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Why a briefi ng on change management?

Gender mainstreaming is about change.

The 1995 Commonwealth Plan of Action on Gender and Development identifi ed 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 – including legislation, policies or programmes – 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 infl uencing 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 briefi ng 
therefore introduces key features and concepts relating to change management. Success 
in this work needs people who are:

• better process managers; 

• better prepared to use materials in proactive ways; and 

• 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 
signifi cant gender gaps remain.

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

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

• 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 Briefi ng should be read together with Unit 7 ‘Change 
Management’ of the Action Guide.
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1 What is change management?

Change management can be defi ned 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 fi rst 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 – the fi eld of study that focuses on aspects of organisational 
life such as culture, values, systems and behaviour – has given rise to a number of 
models of the change process. A simple model, based on the one originated by Kurt 
Lewin1, envisages this in four steps: 

• 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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• unfreezing: reducing the forces that maintain the status quo or that perpetuate 
undesirable behaviours or attitudes in the organisation;

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

• 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 fi nal 
‘re-freezing’, 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 
– and the gender equality and equity it seeks to create – 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-specifi c institutions. The GMS identifi es 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 

• incorporate incentives and rewards; and 

• defi ne 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 identifi es 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 ‘change agent’ (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 fi nds a champion – someone who mobilises support for the change, helps fi nd 
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

• the lead agency – the national women’s or gender machinery; and 

• a GMS management team – representatives from key ministries and 
departments (particularly fi nance, planning, legal affairs and key
line ministries). 

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

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

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

• 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:

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

• partnerships among stakeholders to create a broad-based national constituency 
committed to gender equality and equity; and
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• an enabling environment, including political will at the highest levels, a critical 
mass of women in decision-making positions, and adequate human and 
fi nancial 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

3 Goals and 
strategy setting

4 Tasks and resources –
assignments

5 Implementation 
and monitoring

6 Evaluation
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Stages and goals in the planned change cycle

Stage in change cycle

• to identify, defi ne and agree on the problem requiring a 
change and how it will look when resolved. 

This may be a regular planning point in an annual cycle or 
a one-time intervention as part of GMS plans.

• to specify the factors that support the problem and 
prioritise addressing them (immediate, secondary, maybe 
not ever). 

This requires multiple methods. The GMS uses existing 
procedures and works to engender them.

• to specify goals for who has to change and in what ways 
and select strategies for the change agent/system.

• to design a work plan with assignments for action 
(feasible, achievable with existing resources and ones that 
can be mobilised). 

Establishing indicators is key (see Using Gender-Sensitive 
Indicators in the GMS series). 

• to implement the plan and monitor implementation 
through use of indicators and clear, dated ‘deliverables’ 
along an agreed time-line:

Goal

1 Contact point 

2 Needs assessment

3 Goals and strategy 
setting 

4 Tasks and resources 
– assignments

5 Implementation and 
monitoring



12 Change Management Briefi ng Change Management Briefi ng 13

Stage in change cycle

- to fully integrate change into normal ways of operating, 
regularly checking for adherence to standards and 
expectations. 

The change ‘champion’ can be crucial to success at this stage.

- to stabilise specifi ed goals and solutions – continuously 
evaluate progress, looking for opportunities to reinforce 
the changes, and identify emerging problems. 

- to consolidate and prepare to evaluate the change effort, 
anticipating end of support when change is integrated. 

• to complete the change effort and bring closure:

- ongoing – summary evaluation of the process, 
e.g. extracting lessons learned, for planning on next 
priority issues. 

- transition – closes one stage of planned and managed 
change, does situation analysis and re-enters the 
change cycle.* 

Goal

5.1 maintenance and 
integration 

5.2 stabilisation of 
change 

5.3 review of change 

6 Evaluation

6.1 monitor to adjust 

6.2 re-enter the 
change cycle

* A planned change cycle is used together with the existing calendar of events and 
processes that involve regular reporting. This template helps retain a focus on change. 
It does not take the place of the strategic and annual planning covered in the GMS. 
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2.2 A focus on results
Progress in achieving gender equality has been slow. For any one country or region, 
indicators such as the Gender Development Index (GDI) and Gender Empowerment 
Measure (GEM) developed by the United Nations Development Programme (UNDP) show 
modest results in relation to goals.

The ‘logical chain’ that underpins development planning identifi es three kinds of linked 
results: outputs, outcomes and impacts. When people talk about achieving results, 
they are often referring to activities such as workshops and training programmes. 
While these are an important fi rst step, a results focus shifts attention away from just 
activities and inputs to outcomes and the longer-term impacts of managed change.

