Evaluation of Gender Mainstreaming in UNDP


Background

Gender mainstreaming is an approach to integrating women’s and men’s concerns and experiences into the design, implementation, monitoring and evaluation of policies and programmes in all political, economic and societal spheres. The ultimate goal is to ensure that both genders benefit equally, and inequality is not perpetuated. 
Recognizing that gender equality is fundamental to its work, UNDP renewed its commitment to gender mainstreaming in 1996. The reasons were clear: Gender equality is not only fair--a worthy goal in itself--but also integral to the broader objective of human development. 
Thus, UNDP committed to addressing gender considerations in everything the organization does. To achieve gender equality, UNDP’s approach was aligned with that of the international community, namely, to use gender mainstreaming as a driving force in all aspects of the work of the organization. But how, in practical terms, was this to be realized? And what progress has been made since UNDP adopted gender mainstreaming as the approach to work towards gender equality? 
Internal reporting showed mixed results and provided insufficient insight into what has been done to integrate gender concerns in UNDP country programmes. The Executive Board requested an independent evaluation of gender mainstreaming in UNDP to better understand the results and to develop lessons that would guide the explicit integration of gender concerns into future UNDP development activities, thus contributing towards gender-equitable development.
Objectives and methodology

The objectives of the evaluation were to assess the overall performance of UNDP in gender mainstreaming and promoting gender equality during the past decade (1996-2005), in order to understand what has and has not worked, and to guide UNDP in strengthening its future strategies and implementation. The assessment focused on (i) the extent to which UNDP has mainstreamed gender to promote gender equality in policies and programming; (ii) UNDP’s capacity for gender mainstreaming; (iii) leadership and management; (iv) advocacy and partnerships; (v) monitoring and reporting; and (vi) financial resources.
The evaluation was conducted by an external multidisciplinary team of international and national consultants between December 2004 and June 2005 under the management of the Evaluation Office. A variety of approaches for data collection was used, including a review of UNDP internal documents, field visits of one week to 14 countries,
 semi-structured interviews and focus group discussions in the field and at headquarters, and an electronic survey of all UNDP country offices, which had 98 responses. Both quantitative and qualitative analyses of data were conducted.
Main Findings

Organizational Framework for Gender Mainstreaming
During the past decade, a series of policies on gender mainstreaming have been formulated. However, they were not accompanied by concrete targets, timeframes, and strategies and were not sufficiently accompanied by operational measures and resources to facilitate and track implementation. Only recently in 2005, UNDP developed a Corporate Gender Strategy and Action Plan. Positive steps in support of measuring gender mainstreaming activity have been taken, such as the continuation of a Gender Unit at headquarters, the appointment of regional gender advisers, the establishment of a system of gender focal points and the establishment of trust funds that support gender mainstreaming activities. But despite these measures, gender mainstreaming has not become visible and explicit in all activities of UNDP. 
One factor contributing to this lack of success is that the broader corporate priority to restructure the organization, a process begun in 2000, overshadowed gender mainstreaming. For instance, the Global Gender Programme for 2000-2004 had only one fifth of its earlier budget. The gender unit was situated under the Poverty thematic area under the Bureau of Development Policy (BDP). But Poverty is only one of the five UNDP thematic areas of work, thus the gender unit could not have oversight of all thematic areas. As of 2004, the gender unit reports directly to the Director of BDP. However, it still lacks sufficient funding and staffing, and has no UNDP-wide authority. 
Weaknesses in monitoring and reporting on performance in gender mainstreaming have also been a factor. The Multi-Year Funding Framework (MYFF) for 2004-2007, which serves as a management, monitoring and accountability tool, only now promotes gender equality as a driving force for development effectiveness. Four questions related to gender equality were added to the MYFF as part of the UNDP goal of achieving the Millennium Development Goals and reducing human poverty. Effective monitoring requires clear criteria, targets and learning from the information collected. Most country studies showed that little knowledge of monitoring and reporting gender mainstreaming had been perpetuated.
Despite these structural and reporting changes, gender has in reality suffered an adverse effect of the shift. Gender mainstreaming became less visible within the organization than it was five years ago. This lack of visibility is also linked to the finding that there is no accountability for gender mainstreaming. Gender mainstreaming is not included in assessments of senior staff performance. There are no rewards and incentives for good performance. In addition, there has been little proactive leadership and guidance from top management. 

