CHANGE MANAGEMENT BRIEFING

Why a brieyng on change management?
Gender mainstreaming is about change.

The 1995 Commonwealth Plan of Action on Gender and Development identiyed gender
mainstreaming as a key strategy for governments to use in working towards gender
equality and equity. Gender mainstreaming means assessing the implications for women
and men of any planned action T including legislation, policies or programmes T in any
area and at all levels. The Plan recognised that gender mainstreaming requires strong
leadership and co-ordination. This led to the development of the gender management
system (GMS).

The GMS is a network of structures, mechanisms and processes that is set up to guide,
plan, monitor and evaluate progress in mainstreaming gender. Designed primarily for
governments, it also promotes and facilitates collaboration between governments and
other key stakeholders. These include non-governmental organisations (NGOs), other
civil society associations, the private sector, the media, tertiary educational/training
institutions and donor agencies.

Gender mainstreaming involves not only inpuencing people and procedures to change
but also the ability to manage that change. The GMS Series manuals have been
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developed to help in implementing the GMS, but experience has shown that a better
understanding of change management would make them more useful. This brieyng
therefore introduces key features and concepts relating to change management. Success
in this work needs people who are:

a  better process managers;
A better prepared to use materials in proactive ways; and
A  better able to be change agents for gender mainstreaming, equality and equity.

There has been progress on some important indicators of gender equality since
gender mainstreaming was adopted. However, a stronger change management focus
is necessary to consolidate these advances and speed up progress in areas where
signiycant gender gaps remain.

The primary users of this brieyng, as for the Toolkit as a whole, are intended to be:

a  people in government bodies and agencies with lead responsibility for gender
mainstreaming; and

A gender focal points in international and national development organisations and
networks. These include managers, trainers, facilitators, resource people in
capacity building, gender advisors, socio-economic analysts and consultants.

The Change Management Brieyng should be read together with Unit 7 (Change
Managementb of the Action Guide.
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1 What is change management?

Change management can be deyned as the effective management of organisational
change so as to ensure that everyone works together to implement new methods
and systems successfully. Careful planning is accompanied by efforts to obtain buy-
in, support and commitment. The result is a transition from one state to another in a
managed, orderly fashion.

Change projects fail more often from lack of effective change management than any
other single reason. Change management must therefore start at the beginning of the
project and be integrated into all facets.

Change management also needs to address individual as well as organisational change.
This is because many people may not at yrst understand why the change is being made
and/or may be resistant to it. The reasons for the change need to be made clear to
those who have to alter their day-to-day practice. Organisational change cannot be
effective without the full commitment of everyone involved or affected.

Organisational development T the yeld of study that focuses on aspects of organisational
life such as culture, values, systems and behaviour T has given rise to a number of
models of the change process. A simple model, based on the one originated by Kurt
Lewin?, envisages this in four steps:

a diagnosis: analysing the current situation and identifying both the desired goal
and the problems faced in reaching it;

1Kurt Lewin (1890-1947) was the founder of modern social psychology and established the Research Center on Group Dynamics at
the Massachusetts Institure of Technology (MIT).
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A unfreezing: reducing the forces that maintain the status quo or that perpetuate
undesirable behaviours or attitudes in the organisation;

A moving: taking action to shift behaviours and attitudes to the desired state;
and

a  refreezing: stabilising the new situation so that it becomes the norm in
the organisation.

In real life, of course, organisations are more complex than this model suggests.
Change occurs gradually over time. There is often a cyclical process in which small
improvements are made with each repetition of the cycle. Rather than being a ynal
ire-freezingi, therefore, the last step of the cycle is more likely to be a new round of
diagnosis, unfreezing and moving to a more desirable state. Gender mainstreaming
T and the gender equality and equity it seeks to create T cannot be achieved in a
single movement.

