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Gender Planning in Development Agencies

1
Introduction
What do we mean by gender?
Since the mid-1980s, there has been a gradual shift in thinking among
feminist academics and development professionals about women
and men in the development process. Previous women and
development (WAD) or women in development (WID) approaches
have focused on analysing the roles, rights, and responsibilities
specifically of women in the effort to correct their exclusion from and
invisibility (and silence) in development planning. But WID tended
to see women in isolation, so in many cases it looked for solutions
that were not holistic, resulting often in women's interests being
addressed by women's components in larger programmes and
projects which were largely within 'traditional' approaches,
supporting women in their traditional roles without necessarily
questioning the sexual division of labour. This approach also did not
aim to change men. The gender and development (or GAD)
approach, theoretically at least, foregrounds the interdependent
character of women's and men's positions in society, referring to the
culturally determined roles which women and men take on or are
assigned in different societies, i.e. the sexual division of labour.
Gender and development considers women's condition of
economic inequality, and their status vis a vis men in the same
cultural strata; it also considers men, collectively and individually,
but it focuses especially on women because of discrimination against
women. However, GAD does not assume that all women everywhere
are the same and have the same problems: a GAD analysis attempts
to incorporate questions of class, caste, and ethnicity into a genderbased perspective.
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In a large forestry project in South India, the objective is to
regenerate the forest for sustainable commercial use, providing
livelihoods for local communities. This includes various stages
of the production and commercialisation cycle: planting,
harvesting, marketing. All these inputs are directed at men. A
WID approach to meeting women's needs in this project might
be to develop, at a later stage, a specific project for women such
as jam-making. A GAD approach, on the other hand, would be
more integrated from the earliest planning stages of the project.
It would consider women's productive roles and try to integrate
women into the production process on an equal footing; it
would identify the obstacles to women's participation and try to
overcome them; it would look for ways to break down
resistance from men. It would thus seek more structural change
in the balance of power between women and men.

But this change in focus does not mean either that women have
abandoned the struggle, or that gender equality has been achieved.
GAD looks at relations of power between women and men, and a
basic assumption when we consider such relations is that they are
concerned with power, and that men and women start from unequal
positions. Integrating gender into the mainstream of development
(mainstreaming gender) continues to mean improving the position of
women, that is, questioning and working towards redefining the
sexual division of labour, and involving men in that redefinition. This
has implications for development policy, programme and project
design, appraisal, implementation, monitoring, and evaluation. And
it calls for change within the institutional structures and cultures of
development NGOs (NGDOs) themselves.
In practice, NGDOs in the North and the South are coping slowly
and Unevenly with these conceptual shifts. The distinction between
WID and GAD is subtle and complex, and also expensive to
implement in terms of financial and human resources. Gender may
perhaps appear to be no more than verbal fencing to an overworked
and underfunded development worker in a poor rural community,
for whom an income-generating project for women based on a
traditionally feminine activity such as cooking or sewing may seem
the only strategy for giving women access to money and the space to
organise. Many NGDOs continue to do their work with women
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uncritically. Others are struggling with new analyses, new policies,
rethinking their own institutions in the light of the prescriptions they
have been making for Southern partners. There is also a new
recognition of the fact that Northern NGOs reflect the context and
culture of their own societies and therefore contain the contradictions
of those societies. In both Northern and Southern NGOs, women are
not a monolithic block but a varied and dynamic group containing its
own differences and contradictions.
Nothing is gender-neutral
"... all projects, whatever their technical nature, have a gender
dimension by always targeting men, women, or both. This
implies that, regardless of whether we are dealing with a men's
or a women's project, it will always impinge upon the opposite
gender. All women's projects will affect the men's position, and
vice versa. Hence no project can claim gender neutrality.'
(Cathrine Hasse, 'Target Group, Gender and Visibility in Ibis
Projects', report for Ibis, Copenhagen, July 1992)

Whose development is it anyway?
Gender is a political issue, because it is about power. It is a political
issue also because it seeks to bring the private sphere into the public
arena of debate and action. What happens in development, and how
seriously gender is taken on board both in overseas programmes and
within institutions' Northern headquarters, depends on relationships
of power which are all too often vertical: relations between North
and South, management and staff, men and women. Who defines
and sets agendas in development cooperation? Who takes policy
decisions? Who holds the purse-strings? To a large extent, working
from a gender and development point of view means working to
change the balance of power in those processes at many levels, from
the household to the international institution.
Development aid itself is a political issue. It reflects the interests of
donors; and many NGDOs, while trying to challenge existing powerrelations institutionally, nonetheless have subtle ways of directing
the aid process. Recent research (for instance, Ann Lotherington's)
has shown that the personal outlook and preferences of project
officers in the North have a much greater influence on shaping
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projects in the South than have been generally recognised. Aid
donors give aid on the basis of their ideas of what constitutes
development, which spring not only from their own ideologies and
system of values, but from their prejudices and fears. This can
happen even in institutions devoted to combating poverty and unfair
distribution of resources of all kinds. It can also happen with regard
to gender, where the North is in many cases imposing its
understanding of gender on the South. It is thus not surprising that
project partners become adept at proposing projects according to
what they think or know aid donors want to hear.
A key idea underlying this report is that Northern NGDOs must
put their own houses in order with regard to gender if they are to
improve the quality of their development cooperation by taking
gender seriously into account overseas. This means looking at the
inequalities in the way donor agencies run their organisations and
manage overseas programmes and projects. It means finding ways of
working with the contradictions in both North and South, ways of
working within a recognition of North/South power structures, and
mechanisms that will enable us to do this. We cannot pretend that
this is easy to do. Over and over again, efforts to mainstream gender
in our organisations meet with lip-service, tokenism, avoidance,
inertia, ridicule or outright hostility. Chapters 2 and 3 of this section
examine in more detail this process of transforming gender-relations
in our institutions.

Strategies of resistance and avoidance
As Naila Kabeer reminds us, many development planners 'have
successfully resisted learning from increasing numbers of nongovernmental or political organisations which have made women's
empowerment and men's conscientisation their primary objectives'
('Gender, development and training: raising awareness in
development planning' (Bangalore, 1990; see GADU Newspack 14).
Resistance can come from all three points of the development
cooperation triangle: from within Northern institutions, from
Southern partner NGOs, and from men and women in target groups.
Resistance can be passive (avoidance; failing to act on policy or
allocate resources; invoking gender-neutrality) or active (invoking
culture as sacrosanct; accusations of Western — or feminist —
imperialism). Many NGDOs have found that while challenging or
changing class-based or race-based inequalities is treated as a
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legitimate primary objective of development, attempts to change
gender-based inequalities can be seen as unwarranted interference in
another culture. Within our own institutions, gender tends to be
ranked below or subsumed into other areas of concern. Even where
agencies have a successful equal-opportunities policy in terms of
employment, recognition of gender-based differences tends to
disappear once staff are in post: the multiple roles and
responsibilities of women employees are not recognised, but neither
are they treated equally with men in terms of promotion and access
to decision-making.
'... Planning for the needs of low-income women is not
necessarily "feminist" in content. Indeed, the vast majority of
policies, programs and projects directed at women worldwide
i are concerned with women within their engendered position in
i the sexual division of labour ... Practical gender needs only
become "feminist" in content if and when they are transformed
i into strategic gender needs.'
(Caroline Moser, 'Gender planning in the Third World: meeting
! practical and strategic gender needs', World Development 17/11
i (1989), p. 1804)
To what extent do Northern NGDOs have the right to try to
change gender relations in Southern countries? Where, when, and by
what means are they justified in trying to do so? One answer to these
questions is that they cannot avoid having an influence. They already
change gender (and other) relations by their very presence, by the
choices they make as to whom they assist, by the way they guide or
advise partner NGOs to design their projects and draw up their
project proposals. All aid is conditioned all the time, by virtue of the
unequal relations between North and South. Views are shaped and
choices conditioned, too, by the identity of the protagonists in aid
relationships. Northern NGDOs need to recognise that they do not
always talk to the whole spectrum of people involved in a project or
programme: they may talk mainly to men of a certain class, or to
women who are not feminist. To achieve a gender-based perspective,
then, agencies need to make sure that they talk and listen to women.
Another answer can be found by listening to women from the
culture involved. If they identify their own culture's areas of
oppression and injustice and request the help of Northern NGDOs in
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redressing injustices, women in donor NGDOs are in a stronger
position to defend and promote what women themselves have
identified as their gender-determined interests. At the same time,
agencies must be aware that these interests are not a monolithic
block, but that there are divisions and differences, even hostilities,
between women in the South, as in the North. To poor indigenous
women in a rural village in Guatemala, a middle-class white woman
from a national NGO, fluent in Spanish and English but probably not
in Mam or Kekchi, may seem every bit as alien as a male manager on
a flying visit from Oxfam or NCOS. And the women from the
national NGO, members of a tiny minority in their country to have
achieved a professional career, may not automatically intuit the
particular gender-determined needs or interests of the poor rural
women. Gender-awareness needs to be promoted at every stage of a
project and at every level of all institutions involved.
Chapters 5 and 6 in this section address various aspects of these
questions and try to suggest some answers.

