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This manual presents the first phase of the Gender Action
Learning System (GALS): the Catalyst Phase. It is based
particularly on experience in Oxfam Novib’s WEMAN
programme with contributions from partner organisations:

BUKONZO JOINT COOPERATIVE MICROFINANCE LTD
KASESE DISTRICT, WESTERN UGANDA

NEW HOME NETWORK
KASESE DISTRICT, WESTERN UGANDA

DUHAMIC ADRI, BAIR ACORD

BUREAU D’APPUI AUX INITIATIVES RURALES (BAIR) AND ACORD,
Rwanda as well as other partner organisations involved in
a project with Oxfam Novib co-funded by the International
Fund for Agricultural Developement (IFAD) and a pilot co-
funded by the Deutsche Gesellschaft fur Internationale
Zusammenarbeit (GIZ) GmbH.

MEMBER ORGANISATIONS OF THE RED LADER
NETWORK

LATIN AMERICA, PARTICULARLY MOVIMIENTO MANUELA RAMQS,

FINCA PERU, FODEM NICARAGUA AND ESPOIR ECUADOR

THE PORT SUDAN ASSOCIATION FOR SMALL
ENTERPRISE DEVELOPMENT (PASED)
SUDAN

It also draws on GALS experience with:

COFFEE PARTNERSHIP FOR TANZANIA (CPT)
FUNDED BY HIVOS AND THE BILL AND MELINDA GATES
FOUNDATION

GUMUTINDO COFFEE COOPERATIVE

MT ELGON EASTERN UGANDA AND

MUUNGANO COFFEE COOPERATIVE,

SOUTH KIVU, DRC FUNDED BY TWIN-UK AND COMIC RELIEF

IFAD-SUPPORTED PROJECTS IMPLEMENTED BY
THE MINISTRY OF AGRICULTURE, FORESTRY AND
FOOD SECURITY

SIERRA LEONE

AREA NETWORKING AND DEVELOPMENT
ALTERNATIVES ANANDI
INDIA

PAKISTAN MICROFINANCE NETWORK
FUNDED BY AGA KHAN FOUNDATION, CANADA

The author is grateful to GALS community champions and
staff in all these organisations, and also organisations
who helped develop earlier versions of the Participatory
Action Learning System (PALS).

The current manual updates an earlier manual ‘Steering
Life’s Rocky Road". It should be used together with ‘Equal
and Together: GALS Overview Manual’ which gives details of
the facilitation and documentation process as well as
subsequent phases. The manual can also be used in
parallel with GALS Phase 2 Manuals for Gender
Mainstreaming.

For further details, ongoing updates and links to videos
see www.wemanresources.info and
www.oxfamnovib.nl/Projects.
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WHAT IS
GALS?

GALS (Gender Action Learning System] is a community-led empowerment methodology that
aims to give women as well as men more control over their lives and catalyse and support
a sustainable movement for gender justice.



Women and men develop their individual visions for change,

with achievable targets and road maps to move towards
these visions, based on analysis of their current situation,
past and ongoing achievements and opportunities/strengths
and challenges. People draw their diagram plans in locally
available notebook diaries which they themselves buy.
They continually review and track their own progress as a
process of reflexive learning based on their own planning
needs.

A key focus is analysing and breaking through gender-
based barriers at individual level and within the family and
personal networks as challenges that prevent men as well
as women from achieving their vision. People also identify
other people in their own families and support networks
with whom they have a self-interest in sharing the gender
messages and GALS methodology - either through love and
a wish to help people who help them, or because without
changing these people they cannot themselves advance.
The methodology thus scales up community-led change
movement through voluntary ‘pyramid marketing” as the
basis for identification and certification of the most
effective community trainers who are later paid to train

in new organisations and communities.

Addressing first the opportunities and challenges that

are most immediately under peoples” own control forms
the basis for identifying longer term gender priorities and
strategies at wider community, institutional and macro-
levels. The individual visions, plans, achievements and
challenges together with peer sharing achievements are
aggregated and analysed collectively within communities,
groups, organisations and institutions to improve decision-
making at all levels. Use of diagram tools as well as
distinctive participatory principles enables inclusion of
very poor people as informed and respected partners in

participatory planning processes, even if they have not had
the opportunity to learn to read and write. The methodology
also develops the conceptual, analytical, listening and
communication skills of powerful individuals, institutions
and policy-makers - as well as enabling their own personal
planning.

GALS tools and participatory processes can be adapted to
promote gender transformation and gender mainstreaming
in any issue including general life planning, livelihood and
value chain development, financial services, environmental
management, health, reproductive rights, literacy, civil
society development, counselling and conflict resolution.
The methodology can be used on its own or integrated

into existing or planned activities and programmes.

