financing arrangements were focused on proposed measures to close the
funding gap in 1996 and to modify financing arrangements to create pos-
itive incentives to avoid a recurrence of funding gaps in future years.

Two measures were employed to close the funding gap in 1996. First,
approximately $15 million of funding for complementary activities con-
sistent with the agreed research agenda were redefined and/or reclassi-
fied in support of the agreed agenda. Second, members mobilized addi-
tional resources at a level of about $5 million for centers facing the most
serious funding shortfalls. This included an exceptional effort by
Denmark, in particular, as well as efforts by Japan, Australia, and France.
Additionally, reserves previously set aside were partially drawn down
and the centers concerned curtailed spending. These measures closed
the funding gap in 1996 by ensuring about $300 million in funding and
full access to the Bank’s matching contribution.
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t,/O HELP MANAGERS MAKE THE
MOST OF DIVERSITY IN THE WORK-
PLACE, ISNAR PUBLISHED A RESEARCH
REPORT IN 1995, BASED ON ITS STUDY,
BEGUN IN 1993, OF FOUR AGRICUL-
TURAL RESEARCH INSTITUTES INTHE
PHILIPPINES. ENTITLED “WOMEN
SCIENTISTS AND MANAGERS IN
AGRICULTURAL RESEARCH IN THE
PHILIPPINES,” THE STUDY LOOKS
AT WHY THERE HAS BEEN SUCH A
DRAMATIC INCREASE IN THE NUMBER
OF WOMEN IN AGRICULTURAL
RESEARCH IN THAT COUNTRY AND
DOCUMENTS PRACTICES THAT HAVE
HELPED MANAGERS TO ENSURE
CONTINUITY IN THEIR RESEARCH
PROGRAMS, WHILE SUPPORTING
FLEXIBLE SCHEDULING.

PhilRice Photo




Gender and the CG IAR: Hilary Sims Feldstein
. Leader for Gender Analysis
Inquiry, Progress, and Challenge ! |

Deborah Merrill-Sands
Leader for Gender Staffing

CGIAR Gender Program
INTRODUCTION

nternational Centers Week 1995 was the occasion for the CGIAR Gender
Program to make a presentation on its achievements over the past few
years and frameworks for future action. In the context of the Fourth
World Conference for Women in Beijing, China and the renewal of the
CGIAR, Dr. Agnes Quisumbing (IFPRD), who represented the CGIAR in
Beijing, highlighted four critical areas of concern to which CGIAR
research could contribute:

e poverty and women;
e inequality in economic activities and access to resources;

e inequality between men and women in the sharing of power
and decisionmaking at all levels; and

e inequalities in the management of natural resources and safe-
guarding the environment.

Three central themes of the renewal of the CGIAR furnished the points
of linkage with the Beijing platform:

e the move to open the CGIAR to a wider range of partnerships;

e the integration of CGIAR perspectives with those of the inter-
national development community; and

e the refocusing of research on the nexus of agriculture, the envi-
ronment, and poverty as the basis of nurturing sustainable agri-
culture for food security in developing countries.

The CGIAR Gender Program is helping to address the concerns
raised in Beijing and incorporated in the refocused vision of the
CGIAR. The program, which was launched in 1991, was built on the
recognition that women constitute over 50 percent of the rural poor,
that in all regions women play a significant role in agriculture and
natural resources management, and that the growing number of
women scientists and other professionals was creating a pool of
excellence little tapped by the CGIAR centers. The program aims to
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increase the effectiveness and efficiency of international agricultural
research by:

e strengthening the use of gender analysis in research aimed at
technology development and in training for developing coun-
try researchers, to ensure that the agricultural enterprises and
operations of women, as well as of men, are fully considered
when defining research problems and setting priorities; and

e improving the conditions and mechanisms within the centers for
promoting the recruitment, productivity, advancement, and
retention of highly qualified women scientists and professionals.

The program was developed in consultation with the CGIAR Center
Directors and boards and has been funded by Australia, Canada, the Ford
Foundation, the International Development Research Centre, the
Netherlands, Norway, Switzerland, the United Kingdom, and the United
States. By making the gender program an explicit part of the system and
putting resources behind it, the CGIAR took a major step forward.

