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PREFACE

It is now eminently clear that popular participation in
development is an essential prerequisite of and a cornerstone of
human-centred self-reliant and self-sustaining development
Without the active involvement of people and their organizations
in the development process, improvements of human Conditions
can neither be achieved nor sustained.

The African Charter for Popular Participation in
Development affirms this by calling for an era in which the
participation and empowerment of the ordinary men and women
are the order of the day. In a rare consensus, the Conference
attested to the fact that people's participation must be at the
heart of Africa's development mission and vision and it
confirmed that authentic development springs from the collective
imagination, experience and decisions of people. The Charter,
and the emerging unanimity, have presented us with an
unparalleled opportunity to unleash the creativity and harness
the energy of the people for a better future for themselves their
countries and Africa as a whole.

It is this recognition that prompted the United Nations
Economic Commission for Africa to take the initiative to establish
a Focal Point for Promoting Popular Participation in
Development to facilitate the implementation of the Charter
strengthen the role of people's organizations and work with them
to formulate and articulate programmes and initiatives that would
foster widespread participatory action.

The Studies in Participatory Development are designed
to promote and facilitate the instutionalization of participatory
processes and enhance people's involvement in the political

in



social and economic lives of their countries and the sharing of
experiences, ideas, concepts, institutional mechanisms and

organizational forms on participatory development.

To ensure that the studies remain useful, relevant and

topical, suggestions of appropriate subjects for inclusion in the

series as well contributions for publication under the series are

actively encouraged and sought from our readers. Comments

and feed-back on any of the studies published under the series

will also be highly appreciated. Please address correspondence

on these and related matters to:

The Director

Public Administration, Human Resources

and Social Development Division

P.O. Box 3001

UN Economic Commission for Africa

Addis Ababa, Ethiopia

Telefax 251-1-51-44-16
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SECTION

INTRODUCTION

Non-governmental organizations (NGOs) are playing a
pivotal role in much of Africa today - they have proliferated in
numbers and influence and have become key partners in the
development process, providing the donors and national
governments alternative channels for mobilizing international
development assistance.

Yet, despite the increasing scale of this sector, and the
growing reputation that NGOs have won for themselves and for

their work over the last ten years, their contribution to
formulation of development policies at the national level remains
limited. Although many small successes have been achieved by
the NGOs, but the systems and structures which determine the
distribution of power and resources within and between societies
has remained largely unchanged. As a result, the impact on the
lives of poor people is highly localised and often transitory.1
One of the most important factors underlying this situation is the
failure of NGOs to establish the right linkages between their
work at the grass roots level and the wider systems and
structures of which they are a part. The NGOs have focused on

delivery of welfare and relief services and focal-level
interventions (i.e. preventive health, improving farming practices,
credit, family planning, local infrastructure and other community

development activities). These projects are important and will
remain so, but by themselves, detached from a broader, national
context, they do no more than "create islands of relative
prosperity within an increasingly hostile sea". As one grassroots
development worker eloquently puts it,

"No nation in the world was ever developed by projects
alone, let alone by projects based on borrowed
models".2



The public policy environment has also not been

conducive to the economic viability of individual development

projects, as a consequence, the beneficial effects of projects or

programmes at the micro-level are often negated by the impact

of macro policies. Many projects "fail because of government

indifference, corruption of officials, the dead weight of
bureaucracy, the inefficiency of institutions, hostile attitudes of

local elite and a host of other factors."3 For example:

"village cooperatives are undermined by deficiencies in

national agricultural extension and marketing systems;

'social action groups' are overwhelmed by more powerful

political interests within the state or local economic elites;

and successful experiments in primary health care cannot

be replicated because government structures lack the

ability or willingness to adopt new ideas. "*

A USAID survey of 277 "micro-development" projects concluded

that 88 percent were negatively influenced by the policy
environment.5 Another recent study undertaken by FAO also

revealed how many innovative NGO projects has failed because

they were conceived outside the context of any overall state

strategy.6 As a result, many donors look to the NGOs as

"decidedly junior partners engaged in interesting but largely
small and inconsequential undertakings at the periphery of the

real development action".

Furthermore, rigid and centralised political structures well

as inefficient policies also militate against meaningful
participation. As the scale of community participation that can

be achieved is determined not so much by the type of project,

but by national, district, and local political structures. As Clark

very aptly points out:

[NGO] projects will remain irrelevant to the majority of the

needy unless used as beacons to light up pathways for

others -notably the state - to pursue. Popular



participation will only come about through reforms in
official structures, not through multiplying NGO projects?

The point is that NGOs working at a micro level have
managed to combine efficiency and efficacy, however at the
macro-level their actions are limited in scope and lack efficacy

their perception of development is partial and they respond to
localized interests. In contrast to NGO programmes
governments have a broader reach, they target and reach

society as a whole, both in social and in spatial terms,conceive
of development in national terms, however, because they act
broadly, they lack effectiveness in certain areas or with certain
social groups. Moreover, government agencies run the risk of
perceiving from an excessive distance the "real relations", as a
result, pertinent information reaches the leaders as "generalized
information" bereft of the benefit of experience at the grassroots
level. The decisions made are often irrelevant for the people
and a good part of society.8 In short, effective development
work on a sustainable and significant scale is a goal which has
eluded both governments and NGOs.

GOVERNMENT AND NON-GOVERNMENTAL
ORGANIZATIONS: PARTNERS IN DEVELOPMENT

The suggestion that economic reform and socio-economic
development strategies would benefit from increased
collaboration between government and non-governmental
organizations and people's organizations and in particular

development oriented NGOs can advance needed policy reforms
has become almost commonplace in recent policy discussions
NGO involvement, it is claimed, ought to increase the impact of
programmes in grassroots development and poverty alleviation

and contribute to the democratization of the development
process. It is important to note that these calls for NGO-

government collaboration come from various quarters across the
ideological spectrum: on the one hand, from NGO activists and
radical economists, and on the other, from the 'new right' and
the multilateral agencies which are calling for more NGO



involvement in programmes that have traditionally been

implemented through government organizations. Some
perceive NGO involvement in public sector programmes as part

of a strategy to reduce inefficient public bureaucracies and to

enhance the role of the private sector. Others view it primarily
as a means of making development process more participatory

and transparent.

Another contention is that the origins of NGOs vary

widely, and are likely to have a strong bearing on the type and
extent'of potential NGO-GO collaboration. In some cases, the
NGOs were formed in opposition to governments which
neglected or discriminated against the rural poor, others as a
reaction to government support for, or indifference to, prevailing

patterns of corruption, patronage or authoritarianism. These
NGOs have been critical of government and have avoided any

contact with it. And the socio-political tensions that surround the

relationship between government, NGOs and grass roots

organizations are frequently glossed over by those claiming that
a relationship between NGOs and governments can be based
simply on a division of tasks, building on the relative strengths
of each organization. However, there is some "room for
manoeuvre" in the relationship, and that some form of NGO-GO
interaction could enhance the impact of both without

compromising either.11

In the context of rural development, several practitioners

argue that while NGOs may well contribute to rural
democratisation, their own relationship with the rural poor is far
from democratic: NGO rhetoric on participation exceeds reality.

