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GUIDE TO USING
THE PLACEMAT
READY RECKONER

A guide for leaders on embedding intersectional
gender equity into everyday decisions to build
better services, policies and programs




Why This
Matters

Inequity is rarely intentional. It is
produced through everyday
decisions — about eligibility, timing,
criteria, resources, communications,
and who gets to be in the room
when we design our work.

When we “treat everyone the same,”
we often design around those who
face the fewest barriers. Some
people participate less, benefit less,
or experience harm — not because
of the individual person, but because
our systems were never designed
with them in mind.

Gender equality is not a standalone
initiative. It is shaped through
ordinary leadership decisions.

Intersectionality

Inequity and life experiences rarely show
up neatly. For example, a person who is a
woman and a public health worker, has
caring responsibilities, tertiary educated,
and a refugee, is not one only one of these
on separate days. They are a whole
person, with experiences that interact and
can experience discrimination, and power,
each and every day.

These experiences are context specific
and happen alongside everything else
that shapes their life, such as age, cultural
background, disability, where they live,

what they earn and what language they
communicate in. The barriers, and
privilege people experience are influenced
by how their characteristics interact, and
their proximity to power. A policy that
benefits one group of women may not be
suitable for another, a program that
supports working parents may still
exclude the parents most likely to need it;
these are not equitable.

The term has its roots in work from the
1980s, building on decades of activism
and thinking before that (WHISE
Intersectionality Guide, 2025). For leaders,
the practical point is this: intersectionality
is not a list of identities or characteristics
to check off. It is a way of looking at how
decisions influence and impact differently
for different people. We can change the
systems producing inequalities, not just
describing them.

This matters because most of the
decisions that shape equality are not
labelled "equity decisions.” They are
decisions about things like timing,
eligibility, who's consulted, how something
is communicated, what counts as
evidence, and who is in the room.
Intersectional thinking sharpens those
everyday calls.

Leaders are central to this work. The shift
happens when intersectional thinking
becomes part of our approach in work
and how decisions get made day to day,
not an afterthought, and not a tokenistic
exercise (Waterson, 2024).

The Guide and Placemat are offered in
this spirit: practical tools for equitable
ways of working and clearer decision-
making.



Spectrum on the Placemat
Ready Reckoner

The Placemat Ready Reckoner applies a spectrum from Gender Unequal to Gender

Transformative.

Initiatives, policies and programs that actively reproduce harm would be at the Gender
Unequal end of the spectrum, whereas initiatives that dismantle the structural barriers
that create inequity in the first place would be at the opposite end of the spectrum being
Gender Transformative.

The image below is a pictorial representation of this spectrum.
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The Placemat Ready Reckoner includes this spectrum as a foundation to identify and
dismantle structural and systemic factors that create inequity. There are numerous
versions of this continuum, what is consistent is the basis that approaches can be
exploitive, accommodating or transformative.

Yes, it is possible to seek gender transformational practice in any context, community,

and setting.

In using the Placemat Ready Reckoner, the goal is not to judge with any negative
connotations where you are, but to understand your starting point and identify one step
forward along the spectrum, to one that is gender transformative.




How to Use the Placemat Ready
Reckoner

The Placemat Ready Reckoner is designed to be a practical, everyday tool, not a formal

audit or compliance tool. It can be picked up quickly in the middle of decision making or
used as a regular touchstone in team meetings and supervision. There is no single right

way to use it, but the following guidance will help you get the most out of it.

1. Reading the
Placemat Ready
Reckoner

e The Placemat Ready Reckoner is
organised across five domains: Data &
Evidence, Access & Inclusion, Safety &
Trust, Power & Participation, and
Systems & Structural Design.

e For each domain, examples are
provided to help you identify where
your initiative currently sits; from
gender-blind through to gender-
transformative.

¢ Start by reading across the row for
each domain and locating the
description that most reflects your
current practice.

e Your goal in starting is to find an
accurate starting point, not to reach
the ‘right’ answer.

Advancing equality is not achieved
through a single review. It is embedded
through leadership behaviour, workplace
culture, sustained accountability and
resourcing.

We will now step you through this section
in embedding this approach into your
everyday work.

2. Three Suggested
Ways to Put the
Placemat Ready
Reckoner to Work

1. The Meeting Opener:

At the start of any project discussion,
place the Placemat on the table and ask:
where does this initiative sit on the
spectrum? What might we be
overlooking?

2. The Three-Minute Decision Test:
Before signing off on a new initiative, scan
the five domains. If you cannot identify
how barriers were tested _ or whose lived
experience informed the design - pause
decision-making and go back a step.

3. The "What Would It Take?" Reflection:
Choose one long-standing process your
team owns. Ask: are we mitigating harm
here, or are we actually changing the
system that produces it?




3. Other Ways to Use It

The Meeting Opener: At the start of any
project discussion, place the Placemat on
the table and ask: where does this
initiative sit on the spectrum? What might
we be overlooking?

The "What Would It Take?" Reflection:
Choose one long-standing process your
team owns. Ask: are we mitigating harm
here, or are we actually changing the
system that produces it?

You can Use It Ad Hoc

The Placemat Ready Reckoner works well
as a quick checkpoint when a new
initiative, policy or program is being
developed or reviewed. You don't need a
formal process, bring it to the table when
a decision needs to be made, when
something feels like it might not be
landing equitably, or when you want to
stress-test an assumption before
committing to a direction.

Even a five-minute scan across the five
domains can surface something worth
pausing on.