HISTORY

There were a number of CGIAR antecedents to the current attempt to
address gender issues systemwide. In 1982 IRRI held a conference dedi-
cated to understanding the roles of, and impact on, women in rice farm-
ing. The conference led to a set of recommendations for greater attention
to women’s roles in agriculture and for becoming the catalyst for the
Women in Rice Farming Systems (WIRFS) program at IRRI. As part of the
wide-ranging impact study conducted in 1984 and 1985, Dr. Janice Jiggins
was commissioned to address gender issues.

In 1985 ISNAR and the Rockefeller Foundation hosted a Bellagio meet-
ing on “Women and Agricultural Technology: The Users’ Perspective in
International Agricultural Research.” The conference made a number of
recommendations about the importance of addressing gender issues and
including women in technology development, the complementarity
between centers and NARS in such work, and the importance of including
more women in center training. Also in 1985, the WIRFS program was
inaugurated at IRRI, a program which provided, for ten years, research,
training, and conference activities focused on developing the capacity of



national scientists to use gender analysis in agricultural research. Under the
WIRFS program, the knowledge gained on “who does what” provided the
means to identify and give priority specifically to women’s productive
activities, thereby addressing equity as well as efficiency concerns.

In 1986 the publication of the Jiggins report presented further evi-
dence of how gender should be taken into account in agricultural
research, specifically focusing on varietal characteristics, production, and
domestic processing. Neither the Bellagio conference nor the study by Dr.
Jiggins provided for or led to a systemwide commitment or mechanism to
implement recommendations. Decisions about whether and how to
address gender concerns were left to individual centers.

There were two sets of activities outside of the CGIAR which further
built the case. In 1984, with support from the Rockefeller and Ford
Foundations, farming systems practitioners and gender experts met at
Bellagio to discuss “Understanding Africa’s Rural Households and
Farming Systems.” Also in 1984, the Population Council and the Farming
Systems Support Project (University of Florida) initiated work to develop
a set of training case studies on gender analysis in agricultural research.
The conceptual framework for identifying the intersect between gender
and agricultural research, published in 1989, furnished clear and practical
guidance to agricultural practitioners as to what specific kinds of infor-
mation and analysis facilitated an improved understanding of women and
men as part of the user perspective.

Gender issues received formal attention in the ICW87 seminar on
“Gender Issues: User Impact, Agricultural Technology, and the Global
Agricultural Research System.” Again, the lack of systemwide follow-up
led to increased concern by those knowledgeable in the field that the
CGIAR was missing an important population with particular and relevant
concerns for its research. The issue came to a head in the further assess-
ment of gender issues in international agricultural research presented by
Dr. Susan Poats at MTM90. The presentation laid out clearly the evidence
of past CGIAR efforts, the accumulating evidence within and outside of
the CGIAR of the relevance of gender analysis to agricultural research,
and the unevenness of center attention to the issue. Dr. Poats challenged
the CGIAR to provide a systemwide responsibility for monitoring center
progress and for assisting centers in learning how to do gender analysis
and how to train personnel in gender analysis. The 1990 presentation also
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marked the introduction of gender staffing issues into the discussion by
highlighting the considerable imbalance between men and women as sci-
entists, professionals, and as trainees within the system.

THE RATIONALE

The impetus to address gender analysis and gender staffing issues
came initially through concern for the efficiency and effectiveness of
international agricultural research.

Gender Analysis

Gender analysis and the user perspective contribute to the efficiency
and effectiveness of technology and policy design, and to fulfilling the
CGIAR’s commitment to improving productivity, conservation, equity, and
welfare. In order to achieve impact, there must be adoption. In order to
obtain adoption, users—men and women—must be brought into tech-
nology design at the earliest opportunity. Gender analysis is inherent in
client- or market-oriented research. That is, by using gender analysis, sci-
entists can identify by gender, age, and other locally relevant variables
who are the most appropriate informants and collaborators for research
on, for example, specific commodities, livestock, fish, management prac-
tices, or natural resource management activities.