Outputs. Results may be in the form of individual learning or changes in skills and 
competence as a result of integrating new knowledge and attitudes. Outputs can also 
refer to the things ‘in hand’ that participants carry away from a training event, such as 
materials, resources and networks. 

Outcomes. Outcomes are the changes that result from individual outputs. In other 
words, they result from the improved skills or competence being put into effect. 

Impacts. Impacts are the effect of these changes on organisations or society. They are 
not always easy to attribute to individual inputs and activities, although multiple outputs 
and outcomes can be linked to a desired impact (see Box 2).  

Box 2: An example of the logical chain in action
A series of workshops held on parenting skills. The parents who attend learn new 
ways of disciplining children (output). They then go home and use these improved 
parenting skills (outcome). This leads to a reduction in the rates of child abuse and 
neglect in society (impact).
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In implementing a GMS, the ‘Five Ms’ are a useful mnemonic that facilitators can 
use to help people ask the right questions about plans and strategies to ensure 
results. These ‘Ms’ are:

• Mobilising: This is the process of building awareness through training and 
advocacy so that gender is accepted as a critical determinant of social, 
economic and political development. It also involves obtaining the political 
will of policy makers and planners so that they secure resources for gender 
mainstreaming and become accountable for outcomes and impacts.

• Multi-targeting: A gender impact assessment should always be undertaken at 
the planning stage to ensure that the needs, interests and expectations of men 
and women are actively taken into account. Any gender gaps and disparities 
that emerge should be addressed.

• Multi-tracking: The implementation of policies and programmes needs to be 
tracked against predetermined gender indicators. This will show how well 
targets are being met and the likely effects at each stage of service delivery on 
men and women at all levels of society. 

• Management: Appropriate structures, systems and management processes 
(including planning, coordinating, staffi ng, budgeting, reporting and 
monitoring/evaluation) are needed for effective gender mainstreaming.

• Measurement: This includes looking at how well gender has been
mainstreamed and the resulting changes in the wider society. The measurement 
of change relating to gender equality remains problematic. Questions for change 
agents and managers are “Has there been change?” and “What is the evidence?”
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2.3 Key dimensions of capacity
In terms of capacity development, international development work and training 
experience on gender equality have identifi ed six main dimensions: 

• individual

• functional

• organisational

• institutional

• societal

• regional  

Functional and organisational capacities are the ‘front line’ for change management 
because people experience them most directly and they are the areas individuals can 
most readily infl uence. A GMS needs to consider all these dimensions.

Individual
Effective learning results in changes in individual capacity – people learning new 
information and skills that infl uence actions, decisions and direction. Workshops and 
training operate mainly at this level. The terms of reference for an assignment or job 
description should contain a capacity profi le outlining the skills and competencies 
required (see Box 3).   
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Box 3: Individual capacities needed for gender mainstreaming
Between 1996 and 2000, the Gender in Development Programme at UNDP managed 
a pilot project to identify the capacities needed for gender mainstreaming. This 
identifi ed the following six capacities required by staff: 

• conceptual clarity on what gender mainstreaming is;

• socio-economic analysis skills;

• project and programme management skills; 

• strategic planning skills;

• communication, advocacy and knowledge management skills; and

• process management skills (later expanded to include leadership skills).

(Source: Schalkwyk, 1998.)

Functional
People’s assigned jobs and terms of reference defi ne functional capacity. Priority 
functions for GMS work are gender focal points and management responsible for gender 
mainstreaming. Stakeholder analysis before the setting up of the GMS is likely to result 
in other functions also being identifi ed as important. A top priority for strengthening 
functional capacity is training for gender focal points.

Organisational 
Organisational capacity bridges functional capacity and institutional capacity. It is 
found, for example, in structures, arrangement of units, reporting lines, procedures 
and mechanisms for performance evaluation. Integrating gender equality outputs 
and outcomes into organisational programming is a results-based indicator of 
mainstreaming.  
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Institutional
The concept of ‘institutions’ is broad, from the family, through community and 
workplace structures, to markets, the state and global institutions. Changes in 
institutional capacity result from organisational changes and may take place through an 
array of policies, procedures, practices and partnerships or relationships. System-wide 
attention to strengthening capacity through a GMS infl uences the institutional capacity 
for equality.