What about men?
'A gender analysis which focuses on women alone is
incomplete. If gender is about relations between men and
women, then the male side of the equation must also be figured
in. If women's gender identities are to be changed, then men's
must change also.'
(Sarah White, 'Making men an issue: gender planning for "the
other half", Keynote Paper 3)
Just as gender is a political issue, so the private sphere is a political
arena. Households are sites of power-relations like any other
institution. Indeed the family-based household is a primary site of
gender-determined relations, and the balance of those relations is no
more sacrosanct because they are based principally if not exclusively
on gender-differences than on any other power balance.
Everything women do and everything we do as NGDOs, every
project we design and plan with women, is done with one eye on
women's domestic roles and tasks. But men are part of the family too;
and development planning for and with men rarely puts men's roles
in the private sphere into the calculations. Has the time come to put
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men back into the gender equation? Does mainstreaming imply that
men now have to be involved, sensitised, trained, and challenged,
expected to take their part in changing the balance of power in
gender relations?
This is an extremely vexed question. If gender is about women
and men, it is logical to assume that the gender-based balance of
power cannot be changed by women alone. Indeed, one of the
lessons of many years of WID work is that it is possible to increase
women's access to income generation, decision-making, community
leadership, and so on, but that if men do not change their behaviour,
particularly if they refuse to share responsibility in the household,
women are in the end faced with impossible choices between their
triple roles as carers, producers, and community members.
But will bringing men back into the equation, while men still have
so much power, simply divert attention away again from women?
Men see that they may have a lot of entrenched power to lose by just
entering into dialogue on gender roles and relations. The Danish
NGDO MS found, at a participatory rural appraisal workshop in
Kenya where participants were divided into single-sex groups to
identify needs and interests, that the women were very active, full of
discussion and ideas, while the men were anxious and expressed not
their own interests but their fear of what they might lose through the
women's interests being served. The men were unable to articulate
their own interests, because they had never had to. Their interests
were served, by default, by any activity that was not specifically
earmarked for women. Men's interests in most cases lie simply in
maintaining the status quo as regards gender, and they see their
position as needing no negotiation, because it is backed up by culture
and tradition.
'Gender planning for the other half is thus a process that is
necessary but fraught with pitfalls, if women's advances in changing
the balance of power are not to be endangered. Men have to be
brought into the process; they have to be willing to change; but there
must also be recognition that women's struggle is their own struggle
and is not to be taken over by men. There is a delicate balance
between making men's roles and interests 'visible' again and letting
their reassert their dominance. What are the mechanisms to ensure
that supposedly gender-neutral projects do not become men's
projects by default? We do still have to give attention to women's
own space, the need for women to develop in their own terms; and it
is important to work at all levels; from the grassroots or micro-level,
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where women's space is most negotiable, to the international or
macro-level, the level of policy and legislation, where it is arguably
least negotiable.
On the other hand, it is arguable that the problem will never be
solved until men are brought into the task of solving it. Some
NGDOs are now beginning to consider using male gender trainers,
and mixed partner organisations are being encouraged to develop
gender policies and to look at the roots of structural gender-based
inequalities, domestic violence, and the like.
Incorporating gender into all aspects of NGDO policy and practice
does require and lead to a more complex analysis of development;
but it is a truer, fairer, and more rewarding one.
Papers relevant to this chapter
'An ABC of institutionalising gender' by Georgina Ashworth
(Keynote Paper 1)
'Gender-aware policy and planning: a social-relations perspective' by
Naila Kabeer (Keynote Paper 2)
'Making men an issue: gender planning for the "other half" by Sarah
White (Keynote Paper 3)

2
Policy
; 'In order for donor organisations to be credible, they must have
; a gender policy that reflects a commitment to gender equity
j within their own organisations as well as overseas.'
I (Workshop participant)
A development agency's gender policy, besides underpinning and
defining its practice, forms the link between internal institutional
issues (who makes policy? how does gender policy rank with the
organisation's other policies? is it top-down, or participatory?) and
external programme issues (the agency's relations with project
partners, the balance of power between donor, partners, and grassroots groups, the nature of consultation, and the interlocutors
involved). These are political, not technical issues, determining the
agency's credibility and its qualification to administer aid. Moreover,
a gender policy must be not just a body of ideas informally accepted
by sympathetic people in an organisation, but a written document,
which can be invoked as a standard for measuring practice and used
as a basis for discussing gender with partner organisations.
The establishment of a clear gender policy has repercussions
beyond our own projects. Northern agencies can help to strengthen
the women's lobby in the South via their gender policies: for instance,
by supporting women's autonomous organisations, which can be a
useful channel for promoting changes in gender relations in other,
non-gender-specific projects.
This section ends with a checklist of recommendations for
agencies engaged in developing a gender policy, with reference both
to the institution's internal practice and to the policy it devises in
relation to its overseas programmes.
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Some NGDO experiences
Different agencies are at very different stages in the development of
their gender policies, and continued sharing of ideas and experiences
is crucial in order to assist policy development in those agencies
recently embarking on mainstreaming gender. For those agencies
which do have an established, accepted policy on gender, the issue is
more often one of getting the policy translated into practice, both
within the institution itself and in overseas programmes. In every
case, the creation of a properly elaborated policy on women or
gender has been due to the presence and activity of WID or GAD
staff in the institution and women in partner organisations.
The experience of HIVOS in developing a gender policy is
recounted in Case Study 1. Here, more briefly, are some experiences
of other NGDOs.
Oxfam (UK/I) had its policy on gender finally approved in May
1993, after six years of preparation, debate, and negotiation, and
twelve previous drafts of the policy document. Oxfam learned
valuable lessons from the equal-opportunity process, and had clearly
benefited from having a specific gender and development unit,
GADU (see Case Study 3). GADU's gender policy was approved at a
time of backlash, in a context where women are losing ground in
development agencies as well as in society at large. Many equalopportunities struggles have to be revived. The existence of a gender
policy in itself is only a beginning: what is most important is how the
policy is integrated into the organisation's instruments (budget lines,
project criteria) and operational tools (manuals and guidelines) and
into day-to-day practice within the organisation's culture and
ideology. If management is committed to gender on paper only,
nothing will be achieved. Here there are gaps in management
structures in Oxfam: the specialist units, of which GADU is one, are
advisory only and do not have a decision-making role.
ACORD, a European consortium of agencies, is in the process of
becoming a gender-positive organisation, taking a proactive role
towards work on gender issues, and not simply a gender-accepting
one, where gender issues are merely recognised. It has formulated
and debated a gender policy, growing out of the existing WID policy;
but while this is in general a positive development, there has been
one ironic result: the production of a gender policy led to the
disappearance of a specific forum for women in ACORD.
MS (Denmark) has an official policy document on women and
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development: Half and Half: Guidelines for Development Cooperation

with Women, which was published in early 1993 after three years of
work by people in MS, both in Denmark and in the South. However,
MS has found that difficulties arise at the point of implementation. A
chief problem is simply resistance from men or from structures that
preserve male power. MS found it necessary to use both male and
female staff to promote the gender policy and to train partners and
programme officers in gender issues, and to have structures and
personnel such as a gender consultant close to management to ensure
implementation. Ongoing monitoring and the promotion of a
permanent dialogue on gender in the organisation are strategies for
keeping gender on the agenda. (See Case Study 4.)
Novib (Netherlands) has chosen women as one of its three priority
themes or lines of action (see Case Study 7) and its gender policy is
extensively set out in a strategic policy document, Contours for Novib's
policy concerning women: work-plan 1991-1993. This document has been

accepted by Novib's board of directors and sets out work
programmes and targets (staffing, training, women's projects as
percentage of total projects, etc.) in its internal affairs, projects,
education, and general secretariat (public relations, lobbying, and
policy development) departments. Monitoring both internal and
project activities from a gender-based perspective proved an ongoing
problem, however, and much effort has been put into developing
monitoring systems.

Policy formulation
As regards policy formulation, process is as important as outcome,
and the more participatory the process, the better the result and the
experience of hammering out a policy. This applies both to the
development of an internal policy for an agency's own practice on
gender and to the process of encouraging partner organisations in the
South to devise and implement a gender policy. Partner
organisations often put up considerable resistance in different ways,
and it is clear that agencies face an even harder job of persuading
Southern partners to take gender seriously if they have not
developed a gender policy to guide their own internal practice.
However, neither is it a question of an agency's first elaborating a
gender policy without reference to Southern partners and then
approaching partners to do the same: the two processes should go
hand in hand and can enrich each other. The participatory process of
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formulating a gender policy, both within the organisation and in
consultation with partner organisations, ensures the incorporation of
perspectives on gender which reflect the cultures and societies in
which agencies operate.
Many agencies have made the greatest progress in supporting
policy development in women's organisations in the South. Women's
organisations are often more open to dialogue and more creative and
innovative in their approach. In at least one case, criticism by
Southern women's organisations of a European NGDO's lack of a
clear policy on women led the agency to develop its own policy.
In contrast, support for mixed organisations has turned out to be
far more difficult, and they have proved more traditionalist and
paternalistic in their approach to their base groups. Encouraging
change in attitude and practice in Southern partners who may be
resistant to taking gender seriously raises again the question of the
fine line which donor agencies tread between firmness and 'donor
imperialism', and the tough contradictions involved in striving for
more equal relations at all levels while the North continues to hold
the purse-strings. This is an issue discussed in greater detail below
(see Chapter 6 in this section).

