
Investing in people

The financial cost ofachievingprimary education for all has been
estimated at an extra $3 billion to $6 billion a year ...a sum representing
only about 2 to 3 per cent of the developing world's current annual
expenditures on education...
(UNICEF, The State of theWorld's Children, 1995).

Introduction
Education and training represent an investment in people, and so are impor-
tant ways to put a capacity-building approach to development into practice.
Basic education is a fundamental human right. The lack of access to educa-
tional opportunities places a major constraint on people's life chances, as
well as on their capacity to participate in the social, economic and political
processes affecting them. In a wider sease, education (especially 'non-formal',
'popular' or 'social education') is also a means for marginalised people to
develop their critical and organisational capacities, and so contribute to trans-
forming their societies. Indeed, one of the best known training manuals for
community workers is entitled Training for Transformation (Hope and
Timmel, revised 1995).

Yet formal education is in grave crisis, as governments cut back public
sector spending. In developing countries, resources have been diverted to
debt-servicing, while structural adjustment programmes and neo-liberal
policies have resulted in a decline in social welfare services. Spending on
education is being cut in some of the world's poorest countries (UNDP, 1997).

[The] strain is being felt particularly in primary schools: miserably paid
teachers have had to desert the profession or devote their time to securing other
sources of income; and school supplies, especially in the rural areas, are even
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scantier than before. In the richer countries, the deterioration in primary
education has not been as widespread or as dramatic, hut in many of these the
abilityojpublicschools to meetminimum standards of instruction seems to be
declining'iUNRlSD, 1995:132-3).

The decline in overall provision also breaks down along gender lines. In
Niger, for example, only 13 per cent of the total adult population is literate,
and only six per cent of women. In Afghanistan, Burkina Faso, and Nepal,
male literacy in 1993 was three times higher than that of females. In
Bangladesh, only 12 per cent of all girls of school age attend school. In 1990,
only a tiny handful of the members of a Salvadoran rural women's organi-
sation could read and write, reinforcing their lack of access to agricultural
credit. And while countries such as the Dominican Republic, Honduras, and
Nicaragua show similar official rates of literacy among women and men, in
reality these mask major discrepancies between rural and urban populations,
and high levels of illiteracy among ethnic minorities (all figures from 1996
UNDP Human DevelopmentReport).

In a self-fulfilling cycle, since more employment opportunities exist for
men than for women, boys' education takes priority over girls' because they
are more likely to be able to use it. For instance, in Pakistan, the combined
educational rate (primary, secondary, and tertiary) is 24 per cent for women,
compared with 49 per cent for men — who then go on to register 81 per cent
of earned income in the country. In Yemen, only one-fifth of women benefit
from some level of education, and they register a similar percentage of earned
income; meanwhile, two-thirds of men receive some formal education, and
they register 77 per cent of earned income.

It is important to note, however, that while a negative correlation exists
between women's low educational levels and their earning capacity, high
female educational levels do not necessarily translate into high income. For
while industrialised countries have similar levels of education among men
and women, men's share of earned income is often double that of women's.
Clearly, education alone is not enough to close the gender gap in life chances
enjoyed by women and men.

Social and economic divisions are also exacerbated when a dispropor-
tionate investment is made in higher education from which the rich primarily
benefit, rather than in universal primary education. Throughout Latin America,
over half of public spending on higher education is devoted to students from
the richest fifth of the population. Education (like health) is increasingly
treated as a commodity for those who can afford it.

Against this background, donor agencies and NGOs are often criticised for
viewing capacity-building too narrowly in terms of training; and focusing on
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its technical dimensions, to the exclusion of other needs (CDRA, 1995).
Literacy and numeracy will not alone counteract other factors which cause
poverty and disempowerment. Education and training are not capacity-
building activities in and of themselves; there is no necessary link between
literacy and empowerment, any more than there is between numeracy and
wealth. Rather, it is the organisational setting and overall purpose — what is
intended, what is being achieved, and by whom — that define them as such.
Holding onto this insight enables us to avoid rigid distinctions between
formal versus non-formal education, or personal development versus social
organisation, and to focus instead on whether and how effectively a specific
activity will strengthen the specific capacities of a specific set of people at a
specific point in their history.

This Chapter describes some of the huge range of activities that can be
described as education or training. The aim is to indicate the major issues and
questions to be addressed in assessing these from a capacity-building
perspective; not to give detailed advice on how to go about designing or
implementing specific programmes, for which specialised manuals already
exist (for example, Fordham et al, 1995; Williams et al, 1994). The first section
looks at education, concentrating on the areas in which NGOs are most
involved: social education, and literacy and numeracy. The second looks at
training, and in particular how it can help people to develop the skills they
need, as well as enabling attitudinal change in areas such as race or gender.
Donor agencies and NGOs often support skills and vocational training with a
view to enhancing the economic and productive capacities of poor people.
The final section of this Chapter therefore takes a critical look at what training
can offer in this area.

Education for all: a goal or an illusion?
Formal education is generally provided in schools, colleges and universities,
with a structured hierarchy of classes, syllabuses or grades. The International
Covenant on Economic, Social and Cultural Rights of December 1966 empha-
sises that primary education must be compulsory and freely available to all.
While formal education obviously serves wider social ends, it places the
emphasis on the individual's learning and performance; and often does so in
a way that fosters competitiveness. Non-formal or social education is outside
the official system. Since it aims to promote social change, it is related to goals
such as strengthening the position of marginalised people, in terms of access
to land, employment, health care, legal aid, social services, or civil and
political rights. It covers a broad spectrum, including literacy and numeracy,
awareness-training, agricultural extension, vocational training, health
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education, legal or human rights education, and organisational skills. The
methods use include training courses, workshops, participation in networks
or exchange visits, and other informal means.

Much of the work described as social education is inspired by the Freirean
method of involving students in dialogue, reflection and action. The 'consci-
entisation' (consciousness-raising or awareness-creation) process aims to
make people aware of the roots of their oppression, and give them confi-
dence to take action for their own liberation (See Chapter 2). Linking the
acquisition of knowledge and skills to social needs and mobilisation is the basis
of what many NGOs and others call social organisation, or empowerment.

Criticisms of the Freirean method, and disillusion with the outcomes of
what has passed for popular education, have generated scepticism among
some educationalists and NGOs. Evaluating the impact of social education
programmes has proved difficult, to some extent because their goals were
over-ambitious, or simply too vague. Ideological commitment alone will not
transform unjust social and economic structures, or break down authoritarian
or paternalistic patterns of behaviour. Poor men and women may need
practical skills to meet their social and cultural needs. The economic crisis
faced by millions of people around the world makes it imperative to combine
adult education programmes with support for tangible changes in their lives.
Adult education researchers in Latin America have concluded that:

... adult education cannot ignore the reality of poverty and the need to satisfy
basic, vital needs. The precarious conditions in which many adults live call
for more than ideologically oriented activities. People need actions through
ivhich they can at least visualise a transformation of their living conditions
(Schmelkes, 1997, p.295).

Government cuts in social and educational provision are also forcing
NGOs to question their priorities for action in education. NGOs are under
increasing pressure to play a role in delivering services to poor people, as
official donors turn to NGOs as implementing partners for their aid pro-
grammes. Many NGOs are reluctant to compensate directly for cuts in state
education. However, the boundaries between the formal and non-formal
sector are becoming less relevant when so many people lack access to even
the most basic education. NGOs must therefore balance the need to invest in
people today with the need to strengthen their capacity to press for better
state provision in the future.
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Working on all fronts:
the state, NGOs and women's health rights in Brazil

SOF (Sempreviva Organizacao Feminista) is a Brazilian NGO that works
on women's health in poor communities in the south-east of the country.

Ever since it was set up in the context of an authoritarian regime, SOF
has provided an alternative organisation for health professionals
concerned with public health. The combination of social activism and
professional work offered by SOF provided a broad, complex, and
innovative experience, involving an immense variety of contributions,
and characterised by a collective way of working.

The impact of SOF's work can be measured by the transformations
which have occurred in terms of health infrastructure, and by the changes
in the region's health policies. SOF participated in the 1983 Parliamentary
Commission of Inquiry, where public health policy guidelines for the Sao
Paulo City Council were adopted. SOF has also encouraged the
participation of women in the region's social movements, trade unions,
and political parties. The vigour of the Health Movement shows SOF's
input: people living in the south and west of the city have become more
and more organised, and made demands which range from the extension
of the water supply and sewage disposal, to price freezes on basic items.

One of the reasons for SOF's credibility seems to be the organisation's
capacity to connect subjective and gender issues with broader political
questions. Maintaining the link between the specific and the macro, SOF
aims for progress in its analysis and practice at both ends of the spectrum.

(From Faure 1994 pp 51-54.)

Assessing the needs
Social education may seek to meet a wide variety of needs. It is, therefore,
important to identify how a specific programme will enhance the specific
capacities of a given set of people. Aims and objectives may include:

• providing education for those excluded from formal schooling;
• challenging the goals of formal education, where this is not responsive to

the needs of marginalised people;
• offering alternative forms of education in response to unmet needs — for

example, street theatre on reproductive health issues;
• encouraging people to fight for their rights, for example through legal

education and support for organisations that represent them;
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• providing information in appropriate forms, such as local radio pro-
grammes or newsletters.

These goals may reinforce each other. For instance, an Oxfam-funded NGO in
Sri Lanka works with Tamil tea-plantation workers and Sinhalese fanning com-
munities, in a programme which encompasses pre-schools, health education,
savings and credit schemes, vocational training, inter-ethnic leadership training
and exchange visits, and documentation on the situation of the plantation workers.
The overall aim is to equip these people to fight for a fairer deal in terms of citizen-
ship, employment, and wages. Progress may be more rapid in some areas than
others, but each activity makes sense only in the context of the whole picture.

Identifying the agents
The participants in social education should by definition determine the goals
of any activity involving them, since enhancing their critical and organisa-
tional capacity is central to such programmes. The process of reaching agree-
ment on these goals requires time, and perhaps external support. Participants
may be from CBOs, women's groups, religious organisations, unions, NGOs,
or other forms of popular organisation. Occasionally, a government depart-
ment may also have a social education programme, or encourage this approach.

Challenging power structures
Social education is concerned with empowerment, and hence challenges
existing power structures. The process may generate unexpected outcomes.
Even within an apparently cohesive social group, power structures based on
wealth, gender, age, family, religious or ethnic divisions, may affect how
individuals participate and how they relate to each other (Kabeer, 1996).

A successful social education programme is likely to meet with conflict at
some point, and the maturity to manage such conflict is itself a critical
capacity in the development process — a major reason why external agencies
should avoid forcing their own pace or agenda.

Assessing achievement
Social education always seeks attitudinal change, and evaluating impact
necessarily involves subjective judgement. Outsiders will interpret events
differently from those who experienced them, while some participants may
attach importance to processes of which others are unaware (see Meyer and
Singh, 1997:59-64). Sustainable change may be slow; tangible results may not
be seen within the funded period, though many changes may have taken
place on a more subjective level.
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Participants themselves will have their own ideas about the value of social
education programmes. Their indicators are likely to include all or some of
the following:

• increased collective and individual confidence in assessing and finding
solutions to social and political problems;

• increased participation in decision-making, especially among those who
were previously excluded;

• increased ability to make the connections between day-to-day living condi-
tions, and the wider socio-political and economic context;

• greater ability to organise to press the competent authorities for better
living conditions or respect for civil rights;

• better knowledge of other relevant organisations (eg NGOs);
• collective acquisition of specific skills together with increased political

awareness and skills in social analysis;
• better social relations within the community or organisation, and improved

conflict-prevention and conflict-resolution skills;
• higher self-esteem and an ability to challenge negative stereotypes;
• more awareness of each others' needs, and greater willingness to cooperate.

These indicators are no less important for being subjective and not readily
susceptible to independent measurement. Changes in how people feel about
themselves and relate to those around them often determine whether more
concrete changes will be sustainable in the long term.

Building confidence and practical skills

Emerenciana Lopez Martinez describes her participation in a grassroots
legal-awareness training workshop organised by the Mexican NGO,
SEDEPAC:

lama single mother and that led me to help other women with problems
in my neighbourhood. I think I became a leader because I was angry, and
also because at times I felt so impotent, because we women don't speak up.
Also I [was angry] because my husband left me luith my children... When
they invited me to the workshop I just couldn 't believe it. I thought it ivas a
miracle, but then Ididn 't want to come because I was ashamed [because] I
have no [education] But Rose, thelawyer, said: 'Emerenciana, the
workshop is for women like you, and besides, you have your experience'.
So I attended. I did it because I wanted to know more about things; for
example, how can you file a legal complaint? When does a legal case end?
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What canyon do, what can 'tyou do?Also I thought I could meet other people.
Well, many things happened in the workshop: I felt more sure about

myself; I was notashamed ofmyselfany more, [and] I learned a lot about
the law.... some women were talking about their experiences and it hit me
that I have to change the way I deal with my children... the most useful
thing is what I learned about the law and the penal code since wehaveso
much violence in Chimalhuacan, whemlliveiquoted in Rivera, 1995, p47.).

Literacy and numeracy

These skills are always included in formal schooling for children, and often in
non-formal education for adults. Effective literacy may vary according to the
range of languages used, levels of technology, and forms of economic activity. In
most societies, illiteracy is a stigma and a practical handicap. Street signs,
official forms, legal contracts, prescriptions, health and danger warnings,
operating instructions for machinery, and newspapers, demand the ability to
read. To hold a bank account, or to keep accounts or minutes, people must be
able to write. However, literacy may be less important where oral communi-
cation is the norm, for instance among women and linguistic minorities
(Fordhametal, 1995).

Since it is easiest to acquire literacy in the mother-tongue, this can pose
problems for multi-lingual countries, or for minority language groups such as
migrants or refugees. In Mozambique the colonial language, Portuguese, was
chosen as the national language and used in literacy campaigns. This made
nationwide communication possible, but disadvantaged those communities
who did not speak Portuguese.

Literacy can be lost if it is not used. Functional literacy is more likely to be
achieved and sustained if it is linked to people's social and economic
interests. Ideally, adult literacy programmes should allow participants to
acquire the capacities to use and develop these skills.

Literacy agents
Government-sponsored literacy campaigns may draw on non-formal approach-
es, and involve existing organisations or mobilise citizens as trainers; partly to
reduce costs, but also with a nation-building perspective. In the 1980 National
Literacy Caisade (CNA) in Nicaragua, some 95,000 volunteers or brigadistas
were trained to teach basic adult literacy. These included secondary and
college students, factory workers, and civil servants. Within six months, the
national illiteracy rate fell from 53 per cent to 13 per cent (though this had
risen again to about 35 per cent by 1993)'
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My children would ask me if I would help with their homework, hut I couldn 't
because I didn 't understand the letters. It was hard for me not to he able to help
them. But when the Crusade came, I thought this was my opportunity. Before
the CNA I couldn't write my name. I didn't even know what letter my name
began with. I had to be led by the hand when I began— but the more I learned,
the more I could do on my own. When I finished the literacy primer, I could
read, and by the second level ...all seemed easy to me... Slowly I lost the fear.
When Isaiv I could do it on my own, I was thrilled. And in the end I learned.
(Nicaraguan woman, quoted in Peter Sandiford et al (1994:47.)

Effective mass literacy campaigns depend on the political and economic
commitment of the state, which must be able to mobilise the population, and
to keep up the momentum through a longer-term investment in primary
schooling. Teaching materials need to be appropriate for inexperienced
literacy teachers, who also need thorough training and in-service support.
Well-designed follow-up programmes, through which the newly-literate can
practise and extend their skills, are critical.

Many NGOs see literacy as an integral part of social education, and so may
incorporate it into a primary health care project, a campaign for land rights, or
work to tackle the low status of women. However, NGO efforts are often
small-scale and piecemeal. It is generally more efficient to coordinate literacy
work within a given area, and share materials and infrastructure.

An integrated approach to literacy also means that educational materials
can be developed locally, so that they are relevant to people's lives and
experience; and literacy facilitators can be drawn from the community, and
so understand specific needs and problems. Sometimes people produce
photographs, and audio and video records of their experience, as part of the
process of learning to read and write.

REFLECT: An approach to literacy and social change

The British NGO, ACTIONAID has developed the Regenerated Freirean
Literacy through Empowering Community Techniques (REFLECT) which
build on Freire's theoretical framework and use a methodology drawing
on PRA techniques. This was initially piloted in over 100 villages in Uganda,
El Salvador, and Bangladesh, covering some 1,550 women and 420 men.
The approach proved more effective than conventional methods at teaching
adults to read and write, and linking literacy to wider development.

In a REFLECT programme, there is no textbook — no literacy 'primer'
— lieyond a facilitator's guide. Each literacy circle develops its own
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materials through constructing maps, matrices, calendars, and diagrams
that represent local reality, systematise the learners' existing knowledge,
and promote the detailed analysis of local issues.

Eventually, each circle will have produced between 20 or 30 graphics.
The graphics are a permanent record for communities, providing a detailed
survey of local conditions, needs, and attitudes. As learners construct their
own materials, they take ownership of the issues and are more likely to
te moved to take local action, and change their behaviour or their attitudes.

Participants noted the following benefits or changes:

• Self-realisation: better self-esteem and the increased ability to
analyse and solve problems as well as to articulate ideas. These were
reflected in better knowledge of the local environment, and improved
intra-liousehold and community relations.
• Public participation: greater involvement in community organisations,
with a majority of learners taking on formal positions of responsibility
which they did not hold before the REFLECT literacy programme (eg
chair, secretary or treasurer on the Community Council).
• Community-level action: efforts to improve local conditions economic
activities to health projects. Learners valued having independently
arrived at decisions to do something through their own analysis.
• Resource-management: women in particular appreciated calendars
and matrices to strengthen their analytical skills, enabling them to plan
better, develop more effective coping strategies (eg bulk buying and
storing goods), and have more control over decisions regarding loan
use (previously dominated by men).
• Health awareness-, as one Bangladeshi woman said, 'We learnt
something of health lx;fore but it was not very practical and felt like a lot
of rules. With making maps, it was a lot more helpful and we understand
things a lot l>etter.'
• Children's education: local schools experienced a significant increase
in enrolment of children of parents in REFLECT; and parents in over one-
third of the groups started their own non-formal education centre for
primary age children.

Literacy programmes... have often failed because they have fallen into
believing that either literacy in itself is sufficient (so they have ignored
other processes andfocused on the product); or they have assumed that
empowerment in itself is enough (but have in practice tried to
'indoctrinate'people into new ideologies). REFLECTholds these two

processes in an effective balance and helps them to build on each other.
(Based on Archer and Cottingham, 1997:199-202.)
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Literacy perse will not guarantee a critical capacity, or improved organi-
sational abilities, though it is often a vital stepping-stone on the way. Literacy
may confer skills which will help people to enhance their quality of life, and
'the empowerment process in turn creates uses for literacy in people's
everyday lives' (ibid, 202). The importance of such 'fusion' is well illustrated
in the example of a rural workers' union supported by Oxfam in Honduras.
This moved away from 'popular education workshops' for its middle-level
cadres, and decided to make a major investment in raising the educational
level of its grassroots membership. As one peasant farmer said, 'if I am the
only one in our group who can read and write, then what kind of organisation
are we? what kind of accountability can the ordinary members exercise?' A
literacy programme was developed in the mid-1980s that earned it
recognition from the Ministry of Education as an educational institution. The
programme's long-term impact was enhanced by developing reading
materials for adults which reinforced other areas of the union's work, such as
sustainable agricultural practices, and primary health care. Its organisers
remarked that:

What literacy means in thisprogramme is understanding the social, cultural,
economic, and political forces that influence one's life, one's community, and
one's society as a whole. Its goals go far beyond literacy and numeracy, as
participants become actively involved in a life-long process of learning that
develops their critical skills, and empowers them to challenge the social forces
which have kept thempassive and dependent for so long. It is education which
aims not to adapt people to the prevailing social order but to transform society;
it thus serves as a tool for liberation (Mejia, Hernandez etal, 1992:199).

The programme's long-term impact was enhanced by developing reading
materials for adults. With a sympathetic local publisher, the union recorded a
traditional village story-teller, and transcribed a simplified version of his tales
in a volume which was sold commercially as well as being distributed through
the literacy programme. This is a clear example of the kind of systemic link-
ages described in Chapter 3, which help to make the whole much more than
the sum of its parts.

