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EXECUTIVE SUMMARY

This document is a report of the gender and diversity organizational gap analysis for CARE Malawi. The overall objective of the analysis was to identify gaps that exist in CARE Malawi as an organization and determine the desired end state.  

CARE formally established a presence in Malawi in December 1998. The current program covers activities in the food security, agriculture, health, education, economic opportunities, social and economic empowerment, safety nets and rural infrastructure sectors. CARE Malawi has 53 national staff members and 1 expatriate staff member. The male to female ratio of staff is approximately 1:1, with 60% of senior management positions filled by female staff.  Based on the four key leverage areas (Representation, Trust, Learning and Accountability), the organizational gap analysis sought to understand issues surrounding the following four key demographic categories of CARE Malawi’s staffing patterns  (Gender, Age, Ethnicity, and International/National Staffing Mix) and how they impact on the key leverage areas. 

Generally most of the members of staff interviewed (both male and female) indicated satisfaction with CARE as a good organization and employer. Freedom of expression exists and still needs to be encouraged.  Outcomes regarding accountability in CARE Malawi were highly rated by respondents. Provision of feedback as a way of crosschecking if employees are performing according to expected standards needs to be encouraged.  CARE Malawi management does respond very well to employees’ ideas, suggestions and concerns. Communication within departments and sections needs to improve. 

Members of staff at CARE Malawi, acknowledged that the leadership is doing well to support staff perform their duties with maximum efficiency and effectiveness. It must be noted, however, that at CARE Malawi some supervisors do not very much live by example. CARE Malawi does not provide adequate guidance to help staff put into critical values such as diversity, gender equity and excellence. As a result most of the people at CARE Malawi do not see issues the same way. CARE Malawi does strongly show commitment to regional/tribal equity in its human resources policies and strategic plan statements. 

Over 96% of employees of CARE Malawi are within the age range of 21 to 50 years.  Most members of staff felt this is good because they are all energetic, proactive and productive age group.  CARE Malawi should hire older people to improve on the age mix of its staff. Respondents to this gap analysis survey felt that the current staff mix with few expatriates should be maintained. 
The increase in the number of women in management positions in the past two years indicates that CARE Malawi is committed to gender equity. Most members of staff felt that CARE Malawi creates an environment where men and women feel comfortable working together. It must be noted, however, that in FGDs, members of staff observed that, the organization has employed more women than men. However, the situation on the ground is different. CARE Malawi has more male than female members of staff.  Some people feel that gender does not mean that women should out number men although the difference does not affect work performance.

SECTION ONE – INTRODUCTION

This document is a report of the gender and diversity organizational gap analysis for CARE Malawi. The gap analysis exercise was conducted between March and June 2002. 

1.1
Background to CARE Malawi 

CARE formally established a presence in Malawi in December 1998 with the opening of its Country Office in Lilongwe. CARE’s presence in Malawi was based on establishing a Country Office that is both ‘light’ and ‘flexible’. CARE Malawi’s current program has been developed around a thorough analysis and understanding of people’s livelihoods, and currently covers activities in the food security, agriculture, health, education, economic opportunities, social and economic empowerment (especially of women), safety nets and rural infrastructure sectors. CARE Malawi projects are currently operational in the Lilongwe, Dedza and Dowa districts of the Central Region of Malawi.

As of October 2001, CARE Malawi’s FY2002 budget stood at approximately US$1.9m. CARE Malawi receives funding from a wide range of donors including USAID, AusAID, DfID, DANIDA, CIDA (through CARE Canada), and CARE’s internal funding sources. CARE Malawi employs 53 national staff members and 1 expatriate staff member. The male to female ratio of staff is approximately 1:1, with 60% of senior management positions filled by female staff (i.e. Assistant Project Manager and above).

Organizational Gap Analysis is a process of identifying the gap between current practice in any given area and the desired end state.

The Purpose of the CARE Malawi Organizational Gap Analysis is to strengthen staff abilities to manage and advance gender equity and diversity internally inclusive of national staff empowerment and leadership development and ultimately enhance organizational effectiveness and excellence.  This will assist CARE Malawi staff continue to improve and maintain their programme quality, organizational reputation and viability.