Problems and constraints
This list is a composite of the many problems and obstacles
highlighted by agencies which have worked on policy formulation
and implementation. Not all of these apply to all of us, but many of
them will doubtless strike a chord of recognition in most of us!
At home
• The total or near-total lack of a worked-out policy, gender-specific
strategy, or staff with specific responsibility for gender work.
• The view that issues of poverty, race, class, etc. must be addressed
before addressing gender; a ranking of 'development issues' or goals
which fails to recognise their deep inter-relationships.
• Gender work depends too much on individual people and their
personal agendas and commitment to gender. A clear policy is the
only answer to this.
• A shortage of qualified women staff and expertise on gender, and
a lack of positive action encouraging more qualified women into jobs
(see Chapter 3 in this section).
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• Resistance from men, expressed in a variety of ways ranging from
open hostility or ridicule, through stereotyping, to inertia or ignoring
the issue.
Abroad
• Too many men/too few women employed in the field.
• Women reluctant to change, often hiding behind cultural norms as
a pretext.
• Fear of feminist ideas, both in the North and in the South.
Cultural resistance to gender awareness in the South, reinforced by
Northern guilt about 'imposing' gender on partners or on other parts
of our own institutions.

Conclusions and recommendations
These fall into two categories, organisational and programme-related,
reflecting the inward-looking and outward-looking aspects of policy.
These recommendations should be studied in conjunction with
Chapter 3 and Chapter 5 in this section.
Organisational recommendations
• Every agency should formulate its policy in a position paper. The
process of formulating this paper is as important as the outcome, and
should be as participatory as possible, aiming to involve everyone in
the organisation (including consultation with partners).
• Exchange of policy papers and other information on how
different organisations have formulated policy should be prioritised,
to provide a guide and support for others. Exchange of information
on agencies' experiences of applying gender analysis to different
issues (debt, trade, population, etc.) should be encouraged and
facilitated.
• It is the responsibility of management to ensure that gender is
integrated into all aspects of the agency's work. Managers must
recognise that integrating gender will require taking positive action
and allocating adequate resources.
• Everyone must be clear about what is meant by actively integrating
gender: ideally, this should be defined in terms of promoting
women's strategic gender-determined interests.
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• The consistency or degree of fit between policy statements and
the actual functioning of the organisation must be examined in all
areas, including:
• recruitment (employees and consultants)
• training
• information and public relations, advertisements and
images
• fundraising
• campaigns
• evaluation and reporting procedures.
• Management and meeting styles should become more gendersensitive. It should be recognised that women and men have
different styles in these respects. Voluntarism and the ethos of selfsacrifice should be avoided.
• The roles and responsibilities of both women and men staff as
family members should be not only acknowledged but validated
in the way the organisation operates. This involves such provisions
as:
• flexibility in timetabling;
• childcare facilities for all staff;
• encouraging women and men in responsible positions to
demand or expect consideration of their family commitments.
• People with specific responsibility for gender issues should be
included on the staff of all organisations. Whether this staffing
takes the form of special gender units, women's officers, or other
forms may depend on the structure and size of each agency, but
specialist gender units should not be isolated. Gender staff should
be involved in all areas of policy, not just overseas programmes.
• However, this does not mean that gender should be relegated
exclusively to the gender 'responsibles'. All staff, from
management through to support service staff such as cleaners and
drivers, should receive training in gender issues.
Programming recommendations
• A clear policy should be formulated, with clear goals and clear
guidelines on the application of a gender analysis to programmes
and projects. It should be accepted that implementation of such a
policy will vary according to its adaptation to differing situations,
countries, and cultural contexts.
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• Policy for overseas programmes must be consistent with the
organisation's internal policy. Agencies cannot demand greater
gender-sensitivity from our partners than they are prepared to
develop in themselves.
• Partner organisations should be thoroughly consulted at every
stage. One way of making resistance from partners less acute is to
avoid presenting them with a fait accompli, after maybe one initial
consultation some time previously, without their being kept in touch
with the process.
• Baseline information, disaggregated according to gender, is a
prerequisite for project planning.
• Clearer guidelines are necessary on ways of incorporating
considerations of gender into evaluation and monitoring criteria.
Gender-sensitive indicators for monitoring are also necessary.
Information should be shared on these issues also.
• Greater regional coordination to share experiences on creating and
utilising guidelines is advisable.
• In formulating policy, external evaluation and the lessons learned
from different situations (not just the successes) can help
Paper relevant to this chapter
'The role of policy in mainstreaming gender: the experience of
HIYOS' by Corina Straatsma (Case Study 1)

3
Institutions
'Institutions are relations of power. Very few institutions are
: egalitarian: they allocate decision-making power in a
hierarchical way and they give authority to some people over
: other people. They give command over resources and
command over people, and determine structures of power
within institutions.'
(Naila Kabeer, speaking at the workshop)
A recurrent theme in NGDO discussions on gender is the need to
change the institutions in and with which we work, so as to make
them more gender-aware and to promote the formation and practice
of a gender-based analysis in all areas of work. This need springs in
part from the perception that NGDOs cannot require partner
organisations in the South to pay serious attention to gender if they
show little or no evidence of doing so themselves. Structures need to
be set up in our organisations to ensure that gender is incorporated
into thinking and action. Some of the elements necessary to achieve
this are:
• positive action to achieve a higher level of women staff in
decision-making roles;
• setting targets for levels of women staff;
• in general, more gender-aware staff of both sexes;
• clear and generalised recognition throughout the organisation
(starting with top management) of the importance of developing
gender-awareness among staff;
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• recognition of the key role of gender training and capacitybuilding in human-resource development.
Looking at the power structures within NGDOs to see where (or
whether) gender fits in, we find tremendous differences: in some
agencies gender is quite closely integrated into the formal structures,
with a special gender unit or desk and/or gender expertise at other
key points within the organisation; in others, gender work is on a
voluntary or advisory basis; in some cases there is no real policy or
structured provision for work on gender at all, and it depends on the
convictions and commitment of individuals.
Moreover, although some NGDOs have made impressive progress
in creating institutional spaces for gender work and in educating and
training personnel at various levels, many institutional power
structures, work styles, and other aspects of practice remain
resolutely gender-blind and resistant to change.
Here, we look at two key points for mainstreaming gender in our
institutions:
• staff development and in-house gender training for staff;
• the optimum structures for promoting gender-related issues in our
institutions.

Gender training
What is gender training for?
'Gender training: the process of raising awareness of the gender
dimensions, perspectives or implications of an activity, and/or
planning on the basis of that awareness.'
(Georgina Ashworth, 'An ABC of institutionalising gender',
(Keynote Paper 1))
There are many definitions of gender training. It is a tool, a strategy,
a space for reflection, a site of debate and possibly of struggle.
Training is a transformative process: it aims to increase knowledge
and to develop understanding as a way to change behaviour, and to
offer new skills with which to do this. One-off training exercises offer
only limited rewards. The process of training should be continuous
and, ideally, self-reinforcing: effecting a change in work practices
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through greater knowledge can lead to a further change in
understanding. In the specific case of gender training, the aim is to
offer some tools for analysis of the different roles and situations of
women and men in development and, on the basis of new
knowledge, to promote more equitable treatment of women and men
in development planning and practice.
Gender training is also an instrument of institutional learning, a
way of systematising experience of gender-related issues in an
organisation and making it concrete, especially if it arises from
practical experience. It can be a space where the experience of different
parts of an agency, of different departments or regional desks, for
instance, can be brought together, compared and cross-fertilised.
Gender training makes people look critically at the work culture of
their institution, noticing perhaps that, although gender policy is
formally approved, there is a long way to go in practice, for instance in
recruitment. It highlights other areas of need for staff development,
such as further training skills. In one agency, gender training had an
effect that reached beyond gender issues themselves: reflecting on
gender had led people in the agency to begin reflecting more critically
on the agency's experience in general. In this case, gender was an entry
point for the agency's starting to move away from an ad hoc, activist
approach towards a more strategic, planned way of operating.
At this broader level, gender training can provoke discussion and
analysis of theoretical and strategic issues such as what we mean by
'development' itself. The examination of unequal roles and power
structures can raise issues about North/South relations, both in
general and in NGDOs' relationships with their partners and
overseas staff. It can highlight common resistance or avoidance
strategies, some of which may come up in the course of training
sessions. Gender training is essential to good development practice.
Who is gender training for?
Gender training is not simply for women or about women, but about
women and men, just as gender is about women and men. Thus the
involvement of both men and women is fundamental (although there
is also a place for work with separate groups of women), for men need
to take on responsibility for work on gender and need to know how to
do it. Organisations might consider focusing specifically on men in
some training, or having workshops for men. One or two EUROSTEP
agencies are experimenting with male gender trainers, and the idea of
building a network or male gender trainers has been suggested.
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People working on gender in NGDOs have for some time been
recommending that gender training must be targeted on everyone in
the institution, 'from the director to the cleaners'. Managers in
particular must be trained, since they are the people with the power to
make structural changes in the organisation. While training is
important, its aim is to lead to the creation or transformation of policies
and procedures, and these are equally important. Training is not an
end in itself, but a tool towards gender-fair policies and practice.
As with all aspects of gender work, initial (and possibly
continuing) resistance to training is to be expected. Thus, when
setting up a training, it is a good strategy to work with allies in the
institution, starting where there is a way in and some support. Some
agencies have found it easier to start training with the most gendersympathetic people in the organisation; others have gone right in at
the deep end, starting with the most resistant.
Some key points
The following list is by no means exhaustive. It should be read in
conjunction with the final section ('Lessons learned') of Case Study 2.
• Gender is a strategic issue, and gender-based interventions in
institutions need to be carefully planned. If gender training has a
negative outcome because it is pitched at the wrong level — for
instance if it is seen as patronising because it is pitched too low — the
process of mainstreaming gender can be set back, possibly by a year
or two. This raises a tactical question: who should facilitate gender
training, particularly with managers — an 'insider', or a senior
trainer from outside the organisation?
• Training should include both formal, structured training, for
instance in methodologies such as those of the Harvard framework or
Moser's model, and less formal, more experiential forms. Gender trainers in Oxfam (UK/I) find that a combination of academic training with
experiential awareness-raising methods grounded in practical experiences in the South has been successful (see Case Study 2).
• Gender training is a process of continuous education, and training
does not end with one session or training event. There are risks
associated with superficial acquisition of knowledge. If an agency has
been successful in mainstreaming gender at policy level, it may end
up with staff who are able to use the correct vocabulary without
translating it into much practice. Follow-up sessions need to be
planned into the training programme.
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• It is important to recognise that gender training is a highly
specialised field. Ideally, trainers' skills should be continually
upgraded. There is material already developed, but there is always a
need to continue such skill-development in order to adapt to
different contexts.
• Finally, there is (as ever) a need to pool and share information and
experiences of gender training. Organisations which have a good
history of mainstreaming gender should share their experiences in
documents reporting on their experiences with mainstreaming, their
successes and problems. Experiences should also be exchanged at the
level of training modules and concepts. At this level it is important
that there should be more input from the South. Training by women
from the South can make a valuable contribution here.