Participation and exclusion
Those who most need literacy training may be the least able to participate in a
long-term programme. Most illiterate adults are female, but women generally
work longer hours than men, and so have less time and energy available for
attending classes. They often have less freedom of movement than men, and
many face hostility from men in their family, or may not join mixed-sex
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groups or be taught by a man. People's socially-imposed feelings of infer-
iority and failure are intensified if humiliated by other students, or if the
teaching materials depict them in submissive or demeaning roles. Often,
women-only groups (with female literacy workers) provide a more construc-
tive learning environment for women; similarly, in ethnically-divided societies,
students may respond better to a teacher from their own ethnic group.

Distance learning
Distance learning is a form of self-tuition using radio, television, or other
audio-visual material. It is commonly used to reinforce adult education
programmes, especially where it is difficult for people to meet. Radio schools
are supported by Oxfam in countries as diverse as India, Namibia, and Peru.

Broadcasting for change

In Mali, Oxfam supports a solar-powered radio station run by a local
organisation specifically for isolated populations:

It offers traditional music, played by local musicians, and interviews
with local people. These are interspersed with short stories and features
about local history, and brief information pieces about improved
agricultural and pastoral techniques; about health, environmental
matters, and market prices. The radio station also broadcasts summaries
of regional, national, and international news in local languages; and
information on legal rights and changes in Malian law, especially as these
relate to women. The programmes promote the decentralisation process,
and aim to equip people to participate in local government.

Possession of radios had long been the privilege of menfolk, but now
women began the task of fattening goats for the specific purpose of selling
them to raise the money to buy a radio in order to follow the programmes.

Bocoum Koubourou Koita is in charge of programmes for women. She
covers issues like health and hygiene. 'We talk about the importance of
clean water to women and children. I also interview women about
problems during pregnancy, and other things like nutrition, prices in the
market, contraception and family planning. Unfortunately, women are
very busy and it's a problem for them to find the time to listen. Some men
think it is a waste of time for women to listen to the radio. We broadcast
women's programmes in the morning, so that they can listen undisturbed
while the men are in the fields' (Drisdelle, 1997: 28).
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As advances in interactive information technology make communication
faster and cheaper, so there is increasing experimentation in electronic
methods of distance learning. While this may still be a far cry from serving the
needs of peasant farmers in the Bolivian highlands, or fishing communities in
the Philippines, it does offer exciting potential for the future (see Chapter 7).

But whether the medium is a wind-up transistor radio, or a personal computer
with full Internet capabilities, distance learning works best for those who
have some prior experience of studying, and when it is backed up by face-to-
face encounters. It is certainly not a 'cheap option'. Good distance-learning
programmes, perhaps even more than conventional schools, depend on
trained input and on an organisational framework within which learners can
apply and review what they have learnt.

Training for social change
Within an organisational context, training conventionally focuses on 'human
resource development' — staff training, career paths, management skills,
planning and evaluation techniques — that enable the organisation to
function better. This is both because the staff are constantly improving and
updating their skills, and also because they feel valued and challenged in
their work.

Agencies that offer or support training in a development setting may focus
on certain groups or social sectors, such as peasant communities, oppressed
castes, or lone parents. Though these agencies may specialise — for
example, in leadership training, literacy, vocational skills — they usually try
to take their lead from the people they aim to serve. Where there is a strong
responsive component, this may be called participatory training.

Overall, a capacity-building approach is more concerned with enhancing
people's capacity to articulate their own interests than with strengthening
institutions per se. Feminist analysis has revealed how organisations create
and reproduce certain structures, 'norms' and 'operating practices' that
'produce incentive systems, formal performance standards, and informal
organisational cultures, which direct the behaviour of individual agents'
(Goetz, 1996:4).

Looking at organisations in this way highlights the links, for example,
between the attitudes of organisations to racism or to sexual harassment and
how their staff think and function on a day-to-day basis. This is very clear in
the field of gender, where NGOs and donor agencies often push for standards
of equity and equality among their counterparts of which they themselves fall
far short. Attitudinal training cannot compensate for discriminatory policies,
but it can help to create an organisational environment that is less defensive
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and more amenable to self-criticism: a first step towards bridging the gap
between rhetoric and practice.

Training or skills development supported by Oxfam covers a vast range of
activities, including vocational skills for ex-combatants in Angola, organisa-
tional management for NGO workers in Eastern Europe, gender analysis for
CBOs in Brazil, social survey methods for health workers in Zimbabwe,
disaster preparedness for aid volunteers in Bangladesh, small business
management for cooperatives in Nicaragua, labour legislation for trades
unions in Honduras, agricultural skills for farmers in Haiti, human rights and
legal training for para-legal workers in South Africa, and communication
technology for networks in the Philippines. 'Extension work' has also been
supported in areas such food production, integrated pest management, and
community nursing. An important element is the peer-training of local people
as trainers. This is a long-term approach to capacity-building that supports
people in their efforts to be self-reliant and to shape the processes of change.

Training to build capacity

The main focus of the Oxfam/ODA support for Primary Health Care (PHC)
in Namibia was in training to enable the Ministry of Health to implement
its PHC policy. It was recognised that it was most important for the
Training Unit to develop manuals, modules, and train others to train.

The Unit aimed to develop training and facilitation skills amongst
a core of health staff working throughout the four regional health
directorates in hospitals, clinics, and management teams. Possible
trainees were identified from course participants, and then assisted in
developing and practising their skills over a period of time. This gave
the facilitators first-hand experience in all aspects of preparing and
conducting a training programme. And through this, they learned how
to work as a team, and developed an espritdecorpsthat could respond
positively to criticism as well as analyse the training session, write
reports, use reference material, think critically about the participants'
input, and generally facilitate learning (Lang, 1996:23).

Training programmes should first and foremost be based on a clear
analysis of the issue they aim to address. Sometimes problems may be better
solved in other ways, or require a range of inputs; for instance, changing an
organisation's ethos, structure, or management is likely to involve a lengthy
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negotiation and consensus-building process, backed up with policy changes,
before staff training sessions will be appropriate.

Whether it is focused inwards on the organisation, or outwards on the
needs of others, training is effective only if it is part of an overall strategy to
enable participants to make use of what they have learned. People learn in
many ways—seeing and doing, workshops, exchanges, and so on. 'Training
is only one avenue to learning' (Smyth, 1997:3), and a combination of training
and other forms of learning is often needed.

The lack of certain skills may hinder people's capacity to challenge or
change their situation. However, many training programmes supported in
the name of capacity-building do not significantly strengthen people's collec-
tive or organisational capacities, nor enable them to overcome the forces that
oppress them. Training proposals must be analysed in terms of what they
offer in the longer term, and to whom. Some skills may be of immediate
practical use, others will be strategically important in the longer term. For
example, a co-operative may fail to get off the ground unless its members
have basic production, marketing, and business skills. But its future sustain-
ability may depend more on knowing how to retain and recruit members, or
making links with other businesses.

Planning training: 'The Seven Steps'

1 Aims: why? These must be clear, explicit, and consistent with
those of the people or organisation seeking training. Monitoring and
evaluation should be part of the process of establishing the aims and
objectives. Evaluation indicators should relate to the objectives, and
be specified before the training commences.

2 Learners: who? Training is easier if the group is homogeneous,
but ice-breaking activities may help to build collective responsibility
and identity. This includes gathering information about the different
roles, needs, and perspectives of the participants, as well as their
various skills, interests, and capacities.

Self-selection of trainees, or selection by 'the community' or other
body often discriminates against the less powerful, the illiterate, and
women. Selection criteria should be explicit and agreed in advance
— such as demanding equal numbers of men and women trainees,
or insisting on a mix of literacy levels.

Women tend to participate less in mixed-sex groups, and may
prefer women-only courses. Single-sex groups may also lie better
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if there are large gender-related differences in existing knowledge,
literacy levels, and social and political status.

3 Access: where and when? This is affected by the different work
schedules and the daily and seasonal routines of the trainees. Venues
should be convenient and affordable. Provision should be made for
those with childcare responsibilities.

People learn better if their knowledge and experience are
recognised and valued. 'On-the-job' training, apprenticeships, or
extension training are often lietter than sessions which require long
absences. 'Sandwich courses', which combine periods of study with
work experience, allow learners to practise what they have learned,
and trainers to adapt their courses as required.

4 Trainers: who? Trainers need expertise as well as facilitation
skills. Unless there are technical skills to be communicated, formal
qualifications may matter less than the ability to communicate well
and to establish a good learning environment. Trainers need a good
grasp of group dynamics, and sensitivity to all forms of
discrimination, in order to encourage mutual respect and
understanding.

5 Needs analysis: what for? Only if learning needs have been
comprehensively identified can a training programme be drawn up to
meet them; this process may itself be a learning exercise. Monitoring
helps trainers to keep the course well pitched, and allows participants to
give timely feedback. Trainees are often asked to make a post-course
assessment. However, this does not measure the long-term impact.
Follow-up questionnaires or visits may help, and are vital when
periods of training alternate with 'hands-on' practice.

6 Content: what? This relates to the objectives, and may include
awareness, knowledge, skills, and behaviour. Training courses
should also include time for introductions and group-building
sessions, as well as forward planning, monitoring, and evaluation.

7 Methods: how? The chosen methods should meet the learners'
specific needs. Participatory methods, based on learners' own
experience, are best for adult learning, and are generally more enjoyable.

Materials must be tailored to the educational and linguistic levels of the
trainees, and culturally sensitive. Materials should challenge negative
stereotypes (from Eade and Williams, 1995:368-371).
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Training for rights
Over and above the practical skills they need, training in their legal and moral
rights is often linked to struggles of particular groups, such as homeless
squatters threatened with eviction; or fisherpeople trying to fight pollution of
their fishing grounds; or domestic workers seeking to unionise; or people
facing human rights abuses learning about human rights bodies and legal
remedies, such as habeas corpus. While it may well have a technical dimen-
sion, training in this area is also concerned with giving people the sense that
they have rights, as well as the confidence to fight for them.

Training people in their rights is one thing, asserting these rights may be
quite another. For example, some Indian women who asserted their legal
rights to land, were condemned as witches, stoned and chased away; many
human rights workers in Latin America have been the target of death threats
or have themselves been assassinated. Such training is nowhere more needed
than in areas where human rights are under threat, but it is important that both
participants and trainers are aware of the risks they may be ainning. This may
affect the methods and ways of working that can be adopted.

Learning to fight for one's rights

An incident in San Jose de las Flores illustrates this power in action.
The square was full of visitors and journalists, commemorating the
anniversary of the repopulation and waiting for the Bishop to celebrate
mass. Without warning, the Atlacatl Battalion arrived and began an
altercation. Community members told them to leave. In response, the
soldiers raised their guns and shot over the heads of the people by the
church and then at their feet. In one spontaneous surge, the townspeople
rushed the soldiers, who turned and ran, lobbing tear-gas grenades
behind them. The unarmed population literally ran them out.

The repopulated communities tegan to realise their own dignity and
power in a process of transformation that was hard to stop. They had
some support, but most importantly they had some success. They
realised that the powerful did not always win, and that they had
important weapons themselves. Their relationship to power was
changing (Thompson, 1996: 330).

93



Capacity-Building: An Approach to People-Centred Development

Training for attitudinal change
Within organisations, norms and procedures tend to validate certain ways of
doing things, and to exclude or ignore others. This may not accord with what
the organisation says or believes about itself, or may not be logical or
defensible on ethical grounds. But where the interests are deeply entrenched,
their very existence may be invisible to or simply denied by many people.
Challenges to them will be resisted in a variety of ways (Longwe, 1997).
Further, people will often participate in marginalising aspects of their own
identity. For example, to rise to the top of an organisation, women may adopt
'sociologically male attributes' (Goetz, 1996:7). This illustrates that people
who lack power and recognition must assimilate an alien but more powerful
culture in order to be rewarded by it.

This has implications for attitudinal training. It is now understood, for
example, that in terms of addressing gender inequalities '"technical" approach-
es to mainstreaming gender, such as the supply of gender-disaggregated
information, use of focal points, gender-sensitivity checklists, and the like,
are not successful in the absence of efforts to mobilise constituency pressure,
and to strengthen women's positions [within] ... bureaucracies' (ibid., p8).
Similar problems are faced in areas such as race- or disability-awareness: an
organisation develops a policy, ensures that staff are formally aware of it,
enjoins its senior managers to ensure that the policy is implemented — and
then nothing changes. In-house training is a process of acquiring 'a type of
understanding, sets of skills, and expertise which do not "come naturally",
but need to be learned, throughout the organisation and beyond' (Smyth,
1997:1). One-off workshops on subjects such as equal opportunities will do
little in themselves to change how people behave. Without sustained
commitment at all levels of an organisation, rhetoric and techniques may be
learnt, but prejudices and discriminatory work practices will persist.

Awareness training addresses attitudes, perceptions and beliefs; unlesspeople
are sensitive to gender inequalities, gender analysis training is unlikely in the
long run to change planning and practice in development and relief
agencies' work. We believe that unless people's emotions are touched, and
their practices in their personal lives are brought into the discussion, there is a
risk that gender awareness will remain merely an intellectual construct, and
will be limited in itspowerto bring about meaningful social change (Williams
etal, 1994: xiv).

Any personal development training, and particularly that which aims to
challenge prejudice and discrimination, can arouse strong feelings — anger,
fear, hurt or guilt — which may be expressed in the form of denial, rejection,
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aggressiveness, or self-blame. The issues raised may be deeply challenging to
individuals; dearly-held beliefs may be exposed as prejudices or assumptions;
or a major rift may be revealed between a person's self-image and how they
are perceived by others. People brought up in a very hierarchical culture may
find it hard to give and receive criticism, handle power effectively, or respond
to conflict. A skilled facilitator will establish an environment in which these
negative feelings can be transformed into an impetus for positive change.

Thus, awareness-training cannot be separated from an organisation's
policies and procedures, including its formal and informal reward and
incentive systems — and the expectations generated by these. For instance,
an external gender review of Oxfam found that 63 per cent of employees
were women, of whom 60 per cent were clustered in lower-graded positions
(grades 5 to 9)- Of the 37 per cent male employees, 40 per cent were in senior
positions (grades 11 to 15). Fewer than 30 per cent of women were in these
high-level managerial posts. The author observed:

High workload and working styles were two contributing factors toward the
imbalance observed between women and men in senior positions ... High
workload was problematic for both men and women. For those individuals
who are the principle carers and unpaid workers in the home, tackling more
senior positions ... often becomes highly undesirable and unfeasible. Those
who do work a double shift are often considered, whether directly or
indirectly, [to be] less committed.. [Hjigh workload, especially when coupled
with a second shift in the home, was often linked to feelings of inadequacy,
powerlessness, and stress levels leading to inefficiency and ineffectiveness
(Carson, n.d., 17).

Oxfam's own experience in trying to implement its gender policy shows
that it is far from easy to change an institutional culture when this is itself a
reflection of wider society. Training, we have stressed, is only a small part of
the answer. For example, assertiveness-training may help women to acquire
the necessary skills to compete on the same terms as men; but it does not
question the implications of having a 'masculine' organisational management
style. To bring about fundamental change in women's status within an
organisation, and so alter the institutional culture for men as well as women,
would need a range of actions such as:

• encouraging support networks for women bureaucrats, for sharing
ideas and experiences;

• adjusting the working day and making provision for no-penalty
'career breaks' or flexible working patterns for staff with small children,
or dependents;
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• providing paternity leave, nursery facilities and/or making a contribution
to childcare costs;

• keeping the travel demands of all jobs down to a realistic minimum,
and allowing for under-5s to accompany their parent(s) where possible;

• actively drawing on critical support from women's groups and other
organisations;

• aiming for a 'strategic mass' of women in senior posts and at every level
throughout the organisation, and investing in making this happen.

When Oxfam (India) Trust surveyed staff on what they thought would
make a difference to women's job satisfaction and career prospects, respond-
ents suggested mechanisms such as job-swaps, affirmative action (including
encouraging men to apply for lower-grade jobs), and skills-development.
The survey also revealed that women staff worked in fear of sexual
harassment both from male colleagues and from men in local counterpart
organisations, particularly while travelling alone or at night. Pregnant women
were especially concerned about the heavy travel schedule. And most
women felt a burden of responsibility for Oxfam's gender policy; but lacked
contact with senior staff who could affirm their efforts (Gwynn and Sehgal,
1996:30-32). However, this survey conveyed an important message that
senior managers were prepared to listen, take action, and commit resources
to issues that had hitherto been regarded as non-existent or unimportant.

Enhancing economic capacity
Small businesses and micro-enterprises are a major source of employment for
poor people worldwide, producing goods and services for local consump-
tion or for export. Low-capital, low-technology, and labour-intensive enter-
prises must, however, survive within an increasingly harsh economic context.
Trade liberalisation and deregulation have forced fragile national economies
to compete in the world market, often reducing the security of poor pro-
ducers in the process. Small enterprises are highly vulnerable to a flood of
cheap imports, or competition with mass-produced goods. Further, they are
often constrained by lack of credit facilities, training opportunities, access to
technology, legal protection and regulation, and marketing outlets.

Many such enterprises are in fact part of a long production chain controlled
by large businesses, who contract out the riskier and less lucrative parts of the
production process to home-workers and small firms. For them, the 'free market'
may mean in practice that they must compete with enterprises that flout the
law, and pay desperately low wages in order to keep prices down. For workers,
rising unemployment means that any job, however badly paid, may be better
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than none at all. In such a cut-throat context, poor producers have only very
limited scope to establish economically viable — and ethical — alternatives:

... deregulation has affected women's ivorkday. The tariffs of the 1980s
protected production cooperatives, allowing them to offer significant benefits,
standard hours and more flexible conditions ofivork. After 1990, with open
economy policies... the Women's United Textile Cooperative encountered stiff'
competition from large garment factories such as the maquiladoras in
Managua's free trade zone which paid sub-minimum wages to women
working 60 and 70 hour weeks... Imports of used clothing from the United
States flooded the market. The Textile Cooperative went from 68 members in
1982 to 29 members in 1991, and the store folded in 1993- The only women
who continued to produce clothing were ones that were able to work long
hours and travel farther, terms of work that not all members were capable of
meeting (Kidder, 1996:43).

The 'informal' economy is the only means of survival for millions of people.
Many of these are self-employed, working for small or family enterprises, or
are contracted as out-workers (or home-workers) by big businesses. Such
small enterprises are often unregistered, and hence may not qualify for access
to certain facilities, such as subsidies and credit. Exempt from protective
legislation, they may offer exploitative pay and conditions. Employees in
such businesses, often women and children, have no legal redress in the
event of abuse by their employer, and are seldom unionised.

Gender or caste-based divisions of labour may also lead to or reinforce
inequalities in ownership and control of productive resources and income.
Women are often confined to unskilled activities, and denied training and
promotion to better-paid work. Even in the same jobs, they may be paid less
and have less employment security than men. Male tasks are generally
assigned a higher social and economic value than female tasks; and when the
latter are upgraded, for example through access to improved technology or
credit, they may be taken over by men. Labour-intensive 'traditional' female
skills usually equip women only for low-paid work, and provide limited
marketing opportunities.

Small-scale economic enterprise: some lessons

• Many small-scale economic projects make no or only minimal profit.
Often they simply increase workload and stress. The more successful projects
are those that include elements of consciousness-raising. An analysis of
gender relations should be an integral part of any income-generation project.
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• Many economic projects are based on inaccurate conceptions of
people's work and use of time. This severely limits their chances of
success and long-term sustainability. NGOs must appraise women's
and men's situation both at the micro and macro level, and gather
appropriate and disaggregated base-line data.
• NGOs should look closely at what services women as well as men
require in order to support their reproductive and social roles and thus
allow them to participate in economic enterprises more easily and
effectively. Indicators for planning, appraisal, and evaluation should
reflect the perspectives of both sexes.
• NGOs should not fund projects in isolation. Economic enterprises
should strengthen social organisation and aim to empower people and
communities. NGOs should look beyond the immediate project towards
back-up services such as consumer or production co-operatives.
• Training is essential, and sound management is crucial. Women in
particular need access to leadership and organisational skills because of
their more limited experience in this area. Training in better production
techniques, marketing, and so on, is also vital.
(Based on Piza-Lopez and March, 1991)

Oxfam's experience has largely been in the informal sector, through the
provision of vocational and other forms of training, organisational support,
help in marketing, and access to credit and other types of micro-finance
assistance either directly to organisations such as producer groups, co-
operatives, unions, associations of self-employed people, and small businesses;
or via intermediary NGOs that specialise in providing such services. The aim
is to help people to escape from insecurity and the cycle of low productivity
and low income; and to support the efforts of poor producers and workers to
deepen their understanding of economic forces, and to defend their social
and economic rights.

