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Chapter One

Introduction

1.1 Background

Plan Nepal currently implements about 30 percent of its programs through Community Based
Organizations (CBO) in six districts. According to a Plan records, there are 498 CBOs
spread across 120 VDCs through which Plan Nepal channelizes its funds every year for
community development and other child related programs. The CBOs are considered as one
of the most important partners at grassroots levels for planning, implementing and evaluating
programs. The role of CBOs constitute central in relation to Plan Nepal's four pillars of Child
Centered Community Development (CCCD) viz. networking and partnership, child centered
programs, participatory process and strengthening group and organizations at local levels.
In recent years, CBOs are also regarded to be essential institutions at grassroots to sustain
development activities, attain inclusion of the marginalized section of the society and to
democratize civil society at the grassroots.

During early 2004, Risk and Control Assessment (RCA) conducted by International Audit
Department within the Plan International identified existing gaps and recommended for a
systematic approach for CBOs capacity strengthening. The assessment indicated that
current input for CBOs capacity enhancement is limited to training on financial accounting.
Such training too was provided as tool for meeting corporate requirements of financial
procedure than to actually strengthen the CBOs. The assessment indicated that there is a
general lack of systematic approach to realize the principles of the organization to work with
CBOs. The lack of systematic approach to CBOs meant its well-intended principles are
limited to articulation in paper than translation in practice. Enhanced level of input and
support from Plan Nepal, thus was viewed as essential part to enable CBOs for effectively
managing, training and evaluating CBOs in line with the strategic principles and goals of the
Plan Nepal.

An exercise to take stock of present scenario of CBOs at grassroots and their nature and
extent of involvement and effectiveness was also deemed necessary in the changing context
evolved during last decades. The fact that the number of CBOs and grassroots groups has
increased dramatically through both governmental and non-governmental initiatives has
significantly altered the situation compared to the circumstances when Plan Nepal embarked
upon its work in Nepal. Within Plan Nepal too, the understanding and practices with regard
to CBOs have undergone a several stages of development during last two and half decades.

With above background, a preliminary exercise for designing CBO capacity assessment and
strengthening was conducted through field visits, and discussion with CBO members, NGOs
and Plan Staff members including Country Director during May 2004. This preliminary
assessment was largely an offshoot of a training evaluation exercise conducted by SAGUN
during 2003. The CBO assessment exercise not only confirmed the recommendations of
RCA but also identified number of other related areas that should be taken into consideration
while systematizing CBO capacity assessment and strengthening work.



1.2 Objectives and Methodology

The primary objective of the CBO landscape and capacity assessment was to build an
understanding of the present status of CBOs at the grassroots in terms of its geographic and
functional distribution, community representative-ness and to identify areas of capacity
enhancement needs. Specific objective include:

0 built an inventory of all community based organizations in the area including
those who have not worked in partnership with Plan;

O examine representation of different caste/ethnic groups and gender in order to
ensure social inclusion and community representative-ness at CBO levels;

O assess current capacity and future need for CBO strengthening and enabling
them to plan and implement the programs by the community themselves in a
sustainable ways in future; and,

0 Suggest a long-term CBO capacity development plan.

The study involved combination of methods. Beginning from review of Plan documents,
consultation with other agencies and relevant literature on CBOs, the study team designed the
assessment procedure in consultation with Plan staff members. The procedure involved a
survey to find out a total landscape of CBOs, questionnaire interview to sample CBOs to
assess their current status of representation, capacity and future needs. Both CBOs, partner
and non-partner of Plan were included in compiling inventory. Out of total 744 CBOs
inventoried, about one third was sampled for a detailed survey in order to collect related
quantitative and qualitative information required for in depth analysis of capacity status.

Methodologically, active involvement of CBO members, Plan field staff and Training
Coordinator made the study participatory and effective. The methodological focus was
directed towards enabling the involved people for self-reflection and improvement. Staff
members from each PU including Program Accountant (PA) and Development Coordinators
(DC), and Paid Volunteers (PVs) were invited to facilitate for questionnaire survey and
information collection from CBOs in their respective working areas. The PAs, DCs and PVs
as frontline facilitators were provided with necessary orientation for the study including on-
site supervision by the researchers from SAGUN. Involvement of Plan staff as frontline
facilitators who managed to complete the inventory form and questionnaire to the larger
possible extent, also served the purpose of self assessment in their work with their respective
CBOs. The exercise also could help enable them to reflect upon to learn from the previous
experiences, as well as incorporate their learning in suggesting future course of action.