1.2
Rationale for Conducting an Organizational Gap Analysis

CARE has established an extensive process of gathering input and feedback from all staff throughout the CARE world.  Lessons learned and feedback received suggests that for an effective management and advancement of gender equity and diversity within the organization, there are four key leverage areas: Representation, Trust, Learning and Accountability.  These areas form the building blocks of the types of teams, healthy relationships and leadership emergence and development upon which high quality organizational performance depends.

Based on the four key leverage areas and a current understanding and areas of concern, CARE Malawi identified a number of factors and issues related to staffing patterns that need to be examined in greater detail. The organizational gap analysis sought to understand issues surrounding the following four key demographic categories of CARE Malawi’s staffing patterns and how they impact on the key leverage areas:

1) Gender

As mentioned above, CARE Malawi has an approximately equal number of male and female staff. However, the organizational gap analysis examined the gender mix by grade, and how different levels of seniority by gender affect working relationships within the organization. In addition, the analysis explored any potential constraints that staff feel they may have when working with specific gender groups. For example, CARE Malawi’s CRIMP project has a specific focus on female contract associations – the analysis explored whether male staff face any problems in their ability to work with these groups.

2) Age

By comparison with most organizations in Malawi, CARE is a relatively youthful organization, with staff ranging in age from 21 to 50, with an average staff age of 31 years. Most CARE Malawi staff are young graduates with a few years experience. The organizational gap analysis examined the impact age has on staff confidence, and their ability to be creative and innovative, and in doing so identify how the organization can better support their future development and retention.

3) Ethnicity

Malawi is divided into three regions; the Northern, Central and Southern. As a result of the influence of missionaries who settled in the Northern Region, it is generally known that those from this region have had greater access to higher quality education that has resulted in their accessing better employment opportunities. In addition, in the Southern and Central Regions there have been greater employment opportunities in the commercial service sector, with higher demand for manual labor, especially in the estate sector. Whilst in the Northern Region there has historically been less employment opportunities, which has led to the migration of labor seeking employment in the Central and Southern Regions, generally in the higher profiled professional sector.  Over the years this has tended to create a north, center/south regional divide to the country. The organizational gap analysis sought to i) find out whether the north, center/south regional divide is an issue for CARE Malawi, and if so, what type of impact it is having on the organization, and ii) identify possible strategies to address the issues of this divide.

4) International/National Staffing Mix

CARE Malawi seeks to build the capacity of its national staff base, and from the outset, national staff have filled senior management positions in the organization. However, whilst there are many very positive aspects to this, the organizational gap analysis sought to explore whether there are any possible negative aspects. Specifically the organizational gap analysis explored issues such as; i) do staff feel that there has been a reduced exposure to a broader range of external experience as a result of this approach, ii) has the use of external consultants impacted positively on staff and their access to external knowledge and experience, iii) have study tours to other CO’s in the region resulted in greater learning with ideas being fed back into existing projects, and, iv) what other possible opportunities exist for national staff to broaden their exposure to regional and international experiences.

Considering these four key demographic categories, the organizational gap analysis will assist CARE Malawi to understand and develop appropriate strategies on how best to i) create opportunities for excellence and develop leadership capacity of staff at all levels, and ii) build a successful range of partnerships with a diverse range of local partners. In developing these strategies, the organizational gap analysis will assist CARE Malawi to ensure the continued quality of its programs.

An Organizational Gap Analysis Task Force Team was established to oversee the implementation of the organizational gap analysis process. The Task Force with eight members had representation from all grades of staff, with an equal gender balance.

1.3
Objective of the Gap Analysis

The overall objective for the organizational gap analysis process was to identify gaps that exist in CARE Malawi as an organization and determine the desired end state.  

Specific objectives were:
· To review CARE Malawi’s human resources policy, specifically looking at recruitment, performance management, decision-making, succession planning, reward and recognition systems, and assess how they promote or hinder gender equity, diversity and emergence of leaders.

· To identify gaps that exist in CARE Malawi as an organization

· To examine the root causes of the issues identified,

· To make detailed recommendations on actions to be taken by CARE Malawi to address gaps identified.

1.4.
Methodology and Process

The consultant worked closely with the CARE Malawi Gap Analysis Task Force Team members to:

· Develop qualitative and quantitative survey tools for data collection.

· Conduct qualitative and quantitative data collection exercise, and

· Analyze findings.

The following process was agreed and followed: 

  1.4.1.