Strategies may involve helping people to improve incomes, conditions, and
security in existing enterprises; to set up new enterprises to take existing
products into a new market, perhaps by serving a different area or clientele;
to set up new enterprises for new products that build on existing skills and
technology, such as new kinds of processed foods; or to undertake market feasi-
bility assessments prior to setting up new industries or developing new products.

We shall look very schematically at some typical interventions: training,
organisational support (including marketing), and microfinance. (For a more
detailed and specialised account of Oxfam's thinking and practice in the area
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of economics, productive enterprises, and micro-finance, see for example
Piza-Lopez and March,1991; Kidder, 1996; Millard, 1996;, Coote, 1996; and
Johnson and Rogaly, 1997.) The Chapter concludes with a critical discussion
of women's income-generation projects (IGPs), since these are a major
component of many NGO and donor interventions in the economic sphere.

Vocational and skills training

Vocational and other forms of training are often designed to raise the incomes
of poor people, on the assumption that with new and marketable skills they
will be able to find work or set up enterprises of their own. But training will
not create jobs or markets, or turn poor and uncredit-worthy people into
entrepreneurs. Nor does the economic success of an enterprise imply either
that gains are fairly shared, or that the workers are empowered! Raising the
economic capacities of poor women and men in a way that is both equitable
and sustainable demands a range of technical and organisational skills.

Vocational training for women often revolves around upgrading skills
such as tailoring, weaving, embroidery, and knitting; or domestic activities
such as laundering, hairdressing, or cooking. The assumption is that these are
'traditional' female activities, and that they therefore constitute the best 'entry
point' for raising women's incomes. Yet such assumptions have often been
incorrect. The gender biases of aid agencies have been detrimental to
women, fostering their 'domestication' by privileging reproductive labour
over women's other economic activities — such as farming. Sewing machines
may be as alien to women as anvils or lawn-mowers; and though women may
make, alter, and repair their children's clothes, tailoring may be a male
occupation within their particular culture. There are also problems in
'scaling-up' activities from the domestic to the semi-industrial level. A
Guatemalan woman may spend several months weaving a traditional blouse,
or huipil, for herself. To make a huipil for sale that was based on full input
costings, and rewarded her labour well enough to make the effort
worthwhile, would price it out of all but the specialised international market
(Millard, 1996).

Vocational and technical training focuses on the trainees' real or potential
work opportunities. Whether these are commercially viable and sustainable
must be assessed fce/breembarking on training. Equally important are organ-
isational and management skills, which range from leadership, knowing how
to hold and minute meetings, negotiate contracts, or keep accounts, to
personnel, financial and business management, information and stock
control systems, and marketing expertise. (For guidance on the skills
required in financial management and export marketing, see Cammack,
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1992; Elliot, 1996; Millard, 1996). As an enterprise expands or becomes more
complex, skills in conflict-prevention and resolution, and in group dynamics
and organisational decision-making, are also valuable.

The technology used in an enterprise may affect access to government
facilities such as credit, training, and marketing. New technology may change
production methods. Training in the use of new technology, maintenance of
new machines, and appropriate business skills, is indispensable. As changes
in the production process occur, it is important to ensure that women do not
lose out as new gender divisions of labour arise.

Small businesses are as likely to fail through mutual mistrust, or poor personal
or business management, as from lack of production skills. Since needs are
constantly evolving, training should be treated as an essential part of business
development, whatever the scale or nature of the enterprise — both upgrading
existing skills, and learning new ones. It often pays, therefore, to re-invest
some of the profits into a programme of training and skills-development.

Support for producers
Producers and workers can gain many benefits from belonging to some kind
of local group, cooperative or union. These can, for example, cut the cost of
raw materials by buying in bulk; facilitate storage, transport, and marketing of
goods; give producers more power in negotiations with larger organisations,
including local authorities and merchants; provide organisational skills-
training and educational services; and represent producers in wider
movements for change. At their best, these not only offer poor people better
control over the means of production, but also strengthen their forms of social
organisation and their capacity to work towards an equitable economic
system. (See also Chapter 3 and Chapter 6).

Producer groups are not, however, automatically based on democratic
participation and fair access to resources. They may well be hierarchical or
based on systems of patronage or exclusion, with unfair distribution of
profits, and low levels of participation. The kind of support and training they
need is likely to include financial and management skills.

Sometimes skills are 'upgraded' in the hope of earning higher incomes,
though there may be only a limited market for the improved product, and one
which is unfamiliar to small producers. Product or market diversification
gives producers greater security. An analysis of the risks and benefits of
different markets will in turn determine the producers' short and medium-
term needs for training, credit, and other inputs.

Marketing problems often arise because producers have failed to under-
take adequate market research and to develop marketing strategies (Millard,
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1996). Alternative trading organisations (ATOs) may assist producer groups
both in assessing the marketability of their products, and in gaining access to
international markets; such advice can represent a major contribution to
capacity-building.

Credit and microfinance
Difficulty in getting access to credit and related services is often the major
problem faced by small producers and artisans, and by women in general.For
instance, in Latin America and the Caribbean, only one in ten beneficiaries of
credit programmes is female (UNDP, 1996:4). Many development inter-
ventions in the production sector therefore focus on credit: well known
examples are the Self-employed Women's Association (SEWA) in India,
which has a woman-ran and fully independent bank; Grameen Bank in
Bangladesh, which also concentrates on lending for women's micro-enterprises;
and Banco Sol in Bolivia. Growth has enabled these organisations to deal
with micro-credit while also covering much of their costs through income
from interest and fees on loans. SEWA has also been successful in its efforts to
improve the situation of self-employed workers, through mobilising its
members in public campaigns.

Repayment rates in credit schemes are not unequivocally an indicator of
sustainable success: in Bangladesh, for example, poor women were repaying
their loans promptly, but in some cases it was their husbands who were
primarily benefiting from the borrowed money (Goetz and Sen Gupta, 1996).
Increases in household incomes through access to a loan may be very
modest, while economic security for micro-enterprises usually depends on a
range of other back-up services over and above credit. It may well be beyond
the scope and expertise of one NGO to offer the required range of services.

[AnjNGO should carefully and honestly assess whether it has the appropriate
skills and resources before beginning work. Acquiring or developing the
specialist skills is a long-term commitment which itself requires substantial
investment of funds. Poor people's needs for financial services are enduring
and long-term. An NGO considering whether to provide services must
understand the need for a commitment to do so for a considerable length of
time: the 30 years or more of a bank's existence, rather than the three to five
years of donor funding arrangements (Johnson and Rogaly, 1997:119).

External intervention in local financial markets thus requires a detailed
knowledge of how those markets function, of the social context, and of the
existing options for and constraints on small borrowers. This includes an
awareness of informal or self-run savings and credit schemes, such as 'chit
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clubs' or ROSCAs; links (or potential links) between the informal sector and
the fonnal banking system; and of the different practices and needs of men and
women. Lack of such knowledge can result in interventions that are damaging for
the very poorest, exposing them to high risks (Johnson and Rogaly, 1997:11).
For most NGOs, the most appropriate intervention may be to encourage people's
economic capacities through village banks or credit unions; to support training in
financial management; and to enable them to link up with specialised providers.

Access to credit may be needed over a long period as small businesses grow,
and to cover fluctuations in the profitability of small and micro-enterprises. It
may be used not only for income generation, but also to enable poor people to
protect their livelihoods against 'unforeseens' and so increase their overall
security: 'the poorest are likely to need to build up a degree of security before
investment and growth become possible' (Johnson and Rogaly, 1997:118). In
particular, microfinance services may support people's willingness and
capacity to save.

Examining financial sustainability

Financial sustainability is only one component of ensuring that schemes
are able to provide services in the long term; aspects of management and
organisational structure are equally critical. The organisational form may
be the most significant design element in relation to long-term sustain-
ability. Some NGOs have turned themselves into banks, but this is not
likely to be an option for most NGOs.

Pressures for financial self-sustainability are likely to produce
dilemmas for the organisation. An institution which increases loan size
may lose its focus on poor people; the strategy of deliberately including
better-off people in order to subsidise lending to the very poor requires
a clear organisational vision if it is to succeed.

• The monitoring and management of financial information is a
specialist area and should be recognised as such by building the
necessary skills among NGO staff or using outside specialists.

• Considerations of sustainability in both organisational and
financial terms need to be made from the outset; but even when a
project is already underway prospects for financial and organisational
sustainability should be addressed.

• In order to develop a sustainable organisation within the national
regulatory framework it may be necessary to undertake advocacy work
to change existing government policies.
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• The progress of the institution towards financial and organisational
sustainability is not the sole indicator of achievement. For organisations
with an agenda for poverty reduction, assessing the impact of the services
on users is essential (Johnson and Rogaly, 1997:71).

Income generation projects (IGPs)
Efforts to enhance the earning capacity of self-employed people or informal
sector micro-enterprises are known as income-generation projects (IGPs).
This type of project has been predominantly associated with women. A vast
amount of official and NGO funding has focused on IGPs supposedly to
'enhance the status of women', or to enable women to 'become economically
active'. Such projects

... need many resources to be viable and sustainable, including time (women's
labour), leadership, financial capital, physical assets, technology, skills, raw
materials, and marketing channels. Women first need access to these resources.
Next, women need to be able to acquire or use them at prices that are
comparable to those faced by other (men's) enterprises. Prices include both the
cash exchange value and the often unquantifiable transaction costs such as
the time, stress, uncertainty or travel required to obtain or use resources
(Kidder, 1996:23).

Proponents of IGPs argue that, unlike jobs in the formal sector, productive
activities can be carried out alongside women's normal household work. They
claim that the extra income can increase women's autonomy and change
intra-household relations; may enable women to challenge male domestic
violence; and can help in awareness-raising and collective strategising. Women's
IGPs may also offer an opportunity to expand women's existing skills and
organisational experience. There have certainly been cases, for instance
among Dalit women in Southern India, where the economic security afforded
by an IGP given them the confidence to participate in social and political life.

The success of IGPs is, however, patchy, for various reasons (Piza-Lopez
and March, 1992). In general, IGPs for women:

• are often seen not as a serious economic activity, but a way for women to
earn 'pin money'. Hence, they are not scrutinised in terms of viability and
sustainability: how much capital is needed? How much income will be
generated? Over what period? How will assets be distributed? Nor are they
based on solid market research.

• are often based on women's traditional activities (such as weaving) that are
themselves labour-intensive, gender-segregated, and geared to survival
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needs rather than to growth or profit. Further, these activities may normally
exist within relationships and networks of reciprocity that provide an in-kind
insurance policy or welfare provision.

• tend to cast women solely as self-employed entrepreneurs rather than
wage workers within the formal and regulated sector: this further locks them
into a fragmented informal sector (that is assumed to be homogeneous and
benign), rather than enabling them to enter the (unionised) job market.

• are often supported by donors and NGOs not primarily for economic
reasons, but as welfare interventions, or to meet other objectives (eg to provide
an 'entry point' for awareness-raising or social mobilisation). Different
objectives require different strategies and timeframes; further, donors and
participants may judge success or failure against different criteria.

• have tended to rely on a limited awareness of women's existing work
burden as well as other social relations and obligations, or have been super-
imposed upon these, on the assumption that cash income is better for women
than the non-cash support they may derive from such networks.

• have usually been based on a superficial understanding either of the wider
economic (policy, market and industrial) context, or of the micro-economy of
the area or sector in which they must function: being seen in isolation rather
than as part of a dynamic (global) system.

• have failed to meet the full range of training needs and skills (including
leadership and organisational management), or to help women to alter the
policy environment in which they are functioning by offering opportunities
for education and advocacy.

• are often seen as short-term projects rather than a long-term strategy, with
the result that women are disappointed and drop out when the expected
benefits do not materialise rapidly.

In addition, women commonly say that they fear making a success out of a
business enterprise lest their husbands demand the profits: one reason for the
popularity of women's banking services, and for collective savings and credit
schemes controlled by women.

For these and other reasons, women's IGPs often fail to survive the
withdrawal of external funding, and so are neither profitable nor sustainable,
and further undermine people's capacities and confidence. A group whose
activities increase its members' workload without offering material or other
benefits, is damaging to them. Far better to support women producers in
gaining access to resources such as land, credit, training, or representation
within existing producer groups, than to invent schemes that are of
questionable benefit. Indeed, supporting women's entry into the formal
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economy may provide them with as much income, security, and opportunity
to organise as they would gain within a fragile and isolated micro-enterprise
in the informal sector. Such an approach would place the stress on education
and training, to ensure that women enter the job market on favourable terms;
and on support for workers' representation.

Finally, it is vital that the donors' objectives coincide with those of the
people involved in a funded activity. It is indefensible to encourage poor
women to invest their time and energy in activities that are doomed to failure,
on the grounds that this will somehow 'empower' them, or give them useful
organisational experience. The problem is not in having objectives that
include both economic and empowerment goals; but in ensuring that all
parties agree on the relationship between them, and on how progress
towards them will be assessed.
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Civil society in the form of a multitude of vibrant and variegated
organisations can continue the process of development towards
integration, toivardsa more conscious society and a more conscious
individual, capable of redressing division and imbalance, experimenting
with new forms of meaning, creating new productive structures and
possibilities... This is people-centred development', as opposed to the
provision of services orthe struggleforpower (Kaplan, 1996:62-63).

There is truth in the old adage that there is strength in unity. If political
participation ...is uncoordinated it is unlikely to lead to change... it must
be coordinated into a constituency pushing certain concerns into policy
decisions and implementation mechanisms
(Butegwa in Reardon (ed), 1995: 60-61).

Introduction
Freedom of association is a fundamental right. Further, without the capacity
to mobilise, poor people have little influence on the social, economic, and
political processes affecting them. Overcoming oppression ultimately
depends on action by those whose interests are at stake: organising, gather-
ing support for their cause, and defending their rights. Outside agents, such
as NGOs, may stimulate action and encourage positive change, but cannot
themselves sustain it.

However, organising instead of depending on patronage — whether of
government officials, landowners, employers, money-lenders, elders, or male
relatives — also involves dangers. The risks are greatest for those who are
most vulnerable. For marginalised people to organise protests or resistance
requires great courage and self-confidence. Any such threat to existing power
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structures may meet with covert or even violent repression. Where the
known risks outweigh the potential benefits, it is not surprising that many
people prefer just to survive as best they can.

Strengthening people's ability to create or maintain organisations that can
represent and be accountable to them, is the essence of a capacity-building
approach. Forms of organisation are immensely varied; some are informal
and operate at a micro-level, others are concerned with shaping public policy,
or have international dimensions. People need support to build their capacity
to relate to each other in ways that enable them to tackle the causes of their
vulnerability; to enhance the quality of their participation in the processes of
social change.

People may set up organisations which relate to where they live, work, or
worship — or to what they believe, feel, care about, or need. In relatively
homogeneous settings in which resources are bounded (such as paddy rice
systems), cooperation may relate to production; in more diverse settings,
such as pastoralist or fishing communities, people's relationships with each
other may focus instead on forms of mutual insurance. An organisation may
offer cultural or occupational identity and peer support. Or it may be a
channel for action on issues as varied as wages, domestic violence, the rights
of asylum-seekers, land reform, public transport, or cruelty to animals. Some
have a representational mandate, such as labour unions which negotiate
through collective bargaining. Others, such as consciousness-raising groups,
may be more fluid in terms of their membership, and have a loose hierarchical
or organisational structure. Some forms of association may be traditional,
based around religion, ethnicity, kinship, marital status, or age: in this sense,
membership is not voluntary, but part of social identity. Others, such as pro-
fessional bodies, provide services to those meeting their membership criteria.

Organisations can also be socially exclusive, or serve to reinforce power
and privilege. Access and influence may be controlled by visible markers —
such as sex, age, or skin colour. Often, however, exclusion is indirect and
based on factors such as social class, upbringing, or religious faith. These forms
of exclusion may be deeply ingrained, so that to challenge them, for example,
through affirmative action policies or quotas, is seen as perverse or interfering
with 'nature'. Since they are embedded in and reflect their societies, institu-
tions, including NGOs, may well reproduce in their norms and practices the
very prejudices they seek to challenge (see Longwe, 1997; Goetz, 1995;
Goetz, 1996). Civil society organisations are not inherently benign: move-
ments based on racial, religious, ethnic, sexual, or political intolerance and
bigotry exist to a greater or lesser degree in most societies.

Since people organise for different reasons and in different ways, it may
not be feasible to transfer forms of organisation from one situation to another.

107



Capacity-Building: An Approach to People-Centred Development

It is essential for an NGO to understand the role(s) and objectives of an
organisation before deciding whether, how, and for what purpose to strengthen
it. To have a lasting impact, an organisation needs to be able to adapt;
organisational development is concerned with promoting and responding to
change, not with institutional stagnation.

Good practical, analytical, and managerial skills are essential if organlsatioas
are to function effectively and democratically. A capacity-building approach
focuses on what is right for the organisation and its constituency; the methods
and approaches preferred by donors may not always help its counterpart to
become autonomous. As we have stressed elsewhere, in any relationship that
is mediated by power and money, achieving such autonomy is easier said than
done: a donor may impose its views unwittingly, an organisation that needs
funds will naturally try to optimise its chances of support, and so seek to accom-
modate the wishes of its benefactor. But if NGOs adopt the planning and man-
agement tools favoured by their own donors (many of which were developed
in the corporate sector), this in turn places demands on their 'partners' or
'users' to conform with the bureaucratic requirements and priorities that arise
— however superfluous, top-down, or distorting these might be.

fojnce such procedures become the norm, then not only are the much vaunted
flexibility and cultural appropriateness of the NGOs denied expression but
they are vulnerable to strong pressure that NGOs should now recognise the
desirability of competing for development contracts with other organisations,
including private sector consultancy companies (Powell and Seddon, 1997:8).

The onus is on those who provide or channel funds to Southern coun-
terparts to foster a range of approaches to organisational development that
matches the range of organisations they support. Above all, they must avoid
equating their counterparts' compliance with their own management systems
and cultures with capacity-building.

This Chapter is divided into three main parts. The first describes four major
types of civil society organisation with which NGOs and donors work:
traditional or informal associations; membership-based bodies; those that are
sponsored by third parties (such as governments or NGOs); and NGOs. The
emphasis is on common approaches to strengthening organisations, whatever
their particular purposes and potential. This is followed by an account of
factors that affect all organisations, such as governance, representational legiti-
macy, and growth. This second part also describes problems which often
occur in relationships between donors, NGOs, and local organisations and
sets out ways in which to measure organisational health.

The third part covers aspects that are associated with effective manage-
ment, such as planning, monitoring, evaluation, and financial procedures.
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These are presented under separate headings, though they are intimately
linked. The way in which an organisation handles its resources is affected by
its values and structures. Since organisations evolve in response to their
environment, it is wrong to think in linear terms: appraisal, planning,
monitoring and evaluation should be continuous processes, with consider-
able movement between them. Rather than advocating specific methods, we
refer readers to more specialised publications1 that address how to choose
appropriate methods for particular contexts.

Organisational forms:
similarities, differences, and pitfalls
Whatever their precise form or purpose, organisations which represent poor
people can be a means to:

• offer mutual support and solidarity
• enhance self-esteem and collective confidence
• improve people's ability to combat injustice, through collective action
• be a forum for learning
• promote discussion and analysis of common concerns
• increase citizens' participation in the political process
• lobby on issues of direct interest
• demand access to government and other powerful officials
• negotiate with elites, official bodies, NGOs, and donors.

How they do these things depends on their origins, and the role(s) they
play within the wider social context. The legitimacy of an organisation lies in
its purpose, performance, and representational capacity. It may be counter-
productive to demand of a local parent-teachers' association the same
structures and controls (such as ballots, elections, bank accounts, and formal
procedures) that would suit a large membership organisation, such as a
federation of trades unions. The relationships between an organisation's
identity, values, and purpose, and its performance, systems, and structure are
usefully depicted in the diagrams overleaf.
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An Organisational Framework-Model I

(From Fowler et al, 1995:4)

INTERNAL ORGANISATION 'TO BE'

PURPOSE
IDENTITY
VISION
VALUES
STRATEGY

Culture
Leadership
Learning

Resources-
Human

Physical
Financial

Systems
and Structures

SUSTAINABLE
DEVELOPMENT

IMPROVING
LIVES

Community
Leaders

EXTERNAL
RELATIONSHIPS

IMPACT / EFFECTIVENESS

COMMUNITY LEVEL

EXTERNAL LINKAGES 'TO RELATE' PROGRAMME PERFORMANCE 'TO DO'

Model 1 divides the organisation into three key areas — Being, Doing, and
Relating — and emphasises 'the importance of seeing an organisation in
terms of what it does and who it relates to, not just in terms of its internal life'
(ibid.).