The study team conducted semi-structured interviews and focus group discussions for
qualitative analysis of CBO functioning to supplement quantitative data. More importantly,
as meaningful CBO capacity assessment cannot be carried out in isolation of broader context
of work, the study began by analyzing the Plan Nepal’s policy environment within which
they operate. Combination of analysis that includes CBO landscape and capacity within the
context of Plan Nepal's policy and practices provides foundation for suggesting a priority
action for capacity development plan for the future.



1.3 Organization and limitation of the study

This study report is divided into five major chapters. First chapter introduces the background,
objectives and methodology of the study. Second chapter is devoted to Plan Nepal's approach
to CBO. Third chapter present the landscape of CBOs, basically this section presents all the
primary data collected through inventory and the fourth chapter discuss in detail the capacity
status of the CBOs based on the findings of the survey. Fifth chapter deals with the capacity
strengthening needs of the CBOs in the working areas and the concluding chapter presents
the summary of major learning and priority actions suggested. Annexes provide the entire
statistical table generated from inventory and survey, including the questionnaire used.

The study was carried out in a time span of about nine months. It took longer time than was
originally planned mainly due to unavailability of the time of Plan staff to work as frontline
facilitators in the CBO capacity assessment. As a part of design was to involve respective
PUs in the total process of inventor zing and surveying with aide from external researchers, it
demanded their additional time from regular responsibilities. Despite their sincere efforts, it
was not possible to accomplish them in expected time. Although this eventually delayed the
process, a regular sharing of the findings is thought to have helped Plan management to
understand the existing situation and in turn to incorporate them into their periodic plans.

The scope of exercise also widen with each of the consultation and sharing meeting with the
Plan management team. Despite the fact that it caused delay in time, collective process of
search embodied in these sharing made the task much stimulating and meaningful. It was,
nevertheless, difficult but provoking exercise to widen the scope of study by taking into
board emerging new themes without additional resources.

Finally, the field context of violent political conflict that made mobility and meetings
required for the study considerably hard poses certain limitation to the study. While the
study was able to inventorize more than seven hundred CBOs, all the groups could not be
included in the list for several reasons. Similarly the study team has to avoid the VDCs where
conflict situation is much sensitive to be able to carry the task. Despite this, the number of
CBOs that came in the inventory and sample chosen for the survey represents adequate
number for meaningful conclusion and learning.

Chapter Two
Plan Nepal's Policy and Approaches to CBOs

2.1 CBOs in evolution of Plan Nepal

Plan Nepal, which claims to be a humanitarian, child-focused development organization
without religious, political or governmental affiliation, started its program in Nepal since
1978. Primary objective of Plan Nepal was to uplift the situation of children and women
from the deprived and marginalized socio-economic groups. Since then the basic objective
has remained similar but the approaches have shifted over time to address the problems in a
better way and to ensure the sustained impacts. This is also true to its approach towards



working with CBOs. The major shift in the approaches can be illustrated roughly in a
chronological order for the analytical purpose as following:

1980’s : Construction Committees as CBO Proto-type

Plan International, primarily as organization based on child sponsorship and accountable to
the individual sponsors initially was focused on helping individual child through direct
provisions of support in child welfare. The direct support, however, was not adequate to
contribute to overall wellbeing of children without building community structures essential
for child education and health. Community infrastructures such as roads, drinking water,
school and child-care facilities, and so forth were dire needs that not only child needed but
community as a whole required.

It is in the process of construction of these community infrastructures that first proto-type of
CBOs emerged in Plan’s history. They were not called CBOs then as the term only appeared
in the developmental lexicon only during late 1990s. In Plan's terms in use at that time, they
were referred to as Construction Committees. These committees were composed of members
who were relatively better off of the society who could take initiatives to mobilize the people
for necessary labor contribution for the task in hand. Plan channelized funds through these
committees within its financial policy procedures.

