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CGIAR Ge[rider Staffing Program

CGLIAR
The Consultative Group on International .-.. ri.:. L uL , Research (CGIAR) ai:ns to harness modem science to
the sustainable development of agriculture in poor oountries. The CGLAR is jointly sponsored by the World
Bank, the Food and Agrculture Organization (FAO), the United Nations D velopment Program (UNDP), and
the United N ati ns Environmental Program (UNEP. It is made up of 16 international agricultiral research
centers located in 12 developing and 3 developed countries. These research centers specialize in strategic
research on agriculture, food policy and natural resources management and provide research management
advice. The centers employ 1,200 scientists of 6 I Li i- te ren nationalities.

CGIAR Gender Staff ng Program
The Gender Staffing Program supports efforts of the CGIAR-supported centers to strengthen the recruitment
and retention of highly qualified women scientists and professionals and to create work environments that are
equally supportve of the productivity, advancement, and job satisfaction of both women and men. The
Program provides funds through small grants, teclrical assistance and management consulting, training, and
information services. The Program, which began in 1991, is coordinated by the CGIAR Secretariat, supported
by the members of the CGIAR, and implemented by the Center for Gender in Organizations (CGO) at the
Simmons Graduate School of Management at Sinmmons CdlUege in Bostoa, Massachusetts, USA. The mission
of the Center for Gender in Organizations is to serve as a national and interrational resource for scholas and
practitioners who work at the intersection of gender and strategic organizational issues. The Center's work is
based on the belief that organizational performance is enhanced by gender equitable work environments that
allow both men and women to be active and productive contributors. The Center pursues this agenda through
education, collaborative research, conferences, and dissem:nation of infor-mation.

CGIAR Centers
CIAT Centro Intemacional de A -ri.xc:,Jcun Tropical (Columb;a)
CIFOR Center for International F: -s. Research (Indonesia)
CIMMYT Centro Internacional de Mejoramiento de Maiz y Tiigo Mexico)

iCIP Centro Internacional de la Papa (Peru)
ICARDA International Center for Agricultural Research in the Dry Areas (Syria)
iCLARM International Center for Living Aquatic Resources Management (Philippines)
ICRAF International Center for Research in Agroforestry (Kenya)
ICRISAT International Crops Research Institute for the Semi-And Tropics (India)
IPPRI Intemational Food Policy Research Institute (USA)
| IIMI Intermational Iigatior Management anstitute (Sri Lanka)
ETA International Institute of Tropical Agriculture (Nigeria)

I ILRI International Livestock Research Institute (Kenya)
IPGRI International Plant Genetics Resources Institute (Italy)
IRRI International Rice Research Institute 'Philippines)
ISNAR International Service for Naional Agricultural Research (The Netherlands,
WARDA West Africa Rice De Cel:r :.-Lss.I al;on (Cote d'Ivoire)
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FOREWORD

The work of the Gender Staffing Program of the Consultative Group on International
Agricultural Research (CGIAR) aims to assist the sixteen CGIAR-supported international
agricultural research centers in their efforts to strengthen the recruitment of women scientists and
professionals and to create work environments that are equally supportive of the productivity,
advancement, and job satisfaction of both women and men. The program provides the centers
with technical and advisory services, information on priority topics relative to gender staffing,
grants to support the centers' own initiatives, and periodic fora for the exchange of ideas, lessons
learned, and innovations. The Program was launched in 1991, with special project funding from
several of the CGIAR members, and is coordinated by the CG Secretariat, based at the World
Bank. The Program is implemented by the Center for Gender in Organizations at the Simmons
Graduate School of Management, Boston, Massachusetts, USA.

As part of its services to the centers, the Gender Staffing Program prepares guideline papers on
topics designated as priorities by the centers. This paper integrates many of the lessons that have
been learned, both within and outside the centers, about the design of formal policies to promote
gender-equitable workplaces in the international centers. The paper covers three main types of
policies. The first type is aimed at gender equity, such as a formal statement of commitment to
diversity, recruitment policies which serve to attract and fairly evaluate diverse candidates, and
performance management and advancement systems that ensure equitable opportunities for
career development. The second set of policies seek to address family-related issues that often
have a differential impact on women and men, such as family leave and spouse employment.
The third set of policies is designed to make possible a better integration of work and personal
life for the highly committed staff of the centers, such as flexible work hours and workplace and
companion travel. Sample policies are included to facilitate policy design and adaptation to the
specific situation in a given center.