Model 2 prioritises the various attributes of a healthy organisation. Each
needs to fit with the other for the whole to be fully functional; in other words,
'form follows function' (ibid.).
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An Organisational Framework-Model II

(From Fowler etal, 1995:5)

MATERIAL AND
FINANCIAL

RESOURCES

- , 7
RELATIONS INTERNAL
(Donor, Government, ORGANISATION
Other NGOs, the Public)

PERFORMANCE
(Effectiveness
and Impact)

What each of these models shows, however, is that how an organisation
splits up these factors 'is less important than having a good reason for
[making] the choice' and then being fully consistent with it.

There are major differences between the representational roles, political
identities, and relationship with their constituency, of membership organisa-
tions and NGOs. Yet donors often blur these distinctions, expecting them to
behave similarly, and confomi to the same bureaucratic requirements. Referring
to all grant recipients as 'partners' and to all funded activities as 'projects'
further distorts the various relationships between those who raise and give
money, those who receive it, and those who are intended to benefit from it.

The following paragraphs describe some of the distinctive features of civil
society organisations that NGOs or donors often support. It is not suggested
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that all these characteristics are always present, or that others are not. What is
important is to recognise the nature of an organisation before seeking to
strengthen it; and to analyse how it is accountable to its members or its
constituencies, before accepting its claims to 'represent' them.

Traditional organisations
Existing or traditional organisations may strengthen and be strengthened by
the development process; or frustrate and perhaps be damaged by it. Such
organisations may have the authority and capacity to mobilise along village,
clan, religious, ethnic, age or gender lines. They may be a powerful force for
social cohesion and a focus for collective identity. However, while conferring
privileges on some, they may also severely constrain the rights of others. A
traditional organisation may co-exist with others, or be in conflict with them.
Traditional or religious leaders may also play a role in formal political bodies
and official institutions. This may confer legitimacy on the organisation, or be
a means through which outsiders can manipulate or co-opt it.

The legitimacy of these organisations may be recognised throughout the
community, though appearances can be deceptive. For instance, Chamula
communities in southern Mexico violently 'expelled' those who joined
Protestant Christian sects, even going to the lengths of destroying their few
possessions. Government and church authorities alike explained this by
invoking 'traditionalism'. However, Oxfam-funded anthropological research
showed that such expulsions were generally motivated by the traditional
leaders' refusal to tolerate any challenge to their own authority. Tradition was
invoked by them as a means to retain tight control over major economic
resources — and also provided a convenient pretext for the civil and religious
authorities not to intervene on behalf of the 'expelled'.

Even where traditional organisations are concerned mainly with cultural
issues, such as religion, kinship, and marriage, these significantly affect the
social, political and economic status of individuals, households, and social
groups. Certain beliefs and practices may be irreconcilable with the agendas
of development NGOs, particularly with regard to the civil and political rights
of women and girls, or of ethnic and religious minorities. 'Tradition' (often in
combination with revolutionary or fundamentalist ideologies) may be
invoked as a form of resistance to external forces which are seen as morally
decadent or culturally threatening. This was argued by religious leaders of the
Iranian Revolution in the 1970s, and more recently by the FAS in Algeria or by
the Taliban in Afghanistan. When the Taliban took control of Kabul in
September 1996, they announced that women would no longer be permitted
to work outside their homes, nor girls to attend school. At that time, Oxfam
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was employing local female staff in its relief and development programme in
Afghanistan, and had to suspend some of its operations which depended on
women workers. In Kabul and other towns, huge numbers of women worked
in schools and universities, in the health services, factories, and family
businesses. Many of them were the sole bread-winners for their families. One
women, prevented from earning a living, said 'The international community
need to do something... They need to put pressure, any pressure they can, to
demonstrate for the women in Afghanistan. Other women need to know
what is happening to us, we need their support' (Johnson, 1997).

Like any other social structure, however, traditional organisations evolve
by adapting to external changes or in response to challenges from within. For
instance, in the 23 countries in which it is represented, the Inter-African
Committee on Traditional Practices Affecting the Health of Women and
Children takes an active and critical stand on many practices (such as Female
Genital Mutilation and scarification) that are justified by some in the name of
tradition. This shows the importance of gathering a range of views on cultural
practices, not only those of traditional 'leaders'.

Membership organisations
Examples of membership organisations include labour unions, sports clubs,
political parties, research networks, professional guilds, and consumer
cooperatives. They are generally based either on functions or identities, or on
issues and interests. Most membership organisations exist to provide some
benefit to their members, though some — such as Amnesty International —
exist in order to support others. The common characteristic is that their
membership is voluntary. An organisation's ideological agenda does not
always determine how it functions or the quality of its work. It may profess
commitment to equality and participation, but itself be run on rigid,
doctrinaire, or patriarchal lines. A mismatch between an organisation's
purpose, and its ways of working, makes for instability.

People become members of organisations or networks either to gain some
benefit, or to show solidarity. Membership organisations may also have a
formal or defacto representative function. For instance, a union may repre-
sent members who have a grievance, as well as acting as a negotiating body
for members' collective rights; a political party should aim to represent the
views of its members. A membership organisation needs adequate mechan-
isms for two-way communication between leadership and members. Some
— co-operatives or mortgage societies, for instance — may need a legal
constitution, elected officers, formal assemblies, and audited accounts.
Others may not be legally constituted or recognised. However, features of
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internal democracy generally include regular consultative mechanisms, such
as assemblies or newsletters; open elections for officers and representatives;
and some method of approving the accounts.

Revenue may be raised from membership dues, fund-raising activities,
donations, and grants. Many organisations also seek external support for
activities such as training programmes, welfare services, legal advice, cultural
centres, and publications. If support is given to such activities, their status
needs to be clear: if managed within the elected structures, their direction
may be vulnerable to political interests; if semi-autonomous (run, for
instance, by paid staff), they may be more isolated from the formal structures,
but relatively immune from political 'in-fighting'.

NGOs and membership organisations often complement each other. An
NGO may do preparatory work with people who are not yet organised, or it
may offer training for membership organisations. In both cases, the NGO
seeks funds for work it does on behalf of others. The important distinction
between such 'brokerage' and representation is often blurred by NGOs and
donors alike. Membership organisations may in fact see NGOs as rivals for
funds and contacts, or a demobilising influence. For example, Honduran
peasant farmers' unions who were lobbying for land reform felt undermined
by a well-connected and prosperous local NGO which purchased land for
families enrolled in its social welfare and food-aid schemes.

Trades unions, a particular form of membership organisation, may be
legally prevented from receiving foreign funding. While the right of workers
to organise is internationally recognised, union leaders, members, and labour
lawyers, may well face harassment at local or national level. Millions of
workers, in particular young female employees of transnational companies,
are forbidden to unionise; and women and part-time workers are vastly
under-unionised worldwide. Companies in the so-called 'free trade zones'
are usually exempt from certain national labour laws, as are small companies.
Workers may be dissuaded from unionising either through fear of reprisals,
or through the offer of financial inducements by their employers. Others are
unable to join a union because of the nature of their employment contract.
For example, home-based workers who are sub-contracted by large
manufacturers, are largely unprotected by legislation or by membership of a
union. There are no reliable estimates for the millions who work in the
informal sector, or who are employed illegally.

A union's legitimacy depends on its representative function. However,
unions are commonly criticised for being over-bureaucratic, over-cen-
tralised, and poorly managed. It is also clear that, like other institutions, in
defending the interests of certain people, they may jeopardise those of others.
For instance, low levels of unionisation among women are commonly
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attributed by them to the fact that unions do not take their concerns seriously,
and that union leadership is male and its ethos patriarchal (though such
charges are not exclusive to unions). The extent to which a union actively
encourages internal debate on such issues is one measure of its health.

If union activity is subject to harassment or repression, a union may not be
able to hold open elections or mass meetings, or publish its views through
normal democratic means. In addition, if a union cannot deduct subscription
dues at source, it may be hard for it to cover its core activities. If its officers are
not allowed to undertake union activities in working hours, it is less likely that
women will participate — either because of their family responsibilities, or
because their husbands will not allow them to (Kassey Garba, 1997).

Educational programmes can help to build up capable and confident
middle and lower cadre representatives, and so strengthen the internal
democracy that is so vital to the health of any membership organisation.
Training in financial management, and in leadership and organisational
skills, such as knowing how to run meetings and workshops, or com-
municate and negotiate effectively, is vital. Trades unions may also be well
placed to undertake research, for example in the field of occupational health
and safety. The findings may be relevant not only to its members, but for other
workers, NGOs and policy-makers.

Organisations sponsored by external agencies

Many local organisations were set up by an external agency, often the state, a
religious body, or an NGO. State-sponsored co-operative and 'community-devel-
opment' initiatives, for example, have in some countries created a structure of
co-operatives or local councils (such as panchayats in India orpatronatos in
Latin America).

Initially, these strucaires were often under firm state control, and their ways of
working and structures were considered alien, complex, and unresponsive.
They were seldom am by or able to represent poor or disadvantaged people.
However, in combination with strong, independent organisations which can
lobby for change, they can become a vehicle for significant advances for
disadvantaged groups. Systems of quotas for Dalit women in Southern India,
as for women in several European countries, have brought women into public life
in ways that have both enhanced the representational capacity of public and
formal staictures, and benefited women in general. Similar 'power-sharing'
processes have taken place in relation to black representation in post-
apartheid South Africa, as in other multi-ethnic communities.

NGOs often encourage their intended beneficiaries to organise together,
sometimes to press for their own rights, sometimes for purposes defined by
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the NGO. Sometimes these organisations may assume a life of their own.
However, unless they are linked to wider independent movements, they can
easily become preoccupied with local activities and remain isolated and
limited. The range of NGO-sponsored organisations is as wide as that of
NGOs themselves. However, four main types are:

Ad hoc groups with short-term membership to cany out a specific activity. Examples
include literacy projects, savings and loan funds, immunisation programmes,
and social forestry schemes. Given their limited or short-term focus, such groups
are often not legally constituted, and may not outlive their immediate purpose.

Open-ended groups pursuing various social and economic issues may
originate in some form of local action, but develop in response to new needs
and challenges. For example, a squatters' union may become involved in
urban health and low-cost housing. These organisations may hold regular
meetings, and have a fixed membership, and an established programme, or
they may be semi-dormant, mobilising only when necessary.
Producer and consumer co-operatives are formally constituted and their
internal functioning may be subject to legal obligations. Formal registration
may bring a range of benefits, such as access to training, credit or marketing
facilities. Co-operatives are often organised into regional or national federations.

Issue-based groups are active on concerns such as women's rights or
campaigns to regulate the sale of pharmaceuticals. Organisational structures
may take the form of loose coalitions, or more formal affiliation to national or
international networks (see Chapter 7).

Development (non-profit) NGOs

These may be service-providing agencies, solidarity organisations, technical
assistance programmes, or confessional bodies: the size and diversity of the
NGO sector makes it difficult to produce universal typologies.2 The following
profile will help to situate a given NGO within its context, and indicate its
potential to catalyse or reinforce the capacities of poor people:

• ideological inspiration, eg, religious or non-confessional, political
affiliation, humanitarian, feminist

• institutional origin, eg religious body, union, political party, social
movement, educational establishment, professional body, international
agency or movement, 'parent' NGO

• field(s) of action, eg human rights, health, micro-enterprise
• social focus, eg disabled children, landless farmers, refugees
• scope, eg local, national, regional, international
• activities, eg adult literacy, farming, networking
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NGOs can also be characterised by their organisational form and ways of
working:

• formal identity, eg charity, federation, association, co-operative, collective
• source of funding, eg government or official donors, international or

national NGOs, own income and/or income in kind, membership fees,
fundraising efforts, local donations;

• scale of budgets, eg small annual grants, multi-million long-term
commitments

• staffing arrangements, eg volunteer support, professional staff; fixed-term
or tenured posts; social benefits (such as maternity leave, pension fund,
social security, in-kind benefits)

• staffing profile, eg proportion of women and men, and average age and
ethnic composition of staff at all levels; recaiitment policies

• decision-making structure, eg elected trustees, supporter assemblies,
executive line management

• institutional culture, eg associational, consultative, or hierarchical
management.

An NGO's way of working is affected largely by its relationships with the
various stakeholders indicated in these organisational profiles. According to
John Saxby (in Sogge et al, 1996, pp 42-43) the main types of NGO that are
involved in the aid chain are:

• Non-profit non-governmental enterprises largely financed by and account-
able to an official aid body.

• Agencies whose funding is largely from the state and from religious or
political constituencies, but not from the general public.

• Agencies funded by public and private donations, but with a disparate
formal constituency.

• Agencies that receive public and private donations, and also have a well-
defined constituency.

• Membership-based organisations, such as co-operatives, that also use their
own resources to reach out to non-members.

• Agencies that exist solely to raise funds to be disbursed via other organisations.

• Privately endowed foundations, in which the endowment managers are
accountable to the taistees.

While no one model or type of agency is intrinsically likely to be a better
vehicle for capacity-building activities than another, Saxby argues that the
'combination of sectoral expertise and secure membership/funding base' of
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the solidarity-based activities of membership organisations may 'make the
"traditional" agency passe' (ibid. p45).

Many claims are made about (and by) NGOs, for example, that they are
more efficient and cost-effective, that they are flexible and can adapt to
change, that they are unbureaucratic and favour participatory, democratic
approaches, and that they are accountable to and legitimate advocates of 'the
poor' by virtue of their proximity to them. Such claims are more easily
invoked than proven, and obviously gloss over the major differences among
NGOs, as well as some of the less welcome features of their ways of working
(Powell and Seddon, 1997).

Social organisation and NGOs

If their resources are to catalyse poor people's autonomy — their capacity to
organise around their own life options without undue physical, political or
socio-economic constraints upon them (Barrig and Wehkamp, 1995) —
NGOs must listen to what the women and men concerned have to say, rather
than rushing in to identify and solve their problems for them. They should
make themselves familiar with a situation before intervening in it, and
remember that there is no 'right' answer, and that people's needs and per-
spectives differ, and also evolve. Above all, they should be patient; capacity-
building for development is not a race against the clock, and sustainable
change requires time and effort.

As formal institutions, NGOs may have qualified staff, and be legally
accountable to a Board or to their flinders. Many NGOs offer their services
disinterestedly. Others are motivated by religious or ideological persuasions.
Most NGOs depend on raising funds via the public, the state, official donors
— or combinations of these.

While mechanisms for accountability to their donors may be inadequate,
NGOs' accountability to their beneficiaries is generally far worse (Edwards
and Hulme, 1995a, 1995b). This asymmetry can result in donors providing local
NGOs with resources (vehicles, equipment, staff) to build their capacity, while
being unaware of how these NGOs are viewed by the people on whose
behalf they work. Donors may judge NGOs in terms of their efficiency and
cost-effectiveness in complying with reporting requirements and managing
budgets. Yet these bureaucratic demands also exert a pressure that may ultimately
compromise an NGO's priorities and existing relationships with local groups.

The following paragraphs outline some common 'mis-matches' between
NGOs and various forms of social organisation. They indicate the need for
critical self-appraisal on the part of the intervening NGO and the organisa-
tion it aims to assist.
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Autonomy or dependence?
Representative organisations have a natural interest in being independent of
external support. However, assistance may be crucial in helping them to get
started, to expand into new areas, or develop new skills and ideas. Funding
NGOs usually make a time-bound commitment, and aim to reduce their inputs
over time. However, many organisations never evolve beyond this depen-
dence on external funding. ThLs may be because initial support was given without
clear agreements being reached about when it would cease; or because
progress is slower than expected, so that plans to phase out funding are
suspended, in order to prevent the organisation collapsing. In addition, if a
funding NGO has to justify its existence to its own donors, it may be reluctant
to 'release' the groups with which it works since their dependence shows that
its services are needed. There is an important distinction between supporting
people's own efforts, and trying to solve their problems for them. If NGOs
make themselves indispensable, by intervening on behalf of funded groups,
joining in their activities, or even becoming part of the internal management
structure, this can weaken people's capacity to act for themselves.

Many NGOs and donors distinguish between supporting an organisation's
activities, and funding its core functions (such as an office, salaries, and com-
munications). This may allow the funding agency to feel that it can withdraw
from the relationship relatively easily. However, as we shall see below, this
artificial distinction may perpetuate the counterpart's dependency.

Linking or blocking?
Very few villagers or slum-dwellers can choose which NGO will work with
them! They may be interested in what it offers, but indifferent to its beliefs and
motives; being funded by an NGO does not imply any wider identification
with what it represents.

An individual may belong to several organisations, and expect different
things of each. Sometimes, loyalties may conflict. For example, the union may
promote action (such as a land takeover) of which the church disapproves.
Or, as happened in Honduras, the church may strongly encourage educa-
tional and activities among peasant women which the union considers
'divisive' (described in Rowlands, 1997). An NGO may be involved on both
sides of such conflicts, and torn between competing loyalties. As an
interested party, however, an NGO should beware of trying to mediate; and
ensure that its practice conforms to its stated principles and values.

NGOs may aim to promote social organisation, but in fact keep close
control of 'their' beneficiaries, sometimes even blocking their contact with
those of 'rival' agencies. The reasons given may be that the other NGO has
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inappropriate working methods, is aligned with a different political faction,
or that the beneficiaries themselves lack the maturity to handle relations with
it.1 But if NGOs cannot relinquish control over those whose interests they
claim to serve, it is unlikely that their impact on them is empowering.

Processes or projects?
Social organisation and capacity-building are long-term processes. Problems
can occur if NGOs try to speed up the process by focusing on projects rather
than long-term strategies. In their anxiety to see quick results, NGOs may rely
on limited contacts or unrepresentative leaders; fail to invest in preparing
new or middle-level leaders; neglect people's practical and organisational
skills; overlook the need for a reliable resource base; or disregard the need for
the organisation to establish political independence through relationships
with government bodies (see Parasuraman and Vimalanathan, 1997).

Prime responsibility for assessment, decision-making, planning and evalu-
ating activities should rest with local people, even if this takes more time. If an
NGO dominates these processes, it not only disempowers, but may also
generate a dynamic in which people become involved chiefly to obtain the
benefits it appears to offer. However, the enthusiasm even of the most
committed may flag if anticipated benefits do not materialise. Problems may
be precipitated by the failure of a specific project, or by internal differences.
Any setback may generate a crisis: a split, an exodus, and a loss of legitimacy
and confidence. Some groups dissolve, while others re-emerge or re-structure
with a clearer sense of purpose — perhaps months or years later. Such
evolution is a natural part of organisational life. It is at such difficult junctures
that 'critical accompaniment' (with or without funding) is most needed. The
temptation, however, is for Northern NGOs and donors to regard such crises
as a sign of failure and to abandon their 'partners' to their fate.

Real achievements can generate collective self-confidence, though
without clear overall objectives it is easy to get lost in a mass of micro-actions.
Different inputs are needed at various stages in an organisation's evolution,
just as members' needs will also differ. For example, younger members may
need to practise public speaking; or it may be an urgent priority for all
members to learn about human rights legislation. Often lacking the skills and
organisational experience on which full participation depends, women's
forums may foster the collective strength which will ensure that their
concerns become organisational priorities.

Effective leadership is essential. Good leaders can inspire confidence,
articulate concerns, and forge links with relevant bodies such as banks,
government departments, NGOs or funders. However, those with the skills
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may not be ideal representatives, and it is unwise for any group to rely on one
or two individuals. An organisation can only represent people if they have
confidence in it, and access to its decision-makers. The organisation's leaders
must be chosen in ways that are considered fair. New or potential leaders
need time to gain confidence and practical experience in order to become
effective. Training a wide range of women and men in leadership skills may
be the best strategic contribution to strengthening the capacity of an organisa-
tion. Similarly, disputes over money are best pre-empted by ensuring
financial probity; and extensive training in money matters is a critical input in
organisational capacity-building.

The integrity of an organisation depends to some extent on whether its
members can hold leaders accountable, and remove them if necessary. Open
systems for sharing information, consulting members, and electing officers
are critical; and a strong regulatory framework can help to prevent corrup-
tion. This is as true of a food distribution committee in a refugee camp as it is
of an organisation as complex as the World Bank. However, it is not enough
for an organisation to be answerable only to those who are inside the system,
be they committee members or governments; it should also be accountable to
the wider constituency of'stakeholders'.

