristics, he is seen as strong and driven. We are
currently working extensively on redefining the managerial role to eliminate
discrimination and remove definitions that risk reinforcing a male-dominated
leadership profile.”

As our discussion deepened on the principle of openness and the EU Pay Transparency
Directive, and their impact on the company’s approach to pay structures and wage setting,
Respondent A emphasized:

"The principle of openness is one of our most fundamental rights, and if [ may boast
a little, I feel proud of the organization I work for. It is something very, very
important in a democratic society."

During the interview, the principle of openness was described as highly beneficial for the
company. Firstly, it enhances transparency and provides employees with a greater sense
of security. Since salaries are publicly available within the agency, discussing and
comparing wages is a natural part of the workplace culture, reducing uncertainty and
speculation.

"I was quite shocked coming from the private sector, where salaries are never
discussed. Here, you talk about salary before you even talk about the weather."”

The respondent expressed a positive attitude toward the implementation of the EU Pay
Transparency Directive and increased transparency across all types of organizations. He
believed employees will largely welcome the directive, as it will provide a more objective
foundation for wage discussions and strengthen employee rights. From an employer’s
perspective, he stated that the directive also presents advantages by offering a clearer
basis for salary determination, reducing the influence of subjective factors in the process.
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Our conversation also touched on the directive’s primary focus on the gender pay gap.
However, Respondent A believed it will also help address other disparities, such as those
related to age and length of service. He highlighted concerns about older employees
nearing retirement, who may receive lower salaries due to assumptions about their
remaining years in the workforce.

"We see that as people age, their salary progression slows down. Employers might
think that there are only ten years left until retirement, so we don’t need to invest
in these employees anymore. Geography and length of service are also interesting
factors to consider. While they fall slightly outside the directive’s main scope, they
are still relevant to my work."”

Regarding ethnicity, the respondent did not believe the directive will have a significant
impact. He argued that defining wage disparities based on ethnicity is complex. While
distinctions between Swedes and immigrants were more pronounced in the past, today's
society tends to view individuals more in terms of education, experience, and professional
background rather than ethnic identity.

For the public organization, which already practices extensive salary transparency, the
directive will not bring major internal changes. However, a significant positive shift
across the labor market will be the requirement to disclose salaries in job postings. This
ensures that job seekers and employers have a shared understanding of salary expectations
from the outset. If the offered salary does not meet an applicant’s expectations, they can
make an informed decision on whether to apply. Additionally, the respondent noted that
salary transparency plays a crucial role in salary negotiations. Employees frequently refer
to available salary data as a basis for discussions. The agency’s internal statistics system
provides employees with access to salary information by position and role, making it easy
for them to compare wages and substantiate their arguments in negotiations.

Although the principle of openness brings many benefits to an organization, it also
presents certain challenges from a confidentiality perspective.

“We are starting to see that the principle of openness is also being used in
problematic ways, particularly in connection with criminal activities.”

This means that individuals can request salary lists and cross-reference them to obtain
personal information, such as addresses and names, including those of individuals with
protected identities. Criminal elements are becoming increasingly skilled at extracting
and using this information, placing greater demands on organizations to strengthen their
confidentiality measures.

Regarding the EU Pay Transparency Directive and its implementation, we asked about
its expected impact on organizations. One of the main concerns highlighted is the
administrative burden, as implementing pay transparency involves extensive
administrative work. While the timeframe for implementation is considered sufficient, it
will require new salary reporting systems and increased resource allocation.

“Do not quote me on the exact number, but I believe we receive around 8,000

requests for salary statements and payroll data, which employs four payroll officers
in our organization.”
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Public payrolls require significant processing, increasing pressure on organizations and
necessitating well-developed payroll systems. Public organizations, which already
operate within a public payroll framework, have these systems in place. For example,
Company A has a statistics system where all 13,000 employees can access salary data.
However, private companies, some of which may still manage salaries using basic tools
like Excel, will need to invest in new payroll systems to ensure compliance within a year.
This will require both technical solutions and additional back-office resources, leading to
substantial workloads and costs.

Furthermore, we asked the respondent if he had any advice for companies implementing
the directive, particularly regarding how they communicate the information. He explained
that public organizations already working with pay transparency will likely emphasize its
benefits, highlighting that they can demonstrate the absence of unfair pay differences. He
also mentioned:

“It’s nice as an organization to be able to boast a little bit that we are already in a
desired new position.”

Respondent A also shared that he sees it as an opportunity to communicate pay related
matters more broadly, suggesting that companies use this moment to discuss other
relevant topics in connection with salaries. However, he also pointed out the importance
of timing. For example, salary reviews take place right after the summer holidays, which
may not be the best time to introduce discussions about the new directive. His main advice
for organizations implementing the directive was to adapt it to their specific
circumstances and draw lessons from their own experiences.

Finally, the respondent mentioned unions as an important part of the area. It was not
something we had mentioned before but he believes they will have a central role in the
implementation but also after the implementation, speculated that the union will test the
system and litigate in the labour court.

5.2 Findings & Data Structure

This thesis aims to explore how organizations prepare for the implementation of the EU
Pay Transparency Directive, how the directive affects organizations efforts against pay
discrimination, and how it is perceived by both organizations and employees. The data
collection was conducted to gather insights from individuals within different industries
who are involved in the preparations for implementation, as well as from employees
affected by the directive. To gain diverse perspectives, representatives from four different
industries were interviewed, with two participants from each industry. This resulted in an
empirical data structure organized by industry, incorporating the distinct perspectives
within each industry. These perspectives are represented through specific codes, as
illustrated in Figure 8 below.

The first industry, (1) Human Resources, HR, is categorized into two perspectives: (1A)
the organizational perspective and (1B) the employee perspective.

The second industry, (2) Insurance, follows the same structure, with the same two
perspectives: (2A) and (2B).
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Similarly, the third industry, (3) Audit and Accounting, is divided into (3A) the
organizational and (3B) employee perspectives.

Finally, the fourth industry, (4) Banking, consists of the same two perspectives: (4A)
and (4B)

presesmesens s 1A Organizational
i pespective
v ssssrred 1B Employee
perspective
RS 2A Organizational

perspective

; 2B Employee

perspective
—p 3A Organizational
perspective
Audit &
Accounting
—p 3B Employee
perspective
— 4A Organizational
perspective
Banking
,., 4B Employee
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Figure 8. Empirical Data Structure.
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5.2.1 Industry 1: Human Resources

The first industry that emerged from our data was HR. This finding is composed of the
codes (1A) the organizational perspective and (1B) the employer perspective.

1A The organizational perspective

To gain insights into how the HR industry approaches the EU Pay Transparency
Directive, we interviewed respondent B, who holds ultimate responsibility for the
organization’s pay processes. This includes tasks such as salary mapping, ensuring equal
pay, and currently, the implementation of the EU Pay Transparency Directive.

“I definitely think it's equal, and I also think it's because we work in the industry
we do, which means that a lot of people are concerned about pay equality. We work
on this with our customers, and everyone in the company has a very good
understanding of the Discrimination Law.”

This was the response we got when asked about the current level of gender equality and
how they deal with pay discrimination. Furthermore, Respondent B stated that gender-
based discrimination is more common among their clients, as some specifically request
male candidates when seeking recruitment assistance. However, within the company,
Respondent B did not perceive any discrimination, noting no differences between men
and women.

Moving over to the directive and the organizational preparations, Respondent B stated:

“Since we have already worked extensively on these issues, I don’t believe it will
bring significant changes or have a major impact beyond new routines and
administrative tasks. For us, it will serve more as confirmation that we are on the
right track, ensuring that our wages are truly equal rather than just assuming they
are.

Respondent B mentioned that their preparations until now mainly have focused on system
support to ensure that salary mapping and reporting is feasible. Additionally, they are
incorporating salary adjustments in this year’s salary review to ensure that no unjustified
pay differences remain when the transparency measures are implemented. Besides this,
the respondent explained that some communication has already been done towards those
who are affected the most, but they have not done any bigger announcement about the
directive.

When we inquired further about the key actions the respondent considers essential for
ensuring a smooth implementation, we received the following response:

“Communication. The directive must be communicated across the entire
organization, particularly to managers responsible for setting salaries. It is crucial
that everyone understands its purpose, the reasons behind its introduction, and its
significance beyond simply complying with a new law. Emphasizing its role in
promoting equality within the organization is essential.”

The respondent had a generally positive attitude towards the Directive, and sees many

positive effects that could come out of it. It is mentioned, among other things, that it will
facilitate recruitment, as both employers and job seekers will go in with the right salary
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expectations already at an early stage in the recruitment process, and that the respondent
hopes that all women feel that it is a step in the right direction. In addition to the positive
aspects, some negative effects that may result from the implementation were also
mentioned.
“For smaller companies that still fall within the scope of the requirement, payroll
reporting can be administratively demanding and resource-intensive.”

“For larger companies that may have greater pay differentials, this can pose a
challenge, particularly if they lack sufficient expertise. As a result, the directive may
introduce rigidity in salary structures, potentially leading to salary caps or making
it more difficult to appropriately reward high-performing employees”

Finally, we asked how they as an organization work with external actors such as unions
and what influence they have in the question of equal salaries. The respondent explained
that it was their union in the first place that invited them to an education day where they
presented the directive and how the organisation can start with their preparations for it.

“It is a shared responsibility, we are accountable for ensuring it gets done, but we
rely on their support since they oversee the process and are responsible for training
us to do things correctly”

1B The employee perspective

To obtain a different perspective on the implementation of the EU Pay Transparency
Directive within the HR industry, we interviewed Respondent C, an Account Manager in
a company within the same sector. This sales focused role involves tasks such as
identifying new customers, maintaining relationships, and retaining existing clients.

When we started the interview and asked about how the current level of gender equality,
the respondent answered:

“Within our organization, all employees working operationally, whether as
salespeople, consultant managers, or recruiters, are part of a transparent salary
system. The base salary is determined by an individual’s prior experience and
education, while the rest is entirely commission based. This structure ensures
fairness, with no pay differences between men and women.”

Due to the commission based salaries, Respondent C felt confident that they have an equal
pay system and that employees get paid based on their performance. Additionally,
consultants hired on a contract basis typically have the opportunity to transition into a
permanent position after a certain period. The company works closely with them to ensure
that salary expectations align with future employment, as the salary they receive during
their consultancy reflects what they may earn if hired permanently. They also strive to
ensure that salaries are set at a fair level based on the consultant's experience, education,
and the nature of the work performed. This means they aim to ensure equal pay both
within the company and among the clients they work with.

We also asked about the equality of women and men in managerial positions:
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“I'would say that’s very positive. The Swedish management team currently consists
of three women and two men, with our CEO being female. However, she is the first
female CEQ in the company’s 25-year history - so 1'd say it was about time”

Regarding the respondent's knowledge of the EU Pay Transparency Directive, the
respondent was aware of it and had received basic information from the organization's
union. Respondent C understood what it entails and how it will affect them but expects
to receive more details as the implementation approaches.

“For me, the impact won't be significant, as I already discuss salaries and stay
informed on the topic with all my clients. Our sector will be heavily affected, so we
have received information on the directive. Our organization strongly believes in
the importance of openly addressing this issue and providing clear insights into
salary structures at different levels based on education and experience. Our role
will be to advise and educate our clients, as it is crucial that we guide them through
the directive, given that we represent them.”

The respondent received this information during a Monday meeting but also highlighted
the best approach for ensuring a smooth implementation. She believed that
communication and hands-on engagement are most effective and would prefer a
workshop on the topic rather than simply receiving large amounts of information through
internal channels. Since the directive directly impacts them, the respondent emphasized
the importance of thorough employee training, not only to apply it internally but also to
better support their customers.