In other words:

"NGOs are self appointed, rather than elected bodies,

and control institutional resources from within. All too

rarely do they apply to themselves the principles they
apply in their criticisms of the state: that the rural poor

should have a voting in the use of public
resources...Their socio-cultural origins often lie more in



the dominant rather than the dominated groups in
society".12

These observations imply that, while the voices of NGOs are
sensitive to rural concerns, their participation in public sector

programmes should not be viewed as a direct representation of

the rural poor. Rather, their involvement may be better seen as

a step in the direction of organizational pluralism, which itself

may be a step towards enhancing both direct and indirect form
of democracy.13

Within the logic of conservative economic thinking, the
attraction of NGOs as alternative development partners is based

on the notion that they can compensate for any reduction in the
size of the public sector by implementing programmes and
actions that would normally have been the responsibility of the

government, specifically aimed to ease the socially regressive

impacts of structural adjustment policies.14 And that

"They are able to provide services in a manner which
avoids the potentially repressive implications of a system

based on state monopoly, and the problems of exclusion

and instability associated with the dominance of
unregulated capitalist competition".^.w 15

This does not imply that NGOs displace public or private

agencies, only that they can add an important dimension to the

organizational environment, thus expanding the range of

individual choice and human freedom. In other words, a

supportive development system should be constructed, in which

the three sectors - public, private and voluntary - all have an

important and coordinated role to play, each contributing its
share and each influencing and being influenced by the other.
However, this can only succeed in the long-term, if these new
organizational forms achieve levels of efficiency and

accountability comparable to those which have been developed
in other sectors.16



The challenge for NGOs, therefore, is to learn how to

influence the key aspects of a wider development process rather

than seeking to control micro-development projects from

beginning to end. This new role of the NGOs calls for a

conscious decision to move beyond a doing to an influencing

role and to work more closely with government and other

officials at both national and local levels so as to influence

policies that are detrimental to the well being of the people.

They must learn how to "facilitate" as well as "deliver". More

importantly, various obstacles (economic, social, political) to a

participatory development process have also to be removed to

enable people to assume responsibility for their own welfare.

Issues such as devolution of power, income and land

distribution, human rights and democracy seen as internal affairs

of sovereign nations cannot be imposed upon nation states by

aid agencies, but there are many ways in which NGOs can

promote them.

It is this interaction between the government and NGOs

and Peoples organizations and its search for greater impact on

the policy-making process that forms the central theme of this

paper. Section II of this paper provides an overview of the

development strategies pursued by NGOs in the 70s and 80s

and the movement from relief and welfare activities to

mainstream development strategies. Section III outlines various

methodologies that NGOs can utilize to enhance their role vis-a

vis the government. The section addresses the following

questions: (i) "How NGOs can influence Policy" -a framework

for policy action planning is provided herein that NGOs can use

in collaboration with government, ministries and other authorities;

(ii) Section IV deals with the issue of How NGOs can strengthen

their policy/advocacy role through formation of alliances and

policy coalitions and generate public support; (iii) Section V

provides insight on how NGOs can increase impact through

organizational growth; Section VI summarizes the major factors

that contribute to effective public policy advocacy.



SECTION II

THIRD GENERATION STRATEGIES

NGOs development assistance efforts directed to the
relief of third world poverty have undergone important changes
over the years. As individual NGOs have grown in

sophistication regarding the nature of development and the

potentials of their own roles, many have undertaken increasingly
effective strategies involving longer time perspectives,
broadened definitions of the development problem, increased
attention to issues of public policy, and shifted from exclusively
operational to more catalytic roles.17 Three distinctive

orientations in programming strategy can be identified: (a) relief
and welfare; (b) local self-reliance; and (c) sustainable
systems development.

These three strategic orientations due to the underlying
direction of movement can also be categorized as first, second
and third generation strategies. However, it is important to note,
that these three orientations do not represent precisely defined
categories but co-exist within the larger NGO community and

sometimes even within a single NGO and are more appropriately
applied to individual programmes than to whole organizations
For example, a given NGO may find that one of its programmes
is characterized by athird generation orientation, whereas others
may be dominantly first or second generation - each responding
to different needs and met by different NGOs, representing
different purposes, constituencies, and competencies. In
emergency situations, relief and welfare services, a

predominately first generation strategy may be necessary! In
another situation, there may be a need for programmes of the
second generation type that strengthens community
participation. Yet, in many instances first and second generation
programme efforts will ultimately prove futile in the absence of
a third generation effort - to achieve a policy and institutional



setting consistent with the purpose of first and second

generation interventions.18

Generation I: Relief and Welfare

Many of the larger international NGOs such as Catholic

Relief Services, CARE, Save the Children, and World Vision

began as charitable relief organizations to deliver welfare and

services to the poor and unfortunate throughout the world. The

same pattern was observed in many of the national NGOs which

focused originally on natural disaster and refugee situations

relating to floods, famine, and war. The focus was on meeting

immediate needs through direct action such as the distribution

of food, the fielding of health teams, and the provision of shelter

- all funded by private contributions.19

As these organizations brought their expertise to bear in

non-disaster situations they gave birth to a first generation of

private voluntary development assistance involving direct

expression of a human desire to share with those less fortunate.

The type of assistance they offered was appropriate for an

emergency situation that created temporary needs, and it

contributed little or nothing to the ability of the poor to meet their

own needs on a sustained basis. In other words,"as a

development strategy, relief and welfare approaches offered little

more than temporary alleviation of the symptoms of

underdevelopment".20

Generation II: Small-scale Self-reliant Local

Development

In the late 1970s, as the NGOs realized the limitations of

relief and development as a development strategy, they

expanded their agendas and ventured into community

development projects in areas such as preventive health,

improved farming practices, and local infrastructure. These

projects focused on local self-reliance, with the intent that

benefits would be sustained beyond the period of NGO

8



assistance. Although these second generation activities
paralleled those of the government, they were justified on the

ground that the government services were inadequate in the
villages in which the NGOs work. However, these activities, as
Korten points out, did not attempt to address the causes of the
inadequacy of other service providers or the larger institutional
and policy context of the NGOs own activities. The scope of
attention was limited to individual villages or neighbourhoods
and to the specific local groups the NGOs were assisting.21

Generation III: Sustainable Systems Development

As individual NGOs have advanced regarding the nature
of development and the potentials of their own roles, they have
came to realize that: (i) as a development strategy, relief and

welfare and small scale projects offer little more than temporary
alleviation of the symptoms of the underdevelopment and by
themselves they are not enough to secure lasting improvements
in the lives of the poor people or attain sustainable development;
(ii) acting on their own they can not benefit more than a few
favoured localities; (iii) self-reliant village development
initiatives are likely to be sustained only to the extent that local
public and private organizations are linked into a supportive

national development system; and (iv) critical issues such as
land reform, access to public services, civic and human rights,
the judicial system and economic exploitation at the macro level
which impact on the micro-level development projects can no
longer be ignored or left largely to the experts.

Increasingly, however, NGO leaders are recognizing that
they and the poor themselves have an equal right to be
regarded as 'experts'. To quote ANGOC:

[NGOS] are now questioning official policy processes,
existing development theories and their own inclination to
wholly accept government leadership in setting the
directions of national development policy. Broader
effective participation in the decision-making process by



which local and national development decisions are

shaped is seen as the key to future development

progress.22

It is realized that they need to exert a greater leadership

in addressing dysfunctional aspects of the policy and institutional

setting of the villages and sectors within which they work.