Staff awareness 

All members of staff in CARE Malawi were briefed on organizational gap analysis and discussions were held with staff to identify what they see as the desired end state.  It was critical for all staff and the gap analysis team to be clear of the step-by-step process that was followed.  This way the team and staff had a full picture of the next steps and how the information flow was managed.  Frequent updates on where the process was at were given to management and staff.

1.4.2.

Development of survey tools

Meetings were held with key staff within CARE Malawi on the design of the analysis. Based on the discussions held, analysis tools to meet the specific needs of CARE Malawi were developed by the consultant and the Gap Analysis Task Force team. The tools were discussed with some selected staff for their further input before the commencement of the analysis. Some of these tools were adapted from existing survey tools used by CARE and others developed elsewhere. The types of tools included; 

· Focus group discussions, 

· One-on-one interviews, 

· Climate survey, cultural/gender audit and 

· An employee opinion survey.  

The individual questionnaire was translated into Chichewa to enhance clear understanding of all issues by all staff.

Prior to the actual survey, pre-testing of survey tools was done. A few members of staff were selected and informed as sample participants. A questionnaire, FGDs and interviews were administered. A pre-test analysis program was also run.

1.4.3.

Data Collection

The organizational gap analysis collected information from all levels of staff using methods such as focus group discussions, individual one on one interviews, literature review of similar past studies, and a review of the organizations human resource records.

i.
Desk Study 

A detailed literature review of similar past studies and a review of the organization’s human resource records was done. Other relevant key documents were reviewed. 

ii.
Employee opinion survey

Each member of staff was given a questionnaire to fill. This took between 30 and 45 minutes to complete.  

iii.
Individual interviews

A few selected members of staff were interviewed to get an understanding of issues and gaps that do exist in CARE Malawi at individual level.  

iv.
Focus Group Discussions

Focus group discussions were held with three groups of male and female members of staff combined from a mix of departments and positions in CARE Malawi.. 

The individual interviews and FGDs were designed to last about one hour and two hours respectively. The Consultant facilitated both the individual interviews and the FGDs.

1.4.4.  
Data Analysis and Report Writing

The Gap analysis survey main emphasis was on both qualitative and quantitative data collection using different tools and methods. Where as data collected through questionnaires was analyzed using Statistical Package for Social Science (SPSS), analysis for data collected through individual interviews and focus group discussions involved grouping and summarizing of key information after each day’s work.  A process of triangulation to assess the validity of information collected from various sources was being done.  Key common issues, trends, constraints and areas requiring improvement were isolated.  The recommendations and way forward were geared towards improving identified weak areas.   

1.5.
CARE Malawi Lessons on the benefits of the reflective gap analysis process used

The approach of using a questionnaire, guiding questions for focus group discussions, one-on-one interviews provided an opportunity for promoting change in CARE Malawi.  The questions encouraged staff to think, reflect and ultimately this will consolidate the continued process of change in the organization.  The process provided space for reflection, learning and action.  CARE Malawi staff already had ideas on how to deal with some of the challenges their organization faces.  For example, communication within and between departments and sections has been a continuous challenge.  But during the gap analysis process, they were able to articulate how they can take practical steps and action to improve organizational communication, including scheduling regular departmental meetings and having joint workshops or meetings for management, programme, administrative and other support staff as often as possible.  This will improve information flow and sharing.  Various staff also felt that this would allow them to participate and contribute to decision-making in the organization.

As CARE Malawi staff had the opportunity to reflect on internal issues pertaining to gender equity and diversity within their work place, they were able to reflect and examine how internal dynamics impact their programme effectiveness.  Staff at various levels in CARE Malawi had an opportunity to see how their values, beliefs and worldviews can impact their work relationships and interaction with local communities.

The gap analysis showed CARE Malawi staff that it is important to distinguish between perceptions and facts about issues of concern to individuals or teams.  By clarifying their personal understanding of causes of problems, staff were able to accept their role in contributing to problem solving. 

It was apparent that CARE Malawi is a unique organization that has grown significantly over the last three years in numbers of staff, quality of programming, professionalism and accountability to communities, donors and to themselves.  In this regard, CARE Malawi is an outstanding model among NGOs in Malawi.

SECTION TWO – GAP ANALYSIS FINDINGS

2.1
 Organizational Satisfaction and Commitment

Generally all members of staff interviewed indicated satisfaction with the CARE as a good organization and employer. Hence expressed their commitment to CARE because CARE Malawi encourages members of staff to work very hard and quality of work is emphasized. Nine-one percent of those interviewed have a strong sense of belonging to the organization. Female members of staff are more attached to CARE than do their male counterparts. Only 2 out of 19 female members of staff reported otherwise. The rest of the female members of staff feel very attached to the organization. 