While the adoption of policies by management and Board is an important first step, it is equally
important that management support their implementation. Experience shows that specific
mechanisms to promote the change process and mainstream good practices are usually needed.
This paper also addresses some of the issues of policy implementation and monitoring.

We consider that the policies outlined in this paper represent the minimum standards to which
the international centers should aspire, as they seek to attract, retain and ensure the productivity
of the highest quality staff. Many centers will wish to go beyond these standards, to develop
innovative policies that address the changing staffing demands they face. We encourage the
centers to share with one another their experience and experimentation with these policies and
hope that this paper will assist them to design and implement effective policies to support their
gender staffing objectives.

Sara J. Scherr
Deborah Merrill-Sands
Co-Leaders
CGIAR Gender Staffing Program
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I. INTRODUCTION

This working paper is designed to provide suggestions to center managers in fulfilling their
responsibilities with respect to the CGIAR System's commitment to address gender staffing
issues. It identifies those policies and procedures that, as a minimum, should be in place to
ensure a gender equitable and family friendly workplace and presents examples adapted from
those in place at individual centers within the System. Finally, it suggests ways in which centers
can monitor progress in achieving gender staffing goals.

Members of the CGIAR first expressed their concern for gender staffing issues in the late 1980s,
shortly after it became clear there had been a dramatic increase in the participation of women in
science worldwide. In 1991, donors initiated support for a Gender Program to address the issues
in a systematic manner and to provide information, funds, technical advice, consultancies, and
training to the centers upon request. The Program has focused primarily on internationally-
recruited staff because of the disproportionately low representation of women in this group, but
many of the suggestions that follow will also be relevant to nationally-recruited staff.

The System's interest in addressing gender staffing in the centers is driven by four forces, all of
which are related to organizational effectiveness and efficiency.

The first force, as noted, is the increased participation of women in relevant scientific disciplines;
today, women make up between one quarter and one half of the pool of talent from which the
centers recruit. Centers will ignore that segment of the pool to their detriment. The need to
identify and attract the highest quality professionals, always a System goal, has been even more
acute in recent years as the research challenges facing the centers have heightened and funding
has declined.

The second force relates to the opening up of the CGIAR System, its commitment to engage in
partnerships with a wide range of organizations in the South and the North. This includes
NARS, universities and other advanced scientific institutions, but also NGOs and local
organizations where women's participation is often high and where gender diversity can be an
asset in developing these partnerships.

The third force is the CGLAR's concern for equity. Many leaders in the CG System argue that,
given its humanitarian mandate, its espousal of equity, and its international character, the System
should provide leadership in creating work environments that are gender equitable and culturally
pluralistic.

Finally, the fourth force is the belief that diversity itself contributes to improved organizational
performance, that a gender and culturally diverse staff can broaden the pool of skills, talents,
perspectives, and ideas within the organization and contribute to increased innovation and
creativity.



The conviction that diversity has value, which has been recognized by the CGIAR System as a
whole, is corroborated by recent research in organizational effectiveness. Such research has
shown that there are powerful benefits in diversity if it is managed so as to capitalize on the
varied perspectives and approaches to a given challenge brought by members of different identity
groups. Staff diversity, whether it be with respect to gender, ethnicity, or any other form of
personal identity can lead to enhanced learning, flexibility, organizational and individual growth,
and the ability to adjust rapidly and successfully to changes in the external environment.' These
benefits will only be realized, however, if there are fundamental changes in the attitudes and
behaviors of an organization's staff and leadership.