Dealing with the symptoms of poverty is not enough, it is the

underlying problems of poverty which require action. This
means moving to a third generation strategy in which the focus

is on facilitating sustainable changes at the national level. As

Korten states:

"The more fully the NGO embraces third generation

programme strategies, the more it will find itself working

in a catalytic, foundation like role rather than an

operational service-delivery role - directing its attention to

facilitating development by other organizations, both

public and private, develop capacities, linkages, and
commitments required to address designated needs on

a sustained basis. 'e3

Currently, a growing number of NGOs, both large and

small, have assumed third generation roles in areas such as

local development, health and small enterprise. Some NGOs
are involved in helping government achieve more effective

results from its service-delivery programmes as well as develop

policy and institutional settings that enable community self-help
efforts. Others have developed independent self-financing

delivery systems that facilitate community efforts to meet their

own needs more effectively without government assistance.

Although the trends are promising, the full potentials of the
private NGOs to assume third generation roles in support of self-
sustaining broadly-based development remain only partially

realized. Most of the initiatives are still in their infancy and

require clear definition of purpose and areas of distinctive

competence.

10



It can be surmised that through strategic use of their
grassroots experience, NGOs can make an invaluable

contribution to development understanding. For this NGOs need

to strengthen their understanding of the macro-economic
pressures and inject their "micro-experience" into the "macro-
debates". And they need to build up a pragmatic strategy for

influencing the mainstream decision making process. This
means developing new capacities and forging new working

relationships with government and other officials at both national
and local levels. This requires that NGOs learn new skills of

dialogue, communications and strategic planning; adopt
innovative techniques to locate their grassroots programmes in

a macro context and to articulate positions on issues and

programs that affect their constituencies; link the grassroots with

lobbying and advocacy; and utilize analysis and research to
gather supportive information and data needed for an effective

dialogue. This also requires much greater attention to training,
with emphasis not so much on the technical aspects of
development, but on building up capacity to analyse, to set
objectives, to plan, to communicate, to negotiate and other skills
normally associated with management rather than the NGO
world.

ll



SECTION III

HOW NGOs CAN INFLUENCE POLICY

Sections I and II submitted that despite the reputation that

NGOs have won for themselves and for their work over the last

ten years, their contribution to development policies at the
national level remains limited. Their micro projects, divorced
from the broader national context, by themselves, are not

enough to secure lasting improvements in the lives of the people
or attain sustainable development. Therefore, to maximize their

impact in mainstream development, NGOs must develop
strategies and acquire appropriate skills that can influence local

and national policies, attitudes and practices which impede self-
reliant and sustainable development. According to Korten:

"influencing macro-policy reform is relatively easy. The

government can alter the exchange or interest rates,

remove bureaucratic barriers, and increase producer

incentives through action at the political centre alone.

Micro-policy reform involves action throughout the

country, the creation of new institutions (for instance to

provide credit to the poor), mammoth retraining exercises

(i.e to redirect agricultural extension services) and
wholesale changes in attitudes (for instance to dismantle

the barriers which hold women in a second class

status).1**

The point is that for NGOs to influence policy and make

an appropriate impact, be it at the macro or micro level, it is

imperative that they create the space to step back from their
conventional project work to be able to put effort into learning
the skills of policy analysis to shape an alternative vision of
development out of their experience of working with the poor.

As a first step in this direction, the paper draws upon

some basic methodological issues concerned with the policy

12



process. The presentation focuses on (a) the different usages
of the term policy; (b) the various stages involved in the policy
process and some important elements and distinctions; (c) how

to analyse a policy; and (d) a step-by-step approach to Policy
Action Planning.

1 Different Uses of the Word 'Policy'

Formulating policies and determining their content is a
complex, amorphous and time consuming political process,
involving many actors with varying interests that need to be
balanced and compromised. As often stated, "it is not like an
assembly line process, where a single-purpose too! can be
applied repeatedly to whatever problem comes across. It is a
multifarious process where the policy maker makes his choice
in an environment restricted in a multitude of ways. Resources -
whether human or material - are scarce, and their effective
allocation are further constrained by political considerations or
the limited capabilities of sluggish bureaucracies."25 For
decision makers, the choice among competing policy alternatives
is never easy, as the future is always uncertain and the tradeoffs
painful. The approaches and techniques set forth in this paper

cannot completely eliminate these difficulties, but they can assist
in managing them more effectively.

At the outset, it is important to understand that the term
'policy' is utilized in a variety of different ways. It is used;

as a label for a field of activity (social or foreign
policy);

as an expression of general purpose or desired
state of affairs;

as specific proposals;

as decisions of government;

as formal authorization;
as a programme;

as an output;

as an outcome;

13



as a theory or model; and

as a process.26

2 Defining Public Policy

Just as there are many everyday usages of the word

policy, so are there many definitions of policy. A policy is
subjectively defined and usually consists of a series of patterns

of related decisions to which many circumstances and personal,
group, and organizational influences have contributed. The

policy-making process involves many sub-processes and may

extend over a considerable period of time. The aims or
purposes underlying a policy are usually identifiable at a

relatively early stage in the process but these may change over

time and, in some cases, may be defined only retrospectively.

The outcomes of policies require to be studied, and where
appropriate, compared and contrasted with the policy makers
intentions. Accidental or deliberate inaction may also contribute
to a policy outcome. The study of policy requires an

understanding of behaviour, especially behaviour involving

interaction within and among organizational memberships.

Lastly, for a policy to be regarded as a 'public policy1 it must to
some degree have been generated or at least processed within

the framework of governmental procedures, influences and

organizations.27

The above ideas imply that policy:

is not a 'decision' - it is a series of decisions

which arise from a process over time;

it is not easily distinguishable from 'administration1;

it is a purposive course of action but purposes

may be defined retrospectively;

it has outcomes which may or may not have been

foreseen;

it involves behaviour as well as intention and it

involves action as well as inaction;

14



it involves intra- and inter-organizational
relationships;

it involves a key, but not exclusive, role for public
agencies; and

it is subjectively defined.

3 Stages in the Policy Process

The following stages are involved in the policy-making
process.

• Issue search (Initial state of society): This

involves the identification and anticipation of
problems or opportunities which suggest the need

to consider action. Relevant approaches include

the development of social indicators and various

types of need analyses, demand forecasts,
technological forecasts, etc.

• Issue filtration (Placing a condition on the
political agenda): This entails making a conscious

choice on the basis of explicit criteria of which
issues should be handled based on the resources
of an organization.

• Issue definition (Direction of demands at relevant
openings in government structures): Once a
problem has been identified, this stage (the issue)

requires further definition in terms of cause and
effect.

• Forecasting (Reviewing resources and
constraints): This involves speculating about

alternative possible futures, given different

assumptions about the development of both

problems and policies.

15



e Setting objectives and priorities (Selection of
option): This involves examining the relative

priorities of various objectives competing for
limited resources, identifying constraints and

limiting factors.

• Options analysis (Legitimation of option): This

involves appraising and comparing the best

available option.

• Policy implementation, monitoring and control
(Implementation, including the production of

outputs:) This stage is concerned with the
implementation which must be seen as part of the
policy making process, since the interaction
between policy-making and policy-implementation

is often very complex. Once a policy is underway,

its progress has to be monitored and controlled to

check whether actual performance is according to

the plans.

• Evaluation and review (Impact and its

evaluation): This involves undertaking evaluation,
at strategic points. Evaluation should not be left to
the very end as the results may be impracticable
and inconclusive. Who conducts the evaluation,

techniques used and how evaluation results are

consumed and utilized are important.

• Policy maintenance, policy succession and
policy termination: (Feedback (a) to those who
initiate and maintain process; (b) effect on state

of society) The results of evaluation and review

lead to this stage where the policy may be

terminated, maintained or replaced.