Information on the funds allocated to programmes incorporating gender concerns is incomplete and inconsistent. However, the evaluation findings suggest that financial resources in support of gender mainstreaming, such as for staffing and training, have been largely inadequate. Although some trust funds and programmes focused specifically on women and gender mainstreaming exist, trust funds for gender or women-related activities rely only on the contributions of a few donors.  

Along with other UN agencies, UNDP and UNIFEM share responsibility for promoting gender equality. There is close cooperation between the two agencies, and the majority of country offices collaborate with UNIFEM in gender-related work. However, the country studies show that there is sometimes very little or ineffective cooperation. One of the problems is that there has been competition between UNDP and UNIFEM for limited resources. Moreover, there is confusion among both staff and stakeholders about the division of responsibilities between UNDP and UNIFEM.  UNIFEM was encouraged to expand interactions with UNDP on gender mainstreaming, and UNIFEM’s Director was designated as Special Adviser to UNDP on gender. Measures like these led to the misunderstanding among some that UNIFEM could deliver the activities necessary for gender mainstreaming in UNDP. Yet UNDP’s role is separate from and complementary to UNIFEM’s role. All UNDP staff must be responsible for incorporating gender into their work; this is the essence of gender mainstreaming.  
UNDP’s gender mainstreaming mandate includes advocacy work on gender equality with governments and civil society. The extent to which UNDP country offices take on this responsibility varies considerably from country to country. This is due, in part, to the opportunities that arise in a particular country context, but it is also due to the capability of UNDP staff to seize these opportunities. Some staff feel they lack the necessary expertise in gender mainstreaming to play an advocacy role. Conversely, in some countries UNDP is seen as the leader in advocating for gender.
Finally, in the area of human resources management, UNDP has adopted policies to promote the goals of 50/50 gender balance and equality within UNDP itself. A gender and diversity scorecard was introduced in 2004 to track North/South and gender balance of staff members across the organization. This tool is useful, but does not yet seem to influence decisions regarding staff recruitment. UNDP’s corporate work-life policy, which covers issues like flexible hours and telecommuting, is important for recruiting, retaining and promoting women. Country studies showed that while staff were aware of the policy, they did not make use of the opportunities offered, partly because the culture in the offices was not supportive. 
Gender Mainstreaming in UNDP Programmes: Current Practices and Capacity
Findings from the 14 case study countries reveal uneven practice in gender mainstreaming. In UNDP country offices, approaches have varied considerably, ranging from women-focused projects that provide credit to women or promote the participation of women, to incorporating gender analysis and gender concerns into programmes, such as ones related to the legal system. In general, the tendency has been to support women-focused activities that complement ongoing work, rather than engaging in analyses that improve UNDP’s understanding of gender issues and stimulate new approaches. There have been a number of commendable efforts to mainstream gender in UNDP’s five thematic areas and in specific regional and country programmes. However, these are somewhat isolated successes that depend on individual efforts rather than on a systematic approach.
One obstacle to progress is the confusion about what gender mainstreaming is and how to do it. The country studies indicate that there is insufficient capacity in country offices to design and implement effective gender mainstreaming. In-depth gender training has been limited and the number of regional gender advisers and gender experts at country offices is also limited. Country offices do have contact persons for gender, but their role is not clearly defined. Often, they are junior staff who have no gender expertise and no clear description of their job as gender focal point. In addition, this task is often added to their other responsibilities. Local expertise is often overlooked.
UNDP has developed a number of reference materials on gender mainstreaming, but information does not always reach staff in the field and not all staff have a basic understanding of the issues or how to make use of them. One more widely used source of information has been the UNDP gender internet forum.
UNDP is a member of the UN Gender Thematic Working Group at the country level. However, these groups don’t exist in every country. UNDP could do more to support these groups and promote their establishment or revival as needed, because they have considerable potential for UN agencies as a pool for exchange of information, technical resources and joint programming. 
Conclusion
Gender mainstreaming has not been visible and explicit. Implementation has suffered from confusion about what gender mainstreaming means and how to apply it. Inadequacies in leadership, commitment and financial resources have limited UNDP’s ability to fully integrate gender equality considerations at all levels of the organization and in all activities. With committed leadership, clear strategies, increased expertise, and coherent institutional support, gender mainstreaming is achievable. 
Recommendations 