Structures for promoting gender
An awareness of the significance of gender is still far from being
integrated throughout our organisations. Even where gender policies
exist, big gaps yawn between policy and practice. Managers are on
the whole not gender-aware, and neither are all staff, whether men or
women. Resistance to thinking seriously about gender-related issues
persists both among Southern partner organisations and in our own
Northern offices. The problems and constraints listed below are
common to many European NGDOs and illustrate the magnitude of
the problem.
Staffing levels and targets
Although they are in a minority, some development agencies are headed by women and have many women staff. In some agencies women
staff are in the majority, but they are not in decision-making positions.
But even having women in senior positions does not guarantee gender-awareness and sensitivity in working with partners. Indeed,
women may attain more senior positions in male-dominated institutions at the expense of their gender-awareness. Agencies need not just
more women staff but more gender-aware women in senior positions
and more women (and men) experienced in gender work at all levels.
Recruitment
Technical qualifications are not always the only ones needed.
Including gender-sensitivity as a criterion for recruitment and selection
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is important in all jobs, at all levels: in programme-related jobs because
gender-sensitive staff will work towards a gender-sensitive
programme overseas, and in administrative jobs because these staff
work towards creating a gender-sensitive institution. However, even
where agencies have equal opportunities policies in place, job
descriptions and recruitment literature, except where the job is
specifically gender-related, still have a tendency to be gender-neutral if
not gender-blind. In some cases, work on job descriptions is being
done in an equal-opportunities context; but there is often still a need
for closer linkage between equal opportunities work and GAD work.
Other problems in recruitment concern candidate selection, or selfselection. Often, women candidates themselves are not self-confident.
While solving this problem is a task far beyond the scope of any single
employer, it is important for agencies to address ways of creating an
attractive climate for women joining the organisation. There is in
general still a shortage of qualified women and of expertise in genderrelated issues, and a lack of positive action encouraging more qualified
women into jobs. Women may be deterred from applying for senior
positions if they find they will be alone in them.
Institutional support for women workers
As noted in Chapter 2 of this section, welfare facilities, based on a
recognition of staff's responsibilities to their household as well as to
their paid work, are necessary to allow women to take and keep
positions. This means childcare provision, flexible timetabling,
openness to job-sharing, part-time work, and working from home.
Job descriptions should allow space for people to be parents and
family members as well as workers.
Work styles
In many voluntary organisations which aim to help others, work styles
tend to be masculine and to be based on a concept of the worker as
having no family or personal life outside the job. This concept of the
worker then opens the way for acceptance of (or demands for) a style
of working incompatible with family life, even where organisations
have support systems in place for staff who have families. This is a
difficulty for men as well as women. There is a profound contradiction
in efforts to improve the quality of life of people in the South in ways
that actually worsen the quality of life of the Northern NGO's own
staff. Although this is a difficult issue to address when our whole work
is based on redressing the balance between the favoured North and the
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disadvantaged South, it is nonetheless important to struggle for
explicit recognition, backed up by positive action, of staff members'
double role as workers and family members.
Four types of people, according to Norwegian aid researcher
Ann Therese Lotherington, may be encountered when trying to
introduce gender into an institutional context:
1 The innovators: people who cut across the male-female
divide; people who are open to new ideas and are not afraid of
questioning and challenge. This is (unfortunately) usually a
very small group and often contains people who are relatively
new to the organisation and therefore have little entrenched
power, unless they are in very senior positions (which they
usually aren't).
2 The loyal bureaucrats: those who will go along with any
policy that management decides on, as long as the tools to
implement it are provided, simply because it is a part of their
job. They don't necessarily understand any gender policy they
are presented with and are not personally convinced (or
concerned). Their basic desire is for a quiet life.
3 The hesitators: will support a new policy in public, because it
is necessary to be seen to go with the organisation's latest
trends. Their basic motivation is furtherance of their careers, so
they will be opportunist in their support of a gender policy.
Careerist women may fall into this category, torn between their
wider interests as women and their personal career interests.
4 The tough guys: will mount explicit opposition. However,
their position is usually clear and not influenced by factors such
as career advancement. They are a wall you can play ball
against, but often a brick wall: offering possibilities for
dialogue, but often mounting the strongest (and most
dangerous) resistance, because they are often in leadership
positions such as management boards. But 'tough guys' may
also be women who have been scared or alienated by the
women's movement.
(From 'When Aid Becomes a Barrier: About Strategies for
Implementing Women-Oriented Development Policy', a speech
given at a NORAD conference entitled 'Research for Better
Development Aid', November 1991)
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A separate gender unit or integration of gender staff into all
departments?
There is debate about where to locate staff with specific responsibility
for gender issues: should there be a centralised team, such as Oxfam's
GADU, or should gender teams be integrated into other structures in
the organisation? The experience of several NGDOs shows that it is
in fact essential to have both. However, this may be impossible for
smaller agencies, and in these cases the strategy chosen will vary
according to the organisation and its modus operandi.
Some EUROSTEP agencies have several years of experience in the
practice of institutionalising gender. For the experience of Oxfam
(UK/I) and MS (Denmark), see Case Studies 3 and 4.
Novib (Netherlands) has a well-developed structure, with gender
'responsibles'/advisers in each of the organisation's four
departments (Education, Internal Affairs, Projects, and the General
Secretariat) and a Task Force on Women consisting of two
representatives from each department, chosen on the basis of specific
WID or personnel policy responsibilities in their departments, gender
expertise, or a central position (e.g. the secretariat for the Board of
Directors). Nevertheless, like all agencies, it has encountered
difficulties in putting policy into practice and in achieving
consistency across different departments.
NCOS, an umbrella of 60 Flemish NGDOs in Belgium, set up a
women's desk three years ago, then found that, when they changed
their structures to integrate gender experts into four areas (rather than
maintaining a special gender unit), they lost power and visibility.
They now feel that an autonomous, separate structure is preferable.
There is a risk that, once gender has become well established in an
organisation and gender 'responsibles' are inserted at key points into
its structures, management may decide to regard its responsibility for
gender as finished and close down gender units, with the risk that
gender may remain as a paper policy. The need for a small unit
focusing exclusively on gender persists. On the other hand, there is a
danger that separate gender units will become isolated, and gender
work will be 'ghettoised' if it is not supported by management
commitment and policy, as some other agencies have found.
Networking and other support mechanisms are necessary.
'Decentralisation' of gender work can also result in a dilution of
the proactive role of gender specialists, especially if resources are not
allocated to gender work within other parts of the organisation.
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Novib, for instance, has found it difficult to maintain close enough
relations between the gender unit in the central office and people
working on gender in the regional bureaux overseas, despite regular
meetings in which they try to confront their policies with the
experience of the regional bureaux.
In an ideal world, there would be no more WID/GAD desks,
because gender would be so closely interwoven into the fabric of our
organisations that all staff would be gender-aware and management
would take gender seriously as a matter of course. But — for a whole
range of reasons ultimately based on contradictions in strategic
gender interests — this is not yet the case. Gender units continue to
have a crucial transforming role, in:
• putting different values forward;
• setting different values on people, transforming ways of looking at
households, communities, institutions;
• bringing different issues to the fore;
• changing working practice.
In fact, will a gender unit ever not be needed?
Integration of gender into the organisation should be seen not only
in terms of the placing of staff in key positions but also (and
crucially) in terms of integrating the issues of gender into the
organisation's thinking and practice.