By identifying the right collaborators, scientists are better informed as
to current practices, desirable improvements, and the opportunity costs
and benefits of specific proposed changes with respect to the division of
labor and access to and control of resources and benefits within the farm
household. In turn, this knowledge leads to the development of tech-
nologies which take account of the farming system and are more likely
to be adopted.

The quandary for addressing gender in international agricultural
research is how to relate what is usually a location specific phenome-
non—the distribution of gender roles—to the work of international cen-
ters, whose brief is to produce international public goods. Where is the
comparative advantage of centers compared to NARS on this issue? There
are at least six specific areas where gender analysis as part of the user
perspective and collaboration with farmers has been shown to be rele-
vant to center research:



e in any on-farm work, whether diagnostic or evaluative;

e in methodology development for identifying key questions and
means of ensuring male and female farmer participation;

e in including attention to taste and processing characteristics of
improved varieties, where women are usually the best informants;

e in identifying key stakeholders with respect to different aspects
of natural resources management;

e in collaborative research with and training for NARS and
NGOs; and

e in measuring the direct and indirect impact of improved tech-
nologies on farm households.

Gender Staffing

Attention to gender staffing relates to concerns about organizational
effectiveness and efficiency. It reflects the dramatic increase of women in
science and other professions during the past twenty-five years. Whereas
women used to have low levels of participation in the agricultural sciences,
today women comprise between 20 to 50 percent of the pool of scientists
and professionals receiving advanced degrees in the fields from which the
centers recruit. To ensure continuation of excellence in staffing, the centers
need to ensure that they are tapping into this more diverse pool of talent.

The concern with gender staffing also stems from the growing belief of
many managers that a diverse staff contributes to improved organization-
al performance by broadening the pool of skills, talents, perspectives, and
ideas upon which the organization can draw. In addition to these concerns
linked to organizational performance, many leaders in the CGIAR believe
that the system, with its humanitarian mandate, should set an example and
reflect its commitment to equity in its own staffing practices.

PROGRAM APPROACH AND ACTIVITIES

Prior to ICW95, the CGIAR Gender Program went through three phases:
(i) diagnosis and planning; (ii) selective support and experimentation prin-
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cipally at the center level; and (iii) continuing support and experimentation
along with activities aimed at developing mechanisms for institutionalization.

Phase I: Diagnosis and Planning

Center Directors wisely asked that planning for the CGIAR Gender
Program be based on further analysis of the situation for gender analysis
and gender staffing at four centers selected for their diversity in size, pro-
gram, and region: CIAT, ICARDA, ICRISAT, and IITA. Conducted in July
and August 1991, these diagnostic visits contributed useful insights into
decisionmaking about agricultural research and the situation of women
professionals in the system. These visits made clear the considerable vari-
ability among centers as to how they are organized and managed with
respect to program and human resources management. This was not sur-
prising, given the considerable autonomy of the centers in determining
and implementing their research programs.

Parallel to the visits, the program conducted the first systemwide
human resources survey of internationally-recruited staff. The survey
revealed the numbers and percentages of women and men professionals
by center, professional category, discipline, education, professional expe-
rience, average tenure, and region of origin, and provided available sta-
tistics from selected countries and comparable organizations. The results
not only aided the diagnosis, but established a baseline from which to
measure progress. Systemwide, women comprised 12 percent of total
internationally-recruited staff. More specifically, women comprised 10
percent of the internationally-recruited scientists and 17 percent of the
nationally-recruited scientists. Women also made up 24 percent of admin-
istration and program support staff. Approximately 5 percent (11) of the
senior or middle-level managers were women and 10 percent of board
members. Women as a percentage of internationally-recruited staff at cen-
ters varied from 4 to 28 percent. IITA had the largest number of women
(13). Compared with published statistics then available, the percent of
women in the CGIAR was a little higher than that of staff of development
organizations posted overseas, and lower than the percentage of women
in agricultural sciences in the universities of developed countries.

The survey and visits were followed by senior management work-
shops at ICW91 and ICW92 for Center Directors and senior center admin-
istrators. One day each was spent on gender analysis and gender staffing



discussing concepts, evidence, and trends. Each day ended with recom-
mendations by the participants as to how these issues could be addressed
at the center, system, and member levels.