Expansion or enhancement?
In the 1980s, the term 'scaling-up' described the efforts of NGOs to increase
their impact, and ensure sustainability. The term implied that NGOs might
best enhance their impact through establishing effective 'synergistic' links,
whether through complementary activities or through confrontation (Clarke,
1991)- Much of the advocacy work undertaken by NGOs is justified precisely
in terms of trying to shape the policy environment within with local-level
initiatives might flourish.

However, the term became fashionable just when official donors were
turning to NGOs as channels for their own development aid. Today, as much
as 25 per cent of official development assistance from some countries is
channelled through NGOs; and about one-third of NGO resources actually
stem from government sources (Powell and Seddon, 1997:5). For NGOs, the
opportunity to expand by handling rapidly increasing budgets also encour-
aged them to 'scale-up' by filling the gaps in social provision resulting from
cuts in government spending.

The term has since been discarded by several NGOs, because 'scaling-up'
had come to be seen as another term for rapidly increasing staffing and
budgets, the size or number of projects funded, or the areas covered. Instead,
many NGOs today use phrases such as 'added value', or speak of 'widening',

121



Capacity-Building: An Approach to People-Centred Development

'deepening' or 'enhancing impact' in order to convey the sense that expan-
sion is only one way of doing this. Indeed, with stagnating or declining
revenues, some NGOs have concluded that the way to maximise their impact
is to 'scale down' their activities and become more focused.

Planned organisational growth can enhance efficiency and effectiveness.
However, expansion always exacts a price, and organisations can be
overwhelmed if they grow too fast, or if their members' expectations exceed
their capacity to respond. Even carefully planned growth can profoundly
alter an organisation's ethos and direction. As organisations become larger,
there is a need to formalise policies and procedures. Informality is replaced
by minuted meetings, circulars, and committees. Spontaneity is constrained
by hierarchies, job descriptions, schedules, and workplans. Leaders or
directors require detailed and up-to-date financial information and reports,
upon which renewed funding depends. Old forms of consultation are
replaced by line management, specialised departments, and compartment-
alised information. This in turn leads to the need for recruitment policies,
salary structures, and disciplinary procedures, along with induction, training,
and negotiation.4 If values and 'commitment' take second place to formal
qualifications and skills, it may seem as if the organisation has lost more than
it has gained. However, the 'professionalisation' that growth demands may
also protect individuals and groups from discrimination, and ensure that
people are fairly appointed and promoted.

Instead of assuming that expansion will necessarily strengthen an
organisation's capacities, it is important to ask:

• What exactly is the problem which growth will address?
• Is growth the only way of addressing it?
• How will the negative consequences of growth be avoided?
• What would happen if no growth took place?

Solidarity or salaries?
Membership organisations may pay their non-elected personnel a formal
wage, and offer a stipend plus expenses for their elected officers. When
donors decide to fund such organisations, conflicts of interest may arise. If
elected officers are paid from donated funds, their accountability is distorted,
especially if they are also responsible for negotiating grant renewals.

Some aid agencies believe that community-based workers should be
voluntary or paid only in-kind, believing that to earn an income from this
work may compromise their relationship with the community. Others argue
that without remuneration, only those with material and social support can
afford to volunteer — and that volunteers cannot easily be held accountable
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for their performance. Ethical as well as practical questions arise in expecting
poor people to work for nothing, especially when aid agency workers are them-
selves paid. On the other hand, serious problems can arise if community-
based workers become dependent on an income which itself depends on
decisions of foreign funding agencies, which provide no security or
insurance against job loss (Parasuraman and Vimalanathan, 1997:ii).

There are no easy answers to these problems. Agencies need to be aware
of potential difficulties, and ensure that funding decisions do not undermine
existing forms of solidarity by raising expectations that cannot be met, or by
distorting existing forms of internal accountability.

Capital assets: consolidation or distraction?

Computers

All organisations have communication needs. Computers are invaluable
where large quantities of data need to be stored, retrieved, and analysed.
They are also essential for organisations involved in networking.

Rapid growth in information technology (IT) means that many Southern
organisations have already by-passed some of the older and costlier forms of
telecommunication. For instance, the Latin American Social Science Council
(CLACSO) in Buenos Aires is ahead of its European counterparts in its use of
electronic scholarly networks. (But see also Chapter 7 for a more critical
account).

However, IT equipment is often purchased or donated by Northern
agencies without proper consideration of how, where, why, and by whom it
will be used; whether it is compatible with existing systems; and whether
local support is available. Conversely, opportunities for using IT are not taken
up by local organisations because they lack advice on how it could help their
work; or because the donor does not appreciate its relevance, or views it as
inappropriately 'high-tech' for its Southern counterpart.

The cost of installing and running IT should not as a rule exceed 10 per cent
of an organisation's total start-up costs (unless it needs desk-top publishing
software and high quality printers). Running costs over three years are about
the same as the purchase price. Software can comprise one-third of the IT
investment. If a donor is funding the purchase and installation of computer
equipment, it should also include provision for the essential software
packages as well as maintenance costs, and initial and follow-up training.

Vehicles

For many organisations, the cost of purchasing and ainning vehicles is the
single biggest item in their budget after salaries. A vehicle can contribute

123



Capacity-Building: An Approach to People-Centred Development

to an organisation's capacity by making it more efficient or by expanding
the geographical area in which it works.

Before investing in some form of transport, an organisation must consider
what has to be carried, where, by whom, and how often? What are the altern-
atives: public transport, taxis, vehicle hire, motorcycles, bicycles, animals? A
reciprocal arrangement or vehicle share? Three examples, all from Oxfam's
experience in Honduras, illustrate some creative, low-cost responses to these
questions:

• A parish committee wanted to buy a pick-up truck to reduce the hours
which community workers spent walking from one hamlet to another. On
reflection, however, they decided that instead of a vehicle, which only one
person could use at a time and which would bind them into long-term
dependence on aid, they would seek money for the purchase and veterinary
costs for six mules — cheaper to buy and to sustain, and less ostentatious
than a vehicle.

• The co-ordinating committee of a women's organisation spent several
days each month travelling in uncomfortable buses across the country. They
could have worked far more efficiently had they owned a vehicle. But this
idea had never occurred to them, because none could drive or had consider-
ed learning. A practical (and transferable) contribution to capacity-building
was the offer to pay for driving lessons.

• An alternative to repeated requests for vehicles from local organisations
was to purchase a 'pool car'. This was administered by a reliable local NGO,
which undertook to ensure that it was properly maintained and fairly
allocated, and used only for agreed purposes. Users paid a small contribution
to the cost of maintenance and depreciation. Thus one vehicle served a wide
range of organisations for many years. This arrangement not only met a
practical need, but also served to establish trust where none had previously
existed: a spin-off was the collective responsibility and solidarity thus generated.

A vehicle takes time, money, and effort to maintain, and an organisation's
ability to provide these should be carefully assessed. While simple mainten-
ance may be easily absorbed in a core budget, major servicing and repairs
require spare parts, workshop equipment and a trained motor mechanic. A
financial commitment must be made for several years to cover running and
maintenance costs and depreciation. Even if a vehicle costs only 10 cents per
kilometre to am, this amounts to US$2,000 a year for an average of 20,000
kilometres. A well-maintained vehicle may give good service for about seven
years, after which it is generally cheaper to sell it.

Unlike other capital investments, owning a vehicle brings legal obligations
— it must be taxed, licensed, and insured; and every driver must hold a valid
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licence. Legal arrangements are needed against the possibility that the
organisation might dispose of its assets: sometimes an NGO has folded, and
its vehicle and other assets have simply been inherited by individual workers.

Access to its vehicle can be a remarkably divisive issue within an organisa-
tion. It is a mark of status and privilege, and so may exacerbate rather than
reduce any existing tensions concerning the abuse of power. The private use
of an office vehicle is often seen as a 'perk' for favoured staff members. Once
such informal benefits become institutionalised, it is difficult to remove them.
For this reason, many organisations prohibit or regulate private use.

It is also common for men to monopolise office vehicles, either because of
their place in the hierarchy, or because women have not learned to drive, or
because of prejudices about female drivers. Donor agencies may redress this
by facilitating lessons for women in driving and vehicle maintenance.

Organisational knowledge: assessment and self-appraisal

A constructive relationship between a Northern agency and its Southern
counterpart depends, among other things, on both having a clear vision of
what each has to offer and can expect. In the past, assessment and evaluation
were seen as 'snapshots' that Northern agencies took of their partners before,
during, and after disbursing funds to them. Today, they are increasingly seen
as two-way processes:

... organisational assessment should not be seen as a one-off exercise but as an
ongoing process in the life of a healthy NGO with structured periods ofrevieiv
and reflection. It is then more likely that the organisation will learn more
effectively and be able to monitor and manage change and development over
tfrae(Fowleret al, 1995:3).

Stakeholder analysis
This became fashionable in the early 1990s, particularly among Northern NGOs
that adopted the strategic planning (SP) model. It involves an examination of
the motives of the various stakeholders in an organisation, the external pressures
upon them, and the ways in which accountability to them is exercised. A
stakeholder analysis can indicate whether the interests of the stakeholders
are compatible, and if there is a need to negotiate on competing expectations
and priorities.

In an NGO context, the stakeholders are likely to include all or some of the
following (Moore et al, 1995):
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• owner, shareholders, members, Trustees
• financier, investors, official and individual donors
• user, customers, owner-users, counterparts, direct or indirect beneficiaries
• regulator, responsible for ensuring that an organisation meets its legal

obligations
• political superior, within a hierarchy, or in terms of providing the overall

regulatory framework for the organisation's actions (usually the government)
• 'Mafia': people who can push for an organisation to act in different, some-

times illegal, ways
• staff, paid and volunteer.

Some NGOs have formal mechanisms for meeting certain stakeholder
interests — such as staff assemblies, trustee committees, unions or other
negotiating structures, or regular dialogue with the formal regulatory bodies.
Relatively few international NGOs, however, have structures which allow
their Southern counterparts or beneficiaries to exert pressure on them. Some
observers regard this asymmetry as a fatal ethical flaw, and one that gravely
compromises the legitimacy of NGOs (see, for instance, Sogge et al, 1996).

Social audit
This is a tool for assessing the performance of an organisation, rather like a
financial audit of its accounts. In a social audit, an organisation reports on its
social impact and ethical behaviour in relation to its own aims and from the
perspectives of its stakeholders. The audit is public, regular, and externally
validated. The New Economics Foundation (NEF), which promotes this
process in the voluntary as well as the private sector, finds that the closer the
link between an organisation's values and its actual behaviour, the better its
performance.5

Social relations analysis
This has developed furthest in the field of gender studies, where feminist
research has shown some of the mechanisms whereby an organisation repro-
duces prevailing social values even when it claims to do otherwise. Tracing
the differential impacts of an organisation's work on women and on men can
reveal the structures, practices, and agents that embody and promote gender
interests. These are often 'embedded in the structures and hierarchies of
institutions, in the conditions and requirements for access and participation,
in their incentive and accountability structures' (Goetz, 1996:3). A similar
approach could be taken with respect to race, ethnicity, socio-economic
class, or age. The following table summarises the types of questions to ask.

126



Investing in organisations

A gender profile of institutions

(Drawn up by Chris Roche, to summarise Goetz, 1996:5-7.)

Institutional
and organisational

history

Who was involved in establishing
the organisation? Who was not?
How was this done?

Ideology What are the academic disciplines and ideologies
that animate the organisation?
What are the underlying assumptions these tend
to make about gender roles?

Participants Who makes up the organisation?
What is the gender division of labour?
What is the gender and hierarchy profile
in the organisation?

Space and time Are working hours conducive to women employees?
Are meetings or social activities held at times which
might hinder women's participation?
Is provision made for career breaks, childcare, etc?
Does the organisation demand travel away from
home as part of the job?

Authority structures Can women command authority for their approaches
and views within the organisation? Do women have
to take on 'male attributes' to be heard? What
achievements are valued in the organisation?

Incentives,
accountability,

and organisational
resourcing

On what do performance targets tend to focus:
more on quantitative than qualitative targets?
To whom is accountability mainly oriented:
upwards, downwards, or horizontally?

Appreciative Inquiry (AI)
This represents an alternative to the conventional problem-solving approach,
regarding a healthy organisation not so much a well-oiled machine as a living
thing that will respond positively to affirmation. Through Listening
Workshops, AI seeks to affirm those moments ('peak experiences') during
which stakeholders felt satisfaction or a sense of worth and belonging
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through their participation in the organisation's activities, and to envision a
future based on these values. Instead of identifying and analysing problems,
causes, and possible solutions, AI aims 'to appreciate and value the best of
what there is, envision what might be, dialogue what should be, and innovate
what will be'. Beyond the staple ingredients of 'transparent management systems,
clear communication, participatory work approaches', other elements will vary
considerably from one organisation and culture to another (Postma, 1997).

Historic analysis
Since organisations are constantly evolving, it is important to establish their
history, and what experiences and values will shape their future. This
includes looking at the prevailing intellectual and political climate during
major phases in an organisation's development; the formal and informal
structures and divisions within it; the background behind the organisation's
identity, values, ailes, and norms and its management of accountability; and
how it codifies and learns from its experience.

Further ways to build up an organisational picture may include an
examination of its own literature (both public and 'grey' literature, such as
unpublished reports, policy documents, grants lists), financial accounts, and
discussions with staff, former staff, and representatives of those supported by
its work (Roche, 1998).

The five approaches outlined above can be used in combination with each
other, and with other methods. Self-appraisal processes are often facilitated
by an outside expert who can hold 'a critical mirror' to it by helping its
members to ask 'the right question at the right time, the one question which
will elicit further self-reflection and growing awareness..' (Kaplan, 1996:114).
The question of organisational learning will be considered in Chapter 9.

Organisational skills: planning, monitoring,
evaluation, and financial management
However modest an organisation's scope and objectives, its work must be
planned and properly resourced, and lessons drawn from its successes and
setbacks. If these skills are firmly rooted within the organisation, they will
make a sustained contribution to its wider capacities. If organisations adopt
rigid approaches to planning, monitoring, and evaluation, or see these simply
as technical procedures, it is likely that they will become a burden rather than
a tool for self-reliance. Northern funding agencies often export their own
preferred methods, sometimes as an actual or perceived condition of funding
(Powell and Seddon, 1997; Riddell, 1997; Ardon, 1997). It is doubtful that
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techniques that are imposed on the recipients of aid, especially if these are
culturally or politically alien, contribute to building organisational capacity.

Interest in capacity-building has produced a gradual move from the focus
on project management, towards more general management training. The
following sections sketch out some areas in which organisational capacities
are needed, and in which outsiders may assist. These include planning,
monitoring, evaluation, financial management, and fund-raising.

Planning
One of the most important lessons for me following the genocide in Rwanda
was that in certain situations, the planning and preparation process
completely fails. In such situations, it is not only necessary to improvise hut,
above all, to be capable of improvising... Thesadlessonformewasthative
are at times overwhelmed, that ive must have the flexibility, the imagination,
and the creativity to adapt for the unforeseeable
(Esther Mujawayo, Oxfam's Deputy Country Representative for Rwanda,
Central Africa, quoted in Buell, 1996:3).

Planning is closely linked to self-appraisal, and provides a framework
within which an organisation and its constituency can affirm what it wants to
do, and how it will do it. Monitoring and evaluation are feedback mechan-
isms to ensure that problems are identified and dealt with, and that lessons
can be learned and applied in future planning. However, plans and realities
are not the same thing. Strategic planning should offer scope for flexibility
and creativity. A strategy gives the agreed parameters within which staff can
improvise. The confidence this gives is itself empowering.

Sadly, planning is often seen as a technical and top-down exercise that
focuses more on the elaboration of written documents than on the processes
to which these relate.6 Essentially, a plan is a 'to do' list, in which performance
can be measured in terms of how many items have been achieved. Strategic
planning, however, aims to bring together the kind of self-appraisal described
in the preceding section, with an analysis of the wider environment, in order
to set the broad directions for the future. As its proponents argue, SP is about
management, not about planning systems perse. No amount of planning will
compensate for weak analysis, poor management, or low morale.

Whatever its limitations, the SP process may help to create consensus
around a shared sense of purpose, as well as prompting an organisation to
look beyond itself in order to:

• define what it is and wants to be
• identify external trends relevant to its success or failure
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• identify strategic issues and how to address them
• establish its priorities
• identify its strengths and weaknesses
• be more effective
• agree monitoring and evaluation criteria
• allocate resources, including for training and personnel development
• achieve standards of excellence.

All organisations experience tensions between what they have done before,
what they are doing now, and what they would like to do. Their success will
depend on a combination of factors, of which planning is but one. These
include: participation by the ultimate beneficiaries of the organisation's work;
strong and effective leadership and management; committed and appro-
priately rewarded staff; a favourable external environment, including good
relations with government; and decentralised decision-making.

Much NGO planning activity revolves around project management. But
development does not depend on projects, however well planned and managed,
unless these are geared to strengthening participants' existing capacities as
well as developing new ones. Effectiveness and sustainability depend on
'bottom-up' participation in the design and management of projects.

Questions might include:

• What is the problem (or set of problems) to be addressed?
• What are the power relations in terms of class, race, gender or age giving

rise to (or intersecting with) this problem?
• Who defined the problem, and who experiences it?
• What capacity to address the problem do women and men already possess?
• How does the planned activity strengthen (or weaken) this?
• What capacities exists (or are needed) to sustain the project, in terms of

organisational ability, labour, time, material resources, and commitment?

Short-temi objectives (or targets) enable an organisation to review progress
towards its long-term aims; and these targets are often related to projects or
programmes. For example, an NGO might aim to enhance the economic
well-being and autonomy of women-maintained households in a low-
income neighbourhood. The objectives of its education project are to provide
vocational training, child-care facilities, and employment opportunities for x
number of women over x years. It will monitor progress against these targets,
and evaluate results against the central aims.

However, reaching such targets should not become an artificial impera-
tive. Targets and indicators of progress change over time. Social processes are
uneven and unpredictable, and projects are only a microscopic part of the
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wider environment: they cannot prevent the devastation of an earthquake,
stop a massacre, or reverse the impact of economic structural adjustment; and gains
achieved at an earlier time may subsequently be lost, or become inappropriate.

Monitoring

methodical way. Monitoring systems should be simple and efficient, so that
they can be readily incorporated in day-to-day routines. Ideally, monitoring
should be done by 'front-line' teams who will restrict the collection of data to
what is relevant and useful.

Monitoring helps to:

• check assumptions and hypotheses against performance
• chart progress and achievements
• detect unintended results, both positive and negative
• identify difficulties
• plot trends
• account for resources
• indicate where and how the plan should be adjusted
• improve future practice.

Appropriate monitoring indicators relate to the aims, objectives and specific
activities of the planned work, and must reflect the evolving concerns of
intended beneficiaries. Quantitative indicators are easier to handle, but qualita-
tive indicators are always needed to reveal the full picture. For example,
attendance rates in an adult literacy project will not provide much insight into
the quality of people's participation, what this meant to them, or how to remove
the constraints on them. Further exploration might show that women's family
respoasibilities prohibit them from attending regularly; that they cannot concen-
trate because their children are always with them; that men undermine women's
participation in mixed sessions; or that the teaching materials use negative
gender stereotypes or are focused on 'male' topics. Such qualitative information
gives the organisation far greater insight into how to improve its work.

Assessing impact: a multi-faceted task

Ox/am's Health Policy Adviser visited a women's health project working
in both the Albanian and Serbian sides of Kosovo, and elicited the range
of indicators or parameters that activists and medical staff were using to
measure impact in the population and changes in themselves.
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Activists' parameters for changes in their lives:
• They listen more to people.
• There is a sense of solidarity and increased self-esteem.
• Activists apply what they learn.

Activists' parameters for impact on women's lives:
• The women come and talk; they are interested, and ask questions.
• There are more visits to gynaecologists.

Doctors' indicators of success:
• Women are interested: they come back, ask questions, ask for more sessions

on the same topic, talk about topics for the next meeting, are more confi-
dent talking to doctors especially as compared with private medical
consultations. Changes in women's behaviour when talking to doctors
may also reflect die differences in doctors' attitudes between the friendly
equal terms of the health meetings and their more authoritarian
approach during consultancies.