Furthermore, Respondent C had a positive view of the Directive and responded as
followed when asked how it could be applied in their current role:

“Because my role is so performance based, our pay structure is very clear.
However, if [ were working in a company with fixed salaries, I would definitely be
interested in comparing salaries to ensure I was being paid fairly. Likewise, if 1
were applying for a new job, having salary information upfront would be a great
advantage, it would help me focus on roles that align with my salary expectations
and avoid spending time on positions below my desired level. That said, in my
current role, my base salary is relatively small compared to my performance based
earnings, so I don’t place much importance on salary reviews since they have little
impact.”

5.2.2 Industry 2: Insurance

The second industry that emerged from our data was insurance. This finding is composed
of the codes (2A) the organizational perspective and (2B) the employer perspective.

2A The organizational perspective

We also spoke with Respondent D, a Group Compensation Specialist responsible for
overseeing salary mapping and determination, standardized pay processes, job structures,
and market data within the organization. With extensive involvement in the
implementation of the EU Pay Transparency Directive, dating back to when it was merely
a proposal within the EU, Respondent D brought significant expertise to our study,
offering valuable insights into the directive’s impact and execution.
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Respondent D and her organization had been working with salary mapping and salary
data for several years, keeping the HR department's management team informed to ensure
the organization adapts its structures and practices to comply with the upcoming EU Pay
Transparency Directive. Last year, they reclassified approximately 250 jobs into 800
distinct roles. While employees continue performing the same tasks, this restructuring
allows for more precise job classification, making it easier to map positions and compare
them based on experience and career progression. As they had done so much work on this
before, we asked the respondent what the current state of pay equality is, to which we
received the following answer:

“Right now, we are at a stage where we don’t have a complete picture. Previously,
we had a much more extensive structure, which may have concealed certain
differences that were not immediately visible. While everything appeared balanced
at first glance, the recent restructuring of our measurement approach might reveal
disparities that were previously unnoticed. At this point, we are unsure of the exact
situation, but we are awaiting the quality check. Once that is completed, we will
conduct a new analysis.”

Furthermore, we inquired about the respondent’s expectations and the impact of the new
pay directive. While the respondents role had already been affected, it will continue to
evolve over the years, becoming more administrative and focused on ongoing analysis
and developing new ways of working with it. The respondent had also collaborated
extensively with various leaders and had already conducted three information sessions on
the directive and its implementation within the organization. Given the abundance of
media coverage, they aim to present information gradually to minimize uncertainty and
concerns.

“But such work simply cannot be done without engaging them along the way and

providing them with continuous information. Otherwise, it will be too much to take
in all at once as a “big bang” in the end. Another important aspect is to increase
communication with employees as well. So far we have some communication, but
in the last year we will intensify it further to ensure that everyone is well informed
and involved in the process.”

The respondent shared that they view the directive as a transformational journey and have
even named their informational sessions as the “Transformational journey,” where they
provide updates step by step. When we discussed a concrete communication strategy for
the implementation, the respondent explained that they as an organization prefer to take
a gradual approach to avoid triggering strong reactions. While the organization openly
supports the directive and views it as an important part of their mission, their
communication strategy will primarily involve leaders, as employees tend to feel more
secure receiving information from them. Additionally, updates will be shared via the
intranet. As part of their communication efforts, they have already published an article on
the intranet on International Women’s Day, highlighting the value of women and
informing employees about the ongoing equality initiatives.

Additionally, we asked if they had encountered any challenges in their work toward
implementing the directive.
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“There are constant challenges, I would say. From the very beginning, even during
the preparation phase, it was incredibly difficult to get our management team, and
others in HR, to understand why we needed to start this process so early. We often
think several steps ahead, and it’s easy to be in a position where we don’t yet have
all the solutions. But this is something that has to be done, and getting others to see
that it takes time. You have to figure out which train to board to ensure everyone
arrives at the same station - and that, in itself, is a challenge.”

Another challenge highlighted is the difficulty of keeping union representatives informed
throughout the process. It is crucial to involve them to ensure that no actions are taken
that the union might oppose. The respondent emphasized that they maintain ongoing
communication with the union and that, starting this year, they need to establish regular
meetings to ensure alignment and mutual understanding.

Overall, the respondent was enthusiastic about the implementation and believed that the
pay directive will bring many positive changes. Respondent D sees the directive as an
opportunity to drive initiatives they have long wanted to implement, now gaining
momentum due to the new legislation. Additionally, the respondent emphasized the
importance of technical systems in the implementation process, highlighting the benefit
of employees having continuous access to pay level information. However, Respondent
D also identified potential drawbacks. One concern was that differences in negotiation
behaviors between men and women could lead to unintended consequences, as men are
often more inclined to ask for higher salaries, potentially limiting negotiation flexibility.
Another challenge noted is the increased administrative workload, as the directive
requires more extensive reporting and greater involvement from multiple stakeholders to
ensure compliance and continuous analysis.

Furthermore, we asked how the respondent believes the directive will impact the
organization’s ability to attract and retain talent. Respondent D emphasized that salaries
are not the sole factor influencing employees’ willingness to stay. In Respondent D’s
view, other job offers would need to provide significantly higher salaries to persuade
employees to leave, as factors such as well-being and job security also play a crucial role
in retention.

2B The employee perspective

To acquire understanding into the employee perspective within the same industry
regarding the impact of the EU Pay Transparency Directive, we interviewed Respondent
E, who works with car insurance content. The role involves coordinating with managers
and marketers, as well as overseeing updates and follow-ups on company websites and
customer portals, where customers log in to manage their insurance policies.

In the department where Respondent E works, the majority of employees are women. As
a result, it is unclear how gender equality is reflected both within the organization as a
whole and specifically within this department. When asked about the current state of
equality in the organization, the respondent provided the following response.

“In theory, I could be a mother to all of them, but since our roles differ significantly,

it is difficult for me to determine the state of gender equality - or whether it exists
at all. What I do know is that those hired after me earn more, despite being younger.
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They are women, which creates a sense of equality, but not in terms of gender. It
still feels unbalanced and unfair.”

The respondent continued:

“We recently hired a new woman. I haven’t asked what her salary is yet, but I figure

I can find out later. When the previous woman joined, she had a higher salary than
me, and that was very difficult to accept. They have to come to me because I have
the deep knowledge, and for now, they can’t manage without me. That makes it even
harder to accept that I earn less. At the same time, when I brought it up with my
manager, it could not be adjusted.”

In higher positions, the respondent believed there is a fairly equal mix of men and women,
despite the CEO being male. Additionally, Respondent E feels that in some cases, the
organization prioritizes gender balance over hiring the most qualified candidate.

Prior to the interview, the respondent had not received any information about the EU Pay
Transparency Directive. Respondent E believed that salary discussions in Sweden are
often approached with a high degree of discretion and hoped that the directive will
promote greater transparency, encouraging employees to use it to better understand their
salaries and salary adjustments in relation to others. Additionally, the respondent believed
that the directive’s impact on the organization and the workplace culture surrounding
salary discussions and negotiations will vary from person to person. Respondent E stated:

“I’'m not planning to change jobs now, my next step is retirement. At the same time,
[ think that if a salary is stated upfront in a job posting, some people might choose
not to apply, even if they are genuinely interested. They might simply be looking for
a higher salary.”

When asked how Respondent E would like information about the directive to be
communicated within the organization, the respondent expressed a preference for
mandatory online courses. Since the organization already offers similar courses in other
areas, Respondent E believed this would be an effective way to inform employees about
the directive.

Respondent E believed that the directive will have only positive effects from an employee
perspective and that it must result in more equal pay and the elimination of wage
discrimination. Additionally, we received the following response regarding its impact on
pay discrimination:

“I would like experience to be valued as well because we may have the same job,
but I might not have a university degree, instead, I have extensive work experience.
How should that impact salary? I know my job very well, but if we are the same age
and you are new to the role, how is that taken into account? We may be of the same
age, but I have worked in this field much longer. What then becomes the
determining factor?”

“It can also feel like discrimination when someone new joins the company and

immediately receives a higher salary. This happens frequently, employers recruit
and offer higher salaries to attract new employees. I can even see from job postings
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roughly what newly hired people will earn, and I immediately realize that my salary
is significantly lower.”

The respondent explained that male colleagues have received higher salaries despite
Respondent E having more work experience. Respondent E believed that men tend to be
more assertive in salary negotiations, which naturally results in higher pay.

Finally, we asked about the respondent’s experience with unions. Respondent E shared
that she had previously reached out to the local union within the organization due to
dissatisfaction with the salary. However, Respondent E did not receive any support, as
she had already received a significant salary adjustment in recent years.

5.2.3 Industry 3: Audit & Accounting

The third industry that emerged from our data was audit and accounting. This finding is
composed of the codes (3A) the organizational perspective and (3B) the employer
perspective.

3A4 The organizational perspective

We continued our exploration by turning to the audit and accounting industry, where we
interviewed Respondent F to gain insights from an organizational perspective.
Respondent F is a Senior Manager with responsibility for compensation and benefits. This
includes overseeing the salary department, support functions, HR systems, as well as
pensions, insurance, and other employee benefits. Respondent F will play a central role
in the implementation of the EU Pay Transparency Directive within her organization, and
therefore provided valuable insights for our study.

Respondent F explained that their organization has not yet begun working with the EU
Pay Transparency Directive. However, they conduct annual salary mapping, actively
strive for equality, and note that the results generally look good when comparisons are
made. The respondent shared:

“We have a base in place and work continuously with clearly defined roles such as

Associates, Senior Managers, Managers, Directors, and Partners. However, not all
Associates hold the same responsibilities, and clarifying these differences is
something we are currently working on.”

According to Respondent F, the organization applies the same set of positions across all
business areas, and salaries are determined based on these roles. However, they
acknowledge that the responsibilities associated with a Manager title in the audit division
may differ from those in the advisory division for example. This inconsistency presents a
current challenge, as it may lead to comparisons between roles that aren’t truly equivalent,
making it difficult to accurately assess pay equality. Once these role definitions are
clarified, Respondent F shared that she believes they will be better positioned to begin
addressing the directive.

Furthermore, the respondent noted that significant differences tend to emerge at higher
position levels where salaries are becoming more individual, such as the role of Manager.
In contrast, junior roles within the department have a standardized base salary, and
promotions come with a salary increase within a defined range. Respondent F also pointed
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out that women are more commonly represented in junior roles, whereas men are more
prevalent the higher up the organizational hierarchy one goes.

“We need to work actively to change that. While I don’t believe quotas are the right
solution, it’s important to recognize that the competence is equal. Often, men tend
to be more vocal and assertive when aiming for higher positions, which can
influence outcomes. This is something we also need to be aware of and address
within the recruitment process.”

The respondent demonstrated strong familiarity with the directive, having attended
numerous external trainings, lectures, and webinars through various networks. She
believed that once implemented, the directive will support and streamline their ongoing
work. When asked how she expects the directive to impact her organization and role, she
responded:

“It will affect the organization in terms of culture and administration, as we need
to keep this job structure updated at all times.”

Given that her organization is in constant motion, with regular reorganizations, promotion
twice a year and frequent employee turnover, this will require significant administrative
effort. Additionally, Respondent F emphasized the importance of leaders being informed
and understanding the directive, as they are responsible for setting salaries and assigning
specific job codes to team members. These codes will become visible in salary reports,
making it essential for the organization to work actively with this process.

Although the organization where Respondent F works had not yet begun the full
implementation of the EU Pay Transparency Directive, we asked about preferred
communication strategies regarding the directive, both within the organization and
towards employees.

“I believe it’s important to use both the intranet and interactive formats such as
workshops to explain what the directive actually entails. There is a risk that people
might misunderstand it and assume, for example, that they will now be able to
access individual salaries, including that of the CEQ. It’s crucial to clarify that this
is not the purpose. Instead, the focus should be on ensuring fair and appropriate
compensation: the right salary for the right person in the right role. The goal is to
establish salary levels based on the position, not the individual.”