At a first glance the above stages may seem tedious and
time-consuming and perhaps irrelevant to the limited world of

16



NGOs. However, for NGOs to demonstrate how current
practices and strategies impact on poor people and to

recommend alternative strategies which, while in keeping with

national priorities, better serve the needs of the poor, they need

to have a standard procedure (a framework of analysis) that will
help one to commence on digging into a complex policy issue
and to avoid going in circles. For example, a simple problem,
of deciding how to give land and credit to those who volunteer
to leave the slums, has so many ramifications. One can always
muddle along, hoping eventually to develop an understanding of

the situation, but such a hit-or-miss approach rather goes
against the grain. As a start, it is preferable to have a
framework of analysis. This does not imply that an analyst will
always proceed in an orderly fashion from one stage to the next.

The conduct of an analysis, in practice, is usually an iterative
process, with the analyst working back and forth among the

various tasks of identifying problems, defining objectives,

enumerating possible alternatives, predicting outcomes!
establishing criteria, and valuing tradeoffs, to refine the analysis!
As one gains experience in thinking analytically about policy
choices, one can revise the framework and devise other
operational procedures.

4 How to Analyse Policy

Policy analysis is a process of analyzing the activities of

government in a variety of ways. The approaches frequently
utilized for analysis of public policy can be classified as:

• Policy Content: This involves analyzing the
origins, intentions and operation of specific

policies such as health, education or social
services.

• Policy Process: The concern here is with how
policies are actually made in terms of actions
taken by various actors at each stage.

17



Policy Outputs: Here policy is seen as what

government actually delivers as opposed to what

it has promised or authorized through legislation.

Outputs can take many forms - collection of taxes,

delivery of services, distribution of expenditures or

other indicators.

Policy Evaluation: This addresses specific

policies in terms of the extent to which their

outcomes have achieved the objectives of the

policy. Evaluation can also improve one's

understanding of the factors that shape policy as

well as provide information which can be used in

future policy-making.

Information for Policy-Making: This refers to

the collection and analysis of data with the

specific purpose of aiding a policy decision or

advising on the implications of alternative policies.
Such work may be conducted within universities,

independent policy institutions, commissions or

committees of enquiry. Such analysis differs from

'content studies' in that it is designed to

contribute to policy-making.

Process Advocacy: The analyst here is

concerned not simply to understand the policy-

making process but to change it. The emphasis

is less upon what any particular policy should be

than how policies ought to be made.

Policy Advocacy: This involves the use of

analysis in making an argument for a particular

policy. Advocates have to convince decision-

makers that there are political or other benefits to

them as well as to society as a whole.

18



The Analysis of Analysis: The emphasis here

is on a critical appraisal of the assumptions,

methodology, and validity of policy analysis.

The Roles of Different Types of Analysis:

There is a place for most of the types of analysis

outlined above, that is both 'knowledge of the

policy process' and 'knowledge in the policy

process'. The policy analyst must understand

what he wants to change (knowledge of the policy

process) and he must also develop a critical

faculty about his or her own assumptions and

methods as an important part of his training

(knowledge in the policy process)/"28

In practical terms, for NGOs to analyze the policy

environment, in any specific context, they need to deal with the

critical areas outlined above. It is important to understand that

policy analysis is a discipline of working within a political and

economic system, not for changing it.

If NGOs are to win recognition and influence in the policy

analysis process, there a number of obvious, perhaps trite, but

often overlooked guidelines which must be kept in mind.

First of all, if analysis is to be undertaken, let alone

consumed and utilized, it must be of practical advantage to one

or more of interested decision makers who are either interested

in the substance of the issues or to use the analysis as a

political justification for their position. Analysis should by no

means be used to embarrass the government by, drawing

attention to the governments neglect of an issue or the poor

quality of the analysis underlying the government's treatment of

an issue.

Secondly, if the results of analysis are to be of practicable

use, they have to be both comprehensible and timely. In other

words, the selection of issues for analysis is of utmost
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importance. Where ever policy areas and issues are well

chosen, it is possible to demonstrate a genuine contribution to

the policy process.

A third issue of importance is that there must be a range

of different types of analysts, some specialists in particular

techniques others specialising in particular policy areas, all with

at least some ability to communicate their findings to decision

makers.29

The ultimate success of policy analysis would be

achieved if it became so routinized that it was not seen as an

activity separate and distinct from decision-making.

Lastly, the scope for analysis is so wide that training in

the role of analysis is essential for further progress.

5 Policy Action Planning

Another methodology that this paper draws on is Policy

Action Planning (PAP). PAP is an analytical tool appropriate

for guiding policy reform processes. The PAP design and

approach is especially suited to complex policy reforms,

involving several government agencies, and generally requiring

significant preparation and commitment by the ministries,

agencies and other stakeholders involved. It is a systematic

process of preparing a statement of measures to be adopted

and pursued by a government according to its stated objectives.

It is essentially a three-phase process:

PHASE I: This phase begins with the constituencies in

a policy area - identifying the constraints and deficiencies

the sector faces. It brings the various partners together

to see each other's viewpoints and begin the difficult

process of selecting a limited number of goals as

priorities. These priorities are then transformed into

specific objectives.
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PHASE II: In the second phase, the partners define the

measures needed to achieve these objectives. Many

initiatives are proposed by the various actors and each is

subject to close scrutiny to assess their feasibility and

effectiveness in light of financial, human, and institutional

constraints. The movement from the desirable to the

achievable ends with an appraisal of policy and action

options in terms of their feasibility and effectiveness

which is recast into an action agenda.

PHASE III: In the third phase, responsibilities, resources

and time-frame for implementation are determined.

Participants determine which government and non

governmental will be given responsibilities for carrying

out the agreed agenda. A time frame is defined for both

putting in place the policy changes needed to implement

the action plan and the operational steps to be taken.

Lastly, the group identifies the resources - foreign or

domestic - that will be used to implement the programme.

The phase ends with a commitment from the various

partners to providing or mobilizing the resources.

PAP incorporates the following five basic components:

I Main Policy Direction The main policy direction

is an explicit formulation of a fundamental policy

reform derived from the empirical perceptions of

issues and needs in a given country and tailored

to the conditions and circumstances prevailing in

that country. It entails:

an analysis of issues, needs and national

conditions

an assessment of priorities and objectives

identification, appraisal and selection of

options.
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ii Key Measures: The key measures are selected

option(s) and are designed for the purpose of

putting the fundamental policy direction into

practice. They are the 'backbone' of the Policy

Action Plan methodology.

iii Supporting Measures: Supporting or

complementary measures are designed to support

the key measures with a view to securing

operational success of the policy reform and/or

creating favourable conditions, and/or neutralizing

adverse side effects.

iv Responsibilities: The policy action plan requires

an outline of the Executing Agencies and

Institutions participating in policy implementation

along with a brief description of their roles and

responsibilities, together with a statement on the

authority and capacity which must be assigned to

them for successful policy implementation.

v Time and Resources: To render the policy

action plan feasible, it is important to determine

the sequence and the time required for all

necessary key and supporting measures. It is

also necessary to identify the resources required.

The first step in Policy Action Planning would therefore

require NGOs and GOs to get together and:

STEP (i)

Identify key issues and priorities where change

should be effected.

This information will help define the need and

specify the target. There are a number of

techniques that can be used at this step. A

22



common practice is to select strategy groups in

various organizations to identify key issues,
constraints and functional deficiencies.