Sixty-three percent of the respondents indicated that they would want to spend the rest of their career at CARE and they can recommend others to join CARE Malawi. It was mostly female field members of staff especially for CRLSP and CRIMP that did indicate that they would spend the rest of their career at CARE. 

Most members of staff (89%) aged between 21 and 40 years were of the opinion that CARE Malawi is successful in providing a satisfying work experience to employees. Most female members of staff (13 out of 19) were happy with what is happening in CARE. More than half of all staff interviewed from projects as well as support staff felt the same way. 

At the workshop where outcomes of the gap analysis were presented, job security was highlighted as an issue of concern for CARE Malawi staff. The main areas discussed were, short-term employment contracts, lack of promotions and short project cycles.  Staff feel insecure with limited financial resources that are linked with project duration.

2.2.
 Core values and trust

While most members of staff reported CARE Malawi as being a good organization to work with, issues of values and trust are not being well understood. Generally individuals treat each other with respect.  Both male and female staff indicated that supervisors treat their subordinates with dignity and respect. However, there is a perception that some senior management staff do not show respect to junior staff. More than half of the respondents in the questionnaire survey indicated that they are not free to give honest opinions on issues affecting the organization without fear of reprisals. There was no significant difference between male and female responding to this issue. It must be noted, however, that mostly members of staff from projects (CRLSP, CRIMP) reported this.

When further probed on issues of core values and trust, staff linked cultural values and beliefs to organizational values and indicated that their work environment and leadership composition are different from the cultural environment from which most staff come.  Female leadership is not standard in the Malawian culture and some male staff find it difficult to relate to female leaders.  Some male staff culturally feel disrespected when being given instructions or directions by a female.  This can be misunderstood as “lack of respect from a female supervisor”.

During FGDs, field staff felt that freedom of expression is a challenge as it depends on subject matter, supervisor or the immediate boss.  It is felt that some supervisors make it hard for their staff to be free to speak their mind. During one FGD some members of staff stated that they do not speak their mind because of fear of that what had happened to their friends in the past might happen to them. An example was given of a member of staff who had had problems with a supervisor who ended up being blacklisted by all the supervisors.  Some members of staff have received warnings in the past for speaking their mind. Another example was given of a member of staff who was asked to go for a holiday by a supervisor for speaking their mind.  In trying to understand this further, it was discovered that this one of the issues of misconception and communication gap between supervisors and their junior staff.

In yet another focus group discussion, support staff reported that they are not free to speak their mind because of past reactions they got from their bosses.  For example, a driver was asked to go to field before his night allowance was processed.  When the driver tried to ask, a manager told him that “work must come first and issues of money later, work as a professional; you will get your allowance when you come back, in any case you do get a salary”.   The driver ended up sleeping in the vehicle in the field because he had no money.

This fear could have affected the way the questionnaire for gap analysis was completed.  It was reported that people could not express themselves when completing the questionnaire for fear of being discovered and questioned.  An example was given that at the end of one workshop as evaluations were being done, one supervisor did not like what was written, and handwritings were matched till a suspect was called for questioning to explain why they had written such comments during workshop evaluation.   

From these responses it may be concluded that some staff are not free to speak their mind in CARE Malawi because of what had happened to their friend before.  This situation may result in decisions made being based on views of few individuals, loss of interest on the job and people not working up to their full capabilities and potential because of “fear of the unknown”.

2.3
 Accountability


Outcomes regarding accountability in CARE Malawi were highly rated by respondents. Supervisors demonstrate integrity and are accountable as well as holding their subordinates accountable for their work (84 %, 82%, &94% respectively). Seventy percent of the staff that filled the questionnaire reported that in the event that they perform poorly, their supervisors work with them to help them improve. Both male and female members of staff supported this and are happy with level of practice of the value of accountability. Only a few field staff were of the opinion that supervisors could do much more in their level of supervision. The majority of CARE Malawi staff reported that supervisors work with employees to improve performance and develop capabilities. 