The CGIAR's goal in addressing gender staffing issues is to increase the centers' ability to attract
and retain female professionals and to create gender equitable work environments. A gender
equitable work environment is one which: a) includes and supports both men and women; b)
stimulates the staff's fullest productivity, creativity, and satisfaction in their professional and
personal lives; c) harnesses the staff's diverse skills, perspectives, and knowledge; and d) values
diverse contributions and ways of working. Important in achieving all these goals is the need to
appreciate the different constraints faced by men and women (e.g., women's often greater
responsibility for child care or greater likelihood of having a spouse with career aspirations).
These issues are important both for organizational performance as well as individual job
satisfaction. Staff who feel marginalized often do not perform at their highest levels and leave
prematurely.

This working paper deals with policies and procedures that set the stage for an equitable and
welcoming environment. The policies discussed in the next section of this paper relate directly
to gender equity in recruitment, career development and working conditions. The following
section considers family-related policies, which often have a differential impact on women and
men. The third set of policies discussed is designed to make possible a better integration of work
and personal life for the highly committed staff of the centers. Each section includes suggested
wording of such policies.2 The final three sections of the paper address issues of policy
implementation and monitoring progress and consider the financial costs of adopting new
policies. Suggestions for promoting change in the workplace culture are contained in a
companion working paper, entitled Gender Issues in the Workplace: Lessons Learned from
Action Research, D. Merrill-Sands et al. (forthcoming).

R. Ely and D. Thomas (1966). "Making Differences Matter: A New Paradigm for Managing Diversity." Harvard
Business Review, September-October 1966.

2 Sample policies in this and in subsequent sections have been derived from those in force in several centers as well
as in comparable organizations. They are drafted to include all of the elements considered desirable from the
perspective of gender and diversity equity.

2



II. GENDER RELATED POLICIES

Policies that recognize the differing needs of a diverse staff contribute to a workplace culture that
promotes productivity and ensures the retention of valuable scientists and professionals. For
such a work environment, appropriate gender-related policies should be in place with respect to
diversity, recruitment and appointment, position classification, promotion, performance
management, career development, and harassment and discrimination.

A. DIVERSITY

A policy that expresses the conviction that staff diversity is an asset is an important foundation
for the more specific policies that follow. It is important to note that obtaining the full benefits
of diversity require a respectful, open, and carefully monitored work environment. They are not
achieved without management's consistent attention.

Sample diversity policy:

(Center) believes that the diversity of its staff contributes to excellence in its research and
management.

In order to obtain the full benefits of this diversity, (Center) will fully respect the dignity of all
staff members, their beliefs, feelings, and private life, without distinction, exclusion, or
preference based on race, national or social origin, religion, political affiliation, gender, or any
other form of personal identity that could annul or alter equal opportunities or treatment at work.

(Center) will encourage, through its recruitment, compensation and professional advancement
policies, the creation and development of a work environment oriented by the princwiples of
gender and diversity equity and pluralism that:

* is hospitable and supportive to all staff members;
* stimulates their fullest productivity and job satisfaction;
* recognizes and harnesses their diverse skills, perspectives, and pools of knowledge and

experience;
* ensures that all staff members have equal opportunities for career development and

advancement, and
* recognizes the different constraints faced by men and women and seeks to change the

distribution of those constraints.

(Center) will foster a participatory environment in all aspects of the center's research and
administrative activities in order to allow full expression of the views of aUl groups of staff.

(Center) will monitor the implementation of the gender and diversity staffing policies on a
continuous basis in order to assess change and assure accountability.

(Center) will respect the laws as they pertain to these issues of all countries in which it operates.

3



B. RECRUITMENT AND APPOINTMENT

Recruitment is a key leverage point for ensuring that centers are tapping effectively into the
expanding pool of women and other under-represented groups of scientists and professionals and
for increasing their representation across diverse job categories and levels. Despite improvement
since 1991 in the number of women holding internationally-recruited posts at the CGLAR centers,
the total still falls below the percentage of women in the pool from which centers recruit. If the
full recruitment pool is not exploited, centers will fail to "secure the highest standards of
efficiency, competence, effectiveness, and integrity" they seek.