You can Use it in Regular Meetings and
Supervision

Used regularly, the Placemat Ready
Reckoner becomes part of everyday work
rather than an event. Consider
introducing it as a standing agenda item
in team meetings, planning cycles or
supervision conversations, not to audit
every piece of work, but to build a shared
language around equity and keep the
question of structural impact visible. Over
time, teams that use it consistently will
find they start asking these questions
generally, without needing the tool in front
of them.

You can Use it to support and work with
your team

When using the Placemat Ready Reckoner
in a group setting, it can help to have
each person review the domains
individually first before opening
discussion. This surfaces a range of
perspectives and avoids early consensus
shutting down useful disagreement.

e One person should hold the facilitation
role, keeping the conversation focused
on the initiative rather than individuals,
and ensuring quieter voices are heard.

e The goal of the conversation is not to
reach a perfect score, but to identify
one or two concrete things that could
shift the work further along the
spectrum.

You can embed a Stress Test in Planning
and Decision-Making

If these steps are implemented as part of
everyday work practices, not one-off
exercises, they can support organisational
movement.

Checkpoint: Require that new initiatives
include a completed Placemat Ready
Reckoner review before making a
decision.

Micro-Audits: Regularly select an existing
initiative, procurement, recruitment,
scheduling, eligibility and run it through
the Placemat Ready Reckoner.
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You can apply a 5-Minute “Stress Test” Checklist

Run your initiative through these four prompts.

ONE OF THE KEY A BETTER QUESTION TO ASK

FOR INTERSECTIONAL INSIGHTS

FOCUS AREA QUESTIONS TO ASK TO
APPLY A GENDER LENS

Who is hidden? Is the data
broken down by other
identities such as ethnicity,
disability, or age?

Is this based on data that
1.Data distinguishes between
men and women?

Who is being left out? For
Does the timing/location example, does this assme

2.Access favour those without everyone has a car, high-
caring roles? speed internet, or English
literacy?

Is it safe for everyone? For
example, will survivors of
institutional harm or LGBTIQI+
folks feel safe here?

Is the environment safe
3.Safety and welcoming for
women?

Whose voice is missing? For
example, was this co-
designed with the people it
affects most?

Does this initiative give
4.Power women equal decision-
making power?




1. Frame Equity as Core Business —
Not Compliance

Position equity as a question of quality, fairness and good design. Shift the narrative
from “We have a policy” to “Is this policy fair in practice?”

For example. encourage your team to ask:
e [s this initiative a gateway to participation?

e Who might find have barriers to access?
e What unspoken assumptions are built into this initiative design?

2. Embed an Equity Check in Planning and
Decision-Making

Equity must be built into decision points — not added afterwards.
For example, review with the placemat ready reckoner
e Before a final decision is made for a new initiative.

e An existing initiative, such as procurement, recruitment, and scheduling and
review.

3. Design With Structural Reality in Mind

Transformational practice requires understanding the processes and practices built
into how our organisations operate.

For example, not as an afterthought:

e Engage people with lived experience of discrimination early in design

¢ Allocate budget to support genuine participation.

e Ask: what hidden hurdles would this create around time, language, digital
access, transport or confidence?



4. Reward Structural Fixes — Not Just Add-Ons

Organisations often reward visible “fixes” like extra sessions, targeted programs,
special initiatives; but if the underlying processes remain unchanged, barriers
remain.
For example, identify, reflect and:

e Recognise teams who alter criteria, procurement rules or reporting frameworks.

e Document and share examples of structural redesign.
e Ask: what did we actually change that made a difference?

5. Create Accountability Loops

Sustainable change requires visibility.

For example, monitor, promote, and:

e Track movement over time.
e Document whee initiatives sit on the transformative spectrum
e Share one example annually of a structural rule that was changed.




The Final Check: Self-
Diagnostic Hints

The question to hold: “Does this initiative
fix a symptom of inequality for some, or
does it dismantle a barrier for everyone?”

If you say: “We treat everyone the same to
be fair.”

You are likely Gender-Blind. You are
accidentally leaving people behind.

If you say: “We know there’s a gap, but we
aren’t changing the initiative yet.”

You are Gender-Sensitive. You are
maintaining the status quo.

If you say: “We’ve added an extra support
session specifically for this group.”

You are Gender-Specific. You are fixing
a symptom. It's a start, but the hurdle is
still there.

If you say: “We have changed our core
criteria to remove the hurdle entirely.”

You are Gender Transformative with
an intersectional lens. You are creating
structural justice.

What to Do With the
Outcome

e Once you have identified where your
initiative sits, the next step is to agree
on one action — however small — that
would move it one step to the right.

e Document where it sits now, what you
have agreed to change, and return to
it at your next meeting or review point.

¢ Transformation is not achieved in a
single session; it is built through
consistent, cumulative decisions over
time.

A Final Leadership
Question

Fairness is not sameness. If an initiative
disadvantages someone, ask whether
that is because of their circumstances —
or because of how we designed the
system. If you oversee work, you shape
systems. If you shape systems, you shape
equity outcomes.

Moving a program from gender-blind to
gender-responsive is a vital step
forward — but it is not the destination.
True equity requires ongoing curiosity. a
willingness to keep questioning our own
assumptions, to treat every policy as an
opportunity to listen and improve, and
to stay oriented toward the kind of
equality that removes barriers for
everyone — not just those already
closest to the centre.

*Use this Guide alongside the Placemat Ready
Reckoner to support practical discussions to
move towards gender transformation.
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