Most of these construction committees lived until the construction project continued. Some
might have converted themselves into users group for later maintenance and renovation of
community facilities but such cases were rare. The linkages with Plan in terms of partnering
lasted upto the completion of particular construction work.

Early 1990°s: Groups by Sponsor Families

The construction committees of 1980s were not necessarily composed of members who
belonged to the sponsored families. The selection of a child for sponsorship done by the Plan
staff was designed not necessarily to include entire households of the given area. This
created a tension in the Plan's operation in the field in terms of need for supporting
community as whole versus maintaining greater accountability and services to those families
with sponsor child. The realization of such a need for ensuring inclusion of sponsor families
in the committees resulted in a Plan policy to foster groups of Sponsor families. Through
this policy which came into operation during early 1990s in Plan, the field workers helped
the sponsor families to organize themselves into groups. A number of groups emerged out of
this process brought the parents of sponsored child into various CBO like groups. It was an
important achievement in bringing the poor sponsored families in the programs through these
groups. Nevertheless, the groups could not function effectively as expected and mostly
captured by local elites. Nor were these groups able to take responsibility for planning and
implementing on their own effectively.

Late 1990’s : Village Committees/User’s groups

The process of working with the sponsored families culminated in the notion of promoting
village committees and Users group which include both sponsored and non-sponsored
families from the community. Each village and toles were regarded as units for forming
village committees often represented by each household. These groups were further



promoted to form larger federation at VDC levels. The Plan community development works
were channeled through these groups in different villages and thought be effective way of
service delivery in comparison to individual household approach. These groups often began
with saving and credit schemes and embarked upon other activities depending upon the
support of Plan.

Along the trend emerged in the country during 1990s, Plan and other agencies working in the
areas started to form various users groups and management committees as well. The users
groups included those of drinking water, irrigation, community forest management and
others while management committees were mostly of schools and health centers. Further to
these village committees, users groups and management committees, other groups formed as
"Interest groups" also came into being by late 1990s. Various sorts of income generation
groups such as women's groups, livestock group, vegetable farming group, weaving groups
and so forth came into existence.

By the end of 1990s, a number of diverse groups fostered by Plan as well as multiple other
organizations emerged in the villages. The multiplicity of the groups at times were too
confusing for villagers themselves. Many were created by outside agencies and had no basis
for sustaining themselves after the external supporters move away. The process of birth and
death of various organizations became a regular part of the village development work ran by
the development agencies. Despite the call for sustained effort for coordination, there was
not any anchoring body or idea to put the things together to give a larger and longer picture
of where things were heading.

However, these confusing processes of configuration and reconfiguration of groups in the
villages gave condition for rise of some of the promising groups at local levels that served
their members and families in a sustained basis through their role as interface between
outside agencies and the community. The emergences of plethora of groups were also signs
of democracy gradually reaching the village.

2000 Onwards: Service CBOs, Women’s groups, Cooperatives, Clubs

The processes ongoing during 1990s, on positive side generated a number of strong
community based organizations and deepened understanding of how they work. One of the
salient features is the realization among INGOs and donor agencies on the need to work with
the local CBOs in a systematic way. In many places the role of NGOs professionalized in
service delivery or some aspects of technical skills were even taken up by the local groups
themselves. The notion of service CBOs which ideally would provide services to the
community members was one of the outcomes of this process. As a result Plan Nepal started
to support in forming and financing local level service CBOs organized as Youth Clubs and
other organizations after 2000. Women's groups in various parts of the working area
emerged as viable institutions for supporting women's empowerment agenda. Similarly,
small scale saving and credit groups graduated to become medium scale cooperatives. The
emerging CBO scenario and associated approaches provided a greater option for agency like
Plan Nepal to support CBOs at different levels. Despite such options available, Plan Nepal
nevertheless continued to treat only those agencies created by or created in response to
financial stimulus of Plan as its partner CBO to work with for certain policy constraints.