STEP (ii)

Decide what policy objectives are needed to
address the priority issue. Broad, far reaching, or
amorphous goals are narrowed to one or two

specific measurable ones in order to give the
action plan a clear direction.

STEP (Hi)

Identify and appraise Policy Options relevant and
applicable to achieve the selected Policy
Objective with regard to the overall objective. The
choice of policy options may be based on the
following:

Conditions for success i.e. which options
are likely to meet with more success;

Possible consequences and effects; '
Contribution to objectives; and
Cost.

STEP (iv)

Identify and specify key measures necessary to
implement the selected policy options. As these
key measures are the backbone of the Policy
Action Plan, they should be central to goal
achievement and geared towards implementation.

STEP (v)

Identify conditions of success and inhibiting
factors for the stated Policy Option and Indicate
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supporting measures (governmental action)
required to meet these conditions/factors. The

supporting measures are aimed at creating

facilitating or empowering conditions either within

the main agencies destined to implement the key

measures, or in their environments where

constraints to successful policy implementation

could be expected.

STEP (vi)

Appraise the PAP outline with regard to the set

Policy objective and overall objective along the

following criterias.

a Is it feasible?

b Is it sufficient to achieve policy

objective and overall objective?

c Is it consistent?

d What are its benefits/costs and

significance?

e What potential hazards may

emerge?

f Which actions are urgent? Short

term and Long term requirements?
g What is the technical and

organizational capacity?

h What is the domestic resource

potential?

STEP (vii)

Indicate agencies and institutions whose

participation is necessary to execute the action

plan. Generally the following agencies and

institutions may be participating bodies:

Parliamentary Institutions,
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Governmental Agencies, Ministries,
Executing Agencies

Political Parties,

Legislative Body,

Multilateral and Bilateral Agencies,
Advisory Councils.

STEP (viii)

Describe and assess the tasks and functions of
the participating individuals, agencies, and
ministries and what they will need to execute the
action plan.

Define who does what in the action plan with
regards to:

a Detailing content of action plan,

b Decision-making,
c Execution,

d Coordination,

e Monitoring,

f Control.

Assign responsibility for achieving each goal to
one person, even though the contribution of many

may be essential for success. Give them

responsibility for one to two months to achieve the

target. Make sure that team members clearly

understand their responsibility and do not permit

them to turn offers of help and support into
opportunities to pass the buck.

STEP (ix)

Estimate the time required for initiating and
achieving general commitment and for detailing
the PAP-outline (PHASE II) to achieve national
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commitment for planning and implementation of

measures.

STEP (x)

Determine sequence and time allowance for

planning and implementation of the key and

supporting measures.

STEP (xi)

Estimate the point in time when measures will

take effect.

Provide rough estimates for the time needed for:

the progress towards reaching

agreement on the need for reform

(commitment);

preparatory studies;

consultations with parties to be

affected by the policy actions;

detailing of reform contents;

going through legislation and

making the necessary

administrative arrangements up to

a roughly estimated point in time

when the measures may become

effective.

STEP (xii)

Estimate the resources needed to plan and

implement the key and supporting measures.
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STEP (xiil)

Look for institutions to provide these resources.

Initiation Committee

Once the Policy Action Plan has been outlined it has to
be strongly supported and monitored by a groyp cK5S5
pohtaans, authorities and other actors to achieve fte
commitment for policy reforms, to formulate them in de
to implement them. The follow-up program consTsis of

preparatory actions formally necessary for
commitment and

actions t0 influence positive

established thThfTSe' an 'nitiati°n Com^^ee has to beestablished. The following steps need to be considered:

^m V *? be the members of theoommtttee to initiate and monitor the
outlined Policy Action Plan?

Who will be the person in charge of PAP in the
Initiation Committee?

coTperSei *" "*"*" communicate and

Define their roles and responsibilities.

meeT?

should h«C.an ^tiatiu°n Committee has been formed, thought
should be g,ven to what preparations are necessary to b2g
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about national consensus and institutional cooperation^
According^, the Committee has to decide how to follow-up to
initiate the policy reform:

Which activities are necessary to achieve the
general national commitment for Policy Action

Planning?

Which activities are necessary to overcome

political obstacles and to get political support for

going on?

Who takes care of these activities, who is

involved?

When shall these activities be finalized?

Some Basic Considerations of this Methodology

Given the variety of issues and diversity of problem
mix prefabricated action plans cannot be implemented randomly.
K! Policy actions Save to be derivec, from,*.^mp.nca

circumstances prevailing in that environment.

An issue that runs through all stages of delineating policy

measured fsTe Importance of Lognizing "»»"£££
-system effects" in designing policy actions^ *£*»££%££
considered important in solving one problem may create anlother
oroblem in some other area. In this way the success of policy
Sns pursued to enhance efficiency in public sector operates
foften Hmited and far from satisfactory, unless appropriate
complementary actions are put in place to compensate for
impeding effects.

Once some success has been achieved on a first set of
obiectives, it should be possible to repeat the process and
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provide reinforcement to shoot for more ambitious targets which
may be extensions of the first goal or additional goals.

Work-planning disciplines are essential to successful
implementation of the action plan. In many instances
individuals agencies responsible for each goal or subgoal are
expected to provide a written work plan of steps to be taken to
reach the goal, how progress will be measured and how it will
be reported. It requires the joint efforts of politicians, policy
makers, authorities and other actors to achieve the national
commitment for policy reforms and to formulate them in detail
and implement them.

Lastly, policy action planning, if implemented with care
at the level of the government, assists in critically analyzing
problems of policy formulation, planning and implementation At
the level of the NGOs, the methodology increases their
knowledge in strategic planning and aids in developinq
strategies to implement policy actions/objectives. It also fosters
better cooperation and team spirit among the policy makers at
trie top and various actors/groups/constituencies. At the
grassroots level, action planning increases awareness of the
issues and problems related to the various units and it equips
them with skills necessary to cope with and manage change

Workshop on Action Planning

A training workshop can be conducted to introduce the
action planning method to strategy groups or country teams to
develop outline versions of action plans to address problems in

£eif ^nsti*uencies- ™e workshop provides a forum for free
fought where, detached from everyday pressures some
fundamental thinking can be done as to what strategies would
really be desirable for addressing the crucial issues in individual
constituencies, agencies or countries. The basic idea is that the
strategy groups or country teams outline a strategic framework
indicating the basic policy direction, identifying areas for decision
and action, and outlining the means for those actions
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SECTION IV

PLANNING FOR EFFECTIVE LOBBYING AND ADVOCACY

ACTIVITIES

In this section we focus on how NGOs can maximize

effectiveness in linking grassroots action with lobbying and
campaigning activities - a movement that can reshape national
politics, redefine policies and ultimately democratize
development. Many different ideas underpin strategies of
grassroots organizations but all have in common the notions that
disadvantaged individuals need to be stimulated into taking
group action, that groups of the disadvantaged can have a
discernible impact on the local situation, and that the combined
efforts of grassroots organizations can coalesce into movements
that have the potential to influence policies and politics at the
national level. The conceptual bases of these ideas range from
liberal democratic notions of pluralism to radical formulations that
see grassroots organizations as confronting (sometimes

violently) oppressive social forces. Paulo Freire's ideas have
been particularly influential on those agencies adopting the
radical perspective, arguing the need to 'conscience1 the poor
as an initial step in the process of identifying and ultimately
challenging the social and political structures that oppress

them30

The justification of linking grassroots action with lobbying
and advocacy lies in the argument that: NGOs can 'empower',
relate knowledge with action, are sensitive to local contexts, are
flexible and when collectivities take collective action, can tackle
regional and national level issues. In addition, and in contrast
to other NGO activities, this approach may permit a degree ot
downward accountability so that NGOs which claim to represent
the Voice of the poor' may add some legitimacy to the image

they seek to portray.
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irfhpr Mrn P°n the WOfk Of Clark and Dolan which offer
other NGOs some guidelines on how to operational this new
vision of linking grassroots with lobbying and advocacy The
recommendations presented here under are based on their
experience gained from many years of advocacy work.