The methodology forms a solid basis for enabling more
inclusive, effective and cost-efficient democratic policy
development and gender advocacy.

GALS is based on a generic community-led planning
methodology called Participatory Action Learning System
(PALS]). In PALS gender has always been mainstreamed.
In Gender Action Learning System (GALS) the main focus
is active promotion of a community-led gender justice
movement.

PALS was initially developed by Linda Mayoux with
organisations in Rwenzori Region of Western Uganda in 2002
with funding from Hivos. Its principles, processes and
tools (Box 1] build on a number of established
methodologies

for adult education at tertiary as well as primary levels,
community empowerment and participatory planning and
impact assessment. These include concept and systems
mapping, information graphics, Participatory Action Learning
methodologies developed by Robert Chambers and others
Action Aid’s REFLECT literacy methodology, Appreciative
Enquiry, Helzi Noponen’s Internal Learning System and
Paulo Freire’s community conscientisation. It also draws
on other methods for leadership development, counselling
techniques, conflict resolution and participative video,
photography and theatre. As the methodology continues
to evolve, it constantly learns from other innovations.

The way in which elements of these have been adapted
and combined as a community-led change and advocacy
process based on individual life planning, together with
new tools such as the road journey and diamond, is
innovative.

GALS originated in adaptations of PALS by Linda Mayoux for
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gender training in her work with Micro Finance Institutions
(MFIs) and NGOs in Pakistan, India and Sudan from 2004.

[t was then developed as a coherent methodology to 3
promote gender justice from 2007 with organisations in L i s
Kasese District in Western Uganda as part of Oxfam Novib’s
WEMAN programme. Under WEMAN and other initiatives the
methodology has been used in different forms by over
80,000 women and men in Africa, Asia, Latin America and
Caucasus. Elements of the methodology have also been
used as the basis for gender and participatory workshops
with donor agencies, fair trade organisations and at
universities.

GALS experience so far suggests changes in gender relations
are possible in all contexts. There are far more similarities
than differences in patterns of gender inequality, and the
negative consequences for peoples’ lives and ability to
achieve their visions. All cultural contexts are shaped by
power relations where those with power resist change
with reference to ‘cultural values’. Resistance to changes
in gender relations and greater freedoms and status for
women has always been justified in terms of ‘cultural
imperialism” - including in Western cultures. Equally in
nearly all cultures there have been indigenous movements
promoting greater equality for women - early Islam for
example challenged earlier much more repressive practices
as have many grassroots religious and anti-colonialist
movements. Progressive men have often supported these
changes as part of wider social justice movements. Many
men are constrained and harmed as well as benefitted by
cultural norms of masculinity.

Members of Participants of PASED Sudan vote for provision of computer training.

10 ROCKY ROAD TO DIAMOND DREAMS - GALS PHASE 1



BOX 1: DISTINCTIVE FEATURES OF GALS: DYNAMIC COMMUNITY-LED CHANGE MOVEMENT

EMPOWERMENT

DYNAMIC GENDER JUSTICE MOVEMENT

INSPIRE WITH VISIONS

The main goal of a GALS process is to develop a community-led gender justice movement that is sustainable and self-
upscaling through developing and combining the capacities, networks and ownership of participants at all levels. Once GALS
skills and networks are built women and men can learn and disseminate many different types of information on a wide range
of gender and other development issues.

The catalyst and driving force for any GALS process are new visions for change - vision drawings inspire women and men
to act and need to be constantly revisited and reconfirmed in a range of cultural forms. The tools are then used to analyse
challenges and identify strategies to overcome them, while always clearly reinforcing the vision otherwise people become
discouraged and paralysed by all the ‘problems’.

CHANGE FROM DAY 1

Some changes must be immediate. Every tool focuses on tangible actions for change which can be taken by individuals
immediately, before waiting for other actions identified at group and institutional levels. All collective events build the
individual actions into collective action plans.

EVERYONE IS A LEADER

Conventional concepts of leadership where people are identified as leaders and the rest as followers often leads to burn-
out and/or corruption of leaders, while followers take no responsibility. GALS aims to develop the leadership potential of

all participants by building the skills and voice of the most vulnerable as well as improving existing leaders’ listening and
communication skills and encouraging them to hand over power as part of their own personal leadership development plans.

HUMAN RIGHTS ARE NON-NEGOTIABLE

Human rights, including women’s rights established in CEDAW, are non-negotiable and underlie the way in which any GALS
process is facilitated, and the types of interventions which are supported by implementing agencies.

INCLUSION AND EQUITY

The process starts with the poorest and most disadvantaged to give them a respected voice and give them more control
over the decisions affecting their lives. Consensus is progressively built that whenever there are conflicts of interest, social
justice generally requires strategic prioritisation of the rights of those currently most disadvantaged and discriminated
against.