• More children from the target villages taken for vaccination.
• Women attend clinics for gynaecological check-ups. Some of these

women may never have talked to a doctor before.
• Young girls have the courage to seek medical help for neglected

problems, eg a girl went to check a lump in her breast which had teen
ignored for a long time.

Coordinators' indicators of change and impact:
• Her mother communicated to her all the health messages from one

session because a play had teen used: 'No way my mother would
remember all this through lecturing'.

• Women are interested. For example, a young mother left her 6-week
old baby at home, telling her husband, 'if you tie me up, I will still go to
these meetings'.

• When a woman misses a meeting, she asks others what they learned.

Changes in the lives of activists and village women:
• Activists are free to talk, though the village women still feel inhibited.
• Initially, the activists were afraid that people would laugh at them

behind their backs, but now they have more confidence.
• There is a girls' volleyball team who are planning to play in other

villages to demonstrate girls' capabilities and to encourage other girls
to join sports activities.

• The activists feel connected to each other and they like spending time
together as friends.
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'At the beginning, I did the work because of my concern for the village,
now I do it also because I value the work itself and value working with
other women'.
'I used to dislike to talk or listen to women, especially the uneducated
ones. Now I love talking with them. When women used to come to my
house, I used to go and watch TV and did not like listening to their
problems. Now I am closer to them'.
'After a disability-awareness session with the Oxfam disability adviser,
I visited a house with a disabled child. The woman was very happy
because she has no contacts to help her with her disabled child, has no
information about where to get help, and kept the child closed up for
seven years!' (Kamal Smith, 1996)

Monitoring may be done by routinely gathering information, or by methods
such as spot-checks, visits, meetings, audits or reports. The following ques-
tions give some insight into what makes a good monitoring system (following
Roche, personal communication):

• Does it focus on what is important?
• Is it simple? How many key indicators is each manager monitoring?
• Who participates in, uses, and understands the system? (Beneficiaries, staff

members.trustees?)
• Does the system 'reward' people for the quantity of data collected, or for its

usefulness to front-line staff?
• Are the data easily assimilated?
• Do all staff (and particularly front-line staff) actually use the monitoring

system?
• Are the data disaggregated by sex, age, etc.?
• Does the system allow evolution to be measured according to the different

priorities of different interest groups?
• Does it reveal progress towards or deviation from overall goals?
• Is there more than one channel for monitoring information, ie are there

checks and balances to verify information?
• What mechanisms exist for ensuring feedback into new programming

phases?
• Who is responsible for the monitoring system? Who is monitoring the

monitoring system? On what basis are changes made?
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Evaluation
The capacity of an organisation critically to evaluate its own work is a measure of
its maturity. The processes and methods by which it does so may vary, but should
be appropriate for the organisation and its overall aims. Evaluation is concerned as
much with the future as with the past: assessing the results of past actions, in
order to incorporate the lessons in future planning. By evaluating its performance,
an organisation can:

• determine how far the various aims and objectives have been met;
• assess the relevance, effectiveness, efficiency, impact, and sustainability of

what has been achieved;
• reconsider, in the light of experience, the validity of the assumptions
behind the original plan;
• indicate what insights can be offered to improve broader development
policy and practice;
• improve its capacity.

Evaluation is not a one-off exercise, or something which can be 'tacked on'
as an afterthought. Like monitoring, it is part of the way in which an organisa-
tion ensures that its work is constantly under critical review. However, while
monitoring is focused on progress towards a set of goals, evaluation may
question the goals themselves. Evaluation should enable an organisation to
assess achievement as well as failure, and to learn from mistakes.

However, formal evaluations are sometimes depend also on the wishes of its
donors, who may insist on a particular methodology, or on choosing the evaluators.
An evaluation process depends on trust, which requires a frank acknowledge-
ment of the distribution of power, between donor and recipient,decision-makers
and those affected by their decisions, the agency calling for an evaluation and
the organisation that is being evaluated. Each of these Ls accountable to different
constituencies, whose needs and interests may not coincide. If an evaluation
is linked to funding decisions or some hidden agenda, those on the receiving
end are likely to find the process undermining rather than affirmatory.

On the receiving end of evaluation

The Muvlmento de Organizacao Comunitaria (MOC) is a multi-
disciplinary advisory centre that has worked in north-east Brazil for some
30years. Oxfam began funding MOC's work in 1972, and in 1990 it
commissioned another Brazilian NGO to evaluate it. Here, MOC reflects
on this experience, and draws out some basic principles for good practice.
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NGOs, including MOC, usually include evaluation in their on-going
activities. Often, however, donor agencies insist on evaluations with
very specific and detailed objectives, to involve or be coordinated by
outsiders. This was what Oxfam proposed. How did we feel about it?

The first question was whether we could realistically say 'No' to the
proposal. After all, we were dealing with our flinders. In the end, we felt
we couldn't very well refuse... Another issue worried us: who would
carry out the evaluation? What would their connections be? What
ideological positions would they represent? And who would see the
final report?... The possible repercussions arising from the evaluation
were a real worry for us. This has a lot to do with how the funding
agencies behave and pool information among themselves. For example,
some were asking us to share the report with them, even before the
information-gathering phase had been completed.

Another issue was that, since we were being evaluated, our own
competence was implicitly on the line. To an extent, the survival of the
organisation was in the balance. But who is to say what competence
means in the context of social organisation? Oxfam always claimed that
the evaluation had nothing to do with whether funding would continue
or not. Our own feeling, however, was that any new grants would
depend crucially on a positive outcome from the evaluation ...

Because of what it represented, the evaluation was in fact a burden,
whatever the good intentions of the evaluators. Not everyone felt like
going along with it. Sometimes, we got the feeling that we were under
surveillance ... While we had seen evaluation as a process and not as a
document, what predominated was the fixation on the report. Since this
was one with which we did not agree, the gap between ourselves and the
evaluators grew wider...

We believe that there are some useful lessons to come out of this
process, which can help everyone involved in evaluations.

• An evaluation proposal must be discussed fully and clearly, allowing
everyone to explain their particular way of seeing things, express their
expectations, and explore their concerns, in order to reduce the scope
for misunderstandings.

• We Southern NGOs must develop the capacity to reflect on our work
and be clear about when and under what conditions we think
evaluations should take place. In this way, we can also be
straightforward and open with Northern donor agencies in deciding,
on a more objective basis, whether it is appropriate to embark on any
particular evaluation process. In our opinion, we are rarely free to do
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this. And what would the Northern NGOs think of the idea? What is
certain is that, at the moment, we get involved in one evaluation after
another, without any of them really helping us to be more effective in
achieving our aims.

• It is imperative to ensure a proper match between the nature of the
work to be evaluated and the expertise of the evaluators, especially in
the area of social organisation. Only then will an appropriate
methodology be agreed.

• In our view, it is crucial that evaluation should be a collective process,
not one in which we are treated or made to feel as though we are just
an object. The main thing is that evaluation should help us to think
more deeply about what we are doing, drawing the lessons and
redirecting our work, if necessary. We have no wish to be objects of
studies and research.

• Donor agencies and local organisations need to learn how to deal with
the question of evaluation more calmly, more self-critically, and more
honestly. Of course, evaluation is absolutely fundamental: it has to
happen and should never be ignored. But decisions cannot te made
unilaterally, because so much depends on timing, practicalities, the
choice of evaluators, and so on. Everyone involved needs to
understand the objectives and agree with the choice of evaluation
methods. For the most part, academic research methodologies are
inappropriate for evaluating social organisation work (Movimento de
OrganizacaoComunitaria, 1993: 209-212).

Approaches to evaluation
In a development and relief context, the aim of evaluation is to enhance
efforts to overcome poverty and injustice. Except in the case of highly tech-
nical interventions, it focuses on correlating the activities being undertaken
and wider impacts, since causation can seldom be proved, and people may
be affected in different ways by the activities. Evaluations can be informal or
formal, or a mixture of the two. What matters is that the organisation
concerned is clear about the role of evaluation in its work. Where several
parties are involved (eg a donor agency, a local NGO, and a community
group) it is also important to be open about how any findings will inform their
respective decisions.

Evaluation is often informal and self-managed: self- or auto-evaluation,
participatory evaluation, and user evaluation. (The characteristics of each are
described in Eade and Williams, 1995; and Rubin, 1995.) Informal does not
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mean unplanned, and regular or occasional 'stock-taking' exercises may
complement routine monitoring. Nor does it necessarily mean low-cost,
though it is invariably cheaper and more efficient to deal with problems as
they arise than to wait for a major formal exercise.

Infonnal evaluation is a measure of an organisation's own self-critical capacity.
However, major issues may be avoided because to tackle them involves
challenging individuals, hierarchies, or prejudices. Where certain individuals
or groups are marginalised from decision-making, or where internal account-
ability and policy review are deficient, self-evaluation is more likely to
confirm the status quo than to alter it (see, for instance, Goetz, 1996). External
facilitation may enable critical issues to be dealt with in a more constaictive way.

User evaluation goes one step further in seeking feedback from everyone
involved in a given activity, in order to agree on practical and immediate
solutions to any shortcomings. A simple example is that of workshop partici-
pants being asked to state their expectations at the start of each session, and
to share their evaluations with a steering committee, so that the programme
can be modified. As social auditing does on a more public scale, user evalua-
tion can foster mutual accountability, in particular to those who are intended
to benefit from the intervention. If NGOs and donor agencies are committed
to capacity-building, they should actively seek this kind of critical feedback
from beneficiaries, and act on it.

Formal evaluations are major exercises with agreed Terms of Reference
(TOR), usually led by external evaluators. They can be expensive and time-
consuming, and are justified only if major policy issues are at stake, or when it
is important for political or financial reasons to subject the programme or
organisation to external scrutiny.

Formal evaluations are classified according to when they are conducted.
An 'ex-anteevaluation' is the initial planning stage. A 'mid-term evaluation' is
conducted during implementation, to review progress and make any major
adjustments. 'Final' or 'ex-postevaluation' takes place at the end of a project's
activities.

While informal evaluation may require a few days per month for compiling
and reviewing data, a major formal exercise takes months of preparation,
some weeks of concentrated fieldwork, and lengthy negotiation on the
recommendations. The opportunity cost for the people who will be inter-
viewed may be considerable. Formal evaluations usually report in the language
of the donor agency, though some way should be found of sharing the
findings locally, for instance through workshops or discussions, audio-visual
presentations, or summaries in local languages.

Whatever the form of an evaluation, its purpose is to strengthen the
capacities of the organisation. The following paragraphs focus on ways to
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integrate the interests of donor agencies and those whose work is being
evaluated.

Priorities: The interests to be reconciled include those of the intended
beneficiaries, intermediaries, funders, and constituencies. Without a
process for negotiating between these stakeholders, the most powerful is
likely to predominate. The priorities for evaluation should reflect the
values that shape the work. They are also influenced by how the evalua-
tion is to be used. For example, an NGO may conduct a thematic evalua-
tion to make comparisons among different areas, and so may look at the
cost-effectiveness of each operation. But if it wishes simply to improve
what it is doing in one location, then an evaluation might analyse the
main areas of difficulty and come up with alternatives.

Criteria: Initial monitoring and evaluation indicators should be agreed
among stakeholders, particularly beneficiaries. However, these indicators
may change over time, perhaps as a result of the intervention. It is as
important to record any such evolution as to measure achievements against
the initial indicators.

There needs also be to a sensitive balance between quantitative and quali-
tative indicators, reflecting the relationship between long-term aims and
short-term objectives. For example, the aim of an HIV/AIDS education pro-
gramme might be to change people's sexual behaviour: something which will
take years to promote, is hard to prove, and must be sustained after the pro-
gramme is over. Methods might include various awareness-raising approaches:
public conferences, radio slots, poster campaigns, public health education,
AIDS support groups, and lobbying of local health professionals; as well as
on-demand condom distribution. It may be viable to quantify the specific activities
undertaken. But it would be unrealistic to measure long-term impact within the
lifetime of the programme; or to attribute a simple cause and effect relatioaship
between the services provided and changes in personal behaviour. The absence
of 'hard proof does not mean, however, that no conclusions can be drawn
about the likely relationship between the programme and its wider impacts.

Scope: Evaluation may be comprehensive or focused. For example, an
NGO may have several programmes, each funded by a different donor. A
global evaluation would be a better measure of effectiveness than
focusing narrowly on the activities funded by a single donor. Certain
aspects may need to be more fully examined than others. Impact,
effectiveness, efficiency, relevance, and sustainability are context-specific
and must be appropriately interpreted within the broader environment,
by examining the perspectives of different interest groups.
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People may not reveal their views and feelings when responding to
outsiders' questionnaires or structured interviews. Some of the techniques of
Participatory Rural Appraisal (PRA) and its many derivatives may be more
appropriate. Listening Workshops, Listening Theatre, role-play, drawing,
and video have all been used to help people to express things they find hard
to put into words. It may be precisely these things that need to be understood
by intervening agencies.

Cost: A benchmark figure for evaluation costs is between two and five
per cent of the cost of what is being evaluated. This figure should enable
a judgement to be made about whether more is called for than routine
monitoring and evaluation.

Handling difference: The process of agreeing a formal evaluation report
should provide an opportunity for comment to those affected by it.
Evaluation may reveal differences between the parties involved. For
example, an agricultural project may have worsened the relative
condition of women by making credit available only for crops which are
the monopoly of men. If everyone agrees that this is undesirable, then
the evaluation has highlighted a problem to which solutions can be
sought. However, one set of people may accept the data but disagree on
the need for corrective action. If stakeholders do not share the same
basic criteria, it may be necessary to end the relationship."

Financial management
An organisation can only budget realistically if it can predict its resources. An
organisation that cannot make long-term plans must rely on raising funds for
short-term needs. This prevents it from consolidating or developing further:
the resource-poor organisation becomes resource-led. Lacking a clear
direction, it finds it even harder to attract the support of donors. Dependent
on external funding, it may be kept in financial suspense, unable to plan from
one year to the next. It may become both ineffectual and unsustainable —
which is the reverse of what its donors intended.

Why might this be? First, donor agencies like to protect their own revenue
from disruptions which might threaten their'core activities. So, they negotiate
grants annually, seldom committing funds for more than three years. Second,
most donor agencies prefer the flexibility that project-funding gives: their
outstanding commitments will be minimised if their own income falls; and
they can adapt their project portfolio if their priorities change. Third, many
Northern NGOs raise money by appealing to individuals, who seem more
willing to support individual projects than more flexible programme grants,
within which the recipient exercises discretion over the allocation of funds.
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Fourth, almost all donor agencies disburse their grants in iastalments, perhaps to
retain control over how the money is spent. But this prevents recipients from
establishing reserve funds or depositing the money in a high-interest account.
Finally, grants are often negotiated in weak local currencies but approved in
hard currencies: this allows the donor agencies rather than their Southern
counterparts to take advantage of exchange rate fluctuations. Hence, the very
mechanisms which donor agencies use to protect their own resources are
thereby denied to those whose independent capacity or autonomy they want
topromote.

Here, we focus on practical ways to break the vicious cycle described
above, so that local organisations can develop into healthy and accountable
institutions.

Core budgets

The recurrent administration costs essential to the ainning of an organisa-
tion (salaries, travel expenses, purchase and maintenance of equipment,
office space, communications) make up its core budget. Donors often dislike
funding administration, or treat these costs as projects, picking and choos-
ing as they please. This can lead to absurd double standards. For instance,
the Director of an Indian NGO was amazed to find that in the head offices
of the Northern NGO that was its major funder, there were photocopiers
in every department and computers in each office. Yet his own NGO's
repeated requests for such standard office equipment had been rejected,
on the grounds that these were 'luxury items'. An organisation whose
basic running costs are not guaranteed can neither think nor work
strategically; and its efficiency and effectiveness will be undermined.

A more constaictive approach may be for donor agencies to provide
flexible programme grants that allow Southern counterparts to make their
own decisions about priorities. Assistance may include providing informa-
tion about organisations involved in alternative financing, such as providing
guarantee funds or access to the formal banking system.

Experts on sustainable financing strategies for Southern NGOs and CBOs
stress the need to have enough funds to survive temporary cash-flow crises
(for example, when a grant payment is delayed) and to cover the annual
budget, even without programme grants. It is also important to keep core
costs to the minimum. Their advice is as follows:

Cut down administrative expenditures: check the unnecessary use of vehicles,
monitor the use of telephones and photocopiers, and limit the number of staff
on establishment rather than programme-related contracts.

Minimise the administrative budget by putting 'support' programme activities
under programme budgets: define the organisation's function under main
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headings (Information, Training, Relief, Development, Administration,
including management and fundraising) so that resources required for non-
administrative work appear in programme budgets.

Ask donors for an 'overhead' for administration on all project grants: as a
benchmark, UN agencies add 14 per cent on projects they administer, though
NGO overhead charges range from 8 per cent to 20 per cent. (The smaller the
budget, the higher the overhead costs as a percentage of this: a vehicle costs
the same to buy and am, whether it belongs to a small organisation or a large
national NGO!)

If no overhead is available, debit the project accounts for all services rendered by
the organisation: calculate a reasonable percentage of all items in the annual
budget that, directly or indirectly, support each project (personnel, transport,
equipment, office maintenance, including rentals and depreciation, auditors'
fees) so that the true project costs are explicit.

Negotiate institution-building grants from donors: seek a commitment to meet
salaries and other essential starting-up or ainning costs over a reasonable
period of time. (It may be more economical to purchase than to rent or hire
office space and equipment, but calculate maintenance and depreciation
costs realistically!)

Increase the sources of income and use this to cover administration: existing
activities or resources could be used to generate an income to offset basic
costs. (Check that these are economically feasible and compatible with the
organisation's aims and priorities.)
(Adapted from Vincent and Campbell, 1989, pp 86-95.)

Salaries and related benefits (such as social security payments, pension or
savings funds, or life assurance) are often the largest single component of
core budgets, accounting for up to 65 per cent of an organisation's total
revenue. These may form an even higher proportion of individual project
costs. Some organisations have a universal salary rate, with allowances for
dependents, or other forms of in-kind support, such as food tokens, transport
or housing subsidies. Some fix ratios for salary differentials: for instance, that
the highest paid person should not earn more than three times the salary of
the lowest paid. Some determine their salaries in relation to legal minimum
wages, while others aim to remunerate their staff equitably, even if this means
offering above market rates. Others opt instead to pay salaries that are below
commercial market rates. Not uncommonly, the salaries actually paid depend
on how successful the organisation has been at negotiating grant funding."

The right salary staicture depends on many factors, including the
organisation's ethos, as well as its resources. However, it should respect any
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minimum legislation concerning salaries and other terms and conditions of
employment (donor agencies should remember this when deciding the level
of their input).

External funding: a mixed blessing

There is no one answer to the question of how long an organisation and its
work should rely on external support. International cooperation is not neces-
sarily a bad thing in itself, provided that the relationship is sound. However,
most organisations fear excessive reliance on a single source of funds just
as many donors also seek to avoid becoming the sole sponsor.

In order to retain their own flexibility and to discourage dependence, many
donors limit the length of time they will fund the same organisations. These
limits can be rather arbitrary: for instance, a major US foundation told a Guatemalan
human rights organisation that funding would not continue beyond three years,
because it was 'doing nothing new' in continuing to document and denounce
the worst record for human rights abuses in the Western hemisphere! If they
are serious about capacity-building, donors should help their 'partners' either
to diversify their sources of funding or to generate an income of their own.

Where the grant-funded activities are very specific (such as an event), or
can be expected to show tangible results within a defined period, the point at
which to review continued funding may be self-evident. However, once a
donor takes on the core costs of an organisation, the criteria for its support
must be unambiguous. Otherwise, organisations may outlive their natural
lifespan; or, as often happens if their funding stops without warning, be faced
with premature extinction.

Breaking the dependency cycle

There are two main ways to break the dependency cycle: either spreading the
risk across a number of funders, or generating an independent income.

Diversifying their support base
One writer suggests that Southern organisations need enough donors to have
'exit options' if their conditions prove too onerous (Hudock, 1996:3). Before
any organisation approaches a new donor, it needs to be well-informed about its
policies and practices. One way to find out is to consult other recipients.
Donor agencies should also expect to be subject to the same kind of scrutiny
that they themselves apply to their 'partners'. What are their strategic
agendas? How do they raise their money? What strings are attached? How are
their counterparts depicted in their fundraising and publicity material? While
a large grant might be tempting, the conditions accompanying it may not.