Recruit appropriate staffing There is a tendency
towards insularity within the NGO sector, to talk only with
those who 'speak the same language1, but influencing
policies and practices clearly necessitates forging new
working relationships - for example with government and
other officials at both national and local levels This
requires changes in the NGO's own staffing For
example, staff involved in advocacy should not be closely
identified with any anti-government factions and should
appear politically mature. Those who are well connected
to senior decision makers or who command broad public
respect are important allies.

Build broader coalitions The NGO, if it has an open
mind, may also find that the issues are not quite as clear-
cut as they seem on the surface, and that it has a lot to
learn from others who know the issue or the country well
These factors indicate the need for NGOs to build much
broader coalitions than they are accustomed to, working
closely, for example, with the academic community with
the business sector, with politicians, trade unionists
religious leaders and others who have access to the ears
that need bending or to the knowledge that the 'bendinq
process' requires.

Choose the issue carefully The campaign focus must
genuinely be relevant to the poor, it must be supported
by Southern partners, it must arise from the direct
experience of the NGO, and it must be a subject on

wh,ch the NGO is generally viewed as an authority
There must be clear policy objectives, which are
conceivably winnable, and this may mean, pragmatically
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the setting of intermediate goals. For Northern NGOs
there should be some evident connection between their

own countries and the issue.

Construct the expert case For NGOs to maximize their
impact in the mainstream development debate the first
step must be a disentangling of experience from a

personal political conviction. An NGO case based on a
faithful account of its own experience is a powerful one
but when experience is biased towards support of
previously held positions this is transparently so to those

the NGOs seek to influence.31

Therefore, it is essential that NGOs use the analysis of
known authorities on the subject, recruit convincing allies
to the cause (for example involve respected academics

in meetings with officials), ensure that all analysis and
statements are scrupulously accurate, ensure that
prescriptions proffered are realistic and workable. Often,
NGO authors will spend months researching and writing

a report but will throw together some recommendations

with relatively little thought; most readers will give much
more attention to the recommendations than to the

analysis.

Balance opposing forces Avoiding dialogue because

this risks compromising one's position is unrealistic and
immature. Social change is about compromise because

it is about balancing opposing forces - typically the
tension pulling towards reform versus the resistance of
the status quo. A pressure group which achieves a

significant reform may be well satisfied with the progress

- and say so publicly - even if only 20 per cent of its
demands have been met. This does not imply that the
group has dropped or lost faith in the remaining 80 per
cent, rather that it considers it politic to consolidate the

initial gains.

32



Increase policy leverage Strategic NGOs need to
convince others on the development stage of the validity
of their new influencing role. They must seek to be
consulted on policy issues and be prepared, for example,

to serve on government commissions. This process carl
have major ramifications for NGO leaders. In some
countries they have been persuaded to leave the NGO

sector and to move into government This should not be

seen as a 'selling-out1 but as building a more effective
platform on which to make the NGO case. As Eduardo
Garilao says (1987), "Third World NGO leaders will begin
to enter into public service and politics because, in
addressing the structural problems of poverty, it is the

logical next step". Likewise with official aid agencies
NGOs must manoeuvre into a closer relationship so that
they can help formulate policies and project design.

Balance macro-analysis with the use of first-hand
experience Northern NGOs have a sneaking disrespect
for their own evidence which may seem flimsy and
anecdotal when pitted against great volumes of statistical
data. This lack of confidence is unwarranted as

"to obtain a portrait of a city there are two

approaches. The first is to charter a plane and

take photographs of the city from the air - the

housing areas, industrial complexes, buildings,

communication routes, and physical terrain - and
speculate about the conditions of life in the
different quarters. The alternative approach is to

visit particular communities or work places and
talk to the community workers or residents and
stay with them long enough to appreciate their

concerns and aspirations. This gives a more

accurate portrait about the human condition.

Since development is essentially about the human
condition, the 'street view' is as valid as the aerial
view and one in which the NGO has
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unchallenged advantage. The street view is

perhaps less scientific but it may reveal serious

problems and important issues which are not

picked up by the 'aerial view'. Whether or not

these issues are general or unique to the

community studied is important, but the

uncertainty should not prevent them from making

its experience known."

In short, a solid understanding of the views of academics

and official agencies is essential if the received wisdom

is being challenged, but the NGO must also become

confident in the use of its own direct experience, however

anecdotal this may seem. If observation does not fit with

the theory then it is the theory that is wrong, not the

reality. The street view is every bit as important as the

aerial view.

Generate public support No matter how well-argued
the case, decision-makers may not be persuaded to

change the policy in question because they are

preoccupied with matters they perceive as higher up the
political agenda. Hence the second prong of an effective

advocacy strategy is often essential: mobilisation of
public support. For this a 'human-interest1 angle is

necessary for attracting media attention, support from TV
celebrities and other communications specialists should
be sought, and a comprehensive communications

strategy should be carefully planned. Sometimes it will
be considered desirable to urge the NGO's supporters to

undertake campaigning action. For this the degree of
commitment must be carefully gauged. Strategies billed

as mass campaigns should be resisted unless
widespread support can be confidently anticipated;

otherwise an unfortunate impression of public indifference

will be conveyed. Conversely the judicious use of a
small band of well motivated and carefully guided public
campaigners can make a powerful difference. For public
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campaigning it is important to decide carefully the tone to
be adopted, appropriate 'pegs' must be selected (such as
demonstrations alongside official meetings, or specially
planned events). Actions that supporters are asked to
take must be carefully selected, realistic, and adequately
resourced, including systems of 'rewards' so that the
supporters feel valued and valuable.

Strive for bargaining power Identify who are the key
decision-makers or people of influence, and work
strategically to achieve meetings with those people.
Invite respected academics and other figures of authority
who are known to support the case to join those
meetings. It is equally important to listen carefully as to
preach persuasively. Take careful notes, particularly of
decisions reached or areas of agreement, and write
afterwards to thank those met and to remind them of the
decisions and agreements. After an appropriate time,
follow up on those points, for example by requesting
progress reports or a return meeting. The objective is to

achieve official recognition that the NGO has become a
party in the negotiations over the issue in question. This
may be a difficult status for an isolated NGO to achieve,
which is why national or international networks of NGOs
are increasingly important.

International lobbying It is still lamentable that, as the
century draws to a close, there is a colonial residue
which still believes that decisions concerning poverty
alleviation in [the third world] can be better made in

London or New York than on the spot where the real
expertise lies. Southern NGOs have the basic

responsibility among NGOs for leading the development
process in third world countries and the expertise to do

so. However, both northern and southern NGOs share
a responsibility for ensuring that a climate exists in which

development take place. Therefore, just as they must
take on new responsibilities in order to preserve their
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relationships, northern NGOs must also relinquish others.