RESPECT DIFFERENCE

The main initial focus is on promoting constructive communication between participants. GALS starts by clarifying differences,
and acknowledging the potential for conflict, then negotiates these into a consensus and/or acceptance of the need to
acknowledge and adapt to different interests.

CONTINUE >
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BOX 1: DISTINCTIVE FEATURES OF GALS: DYNAMIC COMMUNITY-LED CHANGE MOVEMENT

SUSTAINABILITY PLAN Sustainability is planned and monitored from the beginning, with short-term targets and activities as well as the longer
term vision. The starting point is a solid basis of skills, commitment and change owned by a small number of ‘champions”in
strategically identified communities. Once the methodology is fully adapted to local needs, these champions then train staff
as well as other participants. This enables real reversals of ownership and power - and focuses resources and staff energies
and expertise where they are really needed.

START WITH INDIVIDUAL SELF-INTEREST  The process does not assume altruism, but links individual self-interest into a wider process of necessary mutual support.
AND OWNERSHIP The initial focus on the individual visions promotes ownership and responsibility by everyone and enables collective
strategies to be more inclusive and realistic as everyone has an opportunity to think through their own situation and is

motivated to act.
PARTICIPATION MEANS TAKING PALS processes require participants to take responsibility wherever possible so that external resources and support can be
RESPONSIBILITY properly targeted for maximum benefit. This means not only personal responsibility for changing one’s own life and sharing

with others. It also means minimising costs. Participants are asked to provide their own exercise books, pens and manila
sheets wherever possible - if they can afford a bottle of beer then they can afford materials for their education! Materials
should be provided only for people who are really poor and unable to buy for themselves. Once their livelihoods have improved
itis their responsibility.

>
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‘PYRAMID’ PEER UPSCALING Every learning event sets homework for peer sharing as a means of reinforcing learning and development. Those trained train
others because they have a self-interest in helping or changing. These people then go on to train others and so on - similar to
pyramid marketing.

INTEGRATION IN EXISTING ACTIVITIES The methodology can be used on its own to help people build capacities and organisations where none currently exist.
Wherever possible, however, the most effective, cost-efficient and sustainable strategy is to progressively integrate PALS
tools and processes across existing activities, rather than being a one-off exercise or extra activity.

12 ROCKY ROAD TO DIAMOND DREAMS - GALS PHASE 1



BOX 2: DISTINCTIVE FEATURES OF GALS: GENDER JUSTICE CONCEPTS

GENDER IS In GALS the emphasis is on inspiring new visions for how life could be, having fun subverting cultural forms with songs, art and theatre and forming new

FUN friendships. Common human rights and clarification on concepts are progressively internalised as ‘natural’ through fun processes rather than ‘teaching
empowerment’ or ‘conceptual clarity” on gender. Gender transformation requires all of us, women and men at all levels, and including gender experts, to
continually examine our attitudes and behaviours towards other people and discover new potentials within ourselves, unconstrained by unnecessary
gender stereotypes with which we have been indoctrinated since childhood. Having fun together gives space for men and women to relax and feel free and
happy together as equal human beings. This is a necessary part of building the movement - removing the need for any imposition of ‘political correctness’
because human rights principles become internalised as ‘the only way to be".

WOMEN ARE Women are intelligent actors with aspirations and strategies which they are already using to cope with many of the difficult challenges they face.

INTELLIGENT They need support to realise and build on these strengths, not to be patronised as ‘victims of subordination in need of consciousness-raising’. Outsiders,

AGENTS OF whether women or men, cannot tell ‘women in communities” what to do - especially as many outsiders have not resolved gender issues in their own lives

DEVELOPMENT and institutions either. Gender transformation is a learning process for us all - and we all have a lot to learn from each other.

MEN ARE ALLIES
IN CHANGE

Men are potential partners in pursuit of social justice, not ‘problems’. Like women, men often have justifiable reasons for acting the way they do because
of contextual pressures, from women as well as men, and these need to be expressed and understood before they can be changed. Not only women but
also men are constrained by gender norms and need support in changing established attitudes and patterns of ‘masculine” behaviour to achieve fulfilment
as human beings.

GENDER INVOLVES
RELATIONS
BETWEEN WOMEN
AND BETWEEN MEN

Gendered power relations are not confined to relations between women and men. Women often have a very limited vision of women’s potential and try to
control and constrain other women. Men also have gendered expectations and often pressurise other men to conform to destructive patterns of behaviour.
Gender transformation requires both women and men to have greater awareness of their own conditioning and how they relate to other members of the
same sex.