Phase II: Selective Support and Experimentation

It was clear from the earlier center visits and the discussions in the senior
management workshops that some centers were already working toward
improved attention to gender issues in both (or either) analysis and staffing,
while others were unconvinced or reluctant to commit resources to these
issues. With its available resources, the program could not cope with activ-
ity in all centers. The decision was made to be selective, responding to the
initiatives of senior managers to help them pursue their important issues.

Since the program could learn from the activities which it supported,
it planned to document and publish the lessons learned, and to build
from experience to recommendations useful across the system. Thus
Phase II had three thrusts: (i) providing services and products available to
all centers, or providing systemwide products; (i) providing center-spe-
cific services and products tailored to their individual needs and priorities;
and (iil) supporting center-based initiatives with small grants.

During Phase II the emphasis on the gender analysis side was on sup-
porting center initiatives and on examining where gender analysis would
improve the client acceptability of the technology and where the centers
had a comparative advantage with respect to addressing gender issues. At
ICRISAT and IIMI the program worked with center-appointed gender spe-
cialists and committees to set up a plan of action and to undertake a cen-
ter diagnostic. Workshops for center scientists were undertaken at CIP
and ICRAF as part of a wider portfolio review of center activities. The
workshops were designed to help scientists learn more about the impor-
tance and methods of gender analysis and to discuss what further work
might be done at their centers. Portfolio reviews were also conducted
with ICARDA and IPGRI.

The objectives of the portfolio reviews were to identify: research projects
and programs where the centers were already doing gender-related research
and training; those projects where gender analysis was relevant to research
planning and outcomes, and needed to be addressed; and those—princi-
pally upstream—projects where attention to gender would not be expected

PR F7) 7)
. ﬁ)/:fy SCOCIL



Sorty-eight

to be visible, though the problems being solved might be ones brought to
the fore through previous gender analysis. IPGRI followed its initial consul-
tation by taking steps to ensure that the collecting guide then being devel-
oped included appropriate references to women and men as informants,
and information on postharvest use and desirable characteristics among the
data collected. At IITA the program furnished materials and assistance to the
training division to integrate gender into their materials and curriculum. A
small grant was given to ICARDA for a literature review on women and agri-
culture in West Asia and North Africa, which was published in early 1996.

On the gender staffing side, initial activities were directed toward
attracting more women to the centers and retaining them. This emphasis
responded to the relatively low participation of women professionals in
the CGIAR system. Priority was given to addressing constraints to spouse
employment, which senior managers had identified as their most acute
problem, and recruitment. Spouse employment problems have arisen
with the growth of two-career families worldwide, the smallness and
sometimes restrictive nature of the international centers, which has made
appointing two members of a family problematic, and the unavailability
of work permits for spouses to engage in professional opportunities in
many developing countries. While affecting both men and women,
spouse employment constraints have a differentially negative impact on
women, who are more likely than men to have a professional spouse.

To define the problem more concretely, a detailed case study of con-
straints on and opportunities for spouses to engage in professional activ-
ities was carried out at IRRI. This was complemented by a comparative
study of a number of progressive scientific and technology development
organizations to identify best practices in this area. An important finding
was that these organizations all saw addressing spouse employment con-
straints as central to their ability to compete for high quality staff in the
international market. They gave priority to understanding and cultivating
the options available in a particular setting and communicating these
effectively to candidate scientists and their spouses. With support from
the Gender Program, ICRISAT used this idea to draw on the expertise of
current spouses to: identify spouse skills and needs; and identify employ-
ment and learning opportunities and services, such as electronic mail, that
ICRISAT could render to spouses. This created a base from which ICRISAT
could employ spouses and could make available better knowledge of
options to potential employees.



To better understand the recruitment situation, a survey was carried
out in all centers. This was complemented by in-depth analysis of recruit-
ment practices at four centers: IRRI, IIMI, ICRISAT, and IFPRI. The diag-
nosis showed that application rates from women for international staff
positions were very low, averaging 4 percent. In response guidelines on
best recruitment practices and inventories of recruitment resources in the
United States, Europe, and the Philippines were published for broader
use by the system.

