Annex 5: The Gender at Work Analytical Framework

(Excerpt from Gender at Work: Theory and Practice for 21st Century Organizations, Routledge, 2016)
Our initial work on the framework was to understand gender inequality and the power relationships between women and men in communities. We have also used the framework to analyse and strategize for change in gender relations within organizations. It is also possible to use the framework to look at issues of inequality beyond gender.

We acknowledge that we are more than our genders. Our class and race and a variety of other factors also define us. This framework helps us think more broadly about the injustices and privileges that are embedded in difference. 

The framework and gender equality 
Although the framework can be used to look at broader issues of social inclusion, we have found it helpful to begin with gender as the overwhelming bulk of people we work with identify as either women or men. However, beginning with gender is only an opening to a broader discussion of how gender and a broad spectrum of gender identities interact with other issues of exclusion such as race, class and religion. We will focus on how the framework has been used to work on gender equality. The framework can be used to look at gender relations in society or a community as well as looking at gender relations inside organizations. 
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Quadrant 1: Individual consciousness and capabilities - This quadrant asks us about the individuals in organizations, communities or countries we are working with. Are they aware of their rights? Do they value gender equality? Are they willing and capable to take action to make their society more gender equitable? Our understanding of the change process in this quadrant is rooted in the work of Paulo Freire (1981) who envisioned the change process as conscientização, a two-step process of reflection, which allowed people to understand the power relations around them and then take action to transform those relations. This often results in a transformation of the participants’ understanding of their own identity. Women no longer see themselves as victims of an unmoveable system but actors and activists in changing their situation. 
If we were looking at this quadrant in an organizational analysis, we would be similarly focused on consciousness and capabilities of organizational members and leaders. 

Quadrant II: Resources - The top right-hand quadrant (Quadrant II) is about resources. In the community context, resources refer to such ‘assets’ as women’s access to micro credit, health and education, or increased security, and freedom from violence. This quadrant has received the bulk of attention of work on gender equality over the years. There is no doubt that it has needed this attention and there have been impressive gains in such areas as girls’ access to primary education and women’s access to primary health care. 

As important as resources are, both for communities and organizations, increased resources may have limited impact on women’s capacity to change or challenge institutional norms regarding their position in the society. For example, many microcredit programmes were aimed at poverty alleviation but left gender relations untouched (Goetz and Sen-Gupta 1996). On the other hand, the opportunity to hold land titles in their own name changes a fundamental fact of life for women. However, the real issue is not the intervention itself, but where it leads and how it is done. 

Quadrant III: The rules - The bottom right-hand quadrant is the region of formal policies, rules or arrangements. For example, MKSS, an Indian NGO, was able to successfully struggle for a law regarding access to information. The law allowed them to audit whether local officials were giving poor women the full amounts owed them for work on public work projects. Similarly, The Teachers’ Resource Centre, a Pakistani NGO, was able to develop and have approved a more gender-sensitive curriculum for early childhood education. In both cases, the relevant authority agreed to a formal arrangement that advanced women’s interests. 

Within organizations we look at whether there are policies and rules that will advance gender equality or whether the existing rules are gender discriminatory and need to be changed. For example, some organizations have implemented family-friendly human resource policies, a gender strategy, a gender policy or a gender-budgeting process. 

Over the past twenty years, a huge amount of energy has gone into successful efforts to re-write policies and rules that can advance gender equality. These accomplishments include: quotas for women parliamentarians, employment equity legislation, and commitments to gender equality in education. It is often the case that formal agreements do not lead to the changes their proponents hoped for. Nevertheless, rewriting ‘the rules’ remains a key strategy in a tapestry of interventions required to move the needle on gender equality. 

Quadrant IV: Social norms and deep structure - The bottom left-hand quadrant is about social norms and the deep structures that hold gender inequality in place (Rao and Kelleher 2002). Because gender carries such strong power and identity dynamics, the deep structure is a pattern of the deepest held, stated and unstated norms and practices that govern gender relations. These norms are often invisible because they are so ‘normal’. For example, in many parts of the world few people notice or challenge traditional gender roles or divisions of labour. 

When we look at organizations, we examine how the ‘normal’ way of doing things affects women’s and men’s power differently. For example, Meyerson and Tompkins (2007) contrast how the taken-for-granted tenure system in North American universities differentially affects men and women. The tenure system demands that young professors maximize their productivity and establish their research path at the beginning of their careers. If within five years a professor has not developed an impressive enough list of research and publication credits, he or she can be asked to leave the university. These years are difficult for everyone. But the difference for men and women is that for women these years are typically also devoted to childbearing and rearing. 

In working with norms and deep structures, our concern is first, how ideology and social norms and practices prescribe fixed gender roles and limit opportunities for those who identify as women to exercise their rights, often overriding formal laws or constitutions which mandate equality. Second, we are interested in how to change these norms. There is a growing literature regarding change of social norms (World Bank 2012; ODI 2014). Studies have found that change happens as a result of a mix of factors, including demographic change, education, and access to economic incentives. 

We believe that changing these norms requires work in all four quadrants. For example, in India, the law provides for a number of seats for women on local elected councils (panchayats), but often women are prevented from running, or, if elected, might be relegated to powerless roles or act as proxies for men. In other words, the rules are in place but norms of equality are not. 

The framework allows us to draw distinctions and create analytic categories. It allows us to differentiate types of change. The boundaries between the quadrants are porous and change in one quadrant can have important effects on others. 

For more information, please see Gender at Work: Theory and Practice for 21st Century Organizations by Aruna Rao, Joanne Sandler, David Kelleher and Carol Miller, Routledge Press, 2016 