1.1 Levers of change

The GMS is designed to bring about fundamental and long-lasting changes in an
organisation, a government and society as a whole. It is based on the principles of
organisational development and a number of levers of change. Experience has shown
that these are important for both people responsible for implementing change and
groups working in community and sector-speciyc institutions. The GMS identiyes three
main levers:

Communications: It is essential to have accurate, timely information about gender
differentials across the system to inform analysis and strategic decisions at all levels.
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Awareness: This is necessary to change the institutional practices that maintain the
status quo of gender inequalities. It includes ongoing gender training.

Incentives/boundaries: Performance appraisal systems need to
a jncorporate incentives and rewards; and

s deyne boundaries of acceptable behaviour with penalties if these are crossed.

Through the appropriate use of these three types of lever, a planned change cycle
(see next section) can take place.
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2 A Change management approach
The four main features discussed here are:

2.1 A planned change system

2.2 A focus on results

2.3 Key dimensions of capacity

2.4 Process management strategies

2.1 A planned change system

Gender mainstreaming requires an ability to think in systems. Systems thinking is inter-
connected, and focuses on the relationship between different members of a system.

As part of implementing a GMS, developing a partnership strategy that identiyes key
stakeholders is part of a strategic planning approach.

Careful, systematic planning for managing the changes involved in gender
mainstreaming is crucial. This should produce the following:

1 clear and well-articulated goals with realistic targets and indicators for
structuring the process and assessing outcomes and impacts (strategy);

2 an understanding of what gender mainstreaming involves, the scope of the
changes associated with it and the level of skill needed to achieve it
(shared values, skills);

3 a GMS underpinned by a clear philosophy of gender equality and an aligned
change management approach (system, strategy);
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4 a change champion and well-trained change agents who provide committed
front-line leadership (structure, staff, skills);

5 a strategy for winning the active commitment of stakeholders (strategy,
shared values, style);

6 a viable communication and information strategy to involve everyone in the
change, both within and outside of the organisation (strategy, systems); and

7 appropriate and sustainable resource support (strategy).

It is also important to think about inter-connections between these points and the
relationship between different members of a system.

Change agents, change agent teams and change systems

A ichange agenti (see 4 above) may have been employed to create planned change

or may have been given the task in addition to her/his regular responsibilities. S/he
recruits people to join the change team and gets the team to start working together.
S/he also ynds a champion T someone who mobilises support for the change, helps ynd
resources and neutralises opposition.

The change agent team acts as a catalyst. It is responsible not for doing all the work but
for ensuring that it gets done. A community of practice develops among an expanded
network of individual champions, assigned leads and focal points. Along with the people
in the organisation with a mandate to achieve change and the primary targets of change
(the stakeholders), they make up the change system. Key roles in a change system for
the GMS are shown in Box 1.
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Box 1: Key roles in a change system for the GMS

Core change agent team
a  the lead agency 71 the national womenis or gender machinery; and

A a GMS management team T representatives from key ministries and
departments (particularly ynance, planning, legal affairs and key
line ministries).

Change agent system
The management team also mobilises key state and non-state stakeholders.
For example:

A a national commission on women or national gender equality commission/
council, which can serve as an umbrella body for stakeholders in the
public sector;

A gender focal points selected for their expertise in gender planning and
analysis, and their ability to inpuence decision-making in ministries,
departments and the management team as a whole; and

A civil society, especially from education, mass media and professional
associations.

A GMS organises the elements of a change system in order to achieve the
following goals:

A gender-aware development policies, plans and programmes at all levels;

A partnerships among stakeholders to create a broad-based national constituency
committed to gender equality and equity; and
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A an enabling environment, including political will at the highest levels, a critical

mass of women in decision-making positions, and adequate human and
vnancial resources.

A planned change cycle
The change agent needs to look at each stage of the planned change cycle
(shown below) with change in mind. Processes are not static. Even if they are already

underway, they can be surprisingly open to change with the right combination of
leadership and support.

1 Contact point (entry and
re-entry into the cycle)

2 Needs assessment

6 Evaluation

3 Goals and
strategy setting

5 Implementation .
and monitoring 4 Tasks and resources 1

assignments
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