2.2 Definition of CBOs

As can be seen from the above discussion on the evolutionary emergence of multiple CBOs,
there exist a plethora of ways to define CBOs. People may define Community Based
Organization (CBO) differently, depending on their interest and implications. In general
context, Plan Nepal considers those local organizations as CBOs, who are locally formed
non-profit making organizations for the purpose of community development. These
organizations have often emerged out Plan’s direct engagement in the community
development work hence work closely with them as partners. For practcia purpose, Plan also
has device criteria for ranking the CBOs in different levels. The basis for categorizing the
capacity status employed by Plan Nepal is primarily about ability to use fund. Plan Nepal for
example categorizes CBOs into three different grades; Grade A as highly competent who are
able to spend above $5,000; Grade B as Competent who are able to spend upto $ 5,000, and
Grade C as Less Competent who spends less than $3,000. Plan definition of CBOs,
therefore, appears broad in one hand to include any community groups to be a CBO, on the
other hand, practical operation of Plan indicates a narrow way of defining them through fund
use and grading in an arbitrary fashion.

Going beyond both abstract as well as financial basis of defining CBOs, there is a need for
sharpening our conception of CBOs. One of the definitions of the CBO emerged out of the
assessment stress on the situatedness of the organization in community. For example, in
order to be CBO it must be from among the community, located in the community and
working for themselves. Basing ourselves in this criteria, CBOs, broadly, can be taken as
those organizations/or institutions which are locally evolved, operating in a micro scale, in
terms of areas and activities, specialized in some particular activities of which members are
bound with some organic relationship, viz. area, religion, occupation, caste/ethnicity,
activities, and so on. Multiple forms of CBO that can be found in the rural areas today have
been classified according to the area of operation for present study.

Legal status is another criteria often employed to differentiate, for example, between CBO
and NGOs. Formal registration of a CBO is not thought essential for receiving fund from
Plan, however they may register themselves. If CBOs chose to register, both CBOs and
NGOs have to registered officially with HMG/N within the same Society Act. Legal status of
an organization therefore, cannot be a practical way for distinguishing CBO with other
agencies. A large number of CBOs, in reality need and wish for registration for official
recognition and to become NGOs. Discussion with Plan Staff and CBO members indicate a
crucial tension between two actors in terms of their perception regarding this distinction.
While Plan Nepal wish to treat the CBOs as CBOs, CBOs themselves aspires for becoming
NGOs. In CBOs aspiration, they would eventually replace the outside so-called professional
NGOs in many areas by taking management responsibility including hiring of the technical
staff or NGOs they require for the work. The tension is therefore, three dimensional
involving CBOs, NGOs, and Plan Nepal.

The fluidity of CBO identity gives arbitrary power to Plan staff for defining who makes CBO
and who a NGO. In practice, same organization may be treated one year as CBO while next
year as NGO. This way of treating local organizations make many CBO members feel as if
their identity depends upon Plan’s wish and perception. During an interaction program in
Makwanpur, representatives of CBOs/NGOs maintained that CBOs and NGO are



distinguished in terms of scale of activities and the resources they mobilized. CBO is
understood as Saano Sanstha (small organization/institutions). For them, NGOs are more
autonomous where as CBOs more controlled. This way of thinking virtually leads to the
notion that CBOs exist and function as small scale vehicle for NGOs and INGOs. The
question emerges why CBOs cannot become NGO like institutions which receives certain
kinds of privileges from Plan and other donors including overhead and staff cost become
local counterpart on civil society. CBOs thus have dual identity of both as CBO and as
NGO.

The identity of a CBO changes not only in relation to Plan Nepal, but also when some other
donor agencies appear in the scene. CBO members reported that since many of “us” have
duel identity, whoever gives funds, they may define the organization in either way they like.
As a result, there are many cases where one organization which has been treated as a CBO by
Plan, has been working as an NGO with other donors. In conclusion, such confusion
revealed in the field is largely a result of lack of clarity in the Plan Nepal's policy towards
CBOs and bears challenge to capacity strengthening task.



2.3 Operational Structure and Policy Issues

Current policy structure of Plan Nepal suggests that CBOs operate as interface between Plan
Nepal/NGOs and community to implement the programs. There are number of issues related
to its structure and mechanism that has direct bearing on CBO capacity. Firstly, following its
past legacy of working exclusively with community organizations it has fostered, Plan treats
only certain types of organizations as CBOs. These practices tend to include mostly those
organizations as partner CBOs that help provide are services to community. This approach
excludes a large number of grassroots self-help groups, users groups, management comities
and other groups as CBOs.