Provision of feedback as a way of crosschecking if employees are performing according to expected standard remains a challenge.  Sixteen of the forty-eight that responded to the questionnaire reported that not enough feedback was being provided. There was no significant difference in responses between male and female respondents. Outcomes from focus group discussions confirmed this. Members of staff reported that supervisors rarely give feedback on staff performance.  

While as many as 33 out of the 47 respondents indicated that CARE Malawi provides all the necessary resources and support to help staff each time changes are introduced, the few (14) that responded otherwise are a call for concern. These were mostly field and support staff and a few supervisors.  When asked for examples, it was pointed out by field staff that they do not get or have adequate protective gear and that because of their being located in remote areas, they lack access to equipment such as computers and services such as telephones, electronic mail and internet.  These makes communication difficult with the Country Office and with other staff in different project area locations.

2.4
Organizational Learning

Eighty-five percent of employees that responded to the questionnaire stated that, in CARE Malawi, employees are given opportunities to come up with new and better ways of doing things. Thirty-seven of the forty-seven people interviewed reported that they are encouraged by their supervisors to be innovative and bring new ideas and practices in the organization. Sixty-one percent indicated that members of staff in CARE Malawi help each other to treat mistakes as opportunities for learning. 

The questionnaire survey revealed that CARE Malawi Management needs to improve in responding to employees’ ideas, suggestions and concerns.  This was supported by the fact that over 51 % of the respondents stated that the management does not respond to the suggestions, views and concerns made by staff.

There were different views from members of staff regarding freedom of taking risk in CARE Malawi. Only 20 % indicated that at CARE Malawi risk-taking is encouraged, and that employees are coached and not punished, if a mistake results. However, there was an observation by others that when results are good, everything is okay, but when things go wrong they expect problems. More than half of the field and support staff as well as supervisors shared the same views on risk taking. It must be noted, however, that some of respondents said that they did not understand what the question was asking for.  This may have influenced their contrary responses.

Most respondents to the questionnaire indicated that CARE Malawi encourages employees from different departments and sections to work together to share ideas and resources to achieve the organization’s objectives. This was supported by 38 of the 48 respondents. However, findings from the FGDs with projects’ field staff were slightly different. Staff reported that some members of staff do not know what is happening in other projects/ departments because there are no regular meetings where departments /projects share ideas and experiences. They were quick to point out, however, that individuals from one department may informally communicate with those in other departments. Teams, which were developed and meant to be meeting regularly to share experiences, do not function as intended and expected.  These need to be revived to improve interaction and communication in CARE Malawi. 

Although about 56% of the employees indicated that different sections and departments of CARE Malawi cooperate well with each other in the interest of the organization as a whole, the 23% that neither agreed nor disagreed as well as the 24% that disagreed need to receive attention.  Most of these were field and support staff as well as one supervisor/coordinator. There was no difference between male and female respondent responses on this. 

Outcomes from FGDs confirmed the finding from the questionnaire survey as far as communication in CARE Malawi is concerned. Where as proper communication takes place within some departments, communication between departments and sections is inadequate and needs to improve.  Most members of staff do not know what is happening in other projects/ departments because there are no regular meetings where departments /projects share ideas and experiences. 

2.5
 Leadership

CARE Malawi staff acknowledge that the organization’s leadership is doing well to support staff perform their duties with maximum efficiency and effectiveness. Eighty percent of the respondents in this gap analysis survey stated that they have confidence in the ability of the management at CARE Malawi.  Duties and responsibilities are delegated to subordinates by supervisors on a regular basis, and 89 % of the members of staff given tasks fill comfortable and confident to carry out the delegated tasks. 

It must be noted, however, that at CARE Malawi some supervisors do not very much live by example. Only 56 % of the respondents indicated that supervisors inspire high performance through their personal leadership.  Findings from FGDs with staff did not reflect what was found out through the questionnaire survey as regards decision-making process in CARE Malawi. Members of staff stated that they feel excluded from some organizational processes. In some departments, members of staff meet to discuss issues while in other departments, it is felt that certain activities are imposed on people for implementation.  Sometimes it is the attitude of the supervisor that affects involvement of staff in certain activities. For example, some supervisors consult their staff before going for meetings and brief them after the meetings.  Other supervisors neither consult nor brief their staff after attending meetings.

Overall, CARE Malawi has effective leadership and is an effectively managed, well-run organization .as indicated by eighty percent of the interviewees. 