Societal
Including societal capacity as a dimension in GMS frameworks helps keep the long-term 
purpose in mind – to change behaviour and norms in the wider society. For example, 
multiple strategies and many agents have contributed to a change in societal ideas 
about violence against women in recent decades.  

Regional
It is more affordable to strengthen regional and sub-regional networks than global ones. 
Regional comparisons can provide useful benchmarks and incentives, while regional 
alliances can provide the opportunity for learning and support in dealing with similar 
institutions. Regional capacity in relation to gender equality and equity was highlighted 
in the Arab Human Development Report 2002, produced by UNDP, for example. The 
report concluded that a failure to address issues of women’s inequality was a severe 
constraint to development in the region.
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2.4 Process management strategies

Facilitation
The term ‘facilitation’ sums up how those responsible for managing the process of 
change support and maintain it. It may include chairing meetings, leading discussions, 
taking decisions, setting actions and co-ordinating events. A facilitator often also has to 
manage knowledge, information and learning. Different kinds of facilitation are needed 
in a team that implements a GMS. People in any position can strengthen a process by 
contributing facilitation skills (see Box 4).

Box 4: Facilitation: a key concept
Facilitation should be:

• bottom-up, not top-down (but connected sideways and up-and-down);

• fl exible and responsive; 

• participant-centred, not content-driven or just organisation-driven;  

• results-focused as much as activity-focused or content-focused; 

• integrated into ongoing work, not event-specifi c, and always with an eye 
on policy; 

• a transferable set of skills and competencies, useful to individuals who move 
between functions and jobs; 

• based on the dynamic application of skills;

• infl uencing improvement by challenging the organisation, processes and people 
at the same time as it is supporting them; and

• capable of using information and communications technologies (ICTs) to be 
more effective and accountable.
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Skilled facilitators often use a questioning technique, drawing information and 
experience out of the target group to guide the process. “What has your experience 
been?” is a way to open a dialogue on almost any topic raised in a group. Questioning is 
as useful for managing resistance as for setting the direction with supportive groups.  

A facilitation strategy offers support and resources to help people make changes they 
already see as important. It thus works particularly well in partnership networks and with 
peers, but is less likely to be useful with government policy and decision makers. It is one 
of a number of strategies that combine in a change initiative. 

Other strategies for planning and managing change
A change agent implementing a GMS may draw on a range of strategies all through a 
managed change cycle. The other main strategies are:

• re-education

• advocacy – persuasion 

• power 

• constraint

• problem resolution

A re-education strategy presents material to raise awareness through debate and 
study. It can be useful when:

- the change could be controversial and potential resistance needs to be diffused; 

- problem awareness still has to be developed; or 

- goals are not yet fi xed. 
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This strategy is time-consuming and requires motivation. It presents information and 
facts and does not advocate.   

An advocacy strategy uses persuasion, urging, cajoling and selected arguments. 
Persuasive materials can be easily developed, requiring little time, but may appear 
one-sided. This strategy can be combined with facts and reason when: 

- the problem is not recognised or is not considered important; 

- people are not committed to change or are resistant; or

- change is perceived to be large and risky. 

This strategy involves presenting all sides of an issue and attempting to convince through 
reasoned argument. It organises available information to support a logical conclusion.  

A power strategy uses authority, infl uence, coercion, pressure or threat of sanction. It 
only works when people must listen to the change agent, so an understanding of existing 
power relationships is crucial. Positive uses of positions of power to champion gender 
equality have helped to achieve changes. Finding and working with champions, as well 
as nurturing new advocates, are keys in a GMS strategy. In a leadership vacuum, use of 
power strategies to set direction may be more welcomed than resisted. Change results 
quickly, but may need other strategies to sustain it. Backlash may occur more than with 
other strategies.

A constraint strategy means documenting organisational constraints and points 
of resistance and forwarding them to the appropriate decision-making level in the 
organisation (see Box 5).   
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Box 5: Organisational constraints to gender mainstreaming
According to a mid-term review of UNDP’s Gender in Development Programme’s 
pilot project (see Box 3), country offi ce staff consistently identifi ed the following as 
organisational constraints:  

• isolation of working level staff from the management concerns of 
the organisation; 

• lack of confi dence among staff about their skills in analysis, communication 
and strategic planning; 

• infl uence of the attitudes and priorities of the UNDP Resident Representative 
on the room for manoeuvre in taking up issues such as gender equality; 

• compartmentalisation of issues; 

• limited opportunities for sharing experience and organisational learning; 

• a hierarchical organisational structure; and

• particular diffi culties faced by women in achieving recognition as 
professional colleagues.  