GENDER JUSTICE
META- FRAMEWORK

Gender inclusive: the interests of women as well as men are equally addressed in order to change gender inequality, often but not necessarily through
equal participation. Other options are for example strategies specifically for men to help them to change attitudes and behaviours or strategies specifically
for women to enable them to maximise their benefits in existing ‘female” areas of activity.

Gender empowerment: women and men develop ‘power within" ‘power to” and ‘power with” to articulate and ultimately achieve their own visions
unconstrained by gender stereotypes and discrimination. Empowered choices may still on average lead to different visions and strategies for women
and men.

Gender transformation: all gendered ‘power over’ is eliminated in relationships between women and men who see each other as equal human beings.
This requires not only gender empowerment but gender transformation at institutional and policy levels so that empowered choices are free, informed
and fully realisable.

This framework is used to promote consensus on gender justice between women and men alongside concepts like ‘equality of opportunity” and avoiding
confusions in earlier terms like ‘gender equality” or ‘gender equity’.

CONTINUE >
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BOX 2: DISTINCTIVE FEATURES OF GALS: GENDER JUSTICE CONCEPTS

WOMEN’S HUMAN The gender meta-framework used for planning at community and organisational levels are women’s human rights established in the UN Convention on
RIGHTS IN CEDAW Elimination of all forms of Discrimination Against Women (CEDAW). Adopted by the UN General Assembly in 1979 CEDAW clarifies the fact that the 1948
ARE Declaration of Human Rights also includes women. By 2005 CEDAW had been signed by 179 countries. Women’s rights include:

NON-NEGOTIABLE -rights to life, liberty, security of person, freedom from violence and degrading treatment and freedom of movement;

- legal equality and protection by the law including equal rights to make decisions in their family regarding marriage and children, property and resources;
-right to own property and freedom from deprivation of property;

- freedom of thought, opinion and association;

- right to work, freedom from exploitation and right to rest and leisure;

-right to a standard of living adequate for health and right to education including special care for mothers.

The aim is action rather than ‘conceptual clarity” and CEDAW rights have proved to be the most effective way of gaining wide agreement on women'’s rights
- avoiding the confusions of earlier distinctions between ‘practical’ and ‘strategic” gender needs. The processes and tools are continually adapted to
promote these rights.

Imelda and Moses from New Home Network,
Uganda show the joint land agreement they
now have as a result of planning for their
vision on their GALS Road Journey.
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GALS is implemented in a number of cumulative phases
which can be combined in different ways sequentially or in
parallel, adapted to specific purposes, contexts and
organisational structures (Figure 1). This implementation
manual outlines practical steps for Catalyst Phase 1 of
GALS: Rocky Road to Diamond Dreams.

GALS Catalyst Phase 1: Visioning and catalysing change

+ introduces the basic GALS change planning process:
the ‘life road journey’ framework in which people develop
a vision for change with SMART ‘milestones’, analyse
opportunities and constraints, commit to actions and
track progress over time.

+ analyses gender-based opportunities and constraints
and reinforces gender principles in relation to this vision
through analysing intrahousehold relationships, role
plays and songs.

+ sets up the skills and networks for pyramid peer upscaling
as the basis for sustainability of subsequent gender
mainstreaming and movement-building in Phases 2 and 3.

Phase 1 consists of three implementation elements over
one year:

1 Change Catalyst Workshops (CCW): Mapping Life’s Rocky
Road to initiate the process with community champions
and staff, facilitated by the GALS lead expert. This
introduces three key tools - Vision Journey, Gender

Balance Tree and Empowerment Leadership Map and the
main fun elements of song and drama and pyramid peer
sharing and participatory facilitation principles.

Community Action Learning (CAL): Progressing along the
Road. Individuals, groups and organisations track and
share progress on their individual and collective multi-
lane highways bringing together the tools from the CCW
(see below). The same tools are also used for personal
reflection and organisational reflection and planning.
The aim is not just monitoring, but reflective learning
and sharing of ideas on individual and collective
strategies to improve progress.

Participatory Gender Reviews (PGR): Road to Diamond
Dreams. Periodic Participatory Gender Review visits by
the lead GALS expert progressively introduce new tools
to deepen gender transformation and address issues
arising from the process. Similarly the Phase 2 tools on
gender mainstreaming, e.g. livelihood or financial planning.
The first review should be after about three months,
when the process has established local ownership but
before things have time to go off track. It is suggested
there is a second review visit after six months and then
a final visit after one year. The review visits also provide
a focus for organisational aggregation and qualitative
analysis of the information from the CAL and progressive
adjustment of the monitoring and evaluation (MSE) system
to make it both more empowering and more rigorous in
the context of existing organisational monitoring systems.