At IITA, where the percentage of women among the professional staff
was highest in the CGIAR system, the program was invited to broaden its
perspective and work with the center to examine how the workplace dif-
ferentially affects the advancement, job satisfaction, productivity, and
retention of men and women professionals. This resulted in a center-wide
workshop aimed at helping IITA to strengthen internal collaboration and
communications and develop mechanisms and practices to more effec-
tively harness the contributions of its diverse staff.

During this phase the gender staffing program also conducted a sur-
vey of women employed at the centers to better understand their experi-
ences and their priorities for support from the program. To strengthen the
participation of women in management, the program began to support
women to attend the annual CGIAR Management Training Course. So far
eleven women have received funding to attend the course. The program
also gave a small grant to ISNAR to help fund a study on management
issues affecting women professionals in the national agricultural research
system of the Philippines, where, unlike the centers, women comprise 50
percent of the research staff.

Phase III: Continuing Support and Experimentation, and the
Development of Mechanisms for Institutionalization

Beginning in early 1994, while continuing to give support to earlier
types of activity, increased attention was given to mechanisms for institu-
tionalizing attention to gender analysis and gender staffing at individual
centers and in the system.

During this phase the gender analysis program supported follow-up
activities building on earlier initiatives at ICRAF, ICRISAT, IITA, and IPGRI.
For IITA and ICRISAT the program engaged extensive portfolio reviews or
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gender audits. ICRAF focused on improving its training materials, for use in
its own training courses, and by faculty of post-secondary institutions
attending the training; therefore, the materials likely had a widespread
effect on the standard training of agricultural and agroforestry personnel. A
small grant was made to IPGRI for a publication on women and plant
genetic resources entitled The Forgotten Farmer (1995).

As another strategy to increase center awareness of the best gender-
related research in the system, and to make it visible to the wider inter-
ested audience, two impact publications were published. The first,
Partners in Selection: Bean Breeders and Women Bean Experts in
Rwanda, was based on work at CIAT. The second, From Field to Lab and
Back: Women in Rice Farming Systems, was based on IRRI's program. The
gender program also compiled an inventory of all the gender-related
research and training in the system between 1990 and 1995, a total of 140
projects. While this is a small number given the overall dimensions of
CGIAR research, it shows progress since 1991 and provides a benchmark
for future assessments.

One of the difficulties for center researchers interested in gender, or
more broadly in the social sciences, is keeping in touch with each other
and with the wider world of research in this area. To promote a vehicle
for better communication and discussion, the program made a grant to
IFPRI to inaugurate an open electronic-mail list, <gender-cg>, which cur-
rently has 250 members from twenty-nine countries, including forty from
the CGIAR. In addition, IFPRI hosted an e-mail conference on gender
and property rights—land, water, and trees—in a combination of mailed
copies of presented papers and e-mail discussion of each. The confer-
ence made clear the breadth and complexity of property rights for each
of these areas, and that women’s rights were usually much less than
men’s rights, with negative effects on their productivity and interest in
investment.

On the gender staffing side, emphasis shifted from systemwide prod-
ucts providing new information and ideas to the centers, to supporting the
centers in their efforts to apply new approaches and mechanisms. A con-
sultant worked closely with IRRI in revamping its recruitment procedures.
Comparative data on 1992 and 1994 IRRI recruitments show the benefits
of a more proactive approach to increasing the number of women candi-
dates. In 1992, out of 399 applications for eight positions, 5 percent were



women, whereas in 1994, with about the same number of applications for
eight positions, the rate of women applicants had jumped to 15 percent.
Similar results were documented at IFPRI, where the monitoring process
showed that efforts to “cast the net widely” also increased applications
from men and women in developing countries. The gender staffing pro-
gram also supported searches for scientific and managerial positions in
CIAT, CIFOR, CIMMYT, ICRAF, ICRISAT, TIMI, IPGRI, and ISNAR. On
spouse employment, the program organized a workshop with the
Committee of Board Chairs, and has continued to monitor and review
progress with the Committee of Deputy Center Directors.

To increase the visibility of the CGIAR, the program published articles
in professional newsletters aimed at women, contacted women’s commit-
tees in professional societies, and distributed information about women
in the centers to key women professionals in the disciplinary areas most
relevant to the centers.