Conclusions
• Gender is a specialism, a field of technical expertise, and must be
recognised as such.
• Agencies need specialist resources to deal with issues of gender,
and should put money into obtaining them. Moments when decisions
about structuring gender into an organisation are taken are key
moments requiring not just management-led (and probably cost-led)
decision-making, but the involvement of gender specialists.
• Both a separate gender unit or desk and decentralised integration
of gender into all the agency's structures are necessary. The two
structures are not antagonistic or mutually exclusive; indeed, they
can reinforce each other. However, the exact form which the gender
structures take will depend on a variety of criteria and factors specific
to each agency: its history, size, activities, resource prioritisation, and
constituency.
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• The gender team should be seen as a resource, whose job is to
promote gender, to develop an analysis, and sensitise people
throughout the organisation to gender, to coordinate and network on
gender issues, to act as a consultant and a catalyst. Gender experts
initiate new ideas, and stimulate dialogue and debate on gender.
Their role is proactive and should not be limited simply to
invigilating and commenting on current practice.
• The responsibility for implementing gender policies and making
the resources available to change practice lies with management.
Managers' role involves integrating gender into the organisation at
all levels and in all fields. Management must be accountable for the
integration of gender.
• Management must therefore be thoroughly trained in gender issues.
• Monitoring criteria are necessary at staff and management level to
check how gender is being integrated into the structure of the
organisation.
• Finally, formal and informal networking is a valuable way of
strengthening agencies' gender-fair practices and supporting people
working on gender in different institutional contexts (see Chapter 7
in this section).
Papers relevant to this chapter
'Staff development and gender training in Oxfam (UK/I)' by Bridget
Walker (Case Study 2)
'GADU, a specialist gender unit in Oxfam (UK/I)' by Eugenia PizaLopez (Case Study 3)
'Structures to promote gender within MS' by Gitte Berg (Case Study
4)

4
Information
Language ... data ... research ... consultation ... diagnosis.
Information underpins all our other activities as NGDOs. Nothing
can be well done — from designing a project to devising a policy to
evaluating progress — without the right information. 'Information'
includes baseline data about women's situation in societies and
communities, the results of fact-finding missions, consultations with
partners and target groups, quantitative and qualitative data
provided for monitoring and evaluation purposes. At all stages in the
project cycle, we need information.
It is also important to have information about people employed in
the NGDO itself — in terms not only of gender but also of class,
ethnicity, age, etc. This is crucial information enabling monitoring of
institutional change.
Yet checklists of constraints encountered in GAD work nearly
always contain the item 'lack of/poor information' — which nearly
always means lack of gender-specific information. Why do we have so
little or such poor information? Here are some possible reasons:
• lack of a centralised information or documentation bank in the
agency;
• pressures on staff time/workload, so that verbally-transmitted
information (meetings, consultations, training sessions, etc.) is not
properly documented;
• insufficient communication between desks/departments: project
staff may not receive or request information not narrowly related
to their projects;
• information-hoarding within and between organisations;
• partners confused or not clearly enough briefed about the kind of
information they should be putting in written reports;
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• ignorance, gender-blindness, or even vested interests on the part
of partners;
• insufficient investment of agency resources in the right kind of
research;
• lack of consistency in data-gathering: because gender-specific data
are not an institutional requisite, their collection becomes a matter
of the researcher's individual choice.
How do agencies obtain their knowledge of gender relations in the
areas in which they and their partners work? What methodologies do
they use to gauge the situation so that interventions have a chance of
changing gender relations as they really are? What are the mechanisms for listening to women (and to men)? Do they work? Are they
gender-biased in themselves? These questions should lead us to be
constantly aware of the need for ongoing consultation with women
and the need to take a critical approach to it. Just 'listening to
women' — a difficult and slow task in itself (see Thematic Paper 1,
'Consulting and involving local women in project design') — is not
enough. Agencies need to analyse the situation of women in the
countries where they cooperate, to find out about their differences,
divisions, and the points of concurrence and conflict on their interest
agendas, before the information received from them can be
confidently assessed, and then, in assessing and interpreting, there
are our own cultural, political, and gender biases to take into account.
Information is never gender-neutral: there is an in-built bias at both
the point of transmission and the point of reception.

The importance of gender-specific data
At all stages of the development process (but most particularly at the
project design and planning stages) baseline data, disaggregated by
gender, are a prerequisite. Without such disaggregation, data will be
distorted towards men in projects and communities, by ignoring
women or treating both sexes as though they were men. This wrong
information can lead to false assessments and judgements about
projects and the contexts in which they operate. If details of women's
and men's capacities, interests, relationships, and access to and control
over resources are not available to a donor agency, there is a risk that
the existing gap between development opportunities for women and
men may be widened even further by the agency's support.
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Donor agencies thus have a responsibility and a right to request
gender-specific information related to projects from partner
organisations, and a duty to provide their own. There are sometimes
problems, however, with obtaining it, because of either unconscious
gender-blindness or conscious resistance. NGDOs have a
responsibility here to promote gender-awareness in their partners.
But if gender-specific data are not forthcoming or are of poor quality,
and cultural constraints are mentioned as barriers to women's
participation, we should be alerted to the need to question the
partner's gender-awareness.
Of course, this is not to pretend that Northern agencies' own track
record on insisting on gender-specific information (and getting it) is
spotless. All too easily development planners, in NGOs as well as
government agencies, overlook or deliberately sidestep genderspecific implications because it saves trouble, because it causes them
less self-doubt, because explicitly including women may make the
project appear less 'fundable' to a gender-blind or gender-hostile
paymaster, because things are easier to count and cost than people,
or because so much of women's work is economically invisible.
A note on language
'Language (in the form of jargon) is often used to stake out
impenetrable territory, to keep out social obligations to act or
interact with others, and to avoid responsibilities to take ethical
decisions. For those of us with English as our first language it is
extremely important to realise that expressions, including
'gender' itself, are not in current use in other languages or do
not translate with ease; therefore it is important to work out
translations for concepts ... to make sure we are all conveying
the same facts and ideas.'
(Georgina Ash worth, 'An ABC of institutionalising gender',
Keynote Paper 1)

The importance of expertise in gender matters
In earlier sections we have mentioned the need for expertise on
gender matters in development agencies. Even when gender experts
are integrated into an agency's staff, there may still be a need for
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contracted expertise to carry out particular pieces of research.
Funding good information and research is a point at which resistance
may be encountered from managers who are prepared to allocate
resources to technical studies (e.g. water, forestry, environmentalimpact studies) but not to gender-impact studies or other gender
research, on the grounds that gender is not a technical issue and
therefore requires no specific expertise. Hand in hand with the task
of getting gender recognised as a professional specialism for which
staff must be qualified, then, goes the task of asserting the academic
and technical status of gender-specific research and information.
Managers must be made to realise that information about gender
does not come cheap, but that not acquiring it may turn out a great
deal more expensive in terms of projects which fail or are
dysfunctional because the information on which they are based is
faulty inthat it lacks the gender-based perspective.
A useful strategy (closely related to the following point) might be
for agency networks such as EUROSTEP to share information about
gender researchers and experts.

Sharing information
There is a great need to exchange information on gender issues
among NGDOs, especially given the different stages which agencies
have reached on the road to mainstreaming gender. Areas where
exchanging ideas and information would be of value include:
•experiences in changing institutional structures;
•training experiences and models that have proved useful (or
useless), both in-house (especially at top level, with senior
managers) and overseas with partners;
•experiences and ideas on developing relations of partnership;
•strategies for mainstreaming gender, developing and implementing
policy;
•ideas on how to 'sell' gender to an organisation in the first place;
•evaluation and monitoring experiences — not only experiences of
doing evaluation and monitoring, but information gleaned from
these processes about what works, what doesn't, how best to go
about project planning and practice;
•working with women's organisations and feminist organisations in
the South.
This list merely summarises some areas identified at the 'Enhancing
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our Experience' workshop and is clearly not exhaustive. NGDOs and
government development-funding institutions possess between them
a wealth of information on the impact of their projects and the
positive and negative lessons learned from them; and some of this is
viewed from a gender-based perspective. However, there is no easy
access to the learning of other NGDOs and government agencies. Too
much information in agencies is marked 'Confidential'. If agencies
are really to move forward in this difficult and challenging area of
development and working with women, they need to share lessons
already learned. Things that have failed in one agency are being tried
in another, for lack of information exchange. Is there really time to
reinvent the wheel?
One reason often advanced for the failure to share information
between NGDOs (and sometimes even between desks in the same
NGDO!) is that dealing with information is time-consuming. It takes
time to produce information, copy it, mail it out; there is a risk of
duplicating the same information which could be found somewhere
else; people complain that their desks are already too swamped with
paper to be able to cope with any more. Yet there is a variety of ways
in which information can be shared simply and efficiently. There is
clearly also a problem of trust between agencies to be resolved. It is
quite probable that gender could be an entry point here to a more
general openness in information-sharing.
There is a close and obvious relationship between networking and
information exchange: EUROSTEP, as an established NGDO
network, has channels for spreading information that can be used
more systematically. For example, the EUROSTEP newsletter could
carry regular information on gender issues (case studies, agency
experiences, notice of new publications or research). Greater support
for a more formal exchange of case studies and strategies between
agencies is to be recommended. Existing mailing lists could be used
for disseminating material that already exists in terms of case studies,
evaluations, etc.
Finally, there is still an urgent need for a systematic study of the
strategies used by different NGDOs in taking forward issues of
gender-fair development, bearing in mind their individual
characteristics: size, political orientation, objectives, strategies, and
methodologies. We need to share openly in-depth information about
strategies that have been tried and honest assessments of their
success or failure and the lessons they have taught. The EUROSTEP
and this report will, we hope, be a first step in this process.