INTRODUCTION: WHAT IS GALS?
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INDIVIDUAL ACTION LEARNING

SELF-REFLECTION AND CHANGE-
PROCESS BY FACILITATORS ONGOING

ADVANCED INDIVIDUAL PLANNING
AND ACTION LEARNING

COMMUNITY ADVOCACY RESEARCH

GALS PHASE 1

ROCKY ROAD TO DIAMOND DREAMS
VISIONING AND CATALYSING

CHANGE

3-6 MONTHS Change Catalyst Workshop Community Action Learning Gender
Justice Review

COLLECTIVE ACTION

GALS PHASE 2

MAINSTREAMING GENDER JUSTICE

1 YEAR Adaptation and integration of GALS Phase 1 learning, processes and
tools into organisations tand programmes for eg value chain development,
nancial services, health, conict resolution etc.

GALS PHASE 3

GENDER JUSTICE MOVEMENT

ONGOING Dynamic and self-upscaling innovation, networking and advocacy for
gender justice at all levels, including macro-level policy and decision-making.
Linked with global networks.

16 ROCKY ROAD TO DIAMOND DREAMS - GALS PHASE 1

PYRAMID PEER SHARING

ORGANISATIONAL REFLECTION AND
CHANGE PROCESS BY IMPLEMENTING
ORGANISATIONS ONGOING

INSTITUTIONAL CHANGE

INTEGRATION IN DECISION-MAKING



GALS principles are simple, and often immediately understood

by very poor women and men who have been battling for

many years in their own lives. ‘Experts” are not necessarily

those with high levels of formal education. Good GALS

facilitation - by champions, staff and consultants - requires:

- strong personal commitment to women’s human rights
and gender transformation in their own life as well as for
the wider society

- ‘deep listening” and interpersonal skills and an interest
in learning from those one is trying to facilitate, not just
‘preaching’

+ in-depth practical training from someone in the GALS
network followed by peer-mentored practice over a
period of about a year.

At all levels - and particularly those initiating the process

- itrequires a profound process of reflection, moving

outside ‘gendered comfort zones’, transforming power

relations and practice in analysing and planning one’s life.

[t is not possible to teach what one does not practise

oneself. GALS is sometimes most difficult for those already

experienced in other gender or participatory
methodologies - because they first have to unlearn some
things.

COMMUNITY CHAMPIONS AND FACILITATORS

The main drivers in all GALS processes are practitioners or
‘champions” - women and men in communities who use
the methodology to change their own lives, and share
what they learn with others through pyramid peer sharing.

The Change Catalyst Workshop develops the skills and
catalyses changes for around 20 women and men ‘GALS
champions’ from the most disadvantaged groups in each
of two or more communities or groups (i.e. in total 40-60
people, or more, if there are enough trained GALS
facilitators). These should not be existing leaders, but
people who really need the methodology to change their
lives. Some existing leaders can be included, but the
facilitator has then to focus on developing their listening
skills and reinforcing leadership capacities of the other
participants. Within three months the pyramid peer sharing
should have increased outreach by a factor of at least 1:10
in the networks of the original champions in each place.
As part of the Community Action Learning and Participatory
Gender Review as well as any parallel activities on Phase 2,
these champions, together with the catalyst team and
lead expert train the rest of the organisational staff to
replicate and upscale the methodology to the rest of the
organisation or intended communities.

Community GALS facilitators do not necessarily require
high levels of formal education, or indeed any formal
education. The best promoters of change include women
and men who could not read and write when they started,
and only spoke local languages. Some are now training
atinternational workshops in English.

PROCESS CATALYST TEAM

In a geographic location a small team of ‘process catalysts’,
working at community and decision making levels, initiate,
support and monitor the catalyst phase. They are guided by
a GALS lead expert with at least five years proven experience
of GALS in different contexts.

GALS as it goes beyond awareness-raising to a truly
sustainable, community-led process. All need in-depth
conceptual understanding of the distinctive GALS concepts
and process (Boxes 1 and 2 above). It is advisable to have
a gender balance, including staff responsible for programmes,
services and MSE, not just one ‘gender focal person’. This
core team must have a clear amount of time allocated for
GALS, and recognition far this role from senior management.
GALS is best integrated with existing activities so that it
can be sustainable, but does require time and effort in

the initial stages.

The lead expert progressively delegates Phase 1 activities
to the champions, supported by the core staff. A key task
of the lead expert is to facilitate champion-led capacity
building for both the core staff and the larger loner-term
staff team to enable them to support (not dominate) the
process over the longer term, integrate into their other
activities and give necessary support to issues arisiing
far collective action. Together with planning the long term
process and transitions to Phases 2 and 3 and designing
materials for GALS integration in other activities together
with the relevant staff. How long the lead expert is
needed will depend very much on the aims and scale of
the GALS process, existing capacities at community and
organisational levels, and the type and scale of other
interventions into which GALS can be integrated.