When asked about potential negative effects of the directive, Respondent F expressed the
view that resistance is more likely at higher organizational levels, particularly among
men. In contrast, junior employees tend to be more curious about career progression and
salary potential, which she saw as a motivating factor. She also believed that a challenging
transition period is to be expected before the directive becomes fully integrated into the
organizational culture. Furthermore, she highlighted generational differences, noting that
younger employees are more open to discussing salaries, whereas older generations may
find the shift more difficult to accept.

Respondent F sees the directive’s implementation as a process of change management,

requiring time, patience, and the development of a new organizational culture. She
emphasized the importance of clear communication to ensure that all employees
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understand the changes. However, she did not anticipate that employees in her large
organization would feel as exposed as those in smaller companies, where individual
salaries may be easier to identify in reports.

She also stressed the importance of being able to justify any salary differences:

“Salaries are still individual, even with the directive, everything will remain
individually set. So again, if there’s no justification for a difference, then yes, you
should have the same salary.”

Additionally, Respondent F expressed hope that the directive will not affect other
minority groups, although she acknowledged that age is also a relevant factor depending
on the industry. Regarding ethnic background, she did not see this as a challenge within
her organization due to its global structure and diverse workforce.

Given that the organization has several clear competitors, Respondent F underlined the
need for a transparent and structured salary model to remain attractive as an employer.
She also highlighted the importance of offering additional benefits, beyond salary, to
stand out in the market, suggesting that pension schemes will become increasingly
important in the future. Moreover, she pointed out that it will likely become harder to
negotiate salaries based on competitor offers, as salary information becomes more
transparent under the directive.

Finally, Respondent F emphasized the importance of involving the union early in the
implementation process, stating that the scale of the work requires collaboration. She
believes that unions should be included in decision-making around communication
strategies and implementation plans.

In summary, Respondent F stated that the foundation for successful implementation lies
in strong system support, followed by effective communication and leadership models.
These were identified as the key components in managing a change of this scale, such as
the implementation of the EU Pay Transparency Directive.

3B The employee perspective

Within the audit and accounting industry, we further wanted to gain insight into the
employee perspective and interviewed Respondent G. As a Senior Associate, Respondent
G is responsible for auditing a range of companies, from owner-managed businesses to
medium-sized and large enterprises. Additionally, the respondent has a minor leadership
role, serving as a team leader for students and providing training and support to junior
associates.

In Industry 3, the respondent does not believe that salary levels differ based on gender.
The industry follows a clear hierarchical structure, where promotions to the next level
come with a fixed starting salary determined by performance and years of service.
However, the respondent notes:

“If you look at higher positions, such as director or partner, my impression is that
they are predominantly held by men, which means that, overall, men tend to have
higher salaries. There may be a greater variation in pay at these levels, but when it
comes to auditing roles, I believe salaries are fairly evenly distributed. However,
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in Stockholm, for example, there are more men in the industry, which I think could
be due to the more competitive environment compared to the rest of the country.”

At the time of the interview, the respondent was not particularly familiar with the new
EU Pay Transparency Directive. While aware that it was under discussion, the respondent
had not received any communication about it from the organization and believed that any
information available had been obtained through news or social media. Although the
respondent knew of the directive's existence, there was a lack of detailed knowledge about
its contents.

“Since the directive has come into force, I would like my employer to provide
information on how it will impact the organization, what type of information will
be available, and what the overall effects will be. Additionally, in my managerial
role, I need sufficient information to confidently address any questions from my
employees. That is likely the most important aspect for me.”

This was the response we received when asking how the respondent would prefer to
receive information about the directive. Furthermore, we discussed specific managerial
and HR strategies that the respondent believed would be necessary for its implementation.
The respondent emphasized the importance of clarity, both in terms of what the directive
entails, the type of data that will be accessible, and its overall purpose. Additionally, she
highlighted the need for clear communication on the reasoning behind the legislative
change and how it will be explained when it comes into effect.

Moreover, we asked about pay transparency in context of discrimination, and the
respondent answered as follows:

“I believe it will have a positive impact in that sense. A transparent pay system will
make it more difficult to use salary as a form of discrimination. However, when it
comes to other factors like age and ethnicity, I don’t think the impact will be as
significant. If the reporting system allows data to be extracted based on age, that
would be beneficial. But in terms of ethnicity, how would that be represented? |
don’t think it will have any effect, as ethnicity doesn’t seem to play a role in this
context.”

After providing more details about the Directive, we asked the respondent whether they
might use it themselves. The respondent explained that, based on their experience, salary
discussions are rare, as salaries are typically assigned rather than negotiated. Additionally,
many employees already have a general sense of the salary levels. However, the
respondent added:

"[ think I will definitely look at it a bit more before my next salary discussion."

5.2.4 Industry 4: Banking

The fourth industry that emerged from our data was banking. This finding is composed
of the codes (4A) the organizational perspective and (4B) the employer perspective.

56



4A The organizational perspective

In the fourth and final industry, we interviewed Respondent H, who works as a Regional
Director at a bank. Given the respondents responsibilities for personnel management and
salary setting, interviewing Respondent H provided valuable insights into how they as an
organization approach equality and their preparations and understanding of the EU Pay
Transparency Directive.

Over the past decade, the organization where Respondent H works has placed significant
focus on pay equality. This has involved a more structured approach to annual salary
mapping, analyzing salaries across different levels and segments within the bank. While
the HR department primarily manages this process, the respondent remained informed
and updated throughout. The respondent provided the following answers when asked
about the organization’s current approach to salaries and equality.

“Each role is assigned a code, allowing us to analyze the salary structure. We
review these codes to assess the distribution between men and women. Additionally,
factors such as ethnicity and other aspects are also considered. Every year, a salary
mapping is conducted to identify any disparities. Based on this analysis, an annual
budget is allocated to make necessary adjustments and corrections where needed.”

We also inquired about the current level of equality, if it is equal within the organization,
and received the following response:

“I would say no to that question. Is it more equal now than before? Maybe.
However, I still work in a profession, or job category, that is relatively male
dominated. Looking at my own position, my managers, and their employees, there
are quite a few women. But when you look at the highest positions, there are
probably more men than women.”

The respondent explained that individual salary settings are determined by various
factors, including experience, age, salary negotiations and market conditions, with wages
differing significantly based on geographical location. The respondent noted that certain
cities tend to offer higher salaries, often due to newer businesses needing to attract talent
by offering competitive pay. Additionally, when comparing salaries between men and
women, the respondent acknowledged that men are generally paid more than women and
refers to historical wages.

Before the interview, the respondent had limited knowledge of the EU Pay Transparency
Directive but had extensive experience working with equal pay and salary mapping within
the organization. Respondent H had been in contact with an HR partner and was aware
that the organization is actively preparing for the directive’s implementation by acquiring
a new system designed to compare different roles, ultimately enhancing transparency
once the directive takes effect. Furthermore, the respondent believed that organizations
can benefit from transparency by attracting and retaining talent, as it reduces the risk of
women receiving unfair salaries from the start.

Although the respondent had little direct insight into the day-to-day implementation
process, Respondent H believed the directive will lead to greater transparency within the
organization and provide easier access to salary lists for all employees. Regarding its
impact on employees, the respondent stated:
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“No, but I hope it will impact the employees in the sense that we, as an employer,
will become even better at ensuring equal pay for equal work. And to be completely
honest, I hope we stop, at least to some extent, the practice of setting lower salaries
for women, because, in reality, that is what we often do.”

Furthermore, Respondent H acknowledged that salaries can be a sensitive topic and
emphasized the importance of employees feeling confident that their pay is fair, thereby
increasing trust within the organization. Some may find it uncomfortable that such
transparency allows insight into personal financial matters. The respondent also shared
perspectives on the directive based on her role and responsibilities:

“I can feel it from my own position as well. If you sense that you're being unfairly
disadvantaged, knowing that you earn a certain amount while your male colleague
makes that amount plus 20%, of course, it’s frustrating. It feels incredibly unfair
and unjustified.”

“Of course, I discuss salaries with my closest colleagues. My colleague and I, along
with another colleague in a similar or previous position, have made a conscious
decision to talk about salaries from time to time. Honestly, we find it incredibly
unfair. Even though we hold high, or fairly high, positions in banking and business,
we still see clear injustices in salary structures. And we don’t think that’s okay. We
also raise these concerns with HR because this issue exists even at our level, men
are still often paid more.”

Moreover, Respondent H considered that one potential downside of the directive is that
it could eliminate the ability to offer high salaries to individuals with specialized
expertise. The respondent argues that salaries should not be confined within strict ranges,
as individual pay differences exist for a reason, some employees are simply more
competent and should be compensated accordingly.

Regarding pay discrimination and the impact of the EU Pay Transparency Directive, the
respondent did not feel that discrimination based on age or ethnicity is prevalent or will
be significantly affected. However, she acknowledged that within her area, there is
unfortunately little ethnic diversity, and the organization struggles to hire people from
different backgrounds.

When asked about effective ways to communicate the directive within the organization
and to employees, she stated:

“Information, especially general information, should never be kept secret but
should instead be communicated through various channels. That’s what I believe”.

The respondent explained that the organization has a shared intranet where news and
updates are posted, and believes that information about the directive will be shared there.
Respondent H further supposed that the HR department will discuss and inform the
management team, who will then relay the information to their employees. She also
thought the union will play a key role in ensuring that the information is spread as widely
as possible throughout the organization.
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Regarding the union's role in the directive's implementation, Respondent H claimed they
have a significant responsibility in addressing this issue

“One of the key objectives they work towards is, of course, equal pay for equal
work. This is something they are fully committed to in every possible way. They also
bring it into various negotiations, as many positions are subject to union
bargaining.”

The respondent continued:

“Some matters are negotiated in a larger forum, while others, such as the
appointment of managerial positions, are handled individually with the union.
Organizational changes are always discussed with the union as well. In my view,
they have a significant responsibility to drive this issue forward, it is an essential
part of their work.”

Overall, the respondent supported the directive and hoped it will contribute to greater
equality and help reduce the gender pay gap.

4B The employee perspective

We also interviewed Respondent I to gain an employee's perspective on the banking
industry. Respondent I works as a Data Scientist at one of Sweden's major banks and has
been with the company for one and a half years. The respondent initially joined as a
trainee, rotating through various departments before settling into their current role, and
have worked there for the past six months. In this role, Respondent I focuses on data
collection to create tailored customer profiles, prioritizing customer perspective and
profitability over company revenue.

The current level of equality at the company was described as:

“As I see it, the finance industry as a whole is more male-dominated. This also
applies to the department I work in, which I believe is mainly due to its strong IT
focus. We work actively to increase diversity, but since the roles here usually
require an engineering background, it is natural from the choice of education as
even those types of education are overrepresented by men.”

Regarding pay equality, the respondent noted that salaries are primarily determined by
skills, particularly in junior roles where individuals are hired under similar conditions.
However, as employees progress within the organization, salaries tend to be negotiated
on a more individual basis. The respondent expressed hope and belief that these decisions
are made fairly. He also pointed out that "'those who speak up the most tend to receive
the most”, linking this observation to potential personality differences between men and
women. The respondent suggested that women may, in general, be less inclined to
negotiate or request higher salaries compared to men.

When discussing the EU Pay Transparency Directive, the respondent admitted to having

limited prior knowledge of it. The awareness came mainly from general discussions and
media coverage, but no official information had been communicated by the organization.
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"To be honest, I don’t even expect the organization to communicate this. There are
constant changes to regulations, and it’s up to the employees to stay informed. One
can hope they post something on the intranet, but I don’t think there’s a need to
make a big fuss about it."