When Plan channelize funds through CBOs, it expects from members of these CBOs a
voluntary contribution without any overhead and staff cost support. This expectation is
based on the assumption that members of CBO constitute the beneficiaries of the project they
implement. CBOs are considered as recipient and delivery mechanism simultaneously. In
this conception, they appear to be users group of a particular project. CBOs often point to
the inconsistency in Plan Nepal’s conception in providing overhead cost to outside NGOs for
doing the same job as CBO does. There is no mechanism for compensating for the time and
overhead costs including transportation expenses of those CBO members who actively
involve in implementing the project.

Plan Nepal currently provides financial support on an annual basis. The involvement of
CBOs in Plan planning processes is not very clear hence CBOs involvement as partner in
particular year is subjected to change based on the criteria of Plan staff. Unpredictable nature
of partnership contributes negatively to organizational growth of the CBOs. When they work
in partnership with Plan, this basically means CBOs receiving funds from Plan Nepal to
implement projects within the procedures that Plan formulated. This basically means CBOs
implementing the project and collecting necessary accounting information for Plan. The
organizational development aspect is practically invisible in these procedures. This further
increases CBOs accountability to Plan Nepal following certain procedures and guidelines
than becoming more answerable to community that they belong.

The Plan policy do not speak clearly of proper distribution of CBOs in a given area and
population. Such lack of clarity exists not only for service CBOs but also for other self-help
CBOs such as child club, early childhood care center, women's group, and others. Most of
the self-help CBOs do not receives funds from Plan. Even when they receive funds it is
arbitrary in nature. The linkages and relationship between service CBO and self-help CBOs
are not very clear. The aspect of inclusion of diversity of community especially that of
indigenous groups and dalits has not came to policy focus of the Plan Nepal yet.

In summary, larger principle of Plan Nepal in relation to groups and organizations at
community levels including networking and partnership has a serious gap in translating it
into practice. The current practice rather has danger of negatively impacting the growth of
CBOs. There is need for developing a coherent policy framework for translating the
promises to behavior at ground level. Such policy should gear towards setting up democratic
environment for the civil society at grassroots levels in the future with particular attention on
social inclusion.

2.4 NGO-CBO relations



Many CBOs working with Plan Nepal, and other donors are of the common opinion that
contracting out national NGOs to come to village creates a tension between CBOs and
NGOs. They argue that the policy of ‘contracting’ national NGOs, who are ‘outsiders’ for
communities, has not been of much help. Based on their observations, they presented the
following arguments:

Contracting national NGOs to work in the local level for the kind of activities,
which can be done by the local NGOs or even CBOs limit the space for CBO
growth in the local level, which eventually hinders the process of empowerment
of the civil society at the grassroots.

Such national NGO, particularly in the present context of conflict, may not get the
adequate support from community, therefore, effectiveness and sustainability of
their work is always threatened, and questioned. Representatives of national
NGOs interviewed during the field visit also agree that they are getting hard time
in accessing and spending time with communities.

In such cases, it was also found that NGOs staffs have to rely on local CBOs or
CBO members to deliver their message and materials. CBO member suggests it
would desirable that concerned CBOs should have assigned such tasks rather than
to the national NGO.

As observed by local NGOs and CBOs, such national NGOs are limited in
delivering some activities as per Plan’s need, and less oriented and useful in
capacity building in local level. Therefore, presence of such NGOs should be for
capacity building of local organization, but not to distribute ‘seeds’ and
“fertilizers’ that local cadres can do themselves.

NGOs role must be distinct from what CBO does. Bringing technological
innovation and enabling CBOs to grow for community development should be the
role of NGOs.



Chapter Three
The Landscape of CBOs at Grassroots

3.1 Geographic distribution of CBOs

As has been discussed in foregoing chapter, village Nepal have experienced a dramatic
growth in outside interventions including formation of various kinds of groups during last
three decades. The proponents of group approach argued that it is an effective means to
service delivery while others proposed groups as forum for raising awareness, solidarity and
finally empowering the community. The groups formed today in rural areas ranges from
interest/self-help groups, cooperatives, users groups, management committees to those who
call themselves service CBO that carry version of generic title such as Community
Development Centre. During last three decades multiple numbers of outside development
agencies have formed numerous groups in the villages, at times, overlapping each other.