However difficult the cash-flow problems, organisations should avoid 'chasing
the money', or expanding too rapidly. An increase in the budget of more than 25 per
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cent per year above inflation is likely to create serious tensions, though it is
not uncommon for Southern NGOs to grow by far more than this. The demands
generated by uncoordinated reporting and accounting obligations, and frequent
meetings and visits, can also be self-defeating. Organisations should ask donors
to coordinate their visiting and payment schedules and reporting requirements,
and accept consolidated global reports. Funding by a donor consortium may
prevent individual funding agencies supporting only innovative projects,
leaving others to cover administration costs. On the other hand, the collective
strength of a consortium may leave the Southern organisation more vulnerable to
Northern pressure than if it dealt with each donor agency individually. To be
able to cope with these problems Ls exactly what organisational capacity meaas.

Maintaining organisational integrity
While dependency is most obviously seen in terms of resource flows, other
forms of dependency can be associated with funding. Three practical ideas
for protecting the integrity of the Southern organisations have emerged from
Ann Hudock's work on 'institutional inter-dependence'. The first is that they
might be encouraged to establish their own boards of advisers or trustees.
These enable Southern organisations to 'remain accountable to their donors
while preserving their integrity in carrying out their work with beneficiary
groups' (Hudock, 1996:31). They also enable the organisations better to
undertake the self-appraisal processes described earlier in this Chapter, and
decrease their 'vulnerability to external control by anchoring the organisation
and guarding against co-optation' (ibid.)

The second is that donor agencies might finance the position of a grants
compliance officer 'charged with the task of acquiring resources and report-
ing on their use' (ibid.). This would enable them better to manage their rela-
tionships with various donors, while also releasing 'managers and project
staff from these responsibilities, which means they can concentrate on roles
they are better equipped to fill' (ibid.).

The third suggestion is that donor agencies assist their Southern counter-
parts to train in fund-raising and public relations, much as they do them-
selves. The possibility of staff exchanges between Northern and Southern
NGOs, for instance, would permit 'SNGOs [to] learn from NNGOs' technical
skills and media knowledge, while NNGOs could learn from SNGOs about
development issues, and thus present them more accurately to donor publics'
(op.cit, p30).

Generating income
Self-financing activities can generate some income or in-kind support which
gives an organisation at least a symbolic measure of autonomy and demon-
strates that it is providing a valued service. However, NGOs seldom charge
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for their services. For registered charities or non-profit organisations, it may
be illegal to do so. Few believe that the supplier-client relationship can
fittingly apply in a humanitarian relief context, and many development
agencies also feel that to treat their beneficiaries as paying customers would
be wrong, since it would amount to taking money directly from the poor.y

Other ways to recover costs include various forms of in-kind payment,
such as board and lodging for community workers. Consumer co-operatives
may buy in bulk and sell at a rate that allows them to cover their own costs.
Credit unions may charge interest on loans, in order to offset their own
administration costs. Some organisations can use their existing activities to
raise money: for example, a rural workers' union might pool a percentage of
the income from selling agricultural produce, to offset the costs of building a
warehouse. Where exchange and barter arrangements are common, these
can also provide the basis for some form of in-kind cost-recovery.

Generating an institutional income may require NGOs and other civil
society organisations to think in a more entrepreneurial fashion, but can also
encourage them better to value their skills and assets. For example, organisa-
tions might hire out equipment, such as tape-recorders or projectors; or
charge for photocopying or fax facilities; or let offices or meeting rooms.
Documentation centres could charge a subscription fee for external users,
sell news cuttings services, or provide a sales outlet for publishers. Publica-
tions should never be distributed free without good reason, and should at
least aim to recover the cost of production and distribution. In addition, most
people set greater value on material for which they have paid.

Organisations with skilled personnel might provide commercial services,
for instance, typing, wordprocessing, translation, desktop publishing, or
printing. For instance, a research and documentation centre in Mexico
recuperated some of the costs of its computer equipment by offering training
for other NGOs and popular organisations. NGO staff might undertake
consultancy work, such as feasibility studies or evaluations for government or
international agencies; the accountant in one Honduran NGO was com-
missioned by local agencies as an experienced and trustworthy auditor, thus
earning a small income for his own organisation.

Fundraising activities may also be possible, and Northern NGOs may be
able to suggest ideas or assess proposals. No self-financing scheme will work,
however, unless it is commercially viable; and if it can realistically be
combined with the aims, priorities and values of the organisation undertaking
them. If not, as the following textbox argues, it may prove a costly distraction.
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Sustainability is not just about money!

Pursuing so-called 'money-making' ventures can prove a dangerous
distraction for many development agencies which are ill-equipped to do
so... [B]oth success and failure can have negative consequences. Success
of an ancillary activity encourages programme managers to expand that
activity and, in the process, to devote more time and resources to what,
initially, was intended to he merely a secondary 'money-spinner'.
Similarly, failure prompts programme managers to switch attention to
the secondary activity in order to ensure its success. Because there are
often sunk costs and deep emotional commitment to the income-earning
activity, it is difficult to withdraw from it once started. In either case, it is
the original developmental objective that suffers.

Donors' insistence on sustainability in the purely financial sense must,
therefore, be tempered by a recognition that desirable developmental
activities — particularly those that cater to 'the poorest' — will never
be(come) sustainable in that sense as their capacity for revenue-
generation is weak or non-existent... it is time for donors to 'dispel the
sustainability myth' by acknowledging the reality that, in most
developing countries, there are constraints in local financing capacity
which threaten sustainability.

On the recipient side, the overwhelming lesson is that sustainability
is emphatically not a financial issue. There seems to be a common path
down which recipient institutions travel. Having defined the problem
posed by the termination of donor funding as a financial one, they
logically seek financial solutions. Halfway down that path, however,
they find that they must confront the reality that sustainability means
much more than simply finding a way to raise sufficient revenue to
meet their recurrent costs. If the definition of the problem is wrong,
the solution must be equally wrong ...

Recipient institutions are thus well advised to work out from the
outset an appropriate definition of sustainability that applies to their
specific programmes and contexts, as well as a detailed plan for
achieving it. A strategy for sustainability ought to be built into the
programme design from inception and the modalities for achieving it
settled early in its life and not left to the final year (or worse, the dying
months) of funding (Brown, 1997:188-189).

145



Investing in networks

Not even the most repressive regime can stop human beingsfrom finding
ways of communicating and obtaining access to information. This applies
in equal measure to the information revolution sweeping the globe. No one
can roll it back. It has the potential to open communications across all
geographical and cultural divides... But... the technology gap between the
developed and developing nations is actually widening. Most of the world
has no experience of what readily accessible communications can do for
society and economy (Nelson Mandela).'

Introduction
In a capacity-building context, there are two main reasons for promoting
networks. First, to share new ideas and information in order to learn from
others with similar interests. And second, to pool participants' experience
and energy in order to enhance their collective and individual impact.
Participation in international networks can enable people to make the links
between the global level and what is going on in their own lives. And
networks can help to facilitate the practical 'action by citizens and social
movements in both South and North, coming together to put pressure on
governments to act' which 'provides the best hope of securing rights and
ending poverty' (Watkins, 1995:315).

Not all networks result in tangible gains for their members, or lead to
practical action or change. But belonging to a network, or making informal
links with other like-minded people, can significantly strengthen the position
of those who are thus inspired and enabled to work for change. Whether this
happens depends largely on who belongs to a network, and howlhey use it.
And people may make creative use of what a network offers, in ways that
were not originally intended.
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A network may serve its members in different ways, each of them equally
valid. For instance, during the 1980s, several international NGOs in Central America
used their institutioas' membership of the NGO-umbrella group, ICVA, to con-
vene high-level meetings and engage support for region-wide policy initiatives
that none could have achieved individually. For many other Southern NGOs,
membership of ICVA was important mainly in facilitating their access to inter-
national policy-making fora. In both cases, belonging to an international network
enabled its members to maximise their impact within their own spheres of activity.

The term networking covers the informal linking and communication that
goes on between people and organisations, at a local, national, or inter-
national level. Support for these connections and alliances among pro-poor
activists is an essential part of a development strategy for NGOs. This Chapter
looks in turn at the kinds of linking activities that allow people and organisa-
tions to find common ground, and then discusses the role that more formal
networks can play in capacity-building. The final section looks specifically at
the potential and pitfalls of electronic networking.

Linking
Linking and networking are more usefully seen as development strategies than as
tools; they therefore require an investment of time—and usually money—before
the full impact can be felt. They enable people and organisations to learn from
each other, exchange resources, and become more independent as a result.

In 1992, Oxfam launched two ambitious global linking projects. These
brought together Southern counterparts, outside experts, and Oxfam's own
programme staff to consider issues of gender and development, and environ-
mental problems respectively.

The external evaluation of the Women's Linking Project (WLP) made
several observations on the ingredients for successful linking:

• Respectful partnership and equal access to resources-, participants must be
willing to respect others' learning processes and cultures, prepared to learn
from each other, and openly to discuss their own values and difficulties.
Resources include power, money, and information.
• Mutual interests in linking, linking will happen if and when people and
organisations recognise their mutual interest in it. It does not have to be a
continuing process in order to be valuable.
• Management of linking: a central agency, such as an NGO, may facilitate
initial linkages, but linking is ultimately self-managed: everyone can start or
continue a linking process, and everyone can stop it. The centre is no longer
fixed, but can move about (de Wit, 1995: 54-55).
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Effective Networking

(From Nelson, 1955, p.80)
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The evaluation also highlighted how hard it is for the participants in a
linking process — in this case, Oxfam and women from Southern organisa-
tions — to change the terms of their existing relationships. To dedicate
resources to linking people is an active and value-driven intervention. To
move from this into a purely facilitating role is extremely difficult: some
people may want and expect the agency that took the initiative to continue to
take the lead (what has been called 'trained incompetence'); others may be
resentful if the agency tries to direct the linking process in any way. As one
participant in the WLP put it:
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If you say that we are partners, equals, and that the South is going to decide
things, then you have to be willing to go ivith that, because it's not acceptable
in the end to say that what you came up with is no longer okay
(quoted in de Wit, 1995:35).

The cost-effectiveness of linking processes or activities need to be assessed.
Transport, translation, management and administration, are expensive; link-
ing across countries and cultures requires considerable financial and organi-
sational investment. One-off linking events may achieve an impact, but an
organisation will only sustain the links it values. The objectives of linking, and
how the linking process will improve the situation of people who are poor
and excluded, need to be clear.

The evaluation of linking work is complex. Lessons from the reviews of
Oxfam's two linking projects include:

• The facilitating agency should avoid having too many criteria of its own,
since this can 'narrow the field of vision'. Rather, it should look at the different
criteria of those directly involved in the linking process.
• Linking represents an investment and should be seen as a starting point.
Quantitative and qualitative assessments of the participants from what they
identify as their starting points are required, and these indicators used to
measure the progress they have made over time.
• Participants may find they are at different stages; and their needs and
interests may evolve. Early gains may be fragile, and depend heavily on
'people and casual coalitions'. Different skills may be needed to consolidate
these gains.
• Linking is ultimately a political process. Such processes do not follow a
logical progression, but show 'leaps, gaps, and backlashes'. The effects of the
process are often internalised and may be under-valued by external agencies,
though highly valued by participants: benefits of linking include feelings of
solidarity and connectedness, confidence, and awareness.

In particular, the evaluations of both Linking Projects stressed that since
linking and networking are not themselves linear processes, conventional
linear approaches to impact assessment are inappropriate. An open, flexible
approach in which objectives are constantly evolving 'requires a creative learn-
ing system to chart what happens in such a diffuse programme, to understand
the processes at work, and to assess the spin-offs of these processes, and any
long-term impact' (Nelson, 1995:2) (see opposite page for characteristics of
effective networking). Evaluating this should be firmly based on the partici-
pants' own assessment.

149



Capacity-Building: An Approach to People-Centred Development

Building capacities through linking

Linking between stakeholders in development in the North and South,
is a method of working which is increasingly being adopted by Northern
NGOs in an attempt to break through the communication barriers. Women's
organisations are agents for change, and their capacity is enhanced by
links with like-minded organisations, both feminist and mainstream,
regionally and globally. Links need not be permanent, and they need not
be all-encompassing. They can be part of a short-term strategy to reach a
particular goal, or a long-term strategy for information exchange...

[F]or many smaller NGOs working on gender issues in the North and
South, North-South linking has been an important way of developing
policy, and for building international solidarity. South-South linking,
unmediated and uncensored by Northern funders or by head office, is
also an essential means of capacity-building in the South. Funding is
needed to facilitate such networking (Reardon, 1995:160-161).

In the remainder of this section, we shall explore in turn three kinds of
linking activity: exchange visits, workshops, and conferences.

Exchange visits

Networking may start with no more than a visit between one group and another,
within the same country or between countries. An advantage of such visits is
that people learn more readily from their peers than from an outside expert
who comes along to lecture them. Visits may not just be bilateral, and not all
'exchange' visits are reciprocated. But hosts to a visiting group may then meet
up with another organisation, and so the networking begins. An effective network
will evolve, however, only when the potential members wish to invest the
time and resources, and when they have built up enough taist to work together.

There can be any number of reasons for an exchange visit: to learn about
innovatory practices; to see the work of more experienced groups; or to discuss
different ways of dealing with a particular problem. To make the exchange worth-
while, hosts and visitors should share similar objectives, and be mutually
committed to making good use of the visit. Ideally, the learning should be two-
way: the visitors should also have something to offer to their hosts. It is often
better that at least two people come from the visiting group, so that one person is
not solely responsible for assimilating and communicating what they have
seen and experienced, and how this could be relevant their own organisation.
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Exchange visits can be expensive, especially when international travel is
involved, and the expected benefits must therefore bear a reasonable
relationship to the cost. Travel arrangements, visa requirements, access to
foreign currency, language difficulties, and an unfamiliar cultural environ-
ment can all mar a visit, and undermine people's confidence. It may help to
ensure that at least one of the visiting delegation has travelled before. Within
Oxfam, for example, a staff member from the Middle East has visited India to
share experiences on gender and disability; a Ugandan has been to Zambia to
find out more about poverty assessment work and research on Staictural
Adjustment Policies; two Zambians have visited Burkina Faso to look at cereal
banks.The primary benefit from these exercises accrues to the individual
visitors from their direct exposure to different programmes, approaches and
ideas. The degree to which others have gained has varied considerably. Some
visitors have proved quite adept at distilling and disseminating relevant
insights on their return, whilst others have been less successful. Similarly,
whilst certain individuals have managed to contribute fresh insights and ideas
to their hosts, this does not happen consistently. To some extent, these
difficulties could be overcome if visits were organised upon a reciprocal
basis. A key constraint is the cost per participant, which is already quite high
(Howes and Roche, 1996).

To avoid participation in a visit being seen simply as a prize or privilege,
criteria for selecting the visitors should be established as part of defining the
objectives. Like any other resource, the opportunity to travel may serve to
reinforce existing power structures and gender power imbalances. For
example, women may not be offered the chance to participate, or be unable
to benefit from an exchange, because they do not read and write. Other constraints
on women may include lack of childcare arrangements, opposition from
men, not being able to attend mixed events, or not speaking the national
language. A solution may be to organise women-only exchanges, to enable
them to benefit fully both as participants and through the debriefing and
follow-up. Oxfam's experience in fostering South-South links between
people from very different cultural backgrounds is that enough time must be
built into the programme to allow the visitors and hosts to establish their own
common ground — without which there is little likelihood of lasting results.

Debriefings need not be formal or in writing in order to communicate what
has been learned. Instead, feedback might include meetings and discussions,
and audio-visual or dramatic representation. 'Information and knowledge
may flow along many different channels', such as kinship, geographical
location, friendships, political or religious affiliations, and so on (Nelson,
1995:79). If an exchange visit is to be successful in terms of capacity-building,
the benefits must be shared with all members of the organisation or group.
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Bringing people together

An Oxfam worker who was involved in arranging an exchange between
Filipino and Latin American fisherfolk commented:

If we didsuch an exchange again, we would focus more on similarities in
concerns, contexts, and he less ambitious.. .Exchanges can he a very
important way to start empowering people. The international component
can he very important in takingpeople out of their limited national
perspective ...hut the thing to avoid is supporting globe-trotting
representatives who have no contact with their community any more and
so links are broken in taking hack that experience outside the area and in
sharing the information and learning on return. Taking the community
experience from one area to another is very important with regard to...
solidarity, especially for fisherfolk ivho are often very isolated
(quoted in Nelson, 1995:68).

Workshops
Workshops enable people to work together on a common concern in a
structured but informal and participatory setting. This is why they are often
used for training or to assist in 'brain-storming' on a given topic. Preparation is
all-important: defining themes, aims, objectives and methods; inviting
resource people and facilitators; making practical arrangements; obtaining
funding and keeping the accounts. In terms of selecting the participants, it
should not be assumed that the mere fact of working in the same sector or on
the same issues, or being funded by the same donor, will mean that people
will automatically trust each other, or be able to work well together.

Workshops may bring together people from disparate backgrounds or
levels of experience. This, as well as language difficulties, can sometimes
impede communication. It takes time to establish confidence, especially if
people have only just met, or are not used to operating in a participatory
environment. Creating a constaictive workshop atmosphere, so that
everyone can participate fully, depends on good facilitation.

Workshops that are well-planned, but flexible enough to respond to new
concerns that arise, are an exciting and creative way for adults to learn from
each other, and to develop new ideas. Often, the informal discussions are as
valuable as the official sessions. For example, in 1987 Oxfam funded a one-
week workshop on Feminism and Popular Movements organised by a
Mexican NGO, which convened women from the entire Central American
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region. The value was not just in exploring a complex issue in a supportive
environment, but also in forging links between various national organi-
sations, for whom bilateral contact was otherwise impossible. Five years after
that seminal workshop, half a dozen new regional and bilateral initiatives had
developed — outcomes which were not part of the original objectives, but
which doubtless grew out of creative discussions after workshop sessions,
that went on long into the night!

Some kind of workshop report is vital to record the proceedings, to share
the results with others, and to suggest future activities. It need not be a
conventional written document. For example, a workshop in Kenya brought
together largely non-literate pastoralist women, and used visual and drama
techniques to share experiences; the resulting report was an informative
photographic composition to which everyone had contributed.

Conferences
No capacity will be built by sending delegates to a conference simply to
collect copies of the papers. Where the conference is part of a process of
shaping development policy and practice (such as the 1996 World Food
Summit or the 1997 Micro-Credit Summit) it may be more important to
participate in the preparations than in the event itself.

All the UN world conferences and summits since UNCED in 1992 have had
a large parallel NGO forum. This has offered major opportunities for North-
South networking, coalition-building, and lobbying; and also allowed NGOs
to organise around themes or regional interests. In practice, however, the
NGO presence, both in the main conferences and in the NGO sections, has
been heavily dominated by the North. Southern NGOs lack the resources to
attend, this often not being considered a priority by their donors; and
Northern NGOs are often better linked into the preparatory processes, and
have influential contacts within the relevant official and multilateral agencies
and the journalists covering the event. Southern NGOs may rightly ask,
however, how Northern NGOs are helping to build the capacities of their
Southern counterparts in sending only their own delegates and lobbyists.

While such large conferences are generally exclusive and unparticipative,
the opportunity simply to observe the formal proceedings gives a unique
insight into how such events are managed. Southern delegates whom Oxfam
sponsored to attend the NGO Foaim at the 1995 World Summit for Social
Development argued vehemently for their right to gain access to the main
conference, rather than being stuck on the NGO sidelines.
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Participating in the conference process

The women's caucus at the World Conference on Human Rights (WCHR)
[in Vienna 19931 was organised to promote communication between
members of UN agencies, official government delegates, the press, and
others attending the conference.

During the first week, the caucus met daily to strategise about how to
incorporate women's concerns into the draft declaration.
Recommendations made by women's groups, who held a separate
caucus, were used as a basis for discussions. The dialogue between
NGOs and official delegates was crucial to ensuring that the women's
recommendations were incorporated into the final document, since the
drafting committee was closed to NGOs.

In the second week, the caucus shifted its focus to the implementation
of the paragraphs already incorporated into the document. The caucus
met with key players responsible for the follow-up to the WCHR...to
discuss and share their thoughts on how they would concretely address
the gender components in their implementation steps.

After the conference ended many of the networks formed through the
women's caucus continued. Women's groups are working closely with
the UN Centre for Human Rights to assist them in monitoring and
addressing acts of gender violence. Government officials concerned with
women's issues are now in close contact with NGOs working in this area
(UNIFEM/UN-NGLS,1995).