With healthy progress made on recruitment and spouse employment, the
gender staffing program turned to considerations of the workplace environ-
ment. A substantial collaboration was undertaken with the IFPRI Gender
Committee. The consultants conducted extensive interviews with IFPRI staff,
which focused on three key questions: (i) differential impacts of workplace
structure, policies, and practices on women and men; (ii) whether men and
women have different values or approaches to work and whether some of
these are more highly valued by the organization than others; and (iii) how
people structure their time and balance work and family responsibilities. The
aim was to identify leverage points for change which would improve both
organizational performance and make the workplace more supportive of the
productivity and job satisfaction of both men and women. The results of the
interviews were consolidated and reflected back to IFPRI, followed by
roundtable brainstorming by IFPRI staff on how to address the issues raised.

The analysis suggested several key leverage points. First, countering a
tradition of individualism, TFPRI saw that it needed to strengthen its support
for collaborative research. This type of research was becoming increasing-
ly important in IFPRI’s strategy and was also highly valued by many of the
women staff. Second, it was concluded that IFPRI’s reward and recognition
systems needed to give more prominence to work that is often described
as “invisible” within the organization, but is important to IFPRI’s mission
and to many of the women and staff from developing countries. This type
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of work includes outreach activities, capacity building, and applying
research results to policy development in specific countries.

A third leverage point highlighted was finding ways to reduce
extreme time pressures experienced by staff. Given multiple demands on
staff time for activities such as fund raising, administering projects, and
participating in collaborative projects, many researchers felt that too
much of their “real” research was being relegated to off hours. This prob-
lem was felt most by men and women who had family responsibilities
and for whom time is not infinitely expandable. IFPRI has now
embarked on several organizational experiments to strengthen the orga-
nization in these areas. These include: the introduction of “quiet time”"—
designated periods when staff do not interrupt one another or schedule
meetings—and “flex time”; guidelines for joint authorship to strengthen
collaboration; skill-building in facilitation techniques to improve com-
munications; and, an ongoing process to develop a shared vision among
staff and managers for the center.

In preparation for the assessment and recommendations to be pre-
sented at ICW95, separate consultations for gender analysis and gender
staffing were held with managers and senior scientists and professionals
from the centers and with selected board members. The meetings con-
firmed real progress on both fronts in a number of centers, and recom-
mended continuation of the program and specific actions. The recom-
mendations offered a strong basis for the framework for action presented
at ICW9s.

ASSESSMENT AND FRAMEWORKS
FOR ACTION

Key elements of the strategy used to develop the program over the
past four years have been to:

e cultivate awareness and develop commitment by linking work on
gender systematically to the strategic objectives of the centers;

e respond to the priorities set by the Center Directors;

e target resources to those centers where senior managers are
committed and initiate requests for support (to date the pro-



gram has worked substantively with eleven of the sixteen cen-
ters);

e diffuse lessons learned at these focal centers to other centers in
the system through publications, workshops, meetings, and

promotion; and

e use the established CGIAR systems, such as reviews and boards
of trustees, to reinforce adoption of good practices at centers.

In large measure these strategies will continue to guide the program
through 1998.

Gender Analysis
Since the inception of the gender program in 1991, centers have:

e included consideration of gender in research review docu-
ments and process (3);

e hired gender specialists (4);

e conducted portfolio reviews of their program (5);

e held training for their own staft (3);

e incorporated materials into their training programs (4); and

e engaged in an increasing amount of gender-related research
and training.

These achievements add up to progress in center and scientist awareness
and activities, but the advances made are fragile and not yet systematic.

A better understanding of the constraints to using gender analysis has
emerged from the experience thus far. First, for center scientists—usually
trained in a technical discipline—understanding and using the results of
gender analysis to further their work is a challenge. The experience of
many organizations seeking to incorporate a gender perspective has
shown that it is usually the opportunity to work with gender in one’s own
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program or commodity or region that allows people to learn the value of
gender analysis for their work.

Second, some of the reluctance stems from the fact that knowing what
women do is not always the most important variable affecting the research.
Nevertheless, identifying who is the most relevant collaborator continues to
be important. Third, the responsibility for gender analysis and user per-
spective is necessary for a portion of CGIAR scientists and NARS and NGO
scientists who are in the front line of directly addressing farmer needs.