2.6
Recruitment Procedures

There is a general perception among some CARE Malawi staff that recruitment is not done on merit. Focus group discussions with coordinators and field staff revealed that most members of staff feel that there is no fairness in recruitment because CARE Malawi recruits more women than men. However, this feeling does not reflect reality. It is a problem of perception, because CARE Malawi has recruited more men than women. (Currently 59% of staff at CARE Malawi are men and 41% are women).  The in-balance is mostly at senior management level where there are more women than men.  This is not a common situation in most organizations in Malawi hence some male staff can react negatively to this seemingly strange phenomenon in a Malawian cultural context.

Staff agree that recruitment at CARE should continue to be done on merit. The organization’s human resource policy gives good guidelines on recruitment and should provide protection to individuals and the organization.  Issues of ethnicity and gender should not in any way affect recruitment decisions and practice.  An example was given during FGDs with field staff that it is thought that some individuals are recruited before interviews. A case in point was that a driver was given letter to deliver to a candidate to make sure they attend interviews.  When the driver returned and reported that he did not find the individual, he was directed to look for that particular person until they are found.  This gave the impression that the interviews were not going to be fair as someone had been earmarked for the position in question.

To improve the situation field staff were of the opinion that recruitment should be done by the Management/Programme Manager, together with consultants who would provide objectivity. There should also be a policy on motivation and promotion. Staff proposed that sometimes there should be no advert for a job, if there is somebody within the organization who can do the job. This came out during FGDs with filed staff as well as coordinators. Some members of staff who have been invited for interview have not been considered for promotion.  Bad feelings are created when external candidates are taken.

As regards promotion, members of staff indicated that the current structure for CARE Malawi does not provide for staff to be promoted.  However, staff feel that CARE Malawi is an organization that acknowledges individuals outstanding contributions that are rewarded differently including training opportunities, increased responsibilities, travel and placements in other countries. 

There is also a general feeling among staff that career development in CARE Malawi, is limited because of the excising structure, which has limited positions. Some male staff feel that career development opportunities only exist for women as they see most senior management positions taken up by female staff.  Clear recruitment criteria and selection procedures should help to correct this feeling as CARE Malawi is an equal opportunity employer. 

2.7
Diversity: Age, Ethnicity, Gender and Nationality 

i.
Ethnicity

CARE Malawi has individuals from all the three regions on its staff list. Thirty-three percent come from the southern region, 26% from the central region and 41% from the northern region.  Although most staff come from the northern region, members of staff do not see this as a problem. From these findings, the north, center/south regional divide is therefore not an issue for CARE Malawi. It must be pointed out, however, that at the workshop where preliminary findings were presented, some members of staff pointed out that, some staff from one region tend to speak their ethnic language even in the presence of those that do not properly understand the language.  This negatively affects some members of staff who feel excluded from conversations.   Acceptance of differences and maturity help CARE Malawi staff to accept each other work together in harmony.  

CARE Malawi employees feel that opportunities are available for them to work in team settings with diverse groups of people. Both male and female members of staff, young and old work together very well. Differences in opinion are taken seriously, but do not block decisions. Members of staff do reconcile differences to achieve mutually beneficial solutions. Over 70 percent of the respondents both male and female shared same views on the above.

Sixty percent of those that responded to the survey recognize that at CARE Malawi, senior management makes meaningful efforts to manage the different cultures within the organization. One half of the female respondents, were not sure if this was taking place because they neither agreed nor disagreed. Of these it was mostly field or support staff. Most members of staff both male and female from all levels in the organization reported that CARE Malawi does not provide adequate guidance to help staff to put into operation critical values such as diversity, gender equity and excellence.  Most respondents, however, felt that CARE Malawi strongly shows commitment to equity in its human resources policies.

Overall, ethnic and regional differences are not issues of concern at CARE Malawi.  People mix and work well together in a professional manner.  Only 19 out of 48 members of staff that responded to the questionnaire felt that in CARE Malawi, members of staff from the northern have a much easier time making friends and developing professional contacts within the organization than do members of the other regional/tribal groups. However, this is not a problem as it is only natural for people to associate this way.  There was not any significant difference between male and female respondent on this issue. 

ii.
Age

Over 96% of employees of CARE Malawi are within the age range of 21 to 50 years.  Most members of staff felt this is good because they are all energetic, proactive and a productive age group. They are fresh and confident. They are able to carry out duties such as fieldwork, which older people could not easily do.  At the same time it is easy to relate with people within the same age group than with older people. Age has not been a problem as far as representing CARE at meetings with other organizations.  Most members (73%) both male and female stated that they are confident and competent enough even when dealing with older colleagues from other partner organizations. It must be put to record here that some field staff reported that they do have problems speaking up in meetings.  This is especially so with younger female staff and young male staff that have little professional experience.  They feel however, that CARE Malawi is building their confidence and they can only grow in this area the more they exposure and opportunities they get.