This was the respondent’s reply when asked how they would prefer to receive information
about the directive from their employer. It was also noted that one potential outcome of
the directive could be an increase in employees demanding higher salaries. However, the
respondent believed that the organization is already proactively addressing unjustified
salary discrepancies ahead of the directive’s implementation. If salaries have been fairly
set, there may not be a need for a major announcement. Rather, the focus should be on
informing employees about their right to access salary data and how it may be used within
the organization.

However, when we discussed the actual implementation, the respondent emphasized the
importance of a well-functioning infrastructure. It was pointed out that the process should
be straightforward, and the company should have efficient systems in place to make it
easy for employees to request salary reports.

"This is not something the organization should hide but rather something to be
proud of- It should be easy to access, without the need to fill out multiple forms or
Justify why you want a certain report. There should simply be a link on the intranet
where employees can get the information directly. However, I don't think you can
expect a workplace to have everyone go around talking about what salary you have
based on the culture we have, but I hope that employers enable their employees to
access the information they want in an easy way."

Moving over to the individual and organizational impact of increased pay transparency
and the implementation of the EU Pay Transparency Directive, the respondent expressed
a positive outlook. Respondent I claimed transparency is crucial for attracting and
retaining competent women and hope that salaries are determined based on professional
qualifications. However, since the respondent already believes that the organization has
an equitable pay structure, the respondent does not expect the directive to have a
significant impact on the company. The respondent emphasized the importance of
employees feeling valued by their employer and stated that men and women should,
naturally, receive equal pay for equal work. The respondent also shared that he sees pay
transparency as a tool that will reinforce fairness across the organization and serve as a
valuable resource during salary negotiations, encouraging employees to conduct more
thorough research beforehand.

Regarding potential downsides, the respondent identified a risk that some employees
might feel discouraged if they discover they earn less than others, even if their salary is
justified. Additionally, he expressed concern that the company might focus too much on
equalizing salaries, which could result in some employees receiving lower wages than
they deserve.

On a personal level, Respondent I stated:

"Of course, I expect to have a market-based salary, and this will naturally give me
the opportunity to check whether I am being paid at the right level. If there is also
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a way to compare salaries at other companies, I would likely look into what people
in similar roles earn at competing firms to assess whether my salary is competitive
or if I could potentially earn more elsewhere."”

Regarding other potential minority groups that may face discrimination, the respondent
highlighted age, noting that younger employees might receive lower salaries even when
performing the same job as older colleagues.

"If a young person were to have an unreasonably low salary, I would hope and
believe that the pay transparency system would help. Just because someone is
young but delivers the same quality of work as an older colleague, they should
receive the same salary. At the same time, it’s clear that age brings experience, and
experience often justifies a higher salary. So, in some cases, older employees may
rightfully earn more. But overall, I believe salary should be based on performance.”

Finally, when discussing unions and other stakeholders, Respondent I mentioned that he
has never needed to contact a union regarding salary. However, the respondent had
previously worked part-time at a union, where he conducted sessions for students in their
field, educating them on what to expect in terms of salary upon graduation. This
experience has given Respondent I a solid understanding of salary expectations for their
profession.

"[ think people usually turn to a union when they feel dissatisfied, and so far, 1
haven’t had a reason to. However, thanks to my experience within the union, I stay
informed about salary levels. When you're in a junior role, there are certain salary
benchmarks you can expect, and they typically don’t vary much during the first few
vears. That said, I believe unions play a crucial role in the bigger picture - they are
the ones responsible for representing employees against large corporations."
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6. Analysis & Discussion

In this chapter, we will expand on our analysis and discussion by connecting the insights
gained from our empirical findings with the theoretical framework. By critically
examining how the observed patterns align with or diverge from existing theories, we aim
to deepen the understanding of our research topic. This integrated discussion will serve
as the foundation for drawing our final conclusions and formulating practical
recommendations.

6.1 Equal Pay Setting & Pay Gaps

The first dimension identified in our empirical findings relates to how organizations
position themselves on the issue of equal pay and wage disparities in the labor market.
Within this broader theme, we have distinguished three second order themes that emerged
most consistently throughout the interviews and will be presented below.

6.1.1 Gender & Age

The first second order theme identified within this dimension concerns how organizations
perceive pay equality in relation to gender and age. According to interviews with
respondents E and H, a pay gap persists across both gender and age groups. Furthermore,
men remain overrepresented in higher-level positions, as highlighted by respondents G,
H, and I. This observation is supported by recent statistics from SCB (2024), which show
that women, on average, earn 90% of what men earn and that 65% of managerial roles
are held by men.

According to the EU (2023), women remain underrepresented in management positions,
and even when they attain leadership roles, they typically earn less than their male
counterparts. This observation aligns with the input from Respondent H, who described
similar conditions within the Banking industry and noted that men in equivalent roles to
hers are earning higher salaries. Respondent G also highlights that this issue is present
within the Audit and Accounting industry, where positions such as director or partner are
predominantly held by men and therefore also have higher salaries. Furthermore, in the
Insurance industry, Respondent D noted that although substantial efforts have been made
to improve gender balance in leadership, such as implementing salary mapping and
promoting equality, a persistent pay gap remains. This disparity is primarily due to the
continued overrepresentation of men in senior positions. Respondent F also confirmed
this, highlighting that men dominate the upper levels of the organizational hierarchy,
which ultimately impacts outcomes like salaries.

“There are significantly more men in higher-level positions, while women are more
often found in service oriented roles. Without achieving a balance, the gender pay
gap will never disappear, that is where the root of the problem lies, and it is also
the most difficult aspect to change.” - Respondent D

The findings of our study support existing theories that women are underrepresented in
management positions and tend to earn less than men, even when they attain leadership
roles, as highlighted by the EU (2023). Moreover, gender diversity among corporate
boards is a critical factor to consider when examining the impact of gender related
litigation, as organizational performance is influenced by this (Boivie et al., 2021, p.

62



1689). Additionally, research by Penner et al. (2023, p. 185) shows that gender pay gaps
are influenced not only by wage disparities within the same roles, but also by the
segregation of men and women into different jobs, industries, and organizations. This is
echoed by respondents from the Banking, Insurance, and Audit and Accounting sectors,
who report pay differences even among employees in similar positions.

Our study reinforces the connection between industry type and the persistence of gender-
based pay gaps, supporting Penner et al. 's (2023, p. 185) argument that occupational and
industry sorting plays a significant role in shaping pay inequalities. Respondents from all
sectors, except Human Resources, acknowledge a clear overrepresentation of men in
leadership roles and note that men tend to receive higher salaries. In contrast, respondents
from the HR sector report a different reality. HR is described as a field where performance
and achievements are prioritized over gender, and where active efforts are made to
promote women into leadership positions, as highlighted by both Respondents B and C.
These findings extend existing research by suggesting that female-dominated industries,
such as HR, are less affected by gender-based pay disparities. A key reason appears to be
the dual role HR professionals occupy in relation to compensation. On one hand, they
serve as internal staff members subject to their own organization’s pay structures; on the
other hand, they work externally as experts and consultants on salary-related issues for
other companies. This dual exposure, being both practitioners and advisors in matters of
pay, positions HR professionals as particularly competent in managing equitable
compensation. As a result, respondents within the HR industry did not perceive
significant salary differences between men and women in their own workplaces.

As presented in our theoretical framework, Drydakis et al. (2023, p. 315) highlight that
older workers are often offered lower salaries, even when they possess more experience
than their younger counterparts. This issue is also addressed by Respondent A, who views
pay transparency as a valuable tool for reducing salary disparities related to age and length
of service. This observation is supported by Respondent E, who reports a similar situation
within their organization, where younger employees receive higher pay despite
Respondent E’s extensive experience in the field.

Offering a contrasting perspective, Respondent I points out that age discrimination can
also affect younger individuals, who may earn less due to their limited work experience.
While experience is commonly associated with higher salaries, Respondent I argued that
compensation should be based on performance, noting that in some cases, younger
employees may rightfully earn more than their older counterparts. Additionally, insights
from Respondent F suggest that age-related disparities can vary depending on the industry
and company size. She explained that in municipalities and smaller organizations,
employees often remain in the same role for extended periods, which can result in younger
colleagues advancing more quickly. This dynamic can contribute to noticeable
differences in compensation across age groups. These findings and insights add nuance
and contribute to the findings of Drydakis et al. (2023), by suggesting that age-related
wage disparities can affect both older and younger employees, indicating that age
discrimination in the workplace is a more complex and multifaceted issue than previously
suggested.

Our findings build upon previous research suggesting that younger employees tend to

derive greater job satisfaction from higher pay, while older employees are more motivated
by meaningful contributions and engaging tasks (Kollman et al., 2020, p. 109). However,
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Respondent E, an older employee, emphasizes the importance of salary, indicating that
compensation remains a key motivator regardless of age. This suggests that job
satisfaction is influenced by a combination of engaging work and competitive pay, rather
than being strictly age-dependent.

Another notable finding from our study diverges from previous literature regarding the
impact of ethnicity on pay discrimination. Heymann et al. (2023, pp. 17-18) state that
ethnicity-based discrimination can occur at multiple organizational levels, including
hiring, promotions, and performance evaluations. Additionally, statistics show that
foreign-born individuals in Sweden earn, on average, 23% less than those born in the
country (SCB, 2024). However, our study did not reveal evidence of such disparities.
None of the respondents believed that ethnicity influences pay levels within their
organizations, and therefore did not expect the EU Pay Transparency Directive to
significantly affect ethnicity-based discrimination in this context. This is supported by
Respondent A, who works in an organization that already practices pay transparency.
According to this respondent, society increasingly evaluates individuals based on their
education, experience, and professional qualifications rather than their ethnic
background.

However, some respondents did acknowledge that their organizations could improve in
terms of hiring individuals from diverse backgrounds, which aligns with Heymann et al.
's (2023, p. 17-18) observation that discrimination may already occur during the
recruitment process. Nonetheless, our findings suggest that once individuals with
different ethnic backgrounds are employed, their salaries are not perceived to be
negatively impacted by their ethnicity.

To summarize, from an organizational perspective, pay gaps were often justified by
hierarchical structure and experience levels. Employees, however, were more likely to
interpret these gaps as unjustified, especially when men in similar roles earned more. This
reflects a gap between formal explanations and lived perceptions of fairness.

6.1.2 Characteristics

Another second order theme identified is that the difference in character traits between
women and men may influence the pay gap. As highlighted in the study by Nyhus & Pons
(2012, p. 115), the pay disparity between men and women can be attributed to their
differing traits, with those of men having a positive effect on earnings, while those of
women tend to have a negative impact. Women are generally more agreeable, while men
are more likely to embrace new experiences and seek out novel opportunities (Nyhus &
Pons, 2012, p. 115).

This is further reinforced by our empirical findings. Respondent I stated, “7Those who
speak up the most tend to receive the most” implying that men are generally more likely
to ask for higher salaries, which may contribute to the gender pay gap. Similarly,
Respondent E pointed out gender-based behavioral differences, observing that men often
take a more assertive stance during salary negotiations, which frequently leads to higher
pay. In addition, Respondent F emphasized the overrepresentation of men in senior roles,
attributing this to their tendency to be more vocal and assertive when pursuing promotions
and salary increases, factors that significantly influence compensation outcomes.
Respondent D added to these observations by suggesting that such behavioral differences
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could become a drawback of increased salary transparency. If men are already receiving
higher pay due to their negotiation style, transparency could unintentionally reinforce
existing disparities by limiting employers’ flexibility to negotiate on an individual basis.
Respondent H also addressed this concern, stating:

“Pay differentials are likely to depend on age, experience, and negotiating skills.”
- Respondent H

This aligns with existing studies, which suggest that women are generally more likely to
accept the salary offered to them. Respondent A further confirmed this trend, despite
working in the private-sector that has implemented pay transparency measures. While the
organization has made progress in achieving pay equity, Respondent A acknowledged
that stereotypical gender traits still influence advancement, resulting in a continued
overrepresentation of men in higher-level roles. With that said, our study extended
research by showing that, in addition to being more inclined to seek new opportunities,
men are also more likely to negotiate for higher salaries.