For the future there are three avenues through which gender analysis will
be used and supported throughout the system. First, the CGIAR gender pro-
gram will continue to support some center initiatives and will take the lead
in providing communication between centers and scientists on best practice,
providing training and other materials. It will also provide systemwide cov-
erage in terms of monitoring the progress of gender analysis and providing
guidance to external program reviews and support to the CGIAR in identify-
ing gender-related priorities for research, and tracking the use of gender
analysis in center research, training, and dissemination activities.

Second, in early 1996 CIAT, CIMMYT, and IRRI sponsored a sys-
temwide initiative, which had been approved by TAC, on participatory
methods and gender analysis. This initiative focuses on methodology
development in these two important areas in the context of developing
improved varieties and of natural resources management. The early
research will be conducted as part of ongoing research at a projected eight
sites, where centers are currently conducting research in collaboration with
NARS or NGOs. The research is in an experimental mode. A comparative
framework will be established for conducting the research and deriving
guidance as to what works at what levels of agricultural research.

In addition, researchers will be trained in appropriate methodologies in
order to carry out the research and provide the data necessary to assess the
effectiveness and relevance of different approaches. Annual workshops will
report results to a wider audience of CGIAR, NARS, and NGO practitioners.
Once there is confidence in the methods and their most appropriate uses,
training and materials will be made available to the wider group. This cen-
ter-based initiative will capture most of the methodological development
and capacity-building thrusts of the gender analysis program and is seen as
the eventual home for these aspects of the gender program.



Third, at ICW95 the CGIAR made clear that the productivity and wel-
fare of poor rural women should be a priority. There is a growing concern
about directly addressing constraints specific to women'’s agricultural pro-
duction. This more proactive approach derives from the abundant evi-
dence of not only women'’s extensive engagement in agriculture, but their
important roles in natural resources management and the use of those
resources, particularly for fuel and water. It is also generated by an increas-
ing number of empirical studies showing that resources and income going
to women are more likely to be spent for the benefit of all family mem-
bers, than equal or greater amounts going to men. Center plans for
addressing this mandate are to be included in their upcoming medium-
term plans for 1998 to 2000. The gender analysis program will work with
centers to set up dialogue with NARS and NGO partners on how best to
address this. In addition to participatory breeding and natural resources
management, gender analysis will be relevant to other emerging themes
within the CGIAR, such as: adoption and impact studies; policy concerns
on resource tenure; in situ conservation of biodiversity; and understand-
ing the extent and pattern of the feminization of agricultural production.

To carry out this plan for action, recommendations were made at
ICW95 for the continuation of the gender analysis program to 1998, with
a central program to coordinate and implement activities, resources to
provide technical assistance, and small grants in response to center ini-
tiatives. Much of this will be done in collaboration with the systemwide
initiative. There will also be a working group of gender focal points,
annual reports to TAC and the Committee of Deputy Center Directors,
assistance to external program reviews, and continuation of an e-mail net-
work for communication and publication of innovative cases.

Gender Staffing

The work of the first four years has sought to increase the participation
of women in the centers. Good progress has been made, although, as with
gender analysis, the gains are fragile and not yet institutionalized. From a
quantitative perspective, a second Human Resources Survey administered
in early 1995, based on 1994 data, showed that the number of women in
internationally-recruited positions increased 19 percent since 1991, even at
a time of financial stringency, when the cadre of international staff of the
CGIAR system grew only 1 percent. Women now comprise 14 percent of
internationally-recruited staff, compared to 12 percent in 1991, and 31 per-
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cent of nationally-recruited staff, compared to 18 percent in 1991. The pro-
portion of women serving on center boards of trustees jumped from 10
percent to 17 percent, and the percentage of women among managers has
increased to 8 percent. The percentage of women post-doctoral fellows
and graduate trainees has reached 25 percent, a level which is about equal
to the supply. The percentage of women among senior scientists, howev-
er, has remained constant at 10 percent.