INTRODUCTION: WHAT IS GALS? 17



GALS GLOBAL NETWORK

NOTE FOR GALS PROCESSES GALS processes should not be isolated. They should join

the global WEMAN movement to learn from and contribute
Where the methodology presented here requires to others and increase the collective voice for advocacy.
significant adaptation to new circumstances, or In many processes community practitioners from other
rigorous documentation, a GALS senior expert with GALS organisations may be valuable as trainers and
postgraduate gender qualifications and research consultants. Details and links can be found at:
experience may be needed. In such processes it is www.wemanresources.info

advisable for the senior expert to guide the initial
planning stage, facilitate the catalyst workshop and
associated organisational capacity building and to
conduct a series of 3-6 month reviews. New and more
in-depth gender transformation tools and other Phase
2 tools can then progressively be introduced at least
to the end of year 1.

HOW IS IT DONE? OVERVIEW OF PHASE 1

BOX 3: HOW IS IT DONE? PHASE 1 IMPLEMENTATION SUMMARY

INDUCTION OF THE CORE - Core team visit and training in an existing GALS resource organisation, preferably with the lead expert or at least guided by a ‘learning format”
TEAM AND INITIAL based on their questions on existing resources and followed up by e-discussion with the GALS lead expert;
PLANNING « Clarification of vision, goals, empowerment and outreach targets for the process and criteria for selection of initial champions;
+ Introduction of the methodology to senior management and staff by the core team based on their exchange visit and available materials
on the website;
+ Agreement on timeframe for initial Community Action Learning and timing of interim and Participatory Gender Review workshops.

SELECTION OF FIRST + Selection of initial champions by staff based on e-discussion with the GALS lead expert and sustainability plan.
CHAMPIONS

18 ROCKY ROAD TO DIAMOND DREAMS - GALS PHASE 1



CHANGE CATALYST A 5-6 day workshop with champions to vision and plan the first changes. This introduces the Vision Journey, Gender Balance Tree and Leadership

WORKSHOP (CCW) Empowerment Map. It develops planning, analytical and participation skills and starts to build the structures for pyramid peer sharing. Alongside
AND PEER SHARING the work with champions there are a series of meetings with organizational management to introduce the basic concepts and tools and draft a
WORKSHOPS sustainability plan. See Part 1 below.

ORGANISATIONAL + Three day meeting facilitated by lead expert with core catalyst team and senior management immediately after the CCW

DEBRIEF MEETING + Review the methodology and process and clarify any methodological issues on the tools taught in the CCW

« Introduce and/or reinforce the staff understanding of the Challenge Action Tree and Multilane Highway used for monitoring

+ Refine initial sustainability plan in the light of ideas from champions

« Finalise plans for Community Action Learning and Interim Reviews until Gender justice Review

« Plan for scaling up and sustainability to guide the initial selection of communities and champions, including plan for the certification and incentive
structure for community trainers and integration in other activities

» Draft report to be completed by staff

« Share with senior management

COMMUNITY ACTION An ongoing reflective learning process for the champions starting, immediately after the CCW. This supports the champions to make the planned

LEARNING (CAL) changes through tracking achievements and challenges on the initial diagrams, sharing experiences and effective strategies in groups. The
arganization involved has its own internal process, and gives periodic support to the groups. At an appropriate point the lead staff start to aggregate
some of the information from the groups in order to identify how GALS can be integrated into their activities in the longer term and as the start of a
participatory impact monitoring system. See Part 2 below

CAL PROGRESS REVIEW 3 day meeting facilitated by lead expert with core catalyst team, key champions and senior management immediately before the PGR
MEETING AND CAPACITY + Review quantitative and qualitative information from CAL - this should have been progressively shared throughout the CAL

BUILDING FOR THE + Review the sustainability plan in the light of progress so far and goals for Phase 2

PARTICIPATORY GENDER + Share the review workshop methodology and train the co-facilitators in the new tools

REVIEW + Assign co-facilitation roles

PARTICIPATORY GENDER at 3 - 6 month intervals introducing new in-depth gender transformation tools and/or Phase 2 mainstreaming tools in response to issues arising
REVIEWS (PGR] from the CAL - see Part 3

PHASE 1 DEBRIEF 3 day meeting facilitated by lead expert with core catalyst team and senior management review quantitative and qualitative information from CAL
MEETING Review the sustainability plan in the light of progress so far, ideas from champions and goals for Phase 2

Make any necessary amendments to manuals and guidelines to be used by staff in scaling up
Draft report to be completed by staff. Share with senior management
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ELEMENTS FOR SUCCESS

Generating sufficient skill and enthusiasm for gender
transformation at community level has rarely been a
problem. GALS tools and participatory processes can be
adapted for promoting gender justice in any context and
integrated into many different types of organisations.