In broad terms, our study shows that managers tended to describe differences in
negotiation behavior as natural and individual-based. In contrast, employees, especially
women, highlighted how these behavioral expectations disadvantage certain groups,
reinforcing structural inequalities. This suggests differing awareness of how gendered
traits are rewarded.

6.1.3 Educational Background

During the interviews, respondents highlighted educational background as a key theme
related to equal pay and wage disparities. Previous studies have shown that women earn
less than men across most professions in the Swedish labor market, despite having higher
levels of education (Finansforbundet, 2025). This is supported by statistics showing that
60% of university students are women, compared to 40% men (SCB, 2024). Additionally,
le Grand et al. (2004, p. 211) emphasize that educational background significantly
influences both pay levels and wage gaps.

Our findings align with these insights, suggesting that gender imbalances in certain
industries are closely tied to educational choices. For instance, respondents from the HR
sector explain that their organizations are predominantly female, largely because more
women pursue studies in human resources. Respondent C also notes that educational
background plays a role in determining base salary within their organization.

Conversely, Respondent I points out that men dominate engineering education, which
translates into male dominance in related high-paying roles within the banking sector.
Similarly, Respondent H describes her industry as male-dominated, which may also be
linked to the educational pipeline. These findings contribute to and expand upon existing
theories. While women are statistically more likely to hold university degrees, our study
suggests that men tend to dominate fields of study and industries that offer higher pay.
As the EU (2023) notes, women are more likely to work in lower-paid sectors, and our
findings confirm that educational choices play a significant role in shaping these gendered
industry patterns.
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In general, most organizational respondents saw educational background as a neutral
factor influencing salary, while employees pointed out how gendered education choices
reinforce unequal access to high-paying roles. This illustrates a structural pattern that
employers acknowledge but often do not actively challenge.

6.2 Impact on Recruitment & Talent Retention

The second dimension identified from our empirical data collection concerns the impact
of the EU directive on recruitment and talent retention within companies. This is based
on the fact that part of the directive seeks to promote salary transparency early in the
recruitment process. Specifically, it requires that starting salaries or salary ranges be
disclosed in job advertisements, allowing applicants to know the compensation they are
applying for. Additionally, the directive aims to ensure wage transparency in the
workplace, granting employees the right to receive salary reports to confirm they are paid
appropriately for their level of work (Regeringen, 2023, p. 3). This has led to a second
order theme focused on how greater pay transparency helps attract talent, retain
employees, and facilitate recruitment.

6.2.1 Transparent Salaries as a way to Attract, Retain or Facilitate Recruitment

As highlighted in previous studies, transparency in pay structures is a means of
identifying and addressing pay disparities that cannot be explained by performance
(Schnaufer et al., 2022, p. 78). Additionally, it has been suggested that pay transparency
can help reduce pay differences and improve employer satisfaction by fostering a stronger
sense of fairness within organizations (Trevor & Wazeter, 2006, p. 1271; Schnaufer,
2022, p. 85). In this study, we have examined pay transparency and connected it to the
actual opportunities available to both employers and employees under the framework of
the directive.

Based on our empirical data, all respondents believe that greater pay transparency could
lead to increased trust and benefits in various aspects. From an organizational perspective,
the primary benefit is that it will facilitate recruitment, as job seekers will approach the
application process with clear salary expectations. It is also seen as positive because it
ensures women are paid fairly from the outset. From the employer's point of view, it is
viewed as time-efficient, as it reduces the need to spend time on applicants whose salary
expectations do not align with the offered compensation. All employees mentioned that
they would use salary transparency during their salary reviews and that seeing salary
information in job advertisements would help them understand what other companies in
similar roles offer, aligning with Trevor & Wazeter (2006, p. 1271) and Schnaufer (2022,
p. 85) that suggests that pay transparency fosters a stronger sense of fairness and employer
satisfaction within organizations.

Respondent F expanded on previous literature by emphasizing the importance of
transparent and structured salary models in maintaining employer attractiveness,
especially in a competitive market. With the implementation of the Pay Transparency
Directive, salary information will become more accessible, allowing competitors to gain
insights into each other’s compensation structures. As a result, negotiating salaries based
on external offers may become more difficult. Respondent F therefore highlighted the
growing importance of offering additional benefits beyond salary, noting that pension
schemes, in particular, are likely to become increasingly significant in attracting and
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retaining talent. In contrast, Respondent D argued that salary transparency may not have
a major impact on employee retention, as compensation is only one of several factors
influencing an individual’s decision to stay. Well-being, job security, and overall work
environment also play key roles, and a competitor would need to offer a significantly
higher salary to outweigh these considerations.

Based on the respondents' answers, it can be interpreted that their views on pay
transparency align with previous research, which suggests it can help reduce the gender
pay gap and promote a fairer organizational environment. However, how the practical
implementation of the Directive will influence talent attraction, retention, and recruitment
remains to be seen, as the Directive has not yet come into effect. Our study therefore
builds on existing research by exploring how different employees within an organization
might engage with pay transparency, and how it may contribute to attracting and retaining
talent, as well as facilitating the recruitment process. While many respondents expressed
predominantly positive views, some also raised concerns. For instance, there is a risk that
individuals may choose not to apply for roles they are genuinely interested in if the stated
salary appears too low, and some question whether transparency would significantly
influence employee retention.

Taken together, these findings suggest that employers saw transparent salaries as a
strategic tool for efficient recruitment and expectation management. Employees viewed
it more personally, as a way to assert fairness and benchmark their worth. Thus, while
both groups are positive, their motivations differ: process versus principle.

6.3 Implementation & Strategies

The third dimension identified relates to the EU Pay Transparency Directive and how
organizations are preparing for its implementation, including the strategies they are
adopting. This theme is further divided into three second order themes, derived from both
our theoretical framework and empirical findings. The second order themes are: systems
and IT, resources, and communication.

6.3.1 Systems & IT

One of the themes identified is how organizations are working with new pay systems and
IT solutions to comply with the EU Pay Transparency Directive and its associated
regulations. Based on our empirical findings, all respondents involved in the directive’s
implementation highlighted systems and IT as a critical component of the process.
Different industries are approaching this in varying ways and are at different stages of
implementation.

For instance, Respondent B stated that their current focus is on identifying the appropriate
salary reporting systems to ensure their reports are clear and accessible. Respondent D
mentioned that their organization has been working with salary mapping and reporting
for several years and is now in a phase where their systems are undergoing quality reviews
to ensure compliance before the directive takes effect. Respondent H, while not directly
involved with the systems, confirmed that their organization is actively working to
implement a new system specifically designed to meet the directive’s requirements.
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Organizational change influences multiple dimensions of a company, as illustrated by
Burke and Litwin’s Change Model (Burke & Litwin, 1992). The model highlights the
interconnections between various organizational variables and distinguishes between
transformational and transactional change. It suggests that change is often initiated by
external forces, such as regulatory developments, requiring leadership to assess the
environment, identify key drivers, and respond strategically (Burke & Litwin, 1992, p.
530). This theoretical perspective aligns with our empirical findings, which show that
regulation-driven change significantly affects IT systems and infrastructure. Respondent
F viewed the implementation of the directive as a change management process,
emphasizing the importance of patience and time. She noted that while the directive will
likely have a strong impact on organizational culture, the first and most crucial step is
securing robust system support, an element identified in the Burke and Litwin model as a
key driver of change (1992).

While the empirical findings stress the necessity of effective support systems and
advanced salary reporting tools for regulatory compliance, Burke and Litwin’s (1992, p.
530) model offers a broader framework. It underlines that new regulations can also
influence factors such as individual needs and wvalues, motivation, job roles,
organizational structure, and leadership behavior. These interdependent variables
collectively shape both individual and organizational performance.

In summary, organizational respondents emphasized the complexity and cost of updating
systems for compliance. Employees were less focused on technical readiness and more
concerned with outcomes, ensuring pay equity is achieved in practice. This highlights a
disconnect between operational burden and outcome orientation.

6.3.2 Communication

A recurring theme in our empirical findings is the critical role of communication in
ensuring the successful implementation of the directive. At the time of the interviews,
industries were at varying stages in their communication strategies. For example, Industry
2 had already conducted three informational sessions with managers, Industry 1 had
communicated directly with the most affected employees, while Industry 4 had not yet
initiated any formal communication efforts. These variations can be connected to the
defreezing stage in Lewin’s Change Management Model (Sveningsson & Sorgirde, 2015,
pp. 298-300), where organizations begin to challenge the current state and create
awareness of the need for change. Our findings suggest that effective communication
during this stage is essential for laying the groundwork for a smooth transition.

When examining the preferred communication methods, a clear distinction emerges
between the employee and organizational perspectives. Employees, such as respondents
C, E, and G, expressed a preference for clear, practical information about how the
directive can be used, the rationale behind it, and what kind of data will be made available.
They also favored interactive approaches, such as mandatory online courses or
workshops, considering these more effective and engaging than passive communication
through the intranet. In contrast, respondent I offered a different view, stating that it is the
employee’s own responsibility to stay informed about new regulations and to keep an eye
out for updates posted internally, rather than expecting proactive communication from
the organization.
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These findings can be further understood through McPhee and Zaug’s (2008) four flows
of communication. The employees desire for clarity, engagement and practical training
aligns with the flow of membership negotiation, which focuses on how individuals are
integrated into the organization through communicative practices (McPhee and Zaug's,
2008, p. 34-35). Clear, bidirectional communication reinforces members' roles and fosters
a sense of belonging, which is particularly crucial during periods of organizational
change.

Across all industries, there is an agreement among respondents from the organizational
perspective that communication is a key element of the implementation process and that
employees need to understand the implications of the change. For instance, Respondent
D highlighted the importance of gradual and ongoing communication to prevent anxiety
or uncertainty among employees. She advocated for a steady flow of information rather
than a sudden, large-scale announcement. This approach aligns with the “defreezing”
stage of Lewin’s Change Management Model, which, as interpreted by Schein (1992, p.
298), emphasizes the need to clearly establish and prepare for change before it is
implemented. Additionally, this suggestion from our findings further brings practical
implications on how the defreeze stage can be handled.

Meanwhile, Respondent H supported a multi-channel communication strategy, where the
HR department informs managers, who in turn relay the information to their teams. These
approaches correspond to the self-structuring and activity coordination flows in McPhee
and Zaug’s (2008, p. 35-39) framework. Self-structuring refers to how communication
shapes organizational roles, hierarchies, and routines, such as establishing
communication plans and defining who communicates what. Activity coordination
captures how everyday work and responsibilities are organized and synchronized through
communication, as reflected in the cascading communication model suggested by
Respondent H. Insights from Respondent F further emphasized the importance of using
multiple communication channels, such as the intranet and interactive formats like
workshops, to clearly explain the implications of the directive. Given the risk of
misinterpretation, it is crucial that communication efforts focus on reinforcing the
directive’s purpose: to promote fair and appropriate compensation based on roles rather
than individuals. This also highlights the need for structured leadership models to support
clear, accurate, and consistent communication throughout the organization. Our study
therefore underscores the need for early and transparent communication from the
organization to help employees understand the upcoming changes. This approach aligns
with the “defreezing” stage of Lewin’s Change Management Model, as interpreted by
Schein (1992, p. 289), which stresses the importance of preparing individuals for change
through awareness and understanding.