They must piay a lesser role in devising development

grassroots strategies, in particular, decisions over project-

funding should increasingly be transferred to southern

specialists.

Northern NGOs are increasingly being challenged by their

southern partners to put more resources into education,

campaigning and advocacy so as to increase their profile in the
field of international lobbying. Effective lobbying affords a

powerful and increasingly important means for NGOs to multiply

their impact on significant development questions, ranging from
the design of specific World Bank projects to the debt crisis.

Until recently, such international lobbying has been largely

dominated by northern NGOs, with southern NGOs

concentrating on influencing decision-makers within their own

countries. What is required is a two-way relationship between

northern and southern NGOs, in which development education

in the north is a shared responsibility for moving from
'development aid to development cooperation'. This entails

helping to make the political and economic institutions of the

world more broadly accountable, injecting the voice of the

traditionally voiceless into international decision-making, and
facilitating the two-way flow of information that might improve

decision-making and improve the capacity of the poor to

influence those decisions.

International donor support Funding agencies should

recognize that the NGOs need long-term support to facilitate

institution building and the formulation of overall strategies.

Since the 1970s, NGOs have consistently asked funders to

accept and encourage multi-year planning and budgeting with a

view to enhancing the quality of development education. The
funding structure continues to encourage relatively small projects

with a short time span. In addition to discouraging planning, this

situation also affects the status of those involved in development
education: precarious contracts, high turnover, little institutional
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memory, duplication and repetition of efforts are some of the
stigma.

By applying these formulae, it is possible for NGOs to
achieve vastly greater impact in improving the situation for poor
people than they can through conventional project work alone
Projects will continue to have an important place. They are
innovative models from which others may draw lessons, but they
are also vantage points from which the experience needed for
influencing work can be derived. This experience can be vital
ammunition in campaigns against the root causes of world
poverty and injustice which lie in the orbit of Northern
governments and institutions.

37



SECTION V

INCREASING IMPACT THROUGH ORGANIZATIONAL

GROWTH

1 Research Support

As pointed out in earlier sections, if NGOs have to

expand their operations, work with government, move into
lobbying and advocacy, or put their energies into community
mobilisation on the ground, increase, the lend of impact, they
need to strengthen their capacities to undertake research, to
plan and to incorporate skills normally associated with the world

of management.

Research, dissemination and training should also be an
integral part of NGO programmes if they are to maximize their
impact on main stream development activities. They can serve

as useful tools for NGOs both in their role as voices for the poor
(advocacy research) and in their efforts to counter analyses
provided by other institutions (policy analysis). It will enhance
their bargaining power vis-a-vis donor agencies and

governments. Therefore:

• Priority must be given by NGOs to creating a
structured dissemination process and establishing

links between research and training. Also, NGOs
need to collaborate with research institutions

which are dealing with relevant policy issues -

they should avoid duplication of effort and provide

input into each others work. Fundamentally,
NGOs have to be seen as producers as welt as

consumers of knowledge.

• The packaging (form and content) of this
knowledge must be such that it is widely usable -
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for advocacy and development education as well
as for development scholars and practitioners
Therefore, finding time for reflection and funding
for the building of a research capacity should be
an integral part of an NGO programme.

• Research can be done at all levels and not just by
formally trained researchers. The most simple
questions can form the basis for useful
investigation. There is also the need for greater

preservation and accumulation of knowledge and
for the creation of their own institutional
memories. The level of research should also vary
according to the growth stage or type of NGO,
e.g.,grassroots, intermediary, donor, etc.

(i) Research in Adjustment Programmes

Using the structural adjustment programmes to illustrate
his point on the need for research, Clark states:

"in an urban slum an NGO may easily deduce that the
poor have found price increases painful. This is hardly
surprising. What might be more informative would be to

learn if any benefits from the promised targeted food
distribution were seen and if so who they went to-
whether anyone from the government has talked to the
poor about compensatory schemes... what do they think
of such schemes; have there been any changes in the
health services; has the emergence ofa black market
affected them all; Does the adjustment programme
have any impact on the amount of land allocated to
women; Are local primary school teachers disappearing
because of non-payment of salary? Are operations at
the local hospitals being held up because of shortages of
surgical gloves, fuel, anaesthetics and other
necessities'/^2
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Few NGOs notes Clark, have attempted to address such
issues in their research. They have criticized orthodox
strategies by re-interpreting official reports and government-
provided statistics. And most of the evidence they present is too
cursory or heresy to have the impact it deserves. To be effective
NGOs evidence should be thorough, even though limited to a
few communities and they should be confident in the "street
view" they are able to offer. Where this has been done their
work has been powerful and effective, though this new area of
work demands of them new disciplines and skills which they are

only lust beginning to appreciate. Clark further recommends that
NGOs should commission one or a small group of researchers
to make a specific investigation. Researchers should not limit
themselves to orthodox survey type methodology but draw from
well-tested techniques of Rapid Rural Appraisal and Participatory

Research33, Oxfam's Action Research Project in Malawi , or
a recent social survey conducted among poor in Guyaquil,
Ecuador35 NGOs must also develop closer linkages with the
academic institutions. For a modest investment on research
effort is likely to be rewarded by a rich base o dependaUe
information, in the form which makes it immediately usable not
iust in the international arena, but also in the country of study,
t will eventually strengthen NGOs in their ability to criticize
adjustment programmes and in the use of their operational
experience in international lobbying.

(ii) independent Advocacy/Research Centre

In the same vein, another NGO activist recommends that
NGOs need to set up Independent Research/Advocacy Centres.
As there are not many institutions in Africa today which are
geared to take on issues of public policy and governance

critically and those that exist have either -decayed u«terthe
heqemony of the state or become commercialized and identified
wffl corporate and other vested interests". The Advocacy
Centre should be an independent centre which will keep an eye

on the policies and practices of the state as well as provide
instruments and tools to strengthen the work of those engaged
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in social change, democracy and popular participation. The
centre should focus its independent research and analysis work
on issues of:

public policy and governance;

strengthening democracy and political culture;
budgeting priority and allocation;
policies and policy frameworks; and

ways of articulating the demands and interests of
the poor and unrepresented.

Its purpose should be to constantly monitor issues of critical
national importance in governance and policy making and
support the causes of social movements and organize
independent initiatives by providing analytical, research-based
information, documentation and reports.37

2 Strengthening Management Capacity of NGOs

In order to equip themselves to tackle the movement to
third generation strategies, NGOs need to strengthen their
management capacity. NGOs have been resentful of hierarchy
and bureaucracy within their own organizations. However
without strong management the NGOs are likely to drift and not
achieve their new development vision. Therefore, training in
financial matters, organizational structures, team building
interpersonal skills, personnel management, negotiation"
objective setting and strategic planning all have relevance to the
NGO world. Brown suggests six priorities for buildinq up
capacity.

• Renew tand update he organization's visions and
values and arrive at common ground through
"ideological negotiation" and consensus.

• Formulate strategic concepts which position the
organization with respect to external
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constituencies and provide a framework for

assessing new opportunities.

• Build consensus on the organization's plans,

including the agreement of external

constituencies.

• Empower the leadership as leaders must have

authority not only to make decisions, but they also

must delegate authority so that their time is free

for strategic issues.

• Match the organization to the agreed tasks and

values.