In the sample policy, which relates equally to external and internal recruitment, specific steps to
achieve diversity are included, especially the commitment to reach out to candidate groups that
might not otherwise be aware of the employment opportunity. It is equally important that there
be a consistent and transparent procedure for the review of applications and interview of
candidates if true equality of opportunity is to be assured.3 A suggested procedure and prototype
position description are included in Annex 1.

Sample rerutment ad apponment pocy:

The paramount consideration in the appointment, ransfer, and promotion of sff shall be the
necessity fir securing the highest standards of effiiency, competence, and integrity available
throghcompetition. Furthemore, (Center) is an intemational and equal oportinity employer and
believes that the diversity of its staff contibutes to excellence. To increase staff diversity, (Center)
particulay encourages applications from professionals who are women and/or nationls of
developing countries.

It is the polcy of (Center) to apply consistentand fir recritment alnd appointment pracices to
enswe that employees in (Cener), as well as external candidates, regardless of gender, ethnicity or
any other fomofpersonal identity, have equal opporunityfor job openings or promotions. All
vacant positions will be made known to the staff at the start of the recruitment process.

Recruitment and appointment in (Cener) is based on te princiPle of open competition on merit, the
basic elmets of which incude:

* adequate publicity-vacancies publicized to provide potential candidates with every reasonable
opportuny to apply;

. speaial efforts made to encoura applications from groups that might otherwis be under-
represented in the recruitmt process;

* absece of discrimnation-selecions made impartially under processes that will neither
discriminate norundu favor candidates on the basis of race, national or social orgn, religion,
political affiliation, gender or any other fonn of personal identity, nor on physical disability not
relevant to the assignment, age, marit status, or family size;,

* ranking on the basis of the highest standards of efficiency, competee, integrty, professional
quaifications, and appropriate experience to carry ot (Center's) objectives.

3 S.Ladbury (1993). Recruitment of Women Scientists and Professionals at the International Agricultural
Research Centers: A Guidelines Paper. Washington, D.C.: CGIAR Secretariat, World Bank, CGIAR Gender
Program Working Paper, No. 4.
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For the procedure to be successfully implemented, it is often necessary to provide training
to members of the search conmmittee who will conduct the interviews to be sure they are
aware of the kinds of questions that are appropriate to pose to candidates. For example,
neither women nor men should be asked about plans to marry or have children or about
the adequacy of their proposed childcare arrangements.

C. POSITION CLASSIFICATION

In addition to placement in the organizational hierarchy/structure, already determined when a
position is announced, the issue of staff category or grade and salary level arises as part of the
negotiation at hiring. The decisions made then have an impact on the remainder of the staff
member's career at a center. When grade placement and/or salary levels are determined without
specific and transparent criteria, the door is open to bias with respect to gender as well as other
forms of diversity. A study of gender parity in categories of internationally-recruited staff at one
center yielded clear evidence of instances of inequity for both men and women. A considerably
higher percentage of the women, however, required salary and position classification adjustment
upward.

Several centers have begun to devise position classification systems for internationally-recruited
staff that would provide an excellent starting point for those that do not yet have such a system in
place. The best system is one that is owned by the center staff by virtue of their contributions to
its development.

Sample position classification policy:

(Center) will administer a system of position classification through which al positions will be
evaluated and given a grade on the basis of the authority and responsibility inherent m the
assigned tasks as well as the knowledge and skills required to perform them successfully. Each
grade within the system will be assigned a salary range appropriate to the market value placed on
such evaluation criteria Staff will be compensated with a salary within the range of the grade
and position to which they are appointed.

D. PROMOTION

Promotion, defined as the movement of a staff member from one grade and salary level to
another, normally results from one of two actions: a) a vacancy is announced as the result of the
departure of a staff member or the development of a new position; or b) the position description
of a staff member changes over time as the incumbent takes on new responsibilities or is given
more authority.

In the first instance, the standard recruitment and appointment process should take effect, with
applications accepted from internal as well as external candidates. If through the process the
internal candidate is selected, he/she will move to the grade of the vacant position with a salary
adjustment either to the minimum of the new grade or as a result of a percentage increase
stipulated in policy, whichever is greater.
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