Overall, the main difference between the perspectives lies in the preferred style of
communication: employees value interactive and participatory methods, while
organizations tend to focus on ensuring the information is distributed through established
channels. As noted by Svenningsson & Sorgérde (2015, p. 78), the change phase becomes
evident when organizations begin to implement or consider new systems, routines, and
communication strategies. This is reflected in our findings, where employees highlight
the value of practical training, while organizations emphasize structured communication
rollouts as a way to reduce uncertainty and build momentum for the directive’s
implementation.
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Furthermore, based on our empirical findings, it is evident that employees view clear
communication as a crucial factor for accepting organizational change. This also aligns
with our integrated framework on factors influencing change acceptance and readiness,
developed from the theories of Tayal et al. (2018) and Alquadah et al. (2022). The
framework illustrates that transformational leadership, in combination with high-
performance HR practices, fosters innovative behavior and affective commitment, factors
that ultimately contribute to employees’ acceptance and readiness to change. According
to theory, transformational leadership inspires individuals to reach their full potential and
helps shift attitudes from resistance to acceptance. A key component of this leadership
style is the clear communication of vision, intended changes, and their associated benefits
(Tayal et al., 2018, p. 570). This is suggested in our empirical findings, where employees
emphasized the importance of receiving clear information about the background, purpose,
and practical application of the directive. In terms of readiness to change, Alqudah et al.
(2022, p. 7) highlight that effective communication and hands-on training are critical
elements in fostering employee preparedness. This is consistent with our results, where
employees expressed a desire for clear communication combined with practical tools to
ensure a thorough understanding of the directive and how to apply it.

Reflecting on Lewin’s Change Management Model, the final stage, freezing, involves
embedding new practices and behaviors into the organization to ensure lasting change
(Sveningsson & Sorgirde, 2015, p. 78). Our findings, particularly insights from
Respondent F, highlight that the implementation of the EU Pay Transparency Directive
represents a substantial shift, especially in terms of organizational culture. This cultural
integration of the directive will take time, as individuals respond to change differently
and vary in their willingness to embrace it (Tayal et al., 2018). Since the directive has yet
to be fully implemented, the freezing phase, where new norms, behaviors and values
become ingrained in the organizational culture, remains a challenge to be addressed in
the future.

While our findings align with existing theories on communication, leadership, and HR
practices in organizational change, our study extends this theoretical base by offering
practical insights into how communication and leadership can be applied in real-world
settings, specifically, what actions and strategies are perceived as valuable in the
implementation of the EU Pay Transparency Directive.

In the end, clear differences between the organizational and employee perspectives
remain. While managers viewed communication as structured and already underway,
typically through digital platforms, employees emphasized the need for more open, two-
way dialogue. This indicates that current efforts fall short of employee expectations for
genuine transparency and involvement.

6.3.3 Union

In our empirical findings, the role of the Union in the implementation of the EU Pay
Transparency Directive emerged as a recurring theme. Overall, the results suggest that
the extent of union involvement varies across industries and among the perspectives
studied.

From the employee perspective, few respondents reported prior engagement with unions
and generally did not expect them to play a significant role in the directive’s
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implementation. For instance, Respondent E shared a previous experience of reaching out
to the union regarding her salary but receiving no assistance, due to previous wage
supplements. This raises questions about the effectiveness of the union’s role, which,
according to Akavia (n.d.) and Unionen (n.d.), is to ensure that wages are determined
fairly and objectively and to represent employees in negotiations concerning collective
agreements and salaries.

In contrast, several respondents from the organizational perspective emphasized the
union’s central role in the implementation process. Organizations that have already begun
working with the directive stated that they first received information regarding the
directive from their employer union and are maintaining ongoing contact throughout the
change process. Additionally, those yet to initiate implementation noted that union
involvement is planned from the outset, ensuring alignment and shared understanding.
The union is expected to contribute to how the directive is introduced and communicated
internally, supporting a smooth and coordinated implementation.

To summarize, organizational respondents saw unions as central partners in the
implementation process. Employees, however, expressed skepticism or indifference,
often based on past experiences of weak support. This suggests a disconnect in trust and
expectations regarding the union’s role.

6.4 Challenges & Risks with Pay Transparency

The fourth and last dimension identified in our study relates to the challenges and risks
associated with pay transparency and the implementation of the EU Pay Transparency
Directive. These challenges and risks are outlined in our empirical findings and have been
categorized into specific second order themes.

6.4.1 Administrative Challenges

According to Bennedsen et al. (2023, pp. 1772-1773), implementing pay transparency
presents several challenges, particularly due to the time-consuming nature of the process
and the administrative costs it entails. The EU Pay Transparency Directive requires
employers to carry out salary reports and joint pay assessments to identify and address
pay disparities (SOU, 2023, p. 39), thereby increasing the administrative burden on
organizations, an issue that aligns with Bennedsen et al.’s (2023) findings.

Many respondents in our study raised concerns about these administrative challenges
when discussing the implementation of the directive. For example, Respondents B and D
shared that their organizations have already begun working on the directive’s
implementation and acknowledged the need for new routines and additional
administrative efforts. This includes extensive reporting and increased involvement from
various stakeholders to ensure compliance and ongoing analysis, thereby reinforcing
existing theories in the field. Furthermore, our findings highlight system support as a
significant challenge. The reporting requirements necessitate that organizations invest in
and implement systems capable of generating the necessary data, making it both a time-
consuming and costly process. This was further confirmed by Respondent A who, despite
working in a public organization less impacted by the directive, emphasized that the
greatest challenge lies in the administrative burden. Based on their experience,
implementing new salary reporting systems is essential, and increased transparency will
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inevitably require greater resource allocation. For example, to meet current salary data
requests, their organization requires the equivalent of four full-time employees working
on this daily, an approach that could prove particularly challenging for organizations
lacking prior experience in this area.

Moreover, our findings extend the existing literature by highlighting the role of
organizational size. Since the directive includes specific reporting requirements based on
employee count (SOU, 2023, p. 39), smaller companies that meet the criteria may find
the payroll reporting particularly demanding and resource-intensive.

These insights reveal a clear divide between the organizational and employee perspectives
on administrative challenges. While organizations stressed the resource demands of
salary mapping and reporting, employees rarely mentioned these issues, instead focusing
on the desired outcome: fairer pay. This contrast is understandable, as employees are not
directly involved in the administrative processes. It highlights a practical concern from
management versus a principled expectation from staff regarding the implementation.

6.4.2 Employee Reactions

While pay transparency offers several benefits, our findings also highlight potential
drawbacks. According to Schnaufer et al. (2022, pp. 84-85), employees’ reactions to pay
transparency often depend on their pre-existing expectations, making it essential for
organizations to carefully consider how salary information is communicated. From the
employee perspective, our study indicates that pay transparency is generally viewed
positively, with many expressing optimism about the directive and seeing it as a tool to
support their own interests. This sentiment is also emphasized by Respondent A, who
expressed strong support for the introduction of pay transparency across all types of
organizations. Drawing from their experience in an organization that already practices
pay transparency, Respondent A observed that such practices contribute to a healthier
workplace culture. In their view, transparency fosters trust and reduces uncertainty and
speculation surrounding salary structures. However, some respondents also
acknowledged the risk that employees may feel demotivated if they discover they are
earning less than their peers, even when the difference is justified. This concern aligns
with Schnaufer et al.’s (2022, p. 84-85) findings, which show that unmet salary
expectations can lead to dissatisfaction with management and reduced job satisfaction.

Trevor and Wazeter (2006, p. 1271) further argue that raising salaries at the top of the
pay scale may help retain high-performing employees but could also generate discontent
among lower-paid staff. Our findings build on this by introducing an additional
perspective: both employees and organizations expressed concern that too much
transparency could have unintended consequences. Specifically, there is a risk that
organizations might prioritize fitting employees into narrow pay bands to maintain
perceived fairness, rather than rewarding individual performance. This could, in turn,
result in some employees receiving lower salaries than they would otherwise merit.
Furthermore, our findings indicate a risk that employees may misinterpret the purpose of
the directive and potentially misuse it. This highlights the importance of clear and
consistent communication to ensure that the directive’s intent is properly understood.
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Overall, organizational representatives expressed concern that transparency might trigger
dissatisfaction. Employees were more optimistic, seeing transparency as a way to ensure
accountability. This reflects a cautious versus hopeful divide between the perspectives.

6.5 Summary of Thematic Analysis

The below figure, Figure 9, illustrates the overarching themes identified in the analysis,
structured into four main dimensions: Equal Pay Setting & Pay Gaps, Recruitment &
Retention, Implementation & Strategies, and Challenges & Risks. Each dimension
includes sub-themes based on empirical findings and demonstrates the interconnection
between organizational structures and employee perceptions. The model highlights the
contrasting perspectives of organizations, focused on implementation complexity and
system readiness, and employees, centered on fairness, transparency, and trust.

Equal Pay Setting & Pay Impact on Recruitment
Gaps & Talent Retention

Organizational Perspective

Employee Perspective

Implementation & Challanges & Risks with
Strategies Pay Transparency

Figure 9. Overview of Thematic Analysis.
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7. Conclusion & Recommendations

This chapter provides a general conclusion that addresses the study’s research question,
based on the findings, analysis, and discussion presented. It also outlines the study’s
limitations and offers suggestions for future research.

7.1 Conclusion

Our research aimed to provide a thorough and nuanced understanding of how the EU Pay
Transparency Directive affects organizational efforts to reduce pay discrimination. The
primary objective of this thesis was to explore how private sector organizations in Sweden
are preparing for the directive’s implementation and how it is perceived by both
management and employees. Given the recognized importance of transparency in
promoting equality and fairness in the workplace, our study sought to delve deeper into
how pay transparency influences attitudes, structures, and practices related to wage
setting. To gain insights into this phenomenon, we conducted semi-structured interviews
with representatives from various industries, including HR, Insurance, Audit and
Accounting, and Banking. These interviews allowed us to collect rich qualitative data,
which was analyzed using a thematic coding process. Through this analysis, we were able
to identify recurring themes, connect our findings to existing theories, and uncover new
perspectives that emerged from the empirical material. This approach enabled us to
expand the current understanding of pay transparency and offer both theoretical and
practical contributions to the field. The following research question formed the
foundation of our investigation:

How does the EU Pay Transparency Directive affect organizations’ efforts to reduce
pay discrimination?

To fulfill the purpose and address the research question, a summary of the conclusions
generated by the study is presented below.

National Regulations and Unions have Failed

Swedish organizations have fallen short in their gender equality efforts, making the EU
Pay Transparency Directive not only accepted but actively welcomed. Across all the
organizations studied, there is a clear consensus: this legislation is a necessary response
to long-standing inequalities in pay structures. Neither executives nor employees perceive
it as controversial. On the contrary, it is seen as a positive step forward that aligns with
both internal organizational values and external societal expectations. The fact that such
legislation has become necessary underlines a failure in existing national regulation and
oversight. It reveals that organizations and unions alike have not done enough to identify
or correct unjustified pay gaps. The directive is now pushing employers to confront what
should have already been addressed.

Pay Discrimination Exists and Is Gendered

Our study confirms that unjustified salary differences persist in Swedish organizations,
particularly along gender lines. All industries studied, except the HR industry,
acknowledge the existence of pay discrimination and have been working overtime to
reduce and justify salary differences, particularly between men and women and to some
extent, age . This is not anecdotal or subjective; it is systemic. Women are
underrepresented in managerial roles, and when they are present, their pay tends to be
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lower than their male counterparts. One reason is the self-reinforcing pattern of men
hiring men, compounded by organizational cultures that reward traits and behaviors more
commonly associated with male employees. Another driver is the gendered structure of
educational choices, which steer women and men into different industries and roles,
contributing to unequal starting points and career trajectories. These factors collectively
sustain a gender-based pay gap. Ethnicity, while often cited in earlier research, does not
emerge in our study as a significant factor in pay discrepancies, though we acknowledge
it may play a hidden role in recruitment practices. Overall, the directive is a direct
response to these structural injustices and a tool to expose and correct them.