The recommendations arising from the evaluation are: 
1) Provide proactive leadership by senior management and reaffirm UNDP’s commitment to gender mainstreaming. The Administrator, UNDP senior management at bureaux and all headquarters units and country offices, and the Resident Coordinator should take clear steps to reaffirm gender as a priority for the organization and within the UN country team.
2) Establish accountability and incentives for gender mainstreaming. Assessments of management staff performance should include results for gender mainstreaming, with positive and exceptional work in the area duly rewarded.
3) Retain gender mainstreaming programmatic strategy as well as specific gender-focused programmes. UNDP should revitalize gender mainstreaming by setting and monitoring specific organization-wide and country-specific targets in all thematic areas of work, and incorporating gender analysis into policy and programme design. In addition, targeted initiatives should promote women’s empowerment and gender equality.

4) Strengthen the institutional framework for gender mainstreaming at headquarters. UNDP should establish a corporate Gender Development Office at the level of the Administrator’s or Associate Administrator’s Office and provide technical gender specialists for every thematic area. 

5) Strengthen gender expertise in country offices. UNDP should place senior gender development specialists in all country offices, possibly jointly with other UN agencies. Furthermore, the gender focal point system in country offices should be strengthened, with clear job descriptions and use of senior staff. 
6) Strengthen gender mainstreaming capacities of all UNDP staff. Knowledge of gender mainstreaming should be made a required competence in the recruitment of new staff. Competence assessments of Resident Representatives and Resident Coordinators should address their gender expertise. UNDP should strengthen the capacity of staff through targeted, systematic and action-oriented training. 

7) Make adequate financial resources available for gender mainstreaming. UNDP should allocate core resources for gender mainstreaming, scale up fundraising efforts for specific programmes and use gender as a criterion for allocating other resources to country offices. In order to determine what financial resources are needed, UNDP should conduct a special corporate gender budget exercise and review its financial accounting system to ensure it can track gender-related expenditures.  
8) Clarify the relationship between UNDP and UNIFEM and strengthen coordination and collaboration. UNDP should define a relationship of mutual benefit, based on a clear understanding of the different roles, mandates and comparative advantages of each organization, while reconfirming its own commitment to gender mainstreaming at all levels. UNDP should appoint a small working group to undertake this task, reporting by June 2006. 

9) Strengthen advocacy, partnerships and networks. UNDP should strengthen UN system partnerships and networks at the country level for advocacy and joint programmes, with Resident Representatives providing leadership, and make use of local gender expertise and capacity. 

10) The Executive Board should promote accountability for gender mainstreaming within UNDP. The Executive Board should closely monitor the extent and quality of attention to gender mainstreaming in programmes and administrative budgets and take appropriate action as necessary. UNDP should review progress towards gender mainstreaming by 2008 and report to the Board.
Follow-up actions
The final report has been distributed to members of the Executive Board. The evaluation results have also been reported at informal and formal board sessions. A management response with the recommendations and responses has been prepared. All documentation is available on the Evaluation Office website.
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Abstract





During the last decade UNDP has put in place a number of policies and strategies to mainstreaming gender. However, UNDP has not systematically and effectively implemented a gender mainstreaming approach. Progress has been hindered by a lack of comprehensive measures, capacity, and proactive leadership from management. For successful mainstreaming, UNDP requires strong long-term commitments from senior management, consistent efforts and dedicated resources.














� Bolivia, Bosnia and Herzegovina, Cameroon, Egypt, El Salvador, India, Kazakhstan, Kyrgyzstan, Morocco, the Philippines, Rwanda, Senegal, South Africa and Swaziland; the visits were preceded by a pilot visit to Trinidad and Tobago in September 2004.
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