The fi ndings of the mid-term assessment formed the basis of the second stage of 
the pilot project, which was designed to address organisational rather than individual 
capacity.

(Source: Schalkwyk, 1998.)

A problem resolution strategy, in its simplest form, means stating what appears to 
be the problem and then gathering facts, feelings and opinions to provide supporting 
information. It may turn out that the problem is different from the one initially 
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identifi ed. Open communication should generate a number of alternative solutions. 
These are then evaluated, with differences of opinion being resolved through discussion. 
A decision is thus arrived at cooperatively and those concerned are more committed to 
implementing it.

Using a range of strategies
Being a successful change agent means knowing enough about people to select 
appropriate strategies and methods. People working on different parts of a GMS should 
be encouraged to expand their repertoire of strategies if it seems the same few are 
being over-worked. In addition, power and constraint strategies often make people 
uncomfortable. Learning to use a range of strategies is one way to build critical capacity 
for gender mainstreaming. These might also include:

• creating and sustaining relationships; 
• consulting and communicating, including reports (quarterly at a minimum); 
• drawing on informal systems, including networks and communities of practice; 
• exchanging information;
• providing material resources;  
• fi nding and developing formal resources; 
• developing policy and implementation programmes; and
• liaising with key contacts and partners, including potential and new partners.

Working with women and men
Change agents need to engage actively with both men and women. Men should take 
up shared responsibilities for gender mainstreaming and contribute to building an 
enabling environment. Gender mainstreaming should not be seen as a choice, but rather 
as delivering on policy commitments. Building both men’s and women’s capacity for 
dialogue also helps them negotiate changes in other parts of their lives.
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3 Countering resistance

Despite cultural differences, public service environments and bureaucracies world-wide 
share some features. These include similar patterns of resistance to change. As well 
as coming from those who do not want change, resistance can stem from a fear of the 
unknown (where the proposed change has not been adequately explained or described). 
It can also arise from apathy, scepticism and cynicism. Typical patterns of resistance 
include: 

• denial

• stone-walling

• diluting

• tokenism

• inversion and subversion

• technical and structural barriers

Change agents can anticipate these patterns and, as facilitators, be prepared to defl ect 
and challenge them. Equally important, recognising and naming forms of resistance 
helps neutralise such reactions without personalising them.

Denial
Denial, indifference and negation, lip service

Signs: “There are no gender gaps or discrimination against women.” “We’re fi ne! What’s 
the problem?” Verbal enthusiasm is not matched by action.
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Counter measures:
• Present statistical evidence of gender gaps and discriminatory practices. 

• Commission research to get the facts. 

• Ensure internal systems are in place for monitoring and evaluating women’s 
empowerment components in all programmes. Take regular fi eld visits to 
assess effectiveness. 

• Hold focus group meetings and consultations. 

• Read budget reports for gender responsiveness. 

Stone-walling
Stone-walling, shelving, buck-passing, ‘more study’

Signs: “The time is not yet ripe.” “Other priorities need to be attended to fi rst.” 
“We don’t know enough yet.” “It doesn’t apply to me.” “It’s not my job.” “Suspend action 
for more study.”

Counter measures: 
• Take stone-walled and shelved work somewhere else. Develop coalitions and 

alternative partnerships. Track and regularly report on topics raised and shelved 
and on recommendations not taken. 

• Identify responsibility centres and regularly report on progress in relation to key 
indicators in the GMS strategy. 

• Interpret gender mainstreaming consistently as a joint responsibility. Record the 
points made and attribute them to sources in records of meetings and end-of-
year reports.  

• Present a logical argument for preliminary action on the basis of the problem. 
Welcome more knowledge, but not at the expense of action. Cite examples where 
more research is also needed but critical interventions are underway.  
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Diluting
Diluting, minimising and neutralising

Signs: “There are no structural problems.” Women’s needs are diluted to specifi c cases 
and their status to that of passive recipients. Women are spoken on behalf of rather than 
allowed to speak for themselves. All women are described and treated as alike. Power 
is removed from a decision-making position once women achieve it. The least capable 
woman is promoted.

Counter measures:
• Alertness to gender issues presented solely as individual cases and of single-issue 

analysis. Push for strategic analysis. 

• Maintain open processes in which women can speak for themselves.

• Show dimensions of problems resulting from discrimination, women’s lack of 
participation and women’s lack of control over resources and benefi ts. 