Change Requires Active and Two-Way Communication

Communication is not a support function, it is central to the success of this directive.
Many organizations are still underprepared in this area. Merely posting information
online is not enough. Employees expect and demand honest, interactive dialogue about
how the directive will affect them, what pay ranges mean, and how salary decisions are
made. If communication is vague or one-directional, it will breed distrust. Organizations
that succeed are those that treat communication as a strategic leadership tool, not an HR
formality. Workshops, discussion forums, and manager education are not optional - they
are essential. Without this, the risk of resistance, misinterpretation, and declining morale
increases significantly.

System Support and Transparency Comes with Risks

The directive requires more than transparency, it demands precision. Most organizations
are not yet technically prepared to meet these expectations. Without proper IT systems,
data integration, and administrative resources, companies will not be able to produce the
required salary analyses or pay gap reports. This is not just a compliance issue, it’s a
credibility issue. Furthermore, increased transparency introduces a new risk: employee
dissatisfaction when pay differences are revealed, even if they are objectively justified.
In some cases, this may pressure organizations into equalizing salaries within pay bands
to avoid internal conflict. This undermines merit-based pay, devalues performance, and
may ultimately demotivate high performers. Transparency without context leads to
backlash.

Gender Balance in the Industry Influences Pay Equity

Industries with a higher representation of women, particularly HR, show lower levels of
pay discrimination and greater competence in managing pay transparency. These
organizations demonstrate a more mature understanding of equal pay practices, likely due
to both gender composition and subject-matter expertise. In contrast, male-dominated
industries such as banking show deeper structural gaps and less readiness. The pattern is
clear: the more male-dominated an industry is, the more likely it is to display significant
and unjustified pay differences. Gender diversity in leadership and professional roles is
not just a value, it is a structural requirement for achieving pay equity. Organizations that
fail to address gender imbalances in decision-making positions will struggle to meet the
directive’s objectives.

7.2 Theoretical Contributions

This study contributes to the theoretical understanding of pay transparency by providing
new insights grounded in our theoretical framework. As the EU Pay Transparency
Directive is not yet fully implemented in Swedish organizations, existing research
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remains limited. This paper enriches the literature by examining how organizations can
approach the implementation process, how the directive influences efforts to reduce pay
discrimination, how it is perceived by employees, and which strategic responses executive
management can take.

While prior research suggests that workplace pay gaps are largely the result of
discrimination based on gender, age, and ethnicity, our findings nuance this view.
Specifically, our study indicates that ethnicity does not appear to be a prominent factor in
pay discrimination within the organizations we examined. Instead, we identify additional
factors, such as industry type, that significantly influence pay disparities. For example,
we found that pay gaps are notably smaller in female-dominated sectors like HR, where
awareness of equality and compensation practices is high.

Another key contribution to existing theory concerns the role of individual characteristics
in shaping pay outcomes. Our results highlight that men, on average, are more likely to
negotiate for higher salaries and pursue leadership roles, which contributes to persistent
gender-based pay gaps. This behavioral difference helps explain why men are
overrepresented in high-paying, managerial positions and underscores a gendered
dynamic in salary development that existing frameworks often underemphasize.

We also extend the theoretical understanding of organizational change by emphasizing
the importance of company size. Our findings show that successful implementation of the
EU directive is heavily dependent on system support, which requires significant financial
and administrative resources. Smaller organizations may struggle with this, facing greater
challenges in meeting the directive’s demands. Additionally, in smaller companies where
fewer employees hold the same role, transparency in salary levels may inadvertently
expose individual salaries, creating greater internal tension. This highlights that
organizational size is a critical factor in change management, particularly when
implementing transparency-focused reforms.

7.3 Practical Recommendations

This study offers valuable insights and practical recommendations for implementing the
EU Pay Transparency Directive, highlighting key factors that executive management
should carefully consider.

To begin with, it is essential for organizations to invest in robust IT systems capable of
supporting the directive’s requirements. In order to conduct the necessary pay surveys
and meet reporting obligations, companies need effective system support to reduce
administrative burdens. Such systems are also crucial in the development of clear and
structured salary processes. Organizations should thoroughly review and document their
salary criteria, policies, and procedures, establishing objective and consistent principles
for salary setting and development. This approach not only enhances transparency and
legitimacy but also reduces the risk of subjective assessments.

Moreover, pay transparency should not be introduced abruptly. A gradual, carefully
planned, and interactive communication strategy is key to fostering employee
understanding and acceptance. It is equally important to be prepared to address any
concerns or resistance that may arise. Interactive workshops involving employees are
recommended, and information should be disseminated gradually across various
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platforms. Managers should be well-informed about the directive’s purpose and
objectives to communicate effectively with their teams.

Equipping managers with the right tools and training from an early stage is also crucial.
They must be prepared to lead constructive salary discussions, explain how salaries are
determined, clarify the evaluation process, and outline how employees can influence their
salary progression. As the study concludes, HR plays a pivotal role in this process, given
their involvement in personnel and payroll matters. Therefore, it is advisable that HR
departments take the lead in training and supporting managers throughout the transition.

Lastly, organizations must prepare for a cultural shift. Increased pay transparency requires
building a culture rooted in openness, fairness, and dialogue. Management should actively
encourage questions regarding salaries and ensure that responses are clear, consistent, and
grounded in organizational policy. As agents of change, HR should be centrally involved
in fostering this cultural transformation, helping to embed transparency as a lasting
organizational value.

7.4 Societal Implications

This paper provides strategic recommendations for how organizational management can
effectively implement the EU Pay Transparency Directive in a way that ensures a smooth
transition, is practically manageable, and receives a positive response from employees.
At the heart of this thesis lies a strong commitment to social justice and inclusion, and
through our analysis, we demonstrate how the Directive has the potential to drive
meaningful societal change. By exploring the practical implementation of the Directive,
our study sheds light on how transparency in pay structures can reduce discrimination in
the labour market. Increased transparency fosters fairer wage formation processes, which
can help reduce the gender pay gap and strengthen the economic position of women. Our
findings also highlight age as a factor influencing exposure to unequal pay. This paper
therefore illustrates how both younger and older individuals are affected by unfair wage
structures and how the directive contributes to a more equitable labour market overall.

Moreover, our paper highlights how the directive can act as a driver for cultural change
within workplaces. As organizations are required to re-evaluate their compensation
frameworks, a shift toward open, equitable, and data-driven pay practices becomes more
likely. This shift promotes a workplace culture where fairness and transparency are not
only expected but normalized. By embedding these values into everyday operations,
companies can foster a more inclusive environment for all employees.

Our findings also point to a potential increase in employee trust - both in their employers
and in the broader legal and institutional framework. When individuals have access to
clear information about how their wages are determined and what their rights are, it can
enhance their confidence in the fairness of their workplace and the protections afforded
to them under the law. At the same time, we acknowledge and explore the economic and
administrative challenges that the Directive may pose, particularly for small and medium-
sized enterprises. These organizations may face financial and operational burdens due to
increased reporting requirements. Our study therefore emphasizes the importance of
balancing the pursuit of equality with the need to ensure that implementation is feasible
and proportionate, especially for resource-constrained businesses.
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7.5 Suggestions for Future Research & Limitations of the Study

This thesis offers valuable insights into how organizations are preparing for the
implementation of the EU Pay Transparency Directive and how this preparation
contributes to reducing pay discrimination in the labor market. However, since the
directive had not yet entered into force at the time of the study, we have not been able to
examine its actual outcomes or the long-term effects on organizations once
implementation is complete. Therefore, a key suggestion for future research is to conduct
follow-up studies after the directive has been enforced. Such studies could evaluate its
concrete impact on pay gaps and organizational structures. In connection to this, it would
also be relevant to conduct quantitative research to assess how salary levels are affected
post-implementation. This could involve comparing wage data across different social
groups to determine whether pay transparency contributes to reducing disparities related
to gender, ethnicity, or other demographic factors.

Another important avenue for future research is the recruitment process, specifically to
explore how ethnic background may influence hiring decisions. While our findings
indicate that ethnicity was not viewed as a direct factor in pay discrimination,
organizations expressed challenges in attracting candidates from diverse backgrounds.
Investigating how recruiters perceive applicants with different ethnicities and whether
this influences hiring outcomes would provide valuable insights into potential biases in
recruitment practices.

Lastly, our study focused on four industries represented by large, well-established
companies with extensive resources and developed reporting systems. This limits the
generalizability of our findings, particularly in relation to smaller organizations.
Therefore, future research should examine how small and medium-sized enterprises
(SMEs) with limited resources approach the directive. Comparing their experiences with
those of larger companies could uncover significant differences in implementation
capacity and outcomes.

7.5 Quality Criteria

Reliability, validity, and replicability are considered essential quality criteria in business
research, as emphasized by Bryman and Bell (2019, p. 46). Since this study falls within
the field of business administration, these criteria have been taken into account throughout
the research process. As Collis and Hussey (2019, p. 46-47) point out, validity tends to
be more strongly associated with qualitative research than reliability, which is typically
emphasized in quantitative studies. Accordingly, this study is characterized by high
validity but lower reliability, which is natural for qualitative research designs.

Reliability refers to the consistency or dependability of the research findings - whether
the same results would be obtained if the study were repeated (Bryman & Bell, 2019, p.
172). While the qualitative nature of this research suggests a lower level of reliability,
many of the respondents expressed similar views on the research topic. This suggests that
if the study were to be repeated under similar conditions, the results would likely be
comparable.

Validity refers to the integrity and soundness of the conclusions drawn from the research

(Bryman & Bell, 2019, p. 46). This thesis demonstrates a high level of internal validity,
which concerns the credibility of the relationships identified within the study itself
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(Bryman & Bell, 2019, p. 47). The internal validity is reflected in the consistent patterns
and logical connections between the findings, which collectively support the study’s
overall conclusions and enable a well-founded response to the research question.

Finally, replicability refers to the possibility of reproducing the study (Bryman & Bell,
2019, p. 46). To ensure this, the research process has been described in detail, allowing
future researchers to follow the same procedure. However, due to the anonymity of the
respondents, the participant selection cannot be exactly replicated, which poses a
limitation to full replicability.

There are, however, certain limitations often associated with qualitative research that
should be acknowledged. These include the subjective interpretation of data and the
limited generalizability of the findings (Bryman & Bell, 2019, p. 362). These concerns
were carefully considered during both the design and execution of this study. To enhance
the transferability of the results, deliberate efforts were made to incorporate a wide range
of perspectives by interviewing individuals across different roles, industries, and
organizational settings.
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Appendix 1 - Information Sheet

Information about participation in a student thesis

We, Sofie Axelborn and Mathilda Svedberg, are students at Umeé School of Business,
Economics and Statistics, currently writing our thesis on Pay Transparency in
organizations. The purpose is to investigate how organizations are preparing for the
implementation of the EU Pay Transparency Directive and how it affects their efforts to
reduce pay discrimination.

We conduct interviews with 9 people within 5 industries, all involved or affected by the
EU Pay Transparency Directive. The material will be compiled and presented in a thesis
published in DivA https://umu.diva-portal.org/. All respondents participating in the study
will remain anonymous and pseudonyms will be used instead of their real names. All data
collected will be handled confidentially and only the authors, together with the supervisor,
will have access to the collected material.

If desired, we can send you the thesis when it is completed. This will be at the end of
May,

and we will send it via email, but it will also be available through the DivA portal.
Participation is completely voluntary. You can choose to withdraw at any time without
having to provide a reason. If you wish to contact us, you can do so via email or phone:
Sofie Axelborn, sofieaxelborn@gmail.com, +46761389649

Mathilda Svedberg, mathilda svedberg@live.se, +46703170191

Consent to process personal data

Prior to the thesis work at the department for Business Administration, Umea School of
Business, Economics and Statistics the following personal information about you will be
collected and processed:

Name, company, title.