From a qualitative perspective, looking at the organizational changes
that have taken place, progress has also been substantial. More than half of
the centers have adopted new policies and practices for reaching women
more effectively in recruitment for international positions and fellowship
and training opportunities, and for ensuring fair review and selection pro-
cedures. As a result, the average application rate of women to internation-
al positions across the centers rose to 11 percent in 1994. Applications from
women in developing countries remain disproportionally low, however.
With respect to spouse employment, most centers have adopted more flex-
ible policies for hiring suitably qualified spouses within the centers, and
about a third have introduced the means to systematically assist spouses to
find professional opportunities outside of the centers.

In the future the system will continue to build on the experiences
gained in recruitment and spouse employment. The gender staffing pro-
gram will give priority to disseminating good practices across the system,
tapping more effectively into networks of women professionals in the
South, and supporting efforts of centers that have not been as successful
in attracting female candidates. To strengthen networks with women pro-
fessionals in developing countries, the program has begun to collaborate
with the Third World Organization for Women in Science.

The main focus of the gender staffing program in the future, howev-
er, will be on gender issues in the workplace—working on factors that
affect the productivity, job satisfaction, professional development, and
retention of both male and female staff. This is a much more complex
area of work, particularly in a multicultural environment. It relates to the
core management systems, the values and reward systems that drive
behavior, the way work is organized, and leadership and management
styles. These aspects of an organization can have a gender dimension in
that they can privilege certain behaviors, skills, and ways of working,
while they can minimize others.



So far two centers—IFPRI and CIMMYT—are actively working on
gender issues in the workplace with support from the program. The
program expects to collaborate with two more pilot centers over the
next three years. The program will help these pilot centers to learn
from each others’ experiences and will disseminate lessons learned to
the other centers. This line of work is much more developmental and
intensive than the earlier work on recruitment and spouse employ-
ment, and experiences from other organizations upon which the
CGIAR system can draw are limited. Consequently, the program has
adopted a “collaborative action research” mode of working with the
centers in which both the program and the centers are learning in the
process. The program has also linked up with consultants and practi-
tioners involved in similar action research projects on gender in the
workplace being carried out in both public and private sector organi-
zations. While this area of work is more experimental, it offers great
opportunities for the centers to be innovators in this area of organiza-
tional development.

With respect to management training for women, the program began
experimenting with a new approach in 1996. It helped to fund and orga-
nize the first Women’s Leadership and Management Course in the
CGIAR system. The course, organized by CIMMYT, was attended by
twenty-five senior scientists, professionals, and middle-level managers
from four centers—CIAT, CIMMYT, CIP, and IFPRI. The participants
evaluated the course as very successful both in terms of the skills
learned, but also, very importantly, in terms of the professional network
they were able to develop with other women in the centers. Given the
success of this event, the program will continue to support this type of
training in the future.

With the view toward strengthening institutionalization of attention
to gender staffing issues in the CGIAR system, the program launched a
semi-annual newsletter designed to maintain awareness, facilitate the
sharing of experiences and innovations among centers, and highlight
good practices from other organizations. In addition, a network of gen-
der staffing focal points, comprising either senior managers or scientists
in the centers, has been established across the centers, an advisory
panel has been set up as part of the Committee of Deputy Center
Directors, and the program is coordinated by the Management Team of
the CGIAR Secretariat.
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LESSONS LEARNED

Several key lessons have been learned from the experience in address-
ing gender analysis and gender staffing:

e Mainstreaming gender is a long-term process of organizational
change. The change process requires commitment, creativity,
flexibility to respond to new and second-generation issues as
they arise, and vigilance to stave off complacency.

e For the change to have impact and be sustained, work on gen-
der has to be explicitly linked to strategic objectives of the cen-
ters. Staff and managers have to see how it will help them to
do their job better and strengthen the performance of their
organization.

e Focusing on gender can be a leverage point to improve
research management processes, such as priority setting and
monitoring and evaluation, and work and management sys-
tems, such as recruitment processes or performance reviews.

e To achieve progress at the center level it is essential to have
strong leadership from the top, a constituency of staff commit-
ted to promoting and supporting change, and a “champion”
who is clearly responsible and accountable for making the
desired changes happen.

e External support helps to maintain awareness and momentum,
encourages monitoring, provides economies of scale, and facil-
itates access to technical expertise.
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