• Analyse structural changes as part of context scans, especially when reviewing 
changes in numbers of women in managerial positions.  

Tokenism
Tokenism, marginalisation and compartmentalisation

Signs: Having a token woman in all discussions to address ‘gender issues’ and 
the ‘woman’s point of view’. Marginalising the topic/interests. Showing hostility or 
harassment. Giving responsibility for gender equality to a marginal under-resourced unit.  
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Counter measures:
• Join with the token woman in any situation to identify and pursue meaningful 

gender equality issues. Encourage others to do so too. 

• Advocate for the ‘guideline of three’ – at least three representatives of a minority 
group have enough individuality to break a stereotype. 

• Set 15 per cent targets for representation of all key groups: at 15 per cent, 
infl uence is enough to overcome stereotyping and tokenism. Regularly raise 
targets as lower ones are met to achieve a level close to parity. 

• Ask that overall attention to gender equality be assigned to management. 

• Raise questions reminding members about responsibility to mainstream and 
critical link of gender equality to development success.   

Inversion and subversion
Signs: ‘Blaming the victim’, for example, “qualifi ed women didn’t apply”. Pursuing gender 
issues in ways that perpetuate the status quo and ensure no change (e.g. agreeing with 
data, acknowledging the problem and then continuing to ignore it).

Counter measures:
• Watch for lack of interest in progress on gender issues. Regularly request 

and hear reports. 

• Track progress on key indicators and evaluate independently. 

• Present fi rst-hand accounts of gender discrimination in girls’ and women’s access 
to resources and opportunities. 

• Concentrate on clear contraventions of policy and principles of equality, 
highlighting consequences and impacts.  
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Technical and structural barriers
Signs: Doing nothing, letting the informal organisation follow a course of manipulation, 
neutralisation and intimidation. Manipulation of staffi ng procedures can occur indirectly 
(e.g. temporary appointments lasting for years, minimal career tracks not analysed on a 
gender-disaggregated basis).

Counter measures:
• For visible actions like these, consult human resources management 

for guidance. 

• Focus on closing gender gaps through all stages of a process. 

• Insist on participatory systems of management and administration, with 
multi-stakeholder representation on the guiding board or body of reference.  

When all else fails…
When all else fails to counter resistance or achieve progress, include information on lags 
and gaps in implementation of the GMS in reports to higher authorities and bodies.
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4 Conclusion: Enabling change more than controlling it

You can’t control everything – look for the oblique and lateral contributions to change as 
well as more direct ones.
Anonymous

This briefi ng has offered a general overview of some of the factors involved in change 
management. However, human behaviour in groups and practice in organisations is 
far too complex for there to be a magic ‘change management formula’. Change is not 
predictable. Almost by defi nition, it calls for a fl exible rather than a fi xed response. 
Planning for change increases the likelihood that a process will yield certain outcomes, 
but it does not guarantee them. ‘Managing’ change does not mean ‘controlling’ it. 
Change agents can more realistically: 

• contribute to change; 

• infl uence processes; and 

• support the creation of enabling environments in which people contribute to 
and manage their own change processes.   

The GMS helps governments and national offi cers increase the chances of realising 
gender mainstreaming commitments. Creating an enabling environment for change 
is the responsibility of facilitators, managers, professionals, practitioners and change 
agents. All these need to retain a measure of pragmatic humility when it comes to 
planning and managing change, or taking credit for it. As powerful as it is, much 
mystery remains around how real change happens (see Box 6). This leaves much to 
be learned from experience, and from each other, in the ongoing process of 
implementing a GMS.  



28 Change Management Briefi ng Change Management Briefi ng 29

Box 6: An example of the still mysterious and indirect ways change 
can happen
A study on violence against women in Sri Lanka drew on members of each 
community (Sinhalese, Tamil and Muslim) to do family interviews. A male Muslim 
researcher in social work at a university interviewed Muslim families. Months after 
the research was over, he was called to the Sharia Court for having contributed to a 
divorce. He didn’t recognise the name, and told the judge he had only interviewed 
men. The woman in her sixties who was petitioning for a divorce said, “I was sitting 
outside the kitchen window shelling peas when I heard that man ask my son-in-law 
those questions (about different forms of violence), and by listening to the questions, 
I knew I didn’t have to live that way anymore.”

Source: Primary research interviews by P Keays and A Mendis for the Canadian International 
Development Agency (CIDA) in Kandy Centre, Sri Lanka, 1996-1997.
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