Your consent is required for personal data to be processed. Umed University is
responsible for the processing of personal data. Contact information for Umeéd University
is: Umea University, 901 87 Umea, registrator@umu.se, 090-786 50 00. Umea University
has appointed a data protection officer. The Data Protection Officer can be reached at
pulo@umu.se or by calling 090-786 50 00.

Your personal data will, with the support of the consent, be processed at the latest until
the time when the student work has been approved.

Your personal information will only be handled by authorized students and authorized
staff at Umed University.

You have the right to withdraw your consent at any time. You do this by contacting Jan
Bodin, jan.bodin@umu.se. Please note, however, that a revocation of your consent does
not affect the legality of the processing before the consent is revoked.

You also have the right to contact Umeé University to obtain information about what

information is processed about you or to request correction, transfer, deletion or limitation
of your personal information. You can also contact the university's data protection officer
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by email pulo@umu.se. For more information on how the university processes personal
data, see: umu.se/gdpr

You also have the right to lodge a complaint with the supervisory authority, the Swedish
Privacy Protection Authority, if you think that we process your personal data incorrectly.

Do you agree to the use of your personal data in the manner described above?
Yes:[] Date: Name:

Information about Umea University's processing of personal data in
student projects/thesis

If you choose to participate, certain information about you will be processed. This
information will be collected by conducting interviews through online meeting tools. The
information or part of the information will be able to be linked to you through your
professional role and industry. Information that can be linked to you in this way is counted
as personal data in accordance with the EU Data Protection Regulation 2016/679
(GDPR). The reason why such personal data needs to be processed in student work is to
ensure that the respondents have the knowledge to answer our research question.

Umed University is responsible for personal data for this processing. The legal basis for
the processing of personal data is your consent in accordance with the EU Data Protection
Regulation, Article 6.1 a.

The personal data will be stored at the university in such a way that, in addition to the
responsible student, only authorized staff at the university will be given access to the
personal data. The information will be processed so that unauthorized persons cannot
access it.

Your personal data will be processed during the entire student work that will take place
in 4 months (end of January to the end of May) and will then be deleted.

Documentation for student work, which includes your personal information, is screened
after the student's grades have been reported in the university's study register.

According to the EU Data Protection Regulation and national supplementary legislation,
you have the right to:

® request access to your personal data (request so-called register extracts)

e get your personal information corrected

e get your personal information deleted

e have the processing of your personal data restricted.

In certain circumstances, the Data Protection Regulation and supplementary national
legislation allow for exceptions to these rights. The right of access to their data may, for
example, be limited by confidentiality requirements, and the right to have data deleted
may be limited by rules concerning archiving.

If you wish to invoke any of these rights, you must contact the Data Protection Officer at
Umead University (pulo@umu.se) and provide information about current student work.
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If you are dissatisfied with how your personal data is processed, you have the right to
complain to the Privacy Protection Authority. Information about this is available on the
authority's website (imy.se).
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Appendix 2 - Interview Guide
Interview Intro
Hello and welcome to this interview! We appreciate you taking the time to participate.

We are currently studying the Master of Science’s program in Business and Economics
with a specialization in Service Management at Umeéd School of Business, Economics
and Statistics. As part of our thesis, we are conducting this interview and plan to graduate
this spring.

Before we begin, we’d like to confirm once again that it is okay for us to record this
interview. The recording will help us transcribe and analyze your responses more
accurately and efficiently. We would also like to emphasize that the interview will remain
anonymous, and the recorded material will be securely managed using the databases
recommended by Umeé University.

To begin, we will provide a brief overview of the EU Pay Transparency Directive, as our
study focuses on its organizational implementation.

In May 2023, Sweden adopted the EU Pay Transparency Directive to strengthen the
principle of equal pay for equal work, mainly between men and women. The directive
aims to increase transparency, enforce compliance, and facilitate legal processes for
addressing pay discrimination. Employers must disclose pay structures, conduct pay
surveys, and ensure employees have access to information on pay levels and criteria.
Employers with over 100 employees are required to report wage data and conduct joint
wage assessments. Swedish organizations are obligated to implement this before June
2026.

The reason we have invited you to participate is that your role will be impacted by the
implementation of the EU Pay Transparency Directive. Through this interview, you will
provide valuable insights into how organizations may be affected by the directive and
how these insights can contribute to efforts in combating pay discrimination.

The interview is divided into several sections. We will begin with questions about your
role, then move on to the EU Pay Transparency Directive, followed by discussions on
pay transparency, leadership, attitudes, and collaboration with other stakeholders
involved in the implementation process. This will be a semi-structured interview,
meaning we have a set of predetermined questions but may also ask spontaneous follow-
ups based on your responses.

Please feel free to share any additional relevant insights throughout the conversation.

Before we get started, do you have any questions?
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Interview Questions — Pilot Interview: Public Organization
Background:

Q1: Can you describe your role within the company? What do a [role] do in your
company?
- How long have you held this position?

Q2: How does your organization currently address pay equity and wage disparities?
- Are there any specific policies or procedures in place to prevent pay
discrimination?
- How would you assess the current level of pay equality within your organization
across different social groups?

Q3: What was your knowledge of the EU Pay Transparency Directive before this
interview?
- If you were already familiar with it, how do you anticipate it impacting your role
and organization?
- Ifyou were not aware, based on our introduction, how do you foresee it affecting
your organization?

The Principle of Openness

Q4: How are your organization affected by the principle of openness concerning pay
structures and pay transparency?

- How do you think the openness principle contributes to equal pay structures?

- What challenges have you encountered concerning pay transparency?

QS: How do employees use the option to see others' salaries?
- How common is it that employees request salary reports?
- How common is it that salary reports are used in wage negotiations?

Q6: What is your perception of employees' attitude towards public salaries?
- Can you describe any situations where employees have expressed concerns about
their salaries being visible to others?

Is there anything you would like to add regarding the principle of openness before we
move on to the EU Pay Transparency Directive?

EU Pay Transparency Directive

Q7: What is your opinion on the implementation of the EU Pay Transparency Directive
in Sweden?
- Based on your experience of pay transparency, how do you think the directive will
affect organizations?
- How do you think it will be received by employees and managers/pay setters?

Q8: How will the EU Directive affect your organization in contrast to the way you work

today with the principle of openness?
- What further actions need to be taken within your organization?

88



Q9: Has your organization taken any steps to prepare for the implementation of the EU
Pay Transparency Directive?
- Ifyes:
- What preparations have been taken so far?
- Have you already implemented or are you planning any changes to salary
structures or HR processes? (e.g., pay adjustments, policy revisions)

- If not, proceed to Q10.

Q10: Based on your experience from public salaries, what measures do you believe will
facilitate a smooth implementation?
- What key factors do you think organizations should consider when implementing
the EU Directive?

Is there anything you would like to add regarding your organization’s preparation before
we move on to the impact on employees?

Communication — Pay Transparency and Its Effects on Employees

Q11: How do you think increased pay transparency affects employees?
- In terms of their engagement and trust in the organization? (e.g., motivation, job
satisfaction)
- Can you identify any potential positive or negative outcomes from an employee
perspective?

Q12: How do you think pay transparency influences workplace pay discrimination?
- What are your thoughts on gender, age, and ethnicity-related wage gaps?

Q13: How does your organization inform employees about the implementation of the Pay
Transparency Directive?
- What specific communication strategies have been used to ensure employees are
well-informed? (e.g., meetings, written guidelines, workshops)
- Based on your experience, what key factors should be considered when
communicating an organizational transformation of this scale?

Would you like to add anything related to communication and employee impact before
we move on to external collaboration?

Conclusion:
Is there anything else you would like to add that we haven’t covered?

Thank you for your time and insights.
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Interview Questions — Managers / Wage Setters
Background:

Q1: Can you describe your role within the company? What do a [role] do in your
company?
- How long have you held this position?

Q2: How does your organization currently address pay equity and wage disparities?

- Are there any specific policies or procedures in place to prevent pay
discrimination?
How would you assess the current level of pay equality within your organization
across different social groups?

Q3: What was your knowledge of the EU Pay Transparency Directive before this
interview?
- If you were already familiar with it, how do you anticipate it impacting your role
and organization?
- If you were not aware, based on our introduction, how do you foresee it affecting
your organization?

Change Management — Organizational Preparation

Q4: Has your organization taken any steps to prepare for the implementation of the EU
Pay Transparency Directive?
- Ifyes:
- Have you already implemented or are you planning any changes to salary
structures or HR processes? (e.g., pay adjustments, policy revisions)
- What challenges have you encountered while adapting to the new
directive?

- Ifnot, proceed to Q5.
Q5: How do you view this implementation in the context of organizational change?
- How do you prepare your employees for this transition?
- What strategies do you think are effective in motivating employees to embrace

organizational changes?

Q6: What leadership- and/or HR practices do you believe is valuable for this
implementation?

Q7: If your organization has started preparing or is considering future preparations, what
measures do you believe will facilitate a smooth implementation?

Is there anything you would like to add regarding your organization’s preparation before
we move on to the impact on employees?

Communication — Pay Transparency and Its Effects on Employees

Q8: How do you anticipate increased pay transparency will affect employees?

90



- In terms of their engagement and trust in the organization? (e.g., motivation, job
satisfaction)

- How do you expect wage negotiations to be affected?

- Can you identify any potential positive or negative outcomes from an employee
perspective?

- How do you plan to address any potential negative consequences of increased
transparency?

- What long-term impact do you think this will have on your organization?

Q9: Do you believe greater salary transparency will impact your organization’s ability to
attract and retain talent?

Q10: How do you think pay transparency will influence workplace pay discrimination?
- What are your thoughts on gender, age, and ethnicity-related wage gaps?

Q11: How does your organization communicate with employees regarding the
implementation of the Pay Transparency Directive?
- What specific communication strategies have been employed to ensure employees
are well-informed? (e.g., meetings, written guidelines, workshops)

Would you like to add anything related to communication and employee impact before
we move on to external collaboration?

Collaboration with Unions and Other Stakeholders
Q12: How is your organization collaborating with external stakeholders, such as trade
unions, to implement the directive?

- How do you perceive the role of unions in relation to pay transparency and

addressing wage discrimination?

Conclusion:
Is there anything else you would like to add that we haven’t covered?

Thank you for your time and insights.
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Interview Questions — Employees
Background:

Q1: What is your role within the company? What do a [role] do in your company?
- How long have you worked in this position?

Q2: How would you describe the level of equality in your workplace?
- Do you believe that employees performing the same job receive equal pay?

Communication — Pay Transparency and Its Effects on Employees

Q3: What was your knowledge of the EU Pay Transparency Directive before this
interview?
- How did you receive information about it? Was it communicated by your
employer or through external sources?
- If your employer provided information, how was it communicated?
- Ifyou learned about it externally, through which channel?
- How would you prefer to be informed about such policies in the future?

Q4: How do you think increased pay transparency will affect your organization?
- In terms of employee attitudes toward the company (e.g., motivation, trust,
engagement)?
- Can you identify any potential positive or negative effects from an employee
perspective?
- What long-term impact do you think this will have on your organization?

QS: What leadership and/or HR practices do you believe is valuable for this
implementation?

Q6: How do you think pay transparency will impact wage discrimination?
- What are your thoughts on pay gaps related to gender, age, and ethnicity?

Q7: How do you think the new EU directive will be used within the organization from
the employee perspective?

- For example in salary negotiations, recruitment etc.

Q8: Have you noticed any significant changes in your most recent salary review?
- Was your salary adjustment higher or lower than expected?

Collaboration with Unions and Other Stakeholders

Q9: Have you engaged with your trade union regarding pay discrimination?
- Ifyes, what kind of support or guidance have they provided?
- Ifnot, proceed to Q8.

Q10: How do you perceive the role of trade unions in promoting pay transparency and
addressing wage discrimination?

Conclusion
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Is there anything else you would like to add that we haven’t covered?

Thank you for your time and participation.
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Appendix 3 - Analytical Data Structure
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