However, there are no blueprints. GALS tools and
participatory processes need to be carefully adapted and
coherently integrated for use in each context. The specific
backgrounds and needs of participants - in terms of
income levels, education and family situation - affect their
visions and leverage points for change in the short term.
The way the methodology is introduced and integrated
depends on initial capacities and other activities of the
implementing organisations, as well as their main sectoral
focus and goal for GALS.

Experience highlights a number of organisational
preconditions for an effective GALS process implemented
over 3-5years:

* buy-in and commitment from senior management and
staff early on in the project in support of mainstreaming
the underlying gender, social justice and community-led
principles;

- continual motivation and engagement of the local
champions through building on their GALS skills and
networks for other organisational activities once they
have made basic changes in their lives. The methodology
and gender changes should never become static but
always moving upwards to the next vision;
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- self-reflection and change by staff and ‘experts’ leading

the process, using the tools to examine their own lives
so that they feel comfortable with them, appreciate the
full power of the diagrams, including for people with high
levels of education, and ‘walk the talk” and ‘practise
what they preach’;

local staff on the ground with good interpersonal and
listening skills, interest in the people in the communities
with whom they work and practical and conceptual
understanding of the methodology to creatively
integrate the tools and processes in ways that increase
effectiveness also of their other work;

« longer term (3-5 years) plan for upscaling, integration

and sustainability to guide the process drafted at the
beginning with community champions, senior management
and staff and transparent for all participants.
organisational reflection and change using GALS alone
and/ar integrated with anaother organisational
mainstreaming methodology so that the organisation is
fully equipped to join the community-level process by
the beginning of Phase 2;

+ advocacy and lobbying on gender issues coming up from

the process e.g. women'’s land rights;

+ linkages with other GALS community-level practitioners

in other GALS resource organisations;

» engagement of a senior GALS lead expert with sufficient

experience and expertise with the methodology to
oversee the above and adapt the generic tools and
processes into a streamlined and cumulative process for
the purpose envisaged. A key task is building capacity
of the local actors to take over;
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Bukonzo Joint Cooperative tracks changes in land agreements for the whole of its
membership through a participatory management information system.



HOW TO USE THIS MANUAL
AND OTHER GALS
RESOURCES

As part of the GALS Catalyst Phase 1 and subsequent
Phases people at different levels ([community and staff]
design their own pictorial and local language manuals

in notebooks as part of the capacity development. The
diagram outputs and diaries from the workshops and
subsequent discussions are much more powerful than
any externally designed printed manual - as well as much
cheaper and more likely to be used. The more people are
involved in designing the manuals they themselves will
use, the greater the sense of ownership and local
creativity, and hence likelihood the change process will be
dynamic, sustainable and scaled up through community
initiative.

This practical implementation manual is designed as a
reference resource to complement community-based
training by an experienced GALS practitioner or in a GALS
resource organisation. Its target users are members of the
process catalyst team. It should be used in conjunction
with:
« the GALS Overview Manual, ‘Equal and Together:
community-led action learning for gender justice’.
This discusses conceptual underpinnings and generic
facilitation guidelines and tools for GALS. GALS tools are
easy for anyone at all levels, but the distinctive GALS
facilitation process is key to inspiring a community-led
process. Alternatively, read the GALS Facilitation Guide
and view the recommended videos listed at the end of
this guide.

+ Designing a Participatory Action Learning System.
This gives guidance to issues of quantitative, qualitative
and multimedia monitoring and documentation linked to
the planning process. It will be available on
www.wemanresources.info by the end of 2014.

+ video and other multimedia resources:
www.wemanresources.info or Oxfam Novib websites.

Manuals for complementary self- and organisational

reflection and change processes are still to be developed.

In the meantime the tools presented in this manual can be

used as well as the

« ‘“Tree of Diamond Dreams” manual available from the
same websites. This manual is best used before the
Change Catalyst Workshops for organisational
awareness-raising.

All the tools presented here can easily be used as part

of an awareness-raising process and/or integrated into
other gender training and mainstreaming methodologies.
Readers of this manual are encouraged to experiment and
adapt. Many things become clear only through practice

- both self-reflection and sharing with others in one’s
family as well as in work activities.

GALS is best learned through practice and experience with
women and men in communities and organisations already
implementing the methodology, not from written texts.
This manual is not designed for people to read and then
implement the methodology without practical training
from experienced GALS practitioners or guidance from

an expert GALS consultant. If you cannot get practical
training make sure to read also the overview manual,
watch the videos and search for relevant e-discussions.
And listen carefully to those you are working with!

|

GALS champ.i-on Alexander from Duhamic-Adriin kwaTlda..explaining

his Vision Journey to local government gender officer.