• Emphasize learning from doing, especially

learning from mistakes. A good deal of
"reinventing the wheel" can be avoided by having

written manuals describing procedures for dealing

with routine tasks.39

3 Planning for Public Participation Programmes

The essential ingredient of effective public participation is

a positive attitude and the full commitment ot the NGO staff to
make the participation a reality. It cannot be effective unless the
NGO activists play a leading role in initiating and organizing the
necessary participatory activities using appropriate stimulation

techniques. The following aspects of the participation process

could be strengthened:

1 NGO staff should place more effort on assisting

the local authority officials in understanding the

participatory process and how they could play a

more meaningful role in the process.

2 NGO staff, for their part, would need to set aside
more time to undertake coordination and
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supportive work during the early phase. Their

involvement would reflect the level of sincerity and

seriousness of the local authority itself.

3 Local authorities should reply to all views put

forward by the public. This aspect should be

done to avoid public mistrust and to enhance the

future involvement of the public.

In designing a public participation programme, it is

imperative to take into account the different capabilities of the

people to give meaningful public feedback. The various stages

of socio-economic development among the different local

authorities will demand different methods. For highly urbanized

local authorities (i.e., large towns), where information

infrastructure is well developed and the people are more

environmentally aware and articulate, public hearings by

invitation are recommended and should continue to be given

emphasis. In the larger local authorities, associations and

political parties are more dominant. On the other hand, in the

smaller local authorities, particularly those rural agriculture-

based ones, most individuals and groups will require an initial

process of educating or "tuning-in", e.g., briefing by the planning

staff, two-way discussion, and viewing of audiovisual shows. To

ensure the representativeness of the views expressed, mobile

mini-exhibitions and home visits to outlying areas are made.

Side attractions, such as live performances of renowned

recording artists, side shows, and fun fairs are held in

conjunction with the exhibitions. This method is particularly

useful for reaching and capturing groups of people who will

otherwise have failed to make their views known.

Skill Requirement for Initiating Public Participation
Programmes

To enable effective participation, the NGO staff and local
authorities' personnel should be equipped with adequate

participatory knowledge and skills. Three areas of particular
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concern are tuning-in; organizational skills; and verbal

communication skills.

Tuning-in This process is concerned mainly with team-

building and the genuine desire of team members to

succeed. Adequate preparatory work is a prerequisite.

It calls for discussing the problems, appraising the

situation, getting organized, and emotionally tuning-in.

Organizational skills The project managers must have

good organizational skills to put in place ail the relevant

activities, support materials, and manpower to obtain

commitment from various parties to ensure that the

participatory process is carried out efficiently.

Verbal communication skills. Increasing public

participation and local authorities' accountability of their

decisions/actions require that NGO staff should possess

adequate verbal communication skills. This is particularly

so in participatory exercises where dialogue is a major

determinant of meaningful participation.

To address these issues, project officers should be given

proper skill development in these areas. Simulation games and

"staged" public objections and hearings could be introduced at

various seminars and workshops. Similarly, training

institutes/universities offering courses in project management

should introduce such course offerings into their curricula.

Initiating public participation programmes and activities is

a demanding activity, requiring the following attributes:

1 A genuine desire on the part of local authorities

and policy makers to actively inform and involve

the public;

2 Good organizational and communication skills to

involve a wider public base, i.e., not only
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benefiting sectional groups but also the silent

majority;

3 Applications of relevant techniques of

dissemination and assimilation of relevant issues

and proposals to the public, and subsequently

generating public feedback, particularly promoting

two-way discussions; and

4 Genuine desire by local authorities to respond to

the proposals given by the public.

All the above attributes are achievable. The degree of

achievement will depend largely on the positive roles played by

NGOs and officers and councillors from the local authorities

concerned.
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SECTION VI

CONCLUSION

In conclusion, we draw upon Michael Edwards and David

Hume who provide us in summary form, the lessons learnt, and

the key issues that NGOs need to work on to scale up their

activities and make a difference. Drawing from the rich diversity

of experience of various NGOs the authors highlight the

following:
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Lessons

Scaling-up via Working with Government

NGOs must work within the constraints of

government systems - poorly-resourced, poorly-

motivated usually bureaucratic agencies that are

resistant to change;

Personal relationships with key staff are crucial;

The problems of employing expatriate staff -

unsustainability, problems of handover - must be

thought through in advance;

High mobility of government staff reduces impact of

advice and training-tackle this issue directly if

feasible;

Allow government to take the credit for success;

Plan for very long time-horizons;

Concentrate on policy reform at central government

level;

Recognise that larger donor influence on policy

reform outweighs that of NGOs and select a

complementary strategy to lobby donors.

Key issues

Can governments be reformed? If so, which types

should one focus on?

How should Northern NGOs relate to Southern

governments?

How should NGOs cope with the practical

difficulties of working within government systems?
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2

Lessons

Key Issues

Scaling-up via operational expansion

NGOs adopting this approach must anticipate

dramatic strains as organizational culture is

changed and they restructure;

Sustainability should be planned from the start in

financial, manpower and legal terms;

Extensively pursuing donor preferences for service

delivery is likely to convert NGOs from agencies

with a 'mission' into public-service contractors;

This strategy may require trade-offs from other

strategies - the tone of advocacy work and the

nature of support for local initiatives may be

compromised.

Does operational expansion automatically reinforce

existing power structures?

Does the 'door view' of NGOs define a narrow role

for them in terms of strategies and activities? Does

it reduce accountability to intended beneficiaries

and supporters?

Can NGOs expand operations without becoming

bureaucracies?

Does operational expansion by NGOs displace the

state and strengthen policies of liberalisation and

unfettered markets?

Are there some services that only NGOs can

provide, so that operational expansion is the only

option?
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3

Lessons

Key issues

9

Scaling-up via Lobbying and Advocacy

To date NGO influence has been confined to

projects rather than fundamental attitudes and

ideology;

Donors are keen to see NGOs as project

implementers, not actors in a policy dialogue;

NGO knowledge of donors is partial and this limits

their impact;

A practice base is important for UK NGOs to

legitimise their lobbying work with charitable status;

UK charity law will significantly determine the future

influencing work of UK NGOs with charitable status.

How to carry out successful influencing while

remaining within charity law?

How to balance programme work with influencing,

and link the two more closely together?

Which issues and targets are most important for

influencing?

Should NGOs seek to influence symptoms or

causes, programme design or underlying ideology?

How can Northern and Southern NGOs combine to

influence donors more effectively.
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4

Lessons

Key issues

m

Scaling-up via Supporting Local Level Initiative

The opportunity for effective involvement in such

work is very dependent on state sanctioning.;

Where such approval is denied NGOs must

carefully analyse their options for becoming

apolitical or partisan;

Official aid agencies are unwilling to support

serious initiatives to mobilise and empower

disadvantaged groups;

Many NGOs are happy to obfuscate the extent to

which their social mobilisation programmes are

intended to empower or deliver services. At times

this may be a tactical device (to hide intentions

from the state) but commonly it is based upon an

unwillingness to make this key decision.

Should strategies of social mobilisation be the

major role for Southern and Northern NGOs in the

future?

What steps can be taken to ensure that grassroots

organisations are member-controlled and do not

merely follow the dictates of their 'parent' NGO?

Are the regional patterns of social mobilisation very

different? If so, what might Africa or Asia learn

from Latin America?

Should networks of local organisations remain

politically unaffiliated or should they openly ally with

political parties?
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What are the trade-offs between empowerment and

welfare, when 'parent' NGOs become heavily

involved in mounting donor-financed service-

delivery activities?

How can cadres of professional social mobilisers be

developed without a reduction in the quality of

relationships with intended beneficiaries?
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