Networks and networking
The major difference between a formal network, and the informal linking
activities described above, is that the former starts out with a clear purpose
while the latter are essentially open-ended. Networks — associations, move-
ments and coalitions — are semi-formal groupings in which each participant
remains autonomous, but where enough common ground exists to establish
shared concerns. They are seldom rigid or hierarchical, and so implicitly
challenge possessive attitudes towards information and power. International
networks draw strength from diversity. For example, the Southern feminist
network DAWN (Development Alternatives with Women for a New Era) aims
to generate a global support network for 'a world where inequality based on
class, gender and race, is absent from every country and from the relation-
ships among countries. Where basic needs become basic rights and where
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poverty and all forms of violence are eliminated' (Sen and Grown, 1987,
quoted in Antrohus, 1991:315).

Networks may be primarily literature-based (for example, via newsletters
or journals), topic-focused, or revolve around exchanges, training work-
shops, and other encounters. Their members may meet or communicate with
each other bilaterally, or through a central coordination point. International
networking has been revolutionised by the recent advances in information
technology, which have enabled organisations around the world to share
information, build common strategies, and interact in many other ways.

One of the most famous, and most successful, single-issue citizens'
networks was the International Baby Food Action Network (IBFAN). Starting
out in the 1970s, IBFAN orchestrated an international boycott of Nestle, the
company identified as the worst offender in promoting artificial baby foods;
and developed an international code to govern their promotion (see overleaf).

Networks originate in various ways. They may start because an external agent,
such as an NGO, puts people in touch with each other, or provides funds for
them to get together. They may grow spontaneously out of the contacts made
at a conference or other event, or because one group or individual takes the
initiative to convene others to work on a shared concern. Establishing a formal
network may not be the most efficient or cost-effective way to meet specific
aims. Members of a potential network need to be clear about its purpose, objec-
tives, structure, method of communication, and membership criteria, and these
must all be kept under constant review. Feedback from members—and potential
members — is critical. Thus a network needs good systems of internal communi-
cation and accountability, as well as the capacity to attract new members.

Networks come in many different shapes and sizes. Some typical structures are:

• Bicycle wheel or star networks: members communicate with each other
through the centre, through which information also passes

• Family tree networks: information begins at the top, and works its way down
to each successive level, with little communication among members or
across 'generations'

• Spiders'web networks: a clear centre which sets the direction, but with many
sub-networks and webs of communications among members

• Fishing-net or loose weaving networks: the 'centre' can shift according to
need, with many 'nodes' of communication throughout the network

Some major pitfalls are being resource-led rather than inspired by purpose
and vision; a mis-match between formal structures and purpose; unclear or
inappropriate membership criteria; a weak, outdated, or inappropriate system for
communicating with and between members; and over-dependence on, or
domination by, individual members or leaders.
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The world of politics, power and people: The IBFAN Network

(From Carmen, 1996)
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The benefits and pitfalls of networks

The review ofOxfam's South-South Environment Linking Programme
offered the following reflections on the benefits ofnetworking, and the
problems and pitfalls that can arise:

At their best, networks can:
• link isolated groups or people who would not otherwise interact
• raise awareness of specific issues
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• build confidence among members or participants
• strengthen the capacities of NGOs and CBOs
• create a critical mass for action leading to policy change and other

improvements
• bring greater weight to advocacy and lobbying
• reduce duplication and share skills
• increase cooperation and regional coordination
• 'scale up' activities and create synergy
• motivate and generate solidarity with people who confront seemingly

overwhelming problems at the local level
• validate local and indigenous practices and culture
• broaden contacts with NGOs and others
• coordinate support and funding from donors.

But things may go wrong if networks:

• have unclear objectives
• are dominated by certain groups
• are centralised and bureaucratic
• are competing with or duplicating what other networks do
• have participants from very diverse backgrounds and realities
• face communication problems due to language, culture, or distance
• have concentrations of power, or unequal power relations
• are interfered with by donors
• lack human and financial resources, and organisational capacity
• cannot move from theory to practical action, since this requires

additional resources
• face serious contextual problems, such as political constraints
• are unable to assess their own impact (Nelson, 1995, Appendix 8).

Since networks necessarily evolve, and must always be prepared to respond
to new challenges and changing needs, a useful way to assess how well their
forms and functions are matched is to use a 'lines of dynamic analysis'
developed by Novib (quoted in Nelson, ibid.):

Time line: What is the history of the network, how has it evolved to its present
situation, what future challenges lie ahead?

Vertical line: How has the leadership developed, what is the inter-connection
between the 'top' and 'bottom' of the network? And between a central office and
other members or involved participants? How do information and opinions travel
— top down, or bottom up? What gets through and what gets blocked? Why?
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Horizontal line: How do various people and activities of the network relate to
each other? Is there an integral view? Are there tensions and contradictions
between activities or people?

External line: How does the network articulate with other networks and
organisations? For example, how does the network relate to governmental
institutions and the media?

General context line: What is happening socially and politically around the
network? How is that affecting the work? What new challenges are emerging?

International networks have occasionally been censured for excessive
spending on travel, which could not be justified in terms of benefit to the
organisation (though the same criticism could well be made in respect of the
huge amounts of money that aid agencies spend each year on flying their staff
around the globe). When such apparent distortions arise, the underlying
problem is often one either of the network's over-dependence on certain
individuals, or of unplanned, often resource-led, growth. A secretariat-style
structure can easily produce a bureaucracy which consumes more than is
spent on the network's central function. Networks may also try to diversify
and take on activities, such as lobbying, for which they were not set up and
are poorly qualified.

Networking is not an end in itself, nor does it necessarily contribute either
to capacity-building or to development. The questioas to be asked are not whether
a network should spend less on foreign travel and more on its newsletter —
these are choices for the members to make — but how effective the network
and its activities are in shifting the overall balance of forces in favour of the
poor; and how these could be more effective.

Belonging to a network only makes sense if the benefits outweigh the
demands that membership will make. An organisation or group planning to
join an existing network should first assess its own networking needs and
priorities, and then decide how joining a given network will help to meet
them. It may opt to join various networks, each for different purpose: for
example, Oxfam UK and Ireland is an Affiliate of Oxfam International as well
as being a member of the European NGO coalition (Eurostep), the Steering
Committee for Humanitarian Response (SCHR), and scholarly networks such
as the European Association of Development Research Institutes (EADI).
Some of these are primarily for lobbying and policy debate; others provide
access to new thinking on development issues.

Resources are critical. Networks need to meet their core costs (salaries, rents,
infrastructure, and communication) and activities (workshops, publications,
conferences). They may need access to contacts or information, or marketing
or organisational assistance (See Chapter 5). Survival may mean embarking
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on membership drives, updating the membership package, or charging for
some services. Networks that depend on members' dues may take this route:
if their members are not satisfied with what they get, they will 'defect' to a
more dynamic network. Others may opt to restrict the membership or scope,
and to specialise their services. For example! the Arid Lands Information
Network (ALIN) in Senegal has members from countries in arid and semi-arid
areas of Africa who work in pastoralism, soil and water conservation, and
dryland agriculture. Its members chose not to expand to a broader geo-
graphical area in order not to dilute ALIN's effectiveness. Recruitment to the
network is done mostly by personal contact, and ALIN has a policy of insisting
that the individual write a letter to the ALIN office to request membership.
ALIN staff have been content to let the network grow at its own rate, rather
than sending out publicity to recaiit members. The aim has been to build up
an active and committed membership, rather than simply to establish a large
mailing list. It is easy to join the network, as long as a genuine interest is
demonstrated (Graham, 1993).

Electronic networks
The number and scope of computer-based electronic networks is growing
very rapidly, especially with the advent of the World Wide Web ('the Web')
and Internet ('the Net') — a global 'network of networks' that links networks
in academic and government institutes, libraries, businesses, and others.
Electronic networks can provide access to information and contacts on an
unprecedented scale, and add a global dimension to communication. The
number of Internet users doubles every year, and the amount of traffic per
user is growing even faster. The sheer speed of developments, and volume of
what is available, underline the need to analyse the likely benefits of
spending time and resources on electronic networking.2

Electronic networking — contacts or content?

The Cedar Centre is just one mile geographically but many miles
economically from the smart shops of Canary Wharf [in London]. There
was real excitement at the prospect of being given access to the Internet.
Its global links could, it was claimed, help the area's broad mix of ethnic
groups, including Bangladeshi, Chinese, Vietnamese and Somali, keep in
touch with developments back home. But the excitement faded as staff
and volunteers wrestled with slow and cuml>ersome software, finding
little information on the Net of direct use.
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'Some people thought we would immediately start swapping
experiences via the Internet with a village in Bangladesh, but people in
poor countries often don't have access to a telephone let alone a
computer', says Helen Menezes.

The Cedar Centre was chosen by Channel Four and the Scarman Trust
for a Get Netted! project. On the theory that deprived communities are
disempowered by lack of access to information, the project provided a
computer and free Internet connection to see how information-poor
communities would benefit from the technology.

'[T]hese groups came with fresh eyes to the Internet and discovered a
major weakness: that it is about contacts rather than content', says
Matthew Pyke of the Scarman Trust. In response, the Trust... has set up
its own site, the Hive, aimed at providing indexed news and information
relevant to people involved in community regeneration (Searle, 1996).

Electronic communication has enabled — even compelled — some
existing networks to review their functions and revamp their ways of working.
One such example is the long-standing Society for International Develop-
ment (SID) which opted to use new information technology to facilitate
'living links' between its various national Chapters, and across several pro-
gramme areas; and to bring on-line debate into the pages of its printed
journal, Development.

But for all the appeal of the 'information super-highway', there is also the
danger that it may exacerbate inequalities between North and South,
introducing new forms of exclusion and poverty. For despite claims for their
universality and openness, electronic and conventional telecommunications
together represent only a tiny fragment of human communication.

Who is communicating with whom?

Percentage of the population with a mainline telephone:

• In Sweden, 69% of a population of 8.7 million
• In Poland, 9% of a population of 38.3 million
• In Peru, Botswana, and Paraguay, 2.7% of populations totalling 29 million.
• In China, India, Indonesia, and Sri Lanka, 0.7% of populations totalling

2,307.5 million.
• In Camlxxlia, Chad, Mali, Niger, Vietnam, and Zaire(now the Democratic

Congo Republic), 0.1% of populations totalling 146.9 million.

160



Investing in networks

The USA has some 142 million phones — the equivalent of one for
every two people. The USA and China are countries of comparable
size. But although there are four times as many Chinese, the USA has
76 times as many mainline telephones.
Both Switzerland and Bolivia have a population of 7.1 million.
Yet there are about 4.3 million mainline telephones in Switzerland,
compared with 178,000 in Bolivia, ie 24 times as many mainline
telephones in Switzerland than in a country that is 26 times larger.
In Finland, 7% have a mobile cellular phone; in Australia, 3%; in
The Netherlands, 1%. In most developing countries, numbers are
too small to register.
There are two radios per head in the USA. But in Angola, Burkina Faso,
Nepal, and Tanzania, there are fewer than 30 radios for every 1,000
people.
There is only one television for every 100 people in Afghanistan,
Angola, Bangladesh, Benin, Burundi, Central African Republic, Haiti,
Laos, Mali, or DCR. This compares with 53 sets per 100 Danes.
There are more televisions per person in Oman than in Canada,
in Qatar than in the UK, in Barbados than in Bulgaria.

Dirt-track or super-highway?
The subversive potential of electronic communication was dramatically seen
when the Mexican guerrilla leader, Sub-Cte Marcos, sent declarations to the
1995 World Summit for Social Development in Copenhagen direct from his
secret headquarters in the Chiapas jungle. Elsewhere in Latin America,
Amazonian indians and Peruvian peasant farmers also communicate with
each other by cellular mobile phone. Spectacular exceptions aside, however,
an assessment of the impact of electronic communication to 'democratise' the
power relationships between people or countries, is less encouraging.1 The
terms 'information-rich' and 'information-poor' are now part of the develop-
ment vocabulary; and, as Nelson Mandela stressed in the opening quotation
to this Chapter, the gulf between them is becoming broader and deeper.

What does it mean to be 'information-rich' or 'information-poor? We can
gain an idea by asking who has the basic hardware, whose interests are
served, and who is actually doing the electronic networking.

Who has computers? Electronic communication depends on access to
basic hardware. In a period of only 10 years, PCs have become standard office
and domestic equipment in the North; 96 per cent of the world's com-
puters are in industrialised countries, which represent only 30 per cent of
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the world's population. The remaining 70 per cent are still on 'the infor-
mation dirt-track' (Panos, 1995).

Further, since computer hardware and software are designed, developed
and controlled by manufacturers in the USA, Japan, and Western Europe
(Hamelink, 1995:3), as poorer countries modernise their communications
systems, they will become more dependent on importing the technology and
know-how. This is likely to be prohibitively expensive for most CBOs and
many NGOs in the South.

Who has telephones? Electronic networks depend on access to a
telephone line or another connection to computer networks (such as
satellite or microwave links). As the figures quoted earlier show, such
access is highly concentrated in the industrialised North. Many millions of
people in the South have never used a telephone.

Who is communicating? Given the concentration of communication
technology in the North, it is not surprising that information flows mainly
among OECD countries. South-South communication accounts for only
10 per cent of all telephone, telex and fax traffic. Since March 1995, there
have been more commercial servers on the Internet than all other types
combined — including educational and government servers.

And with whom? Electronic networking is a complex literate medium
that also requires 'computer literacy' and the ability to deal with
instaiction manuals and software that are poorly translated, or available
only in English. Even experienced users require expert assistance from
time to time. Such skills and back-up facilities are widely available in
industrialised countries, where basic computer skills are now part of the
primary school curriculum.

Equal access does not imply equal use. A 1995 survey of the Internet by
the US Matrix Information and Directory Services found that male users
outnumbered women by two to one. Further, while the democratic naaire of
electronic communication can be seen as a positive attribute, it also allows
those who care little about human rights to disseminate their ideas. There
is increasing concern about the use of the Internet to evade national
legislation concerning pornography, the depiction of violence and sexual
abuse, or the promotion of paedophile and other criminal networks. The
issue of censorship is now being debated in the context of global
electronic networks: the right to associate and to freedom of expression,
on the one hand, and the right for individuals to be shielded from abuse,
or for governments to protect the national interest, on the other.

To be 'information-poor' is, then, to be excluded from access to major
existing knowledge systems, and from information and ideas that relate to
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global processes of social, cultural, and economic change. Such exclusion
may derive from, and reinforce, material and other forms of poverty. It may be
deepened by commercial interests that control access to and provision of
information for private profit rather than the public good. Or it may be the
result of deliberate efforts by governments or corporations to disinform or
withhold information, or to restrict access to it. This exclusion systematically
deprives poor countries, and poor or marginalised sectors within all countries, of
the opportunity to participate fully and effectively in the process both of
creating knowledge, and of shaping change in a way that will benefit them.
Since information-poverty is a relative as well as an absolute condition, if the
'information-rich' become richer, the 'information-poor' will become corre-
spondingly poorer.

The consumers of information and culture are seldom organised in associa-
tions to protect their interests. Concerns about how infonnation and the related
technology and know-how are controlled, and particularly the roles of states
and private commercial interests, have been taken up by Third World Network
(TWN) in Malaysia, the Centre for Communication and Human Rights in the
Netherlands, the US-based Cultural Environment Movement, and the AMARC-
World Association of Community Radio Broadcasters in Canada/Peai. These
organisations hold the view that 'people should be active and critical partici-
pants in their social reality and capable of governing themselves' (Hamelink,
1996). The People's Communication Charter: An International Covenant of
Standards and Rights4 has been drawn up in order to provide a framework for
reviewing the quality of the cultural environment in its widest sense.

Extravagant claims about global communications in the 'information age'
must, therefore, be set against the material poverty in which most human
beings live. Ease and speed of communication with someone on the other
side of the planet can be a powerful resource in the defence of human rights.
It will not, in and of itself, eradicate the poverty and oppression that constitute
the daily abuse of those rights.

Global village or feudal estate!

We live in the information age, so we are always told, in which
information is apparently as vital as agriculture and industry once were,
an age of infinite possibilities in education and scholarship, teaching and
research, economic growth and political freedom; a brave new world
blessed with the open intimacies of the village, where the boundaries of
national isolation and intellectual provincialism are withering away as
knowledge explodes in its relentless march towards human
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enlightenment. Extravagant claims, no doubt. Knowledge, as creed and
commodity, as a proprietary privilege, reflects and reproduces the spatial
and social divisions of power, old and new, material and ideological, between
and within societies. The 'information highway' is a dangerous place for
those on foot or riding ricketty bicycles. It is designed for, and dominated
by, those driving courtesy of powerful and prestigious publishing systems
and academic enterprises of the industrialised North, who churn out the
bulk of the world's books, journals, databases, computers and software
and other information technologies, and dictate international copyright
and intellectual property laws to the information-poor world. A harmonious
global village, it is not. A feudal estate, hierarchical and unequal, it may be.

...We need to unravel the content, the value, of the information.
What social good has it generated? To what extent has the explosion of
information led to more enlightened human relations within and among
nations? Is the 'information highway' all speed, noise, and fury leading
nowhere, and leaving behind only data-glut and confusion? In short,
we must interrogate the ethics of information, the social and political
morality of knowledge creation, consumption and content, and assess
its record in bettering the human condition, not just materially, but in
ennobling social relations, in uplifting the human spirit (Zeleza, 1996, p293).

But in spite of serious reservations both about the exaggerated claims that
have been made, and about the growing gap between the information haves
and have-nots, electronic networks have already significantly increased the
potential for horizontal interaction and collaboration among thousands of civil
society organisatioas worldwide. Simultaneous global communication allows indi-
viduals in several countries to work together on the same document, sharing
comments, and reaching a consensus in far less time (and more cheaply) than
via conventional means. Infomiation, documents, and audio-visual material can
be transmitted cheaply and quickly to anyone who has access to a compatible
networking system. Databases and documents that are easily accessible electroni-
cally are often either unavailable in-country, or are prohibitively expensive.
Further, there are no limitations on how long a document may be held, or restricted
opening hours, as with a library or documentation centre. Users are not limited to
a physical location, but can communicate whenever they like and from wherever
they happen to be.

Many organisations also have a 'site' or 'Homepage' that enables them to
display and update information and materials very easily. For instance, the
UN agencies all have sites for press releases, databases, catalogues and
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publication samples, and news of developments in their respective fields.
Since electronic communication is user-based, individuals decide whether to
visit a site: this process of self-selection, in theory, ensures a good fit between
the user and the provider of information, and avoids the expense and delay of
printing and sending possibly unwanted written material by post.

Electronic conferencing enables users to 'post' information on a bulletin
board (also called a 'Usenet newsgroup', a 'forum', or an 'e-mail mailing list') at a
host computer, for exchanges on specific issues. 'Discussions' may not be
systematic, and there is no mechanism to control the quality (or quantity) of what
is contributed. But the process allows users to organise events or campaigns,
to make direct 'on-line' contact, or to share information instead of or prior to
face-to-face meetings. Many people prefer the perceived 'user-friendliness' of a
more casual style of communication than is used in formal correspondence.

Many publications are available electronically, as well as or instead of the
printed form. This offers readers different ways to use the same material. For
instance, Oxfam's journals, Development in Practice and Gender and Develop-
mentare also available 'on-line': this not only allows several people to read a
single issue simultaneously, but also enables them to assemble their own
selection of material and to conduct rapid bibliographic searches. Many refer-
ence books are now on CD-Rom, such as the annual publication The World: A
Third World Gufc/epublished by the Third World Institute (ITeM) in Uruguay.

Handbooks and manuals abound, but there are also a number of handbooks
for NGOs which cover everything from which basic equipment to instal
through to critical descriptions of what benefits and problems to expect, and
listings of important contacts.5 Good advice is vital. As the Cedar Centre found, it
can be demoralising and wasteful to invest in expensive equipment without
also having adequate training and back-up in how to make best use of it.

Networking for change
A dynamic network is not just a cosy club. Its participants are active and keen
not merely to reinforce their existing knowledge and beliefs, but also be intro-
duced to new ideas. The ability of civil society organisations to 'scale-up' or
enhance their impact depends on optimising the effectiveness and efficiency
with which they influence change for the benefit of the poor—at a local, national,
regional and, increasingly, global level. Whether those who are isolated and
powerless can do this depends largely on their capacity to cross boundaries and
collaborate with each other. Many people and organisations draw real strength
and confidence just from knowing that they are not alone in their struggles.
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