Some young members of staff feel that they are not considered for promotion because they are young.  On the other hand, sixty-five percent of the questionnaire respondents felt that age should be one of the issues to consider when recruiting new staff. Two members of staff above 41 years of age and a few (9) aged between 21 and 40 were of the opinion that CARE Malawi should hire older people to improve on the age mix of its staff. These were mainly support staff and to some extent coordinators and supervisors.  For example, drivers requested that someone senior in age among them should appointed as head driver.

iii. 
Nationality

Respondents to this gap analysis felt that the current staff mix with one resident expatriate staff should be maintained. Only 14 of the 47 members of staff interviewed were of the opinion that CARE Malawi could benefit from having more international staff. CARE Malawi national staff indicated that they do benefit a lot from participating in study tours and regional/international workshops and through their interactions with consultants hired by the organization.   Senior management and programme staff expressed the desire to become international staff in other CARE country programmes and appreciate that prospects for this opportunity are high. 

iv
Gender

At the country offices gender is not a big issue. Staff have a better understanding of gender issues.  During FGD participants thought that there are more men than women in CARE Malawi. However, the truth is that there are more women in management positions than there are men. 

Eighty percent of members of staff that responded to the questionnaire stated that the organization is committed to gender equity in its human resources policies and strategic plan statements. Female members of staff mostly supported this. This has also been demonstrated by the increase in the number of women in management positions in the past two years at the Lilongwe office. However, according to the findings, this has not trickled down to the sub-offices (only 52 % of respondents indicated that there has been an increase in the representation of women in management positions in the past two years). 

A number of respondents (63%) reported that CARE Malawi has strategies to recruit women or to promote them into more senior positions. However, not everyone in CARE Malawi is supportive of the idea of increasing the representation of women at senior levels. Over 26 % and 59 % of female and male members of staff respectively did not support the idea. 14 (6 men and 8 women) were not sure if this was the right thing to do, they neither agreed nor disagreed. Though there has been an increase in the number of women at senior levels, inadequate facilities and resources are available to support their work. Only 47% of those interviewed stated that CARE Malawi has adequate facilities for female staff to carry out their work in a safe and secure manner i.e. though issues of gender equity are advocated to, there more practical needs to be addressed. This is supported further by the fact that only 43% of those interviewed indicated that the working environment in CARE Malawi has improved for women over the past two years.  No specific examples of practical needs were described.  One area of concern for female staff is geographical location of CARE projects.  Some of them are separated from their families and this exerts social pressure and logistical challenges on employs.  There are also some men in this same situation.  “My wife has to leave in town so that she can look after our children that are attending better schools than are available in the village where I work”  Said one male field staff.

Gender awareness seems not as important as it is advocated for at CARE Malawi, because out of those that responded to the questionnaire survey, about 40 % were not sure if gender awareness is one of the criteria included in the recruitment, selection and promotion of staff. They neither agree nor disagree in their responses. Most of these were field staff and coordinators.   Most members of staff need to make themselves familiar with CARE Malawi’s human resources policy in order for them to appreciate criteria for staff recruitment.

Most members of staff  (89%) feel that CARE Malawi creates an environment where men and women feel comfortable working together and that they have the necessary attitudes to carry out their work in a gender sensitive way. Neither male nor female staff members dominate discussions in meetings in CARE Malawi.

Although a good number of respondents (35%) had nothing to say on whether there is a difference between how women and men in CARE Malawi view gender issues, 45% were of the opinion that there are some differences. 

The culture of CARE Malawi does not differentiate between male and female staff as far as value for work is concerned. Both male and female are treated equally. This was confirmed by 73% of those that responded. It is also not true that male members of staff have a much easier time making friends and developing professional contacts within the organization than do females. Women receive promotions on the basis of competence rather than their sex. Both men and women in CARE Malawi think that the organization is “women friendly.” 