NOTE FOR EXISTING GALS PRACTITIONERS

This manual updates earlier manuals which worked
well for an empowerment process. The methodology
as presented here:

+ integrates and adapts the earlier tools and
processes into a coherent and cumulative
framework which is easier for people at community
level to use for pyramid peer sharing;

+ makes monitoring easier for people themselves
to assess their progress, and for aggregation and
impact assessment at organisational level.

If organisations have already started with earlier
tools it is fairly easy to introduce the methodology
presented here as something which ties together
what they have already done into a more advanced
learning process for individuals and organisations.

INTRODUCTION: WHAT IS GALS?
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As GALS is a participatory process, many decisions and
adaptations to the methodology have to be made in the
light of what comes up from the community participants.
The organisational planning process and debrief meetings
need to be designed on a case-by-case basis by the lead
expert in consultation with the core team, and based on
the community-level process. These meetings are
therefore not discussed in any detail here. However,
experience - and the elements of success identified above
- mean that some key elements need to be in place at the
beginning to maintain momentum and give clear direction
until community participants have sufficient skill and
understanding to take over.

INCEPTION AND PLANNING WORKSHOP

At the beginning of the GALS process there needs to be
induction for the core staff, and ideally also senior
management, as part of an exchange visit to a GALS
resource organisation to see the longer term potential and
benefits of implementing GALS. Ideally this would include
also the lead expert, possibly as part of an international
training organised by multiple donors. Failing this some
preparation can be done by correspondence, including
guidance on what they might look for on their visit,
response to questions arising and selection of the
champions.

There also needs to be a planning process over about
three days with the lead expert either as part of the
exchange visit and/or immediately before and after the
Change Catalyst Workshop, again supported by
e-discussion.

COMMITMENT AND BUY-IN FROM SENIOR MANAGEMENT OF THE
IMPLEMENTING ORGANISATION AND OTHER STAKEHOLDERS
The support of senior management is key in any GALS
process implemented by the organisation they lead, in
terms of budgetary and staff time decisions and potential
for linking GALS with other organisational activities. GALS
processes are likely to remain small and marginalised if
senior management do not take gender seriously, or see
any participatory process as a threat to their authority or

a diversion from other activities.

Other stakeholders, such as local government and private
sector are important potential allies and also external
advisers for the longer term success of any GALS process.
Although they are not directly involved in Phase 1, they
may initially be suspicious of processes which they do not
understand.

Commitment from senior management and other stake-
holders can be consolidated as the process progresses,
but this will happen only through planned inclusion in
processes in the community. It may also be necessary to
have specific gender training/workshaops for them. It is
therefore crucial that the involvement of senior
management and other stakeholders is planned at the
beginning to ensure:
- a moral commitment to women'’s human rights and
gender transformation
+ an understanding of the participatory process and basic
GALS methodology and the longer term benefits of initial

investment of time and resources and can plan for
integration in other activities

+ an understanding of the efficiency and business
arguments for making gender central in any development
process in the organisation/business.

LONGER TERM PLAN (1-5 YEARS) FOR INTEGRATION,

UPSCALING AND SUSTAINABILITY

The short term GALS process needs to be carefully planned

in relation to the ultimate targets of empowerment and

outreach by the end of the project period. This means:

- the initial champions and communities should be
selected in terms of their strategic possibilities for
scaling up. For example the communities should be ones
that can form hubs of outwards dissemination. The initial
champions should be mostly very poor women and men
who will really use the methodology themselves and be
committed advocates;

+ a decision must be taken at the beginning as to when the
participatory gender reviews with the lead expert should
take place, so that the planning on the vision journeys in
the Community Catalyst Workshop is for those periods;

« there must be an idea of what the eventual incentive
structure will be for non-voluntary scaling up outside the
communities of the initial champions. How many people
will be needed for this, how they will be selected and
how their costs will be covered. This can be tentatively
discussed with the champions during the initial workshop
so people are clear that they will not be paid at the
beginning for the voluntary sharing, but those who work
hard will ultimately be valued as paid experts.

+ there must be a timed plan for integrating the gender
messages and tools into other meetings, manuals/
resources and activities of the organisation so that
gender mainstreaming and integration of the
methodology is sustainable by the end of the project.
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CHANGE CATALYST
WORKSHOP (CCW]:
MAPPING LIFE'S ROCKY
ROAD

ORGANISATIONAL PREPARATION FOR THE WORKSHOP

The CCW follows on from the induction and planning

process with the key staff. Before the workshop the

organisation will have:

« decided on the timeframe for the Community Action
Learning and hence the timefr