5
Programmes and projects
' ... If we agree that development's ultimate goal is not
economic growth but human well-being, then a certain
approach to analysing interventions becomes not just possible,
but imperative.'
(Naila Kabeer, speaking at the workshop)
Project planning and implementation from a gender-based perspective
can have only one ultimate goal: projects or programmes must
contribute to changing the balance of the sexual division of power and
resources so as to make it more equitable. This goal applies to the
various stages of the 'project cycle'. Here we look at some problems of
incorporating a gender-based perspective into project design,
monitoring, and evaluation. A key issue, especially at the project
design stage, is that of when to support mixed projects and when to
support women-only projects, and what factors influence this choice.

Which partners?
Increasingly, the choice of partners is influenced by the extent to which
the partner organisation is committed to changing the existing balance
of power between women and men in favour of women. Agencies that
are actively encouraging partner organisations to develop a gender-fair
policy have found that women's organisations have been the most
open to dialogue on this issue. Southern women's organisations can
also play an important role in raising awareness in mixed
organisations, by providing them with training and consultancy. Thus
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support for women's organisations and networks is essential.
However, it is not sufficient. Although it is undeniable — and
unsurprising — that women's organisations are taking the lead in
raising gender issues not only in their own countries but with
Northern donor NGDOs (criticisms from Latin American women's
organisations have impelled at least one European NGDO to review its
internal gender policy and practice), men too are gradually coming to
realise that it is in their own interests to take gender issues seriously —
even if their initial motivation is to secure funding by playing by the
donor's rules.

Women's projects and organisations
The category 'women' is not always homogeneous, and the term
'autonomous women's organisations' has a range of connotations
because women's organisations are themselves very varied. Some
may be feminist-oriented, others not. They can be women's networks,
information resources, or lobbying organisations based in capital
cities and staffed by university-educated feminists, or credit
cooperatives working on income-generation. Women involved may
or may not be engaged in an activity that challenges gender-based
power relations or the sexual division of labour. Because of the wide
diversity of women's organisations in the South, it is essential for
NGDOs to be clear and to have consistent criteria for whom they
work with and why. Moreover, they need to be clear about the
strategic importance of working with Southern organisations which
have a strong gender-based perspective.
Urban-based women's organisations working on issues like legal
rights, violence against women, etc. are often stereotyped as feminist
(with the use of 'feminist' implying a criticism) and elitist, and may
not be thought of as natural allies either by grassroots groups or by
funding agencies. In some situations they are not allies, but by no
means always. Women in these groups are trying to work more
closely with grassroots women and to link micro-level experiences to
macro-level policy issues. Some groups working on women's issues,
which may or may not call themselves feminist, have a reductionist
approach that ignores class and race. On the other hand, there is an
increasingly strong feminist movement in many parts of the South —
in Latin America, in the Philippines, in Kenya — which is bringing
together aspects of class, ethnicity, and gender and challenging the
development paradigm from many standpoints.
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NGDOs must recognise this diversity in the South and choose carefully which organisations to work with, based on the perspective of
their programme and their commitments to gender. NGDOs can play
an active role in making links between the different types of work taking place, and thereby foster cross-fertilisation of ideas and learning.

'Mixed' projects and organisations
The majority of projects are 'mixed' projects, including both women
and men, and most partner NGOs are mixed. A question which
arises here is: are mixed projects men's projects by default, even if
men are not the only participants? Is there a difference between a
project which is mixed coincidentally, because it is targeted on a
whole community or other mixed group (and which professes to be
neutral on matters of gender), and one which has been purposely
designed as a mixed project (and in which an intention to address
existing gender relations can therefore be assumed)?
There are also important cultural differences between the types of
organisation, popular movement, and NGO that have developed in
different parts of the world. Cathrine Hasse's research for Ibis
(Target Group, Gender and Visibility in Ibis Projects', July 1992)
analysed the perceived presence and 'visibility' of men and women
in 14 Ibis-supported projects in Africa and Latin America, as revealed
by project documentation written by Danish and local NGO staff. She
found that although women were the major beneficiaries of projects
in both continents, this was mentioned only in the material on the
Latin American projects. However, it was not mentioned in every
case. Men were never specifically mentioned as major beneficiaries of
aid, even though one of the projects is de facto a men-only project.
Latin American staff had a tendency to disaggregate the benefits in
mixed as well as women's projects.
Hasse's research also suggested that there was a positive correlation
between the number of women working in the aid organisation, in this
case Ibis, and the importance given to women in projects. This was
especially noticeable where more women, Danish and local, were
involved in project planning, implementation, and evaluation.

Project design
The basic aims of incorporating the gender dimension into project
design are:
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• to overcome the psychological conditioning which governs
prevailing gender relations and militates against changing them;
• to encourage greater unity and solidarity among women and
between women and men;
• to move towards a position of greater gender equality;
• to transform development practice into a process which involves
both the public and the private sphere of action.
How can this be achieved in all project design? A self-evident
prerequisite is a gender-specific analysis of the project and the
context in which it will be operational. For this we need two prime
ingredients: first, gender-awareness in the people who will be
involved in the project design — that is, in both the donor NGDO,
the Southern partner NGO, and the target group (this can be
achieved or facilitated through gender training); and second, a
participatory, beneficiary-centred project-design process (information
gathering, consultation, negotiation) that will give an equal voice to
both women and men at all levels, but particularly in the target
group (this can be achieved by developing a gender-specific research
methodology).

Consulting and involving local women in project
design
Thematic Paper 1 is relevant to a consideration of this task, which is a
vital but difficult one, not only because of men's resistance or
ignorance (in the donor NGDO, in the partner NGO, and in the target
group/community), but because of constraints on women
themselves: their own lack of experience and self-confidence (real or
imagined) and the obstacles presented by the sheer size of their
workload. These things make consultation with them and involving
them actively in project design both slow and expensive. Special
spaces or mechanisms for listening to women without male
intervention may need to be found or created (this can be a project in
itself!); negotiations and 'quiet diplomacy' may have to be carried out
with men in target groups; gender training will probably be
necessary for both men and women at various points in the process.
Then there is the question of which women are consulted. The
process of consultation involves a degree of self-selection of
interlocutors. Some women are more visible than others, and more
accessible to Northern NGO researchers or interviewers. We have
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mentioned the class differences between women — and there may
also be racial differences between women in local NGDOs and
women in (for instance) indigenous communities. Whom do the
women we consult represent? What are their interests in promoting
the improvement of women's condition? And how do we hear the
voices of the women who don't come to the meetings?
A partial answer to these problems can be provided by having
more women in the field, both at the level of the donor NGDO
(women field officers, women to monitor, evaluate, visit projects) and
at the level of the partner (local consultants who are women and/or
gender-sensitive).

Integrating gender into project design: mixed or
women-only projects?
A particularly thorny question arising at the project-design stage is
that of the choice between mixed or women-only projects. What are
the relative advantages and disadvantages of women-only versus
mixed projects, if our aim is to bring about change in power
relations? Much will depend on the context: the choice may be
governed by the cultural setting, by the sector of activity, by class,
income group, or race — as well as by an analysis of gender relations.
In certain contexts a mixed project can be more successful than a
women's project in making a real contribution to redistributing
power and resources among women and men.
Choosing a women-only project by no means guarantees that
gender relations within the context where the project takes place will
be changed for the better. In societies where the sexual division of
labour is rigid, women's projects that do not challenge the
established gender-based determination of activities may simply
reinforce the status quo. It is therefore necessary to incorporate a
gender-specific approach into each type of project — that is, to try to
ensure that the project really empowers women (women-only
projects) or effects a change in gender-based power relations within
its own context (mixed projects which also empower women), and in
both cases it will be necessary to develop gender-awareness within
the broader social environment in which the people involved live and
work. Ways to begin to achieve this are:
• In the case of a women-only project, by offering women a space for
feeling what it is like to carry out autonomous decision-making,
leading to an increased sense of control over their own lives.
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• In the case of a mixed project, by making sure, at the very least,
that women's participation is essential to the success of the project;
by ensuring that decision-making and implementing bodies in the
project are gender-balanced; and by making sure that the fruits of the
project are shared equally between men and women.
• Each kind of project also needs a separate forum for women.
While this might seem self-evident in the case of mixed projects, it is
also important to stress it in the case of women-only projects.
Women-only projects may exist within the context of larger mixed
projects/programmes, in which women may not be the only
decision-makers; women in target groups may find that their local
NGO interlocutor is male, for instance.