Some men think that women are more favored than men on recruitment as well as other activities, for example, during one of the study tours to Mozambique, more ladies were involved than men. Staff observed that this could have a demoralizing effect.  Some people feel that gender does not mean that women should out number men although the difference does not affect work performance. This is how some members of staff look at things at CARE, but as already stated CARE Malawi has more men on its payroll than there are women.

During FGDs some members of staff felt that having more women than men in CARE Malawi management position has brought some problems. Some staff especially field staff stated that some female supervisors are not very dedicated to their work. Examples were given that, when in the field a lady supervisor may force one to stop an activity because she feels it is late. Some lady supervisors easily get angry.  Some of them sometimes don’t respond well when presented with problems. Field staff in the FGD felt some that female supervisors are a problem may be because they feel they are underrated each time they are challenged.  Again this is a cultural challenge where both men and women have not known to have female leaders and how to respond to them in a professional relationship.  Assertive and confident women are thought to be “out of place” in some cultural settings in Malawi.  Males who have always lived or worked in a male-dominated society or environment tend to have problems working under a woman.

SECTION THREE – 

SUMMARY OF KEY FINDINGS, GAPS AND RECOMMENDATIONS



a).
Key Findings

· The survey revealed that employees have a high degree of commitment to CARE Malawi’s vision and mission, but it is underscored with dissatisfaction with compensation, job security, workload and quality of supervision.  
· A large number of staff felt that they receive adequate support from their supervisors, 
· Staff also expressed concern around trusting management, which limits their ability to fully voice their concerns. 
· Staff perceived that the organizational structure does not fully facilitate effective teamwork and promotions. 

· Staff also identified a need for more internal communication mechanisms to discuss successes and failures and discussion groups to share ideas and new learning. 

· Staff observed that management needs to encourage more innovativeness and risk taking.

· CARE Malawi is committed to gender equity in its human resources policies and strategic plan statements. This has been demonstrated among other things by the increase in the number of women in management positions in the past two years. 

· CARE Malawi is a relatively youthful organization, with staff ranging in age from 21 to 50. Most members of staff felt this is good because they are all energetic, proactive and productive age group. About 63% indicated that CARE Malawi should hire older people to improve on the age mix of its staff. 
· Staff did have specific concerns that gender equity criteria for recruitment, promotion and for professional development were not clear.  

· Ethnicity is not a big issue CARE Malawi. 

b).
Gaps Identified and Recommendations
	Identified Gap
	Recommended Action

	Organizational structure does not fully facilitate team work
	Put in place more mechanisms to ensure effective integration and collaboration amongst departments and projects in CARE Malawi

	Communication and collaboration
	· Have more internal communication mechanisms to discuss successes and failures and discussion groups to share ideas and new learning.  Improvement in his area will lead to enhanced learning, morale, trust and effectiveness.

· Need for joint meetings between and among projects

· Orientation on new projects in CARE for every member of staff to understand what is happening in the organization.

· Having regular Section/Departmental meetings to enable members of staff know what is taking place in CARE Malawi.

· Having proper feedback sessions between supervisors and other members of staff regarding all issues taking place in care

	Representation and accountability
	· Ensure more equal opportunities and services for staff at all levels of CARE Malawi

· Management and supervisors should be open to suggestions made by subordinates. 

· Proper discussions/consultations be made before accepting or rejecting the suggestions. 

	Job insecurity
	· Put strategies in place and communicate these to staff to minimize the strong sentiment shared that resource constraints limit full commitment to the success of CARE Malawi’s work

	Trusting management
	· Create an environment that does not limit staff ability to fully voice their concerns, encourage openness

· Put in place mechanisms for staff participation



	Management positions
	CARE Malawi should make efforts to bring gender balance to senior management positions

	Risk taking and innovation
	· Risk taking needs to be fully encouraged as this will promote innovation among CARE Malawi staff

· Build awareness and build organizational support at all levels of CARE Malawi

	Recruitment criteria and promotions
	· Make sure staff are familiar with CARE Malawi’s human resource policies and procedures

· Identify and communicate staff promotion opportunities and communicate policy and criteria for staff selection and promotions

	Organizational learning


	Action by staff

· Informal interactions among staff should be encouraged

· Teams that were organized in 2001 need to be revived

Action by management 

· Management should open to encourage learning across departments.

· Study tours both at national and international level to expose staff.

· Management should encourage delegation of responsibilities.
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