Project monitoring and evaluation
Case Study 7 and Thematic Paper 2 are relevant here. Monitoring is
the process of analysing what is happening in projects while they are
in progress, so that both partners in the project can learn lessons from
their experience to feed back into ongoing practice. It is both a system
of checking the progress of projects and a process of institutional
learning. Evaluation is a similar process, carried out at the end of a
project's period of funding, to ascertain whether the project's
objectives were realised and to measure its results and impact.
From a gender-determined point of view, the critical question is,
as at all other stages in the project cycle, where control of monitoring
and evaluation processes lies: who sets agendas and measurement
yardsticks, whether consultation is horizontal or vertical, who
defines success and failure.
With both project monitoring and evaluation, a basic principle for
finding out what is happening or has happened in a project is to talk
to people. This may seem self-evident, but since traditional
measurements, particularly at the evaluation stage, have tended to be
quantitative and thus obtainable from, for instance, written reports
and financial balance sheets provided by intermediary partner
NGOs, it is worth restating the obvious, particularly when gender is
at issue. To be able to gauge to what extent a project is responding or
has responded particularly to women's strategic gender-determined
interests, we need to move not only beyond quantitative measurements and indicators but perhaps also beyond efficiency-related
criteria, and to look at subjective, often intangible indicators of
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success and failure; and this means listening to women and men in
projects and partner organisations in order to get an idea of how (or
whether) projects are meeting or have met expectations from their
point of view.

In this process there will be several points of view and several sets
of interests — those of the funder, the intermediary partner NGO,
and the people in the project; and there will be gender-linked
differences at each point. All will need to work separately and
together to arrive at criteria. The process of drawing up checklists of
criteria or indicators acceptable to all is in itself at least as useful as
the criteria themselves, involving all parties in a detailed analysis of
the project. Even if a definitive list is not agreed, the process of
negotiating it will have exposed areas where gender interests, or the
interests of funder and partner, partner and target group, are in
contradiction. And this can point the way to future areas of work.
Thus evaluation can be a starting point from which to go back to the
design stage and look at the discrepancies between the design and
the project in practice, and find out why they arose. A gender-specific
evaluation can throw up important lessons to feed into future project
designs — a telling reason for sharing project evaluation experiences
among NGDOs.
The tasks for donor NGOs arise at both ends of the process. At the
level of producing a participatory project evaluation, or selfevaluation, or of encouraging self-monitoring and dialogue around
projects, we have a facilitating role in actively seeking out women and
finding out their views, in helping to make space and giving time for
them to talk to each other, and in encouraging partners to do likewise.
Several agencies are now doing this kind of work, working with
partners and local consultants to draw up periodical reviews of
policy and practice in documents or meetings. MS has developed
useful tools such as policy papers and reviews every three years,
elaborated with local researchers, partners, and MS overseas
development workers. Novib's experience of setting up monitoring
structures is described in detail in Case Study 7. Novib warns,
however, that organisational monitoring is also necessary to ensure
that agreed principles are carried through in practice, especially
where a monitoring system is dispersed among several desks or
departments. For instance, they have found it impossible to monitor
progress towards the agreed target of ensuring that ten per cent of all
Novib projects are women's projects, for lack of a generally accepted
definition of a women's project.
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Gender-sensitive monitoring and evaluation also require more
gender-sensitive women and gender experts, and more local women,
on evaluation and monitoring teams at both donor and partner
levels. Agencies need to ensure that consultants they employ have
both grassroots experience and theoretical knowledge of gender
issues. Many local NGOs with whom European NGDOs work are
dominated by urban, middle-class people. However, double
standards are often at work: articulate, urban-based women from
Southern NGOs are not appointed as consultants on the grounds that
they are 'jet-setters' and therefore not close to the base; while
articulate, urban, much-travelled staff from northern NGDOs seem
not to see themselves in this light. Although Northern NGDOs are
sometimes reluctant to use 'jet-setting' local women as consultants,
they are valuable interlocutors, for even if they are not representative
of poor rural women, they are familiar with their national context
and culture. European NGDOs can in fact be a bridge, allowing these
local middle-class women to begin to understand and work with
poor rural women.
Donor NGOs have a particular responsibility, however, at the
other end of the process, which is'that of ensuring a gender-sensitive
reading of what people in projects tell us. And this brings us full
circle back to the need to integrate gender into institutional structures
and thinking about development in the North.

Papers relevant to this chapter
'Consulting and involving local women in project design' by Diana
Vinding (Thematic Paper 1)
'Integrating gender issues into evaluation' by Tina Wallace (Thematic
Paper 2)
'Monitoring criteria: the experience of Novib' by Ellen Sprenger
(Case Study 7)

6
Partnership
'It is important to be realistic about the politics of gender. There
is a mutually beneficial relationship between people working in
the North and organisations in the South. Women's
organisations who are partners have challenged their donor
agencies and encouraged them to develop a gender policy.'
(Workshop participant)
This chapter looks briefly at partnership and the kinds of relationship
between NGDOs and their partner organisations, project target
groups, and women's organisations in the South. Diagrammatically,
the relations of dialogue on gender might look something like this:

- donor mixed
organisations
in South
(NGO level)

women's
organisations
in South
(NGO level)
mixed organisations
at community level
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Northern NGDOs engage in dialogue directly with Southern NGOs,
partners, and others, and through them with people's organisations
at the grassroots, but we also talk directly to the people's
organisations. At the same time, these grassroots groups may be
exerting pressure upwards on their national NGOs, wanting
representation in women's or mixed organisations. And the women's
and mixed NGO-level organisations also talk to each other, for
instance when women from a women's organisation do training with
staff from a mixed NGO, or where inter-NGO forums have been set
up. There are thus multiple channels, flowing in different directions,
by which dialogue about gender can be conducted.
Agencies have found differences in working on gender issues in
different parts of the world. Differences spring largely from different
histories and cultures, and from the development of NGO movements
in different regions or countries. This also includes important differences in the kinds of women's organisation and the way work on
women or gender has developed. The experiences of Cambodia and
Mexico offer a useful comparison here. In Cambodia, civil society has
only recently started to organise independently from the state, so
NGOs and grassroots organisations are just beginning to emerge.
Mexico, on the other hand, has very many years of organised civil
society and organisations which arose in some cases because of a need
to respond to the state. Within this overall picture there are organisations at NGO level, at the grassroots, and a feminist movement.
Both these countries offer opportunities to do gender-linked work
— and also limitations on it. The critical questions for Northern
NGDOs are: which organisations are advancing strategic genderdetermined interests in a given context, and at what level should
NGDOs work? What would be the overall impact of different types
of intervention? How do NGOs scale up their work, giving microlevel work an impact at national level: should Northern NGDOs
support research or lobbying activities, for example? How do
agencies relate NGO priorities in programme terms to gender
priorities? How is gender work to be resourced? The answers to these
questions will obviously vary widely, depending on the context.

Justification for dialogue
To varying degrees, agencies have developed strategies for
promoting a gender-specific analysis and adoption of gender-fair
policies in partner organisations in the South. Novib's experience (see
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Case Study 5) of providing long-term institutional support for
partner organisations in their gender work and facilitating discussion
between women's and mixed partner NGOs has been particularly
valuable. However, Novib gender staff are clear that this would not
have been possible, and local organisations could not have been
persuaded to develop policies on gender, if Novib had not won
credibility among partners and defused arguments about the
imposition of Northern feminism by developing its own internal
gender policy and its project support for women's organisations and
women's projects, and particularly by working with local experts on
gender-fair development. The importance of this credibility cannot be
stressed too highly: NGDOs must be prepared to demand from
themselves what they demand of their project partners.
Even with credibility established, spaces for dialogue created by
donors are still open to question. How do agencies establish a dialogue
with women's organisations? Who defines the agenda and the pace
and direction of dialogue? The most appropriate role for Northern
agencies in this respect is to support institution-building and
strengthening among Southern women's organisations;, but it may be
difficult, as Oxfam's GADU has found, to obtain funding support for
women's institution-building in comparison with other kinds of
women's project. In some field offices, this is a reluctance to provide
support for institution-building for feminist-oriented organisations.

Dealing with resistance to gender
'AH cultures are constantly adapting to change, so there is no
reasonable argument for their inability to adapt to the explicit
implications of gender, or to the eradication of features which
are discriminatory or destructive towards the female sex.'
(Georgina Ashworth, 'An ABC of institutionalising gender',
Keynote Paper 1)
Among the strategies used to resist attempts to transform gender
relations in development, Naila Kabeer ('Gender, development and
training: raising awareness in development planning' (Bangalore,
1990, see GADU Newspack 14) identifies the following:
a. appeals to culture and tradition, as though culture and tradition were
somehow frozen for all time rather than in a constant process of change;
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b. accusations about Western cultural imperialism, as though Third
World women were somehow incapable of making an autonomous
analysis of their own situations;
c. fears that any acknowledgement of power-relations within the
family puts the whole institution in danger.
There is a hierarchy of priorities at work here. It seems that
challenging and changing class-based or race-based inequalities is
permissible, even desirable, and can be a basis for conditioning aid,
but that changing gender-based inequalities (even at the request of
the women at the sharp end of them) is tantamount to changing
another people's culture and therefore something we have no right to
do. These resistances to gender may be offered by people in donor
NGDOs who claim to speak for partners, but they may also be
offered by partners. What should the response of Northern NGDOs
be? To what extent are they justified in trying to change genderrelations in Southern countries?
Debates about conditioning aid in general are widespread and
inconclusive, and mostly founder on the issue of measuring
compliance with criteria relating to (for example) democratisation or
respect for human rights. Similar problems beset the question of
gender-based conditionality. How should/can a donor agency deal
with a partner's resistance to gender? Does it stop or reduce funding?
A more positive (if slower) way to achieve change is through
promoting gender-awareness at every stage and level of a project and
through continuing, structured dialogue in forums such as working
groups or platforms in which both partners can be aware of the
process. In fact, Northern NGDOs are not justified in making aid
conditional on compliance with any gender-related norms if they
have not helped to make it possible for people to become educated
about gender. The Dutch NGDO HIVOS (see Case Study 1) has
found that the donor NGDO must have a clear gender policy of its
own and must share it openly with all partner organisations in
workshops or on platforms where discussion can take place. HIVOS
considers offering conditional support to be counter-productive, but
stresses the importance of being firm about requiring gender-specific
information from partners and in policy implementation.
'Feminists from North and South can learn from each other, but
their goals are not the same.'
(Workshop participant)
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Is partnership possible?
As the case studies from Novib show, working together with partner
organisations, especially on policy formulation, has had a
tremendous influence on Novib's work. Working with both
autonomous women's organisations and mixed organisations on
platforms and in working groups has influenced Novib's policy and
led to changes within Novib itself as women's organisations,
particularly from Latin America, have challenged the relationship
between Novib and its partners. Novib has in fact evaluated the
concept of partnership jointly with Southern partners.
But inevitable contradictions and dilemmas are embedded in the
idea and the practice of partnership between Northern and Southern
organisations, because the principal relationship is the unequal one
of donor/beneficiary. To what extent can Northern NGDOs really
build strategic alliances with Southern organisations, given that
inequality? In the end, the greatest opportunities for equal
partnership may come from relationships in which funding does not
play a big part, such as South/North networking for solidarity and
lobbying purposes. Agencies should try to identify women's issues
that cut across the North/South divide and creatively develop
relationships that are not based on funding. Here gender units like
Oxfam's GADU, which have an advisory and networking function
but do not fund projects, have a particular advantage and are freer to
build contacts and alliances with women's organisations which are
not in a project-type relationship with their agency. However,
GADU's experience with its Women's Linking project (see Case
Study 9a) showed that creating alliances is extremely difficult when
mediated through a donor/recipient relationship. The final section of
this report deals with some experiences of women's international
networking.

Papers relevant to this chapter
'The role of policy in mainstreaming gender: the experience of
HIVOS' by Corina Straatsma (Case Study 1)
'North-South dialogue: thesexperience of Novib' by Adrie Papma
(Case Study 5)
'Ibis' partner organisations' by Diana Vinding (Case Study 8)

7
Networking
At many points in discussions about mainstreaming gender in
development NGOs, people are frustrated by the difficulty of
obtaining good gender-specific information and by the lack of
sharing among agencies of the kind of experience and information
that would make it easier to learn from each other's successes and
mistakes. Networking (North/North, North/South, South/South)
can fulfil a number of functions in this respect, such as:
•
•
•
•

improving gender practice among agencies;
providing models and examples for agencies newer to the issues;
support and solidarity;
developing a common voice for lobbying purposes.

Many constraints on mainstreaming gender are set by the political
context in Europe and worldwide. The free-market approach to
development, the severely negative impact of structural adjustment,
and the loss of social gains due to generalised recession all play their
part in preventing women from advancing in Southern countries,
and they reinforce a backlash against feminist ideas and women's
social and economic emancipation in both North and South. One
problem which this generates for NGDOs is scarcer resources and
greater competition for them; and agencies must be on the alert to
safeguard the resources allocated to gender work.
Women working on gender issues in mixed NGDOs all face similar
constraints, to a greater or lesser degree: lack of status for gender work,
marginalisation within the institution, work-overload, difficulties of
prioritisation. By networking with sister organisations in the South,
they can strengthen gender-awareness and concern for gender in
institutions in both regions by sharing strategies and experiences,
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examples of good and bad practice, etc. Networking with partners and
with Southern women's organisations and networks, and supporting
their networking in the South financially and otherwise, enriches the
analysis of women in Northern agencies and provides valuable
ammunition in the fight against gender-blindness among colleagues
and managers, as well as greater credibility with partners.
At the same time, there are vital lessons to be learned from the
difficulties and contradictions of South/North networking. Oxfam
UK/I's Women's Linking Project (Case Study 9a) found that as well
as generating much enthusiasm and making exciting new links
between Southern and Northern women, the experience of face-toface networking brought up uncomfortable issues of the
North/South balance of power, the political differences between
women, and Southern mistrust of Northern donor agencies.
The next two or three years are a key period for people working on
gender in an international context, with the Cairo World Conference
on population and the UN Year of the Family in 1994, the Beijing
World Conference on women in 1995, and the Economic and Social
Summit offering important opportunities for NGDO interventions on
gender — and at the same time daunting vistas of work.
These are things that affect us all and on which it is important to
articulate joint strategies and a joint lobbying message. We need also to
find ways of joining our voice from Europe in solidarity with the
voices of women in the South, being honest about our differences and
searching for common ground and areas for cooperation as women.
The case studies in this section are different kinds of initiative in this
field.

Towards a EUROSTEP gender network
Finally, here are some conclusions and proposals from the workshop
for networking on gender within EUROSTEP, as a mixed Northern
network, and for networking with other gender-oriented networks,
particularly in the South. As a prerequisite for carrying out these
proposals, the workshop recommended that the present informal
EUROSTEP gender group be formally constituted as a EUROSTEP
gender group or network.
Networking to improve our practice
• As in individual agencies, it is important both to have a working
group in EUROSTEP and to work to integrate gender into the work
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of EUROSTEP generally. Support from the EUROSTEP secretariat in
Brussels is important. Official status as a sixth EUROSTEP working
group should make gender more visible in the network.
• The group should be a resource base for exchanges of ideas,
experiences, documentation, lists of trainers and consultants, and so
on. The support of the EUROSTEP gender group should give women
in each agency more confidence in pressing for changes in policy and
practice in their own organisations. Examples of successful initiatives
on gender in some agencies can serve as models to encourage similar
changes in others.
Networking for lobbying and advocacy
• EUROSTEP needs a specific policy clause or statement on gender.
• Women in EUROSTEP are part of a network, set up by its
constituent agencies as a central medium for lobbying, that already
has an ongoing lobbying agenda, principally vis a vis the European
Community institutions. The EUROSTEP gender group therefore
needs to lobby on gender specifically and on the integration of
gender into all lobbying issues.
• Various EUROSTEP agencies have different lobbying targets and
agendas, depending on their location, priorities, etc. Inter-agency
liaison and information sharing is necessary to build a joint lobbying
strategy.
• A representative from the gender group should attend meetings of
other EUROSTEP working groups (debt, trade, environment, Africa,
etc.) to ensure that gender is taken into account in planning, lobbying
proposals, etc. If specific expertise is required, the most appropriate
person in the gender group should attend.
• The EUROSTEP gender group should begin work as soon as
possible to prepare for the. 1995 World Conference on Women in
Beijing, taking account of the outcomes of Cairo 1994 and the Social
and Economic Summit in Copenhagen.
• In the longer term (and concurrently with the above specific lobbying
areas), EC policy should be monitored and strategies developed for
lobbying EC structures to strengthen their gender content.
• The EUROSTEP gender group should clarify its relationship with
WIDE and the different remits of each network, so as to coordinate
rather than duplicate lobbying work.
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• The EUROSTEP gender group will take forward a programme of
lobbying and research work on gender, population, and development
in preparation for the next Preparatory Commission for the Cairo
World Conference on Population (April 1994) and for the Conference
itself in September 1994. Five EUROSTEP agencies are already
involved in this work.
Networking with networks
• As the various contributions on networking to this book note, there
are now a number of international networks on gender issues both in
the North and the South, and some, like Entre Mujeres, which span
North and South. They all contribute to a tremendous fund of
knowledge, expertise, and strength. The EUROSTEP gender group
should seek to strengthen its links with Southern women's networks
such as DAWN, GABRIELA, Women Living Under Muslim Laws, etc.
• To be able to lobby the EC effectively on gender, EUROSTEP
needs to argue from detailed knowledge of the impact of European
macro-economic policies on women, for example the effects of
structural adjustment. Agencies often complain that there is very
little primary research on these effects. Proactive action needs to be
taken on this issue. On the other hand, good research on these topics
is being done in the South. Women in Northern NGDOs need to
strengthen their links with Southern women's networks to share this
information and work towards the development of joint lobbies.

Papers relevant to this chapter
'Networking to improve our practice: Oxfam's South/South Linking
Project' by Candida March (Case Study 9a)
'WIDE: a European network for lobbying' by Helen O'Connell (Case
Study 9b)
'Networking for human rights: Novib's experience' by Mirjam van
Reisen (Case Study 9c)
'Networking: the experience of the GOOD group in APRODEV by
Gerlind Melsbach (Case Study 9d)
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