Although development agencies have championed the group approach over the past, the
agencies know little about the current landscape of CBOs in terms of its geographic
distribution, areas of involvement and other aspects of its functioning. The question such as
how many groups and CBOs do we currently have in one VDC? What has been their
coverage in terms of area, population and services and finally what would be an appropriate
number to have them in a given area are some of the pertinent questions that needs to be
answered before we go further to work on capacity development.

With these questions in mind, the present study began with compiling an inventory of all
existing CBOs and groups in VDC in which Plan Nepal is currently working. Like other
VDCs in Nepal, Plan working areas also had multiple agencies forming various types of
groups for several purposes. Plan Nepal had its own trajectory and evolution of forming and
working with CBOs, but as one of the largest INGO in Nepal who implement programs with
longer term commitment to the population, it is necessary as well as desirable to understand a
total universe of the local institutions.

An inventory of CBOs compiled from 120 VVDC from six districts shows that there are more
than 744 CBO currently in existence. This number however is not necessarily exhaustive to
cover all CBOs and other groups in the villages due to lack of information on the groups to
information collectors. This we believe is conservative estimate. Calculation even with this
conservative number shows that there are about 6.2 organizations in average per VDC.

The distribution across different districts also shows higher level of disparity between
districts. Morang district, for example, has average number of 12 CBOs in a VDC while
other such as Makwanpur, Banke and Bara have only 3.5 CBOs per VDC. This disparity can
be accounted for two reasons. The first is that there is a tendency of getting higher number
of local organizations in more accessible area with educated people. This is also co-related
with the existence of donor agencies including Plan Nepal who provide financial support to
such groups. The second reason is more of methodological one; simply indicating higher
level of enumeration in one district than others.

-10 -



Makwanpur falls much behind in inventorzing the CBOs that are operational in the area
among other districts. The following table shows the distribution of CBOs across different
districts:

Table 1 Distribution of CBOs by district

District VDC No. of In Average  Percentage
covered in CBO percentage CBOs in of CBOs
inventory inventoried aVvDC sampled

Banke 26 103 13.84 4.0 16.74

Bara 13 43 5.78 3.3 13.73

Makwanpur 10 32 4.30 3.2 8.58

Morang 28 351 47.18 125 10.30

Rautahat 22 111 14.92 5.04 35.19

Sunsari 21 104 13.98 5.0 15.45

Total 120 744 100 6.2 100.00

Source: Field Survey 2004.

The field observation further shows that the distribution of the CBOs within a VDC also is
uneven. An emerging pattern suggest that the area with more accessible location with higher
level of educated population within the VDC tended to have more functioning groups than
remote village with poorer households.

3.2 CBO Classification

For present purpose, we have classified the 744 inventorized CBOs broadly in eight
categories; namely Child Club, Cooperatives and saving groups, Early Childhood Care,
School and Health Post Management Committees, Various Users groups, Women's groups,
Service CBOs and Youth Clubs based on their nature of their primary involvement.
However, each type of organization is involved in more than one function at the same time,
therefore, it really is difficult to delineate them according to the work they perform. No
traditional/indigenous organization/institutions have been identified and worked with by Plan
Nepal. The present distribution of different types of CBOs suggests that Service CBOs and
Management committee occupy the larger portion of CBO landscape. Service CBOs are
defined as those groups, which implement specific kinds of program activities as
subcontractor from Plan Nepal such as distribution of smokeless stove, materials for roofing
or conducting literacy classes and others. Service CBO are highest in number with 31
percent followed by management committee with 28 percent. Others categories of CBOs
include Youth Club (10%), Child Club (10 %), Women’s Group and Early Childhood
Development Centre (7% each). The following figure shows the distribution of CBOs in
different categories:
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According to inventory, majority of the CBOs (32%) are involved in the education, child
issues, followed by involvement in (24% of CBOs) health sanitation and drinking water
programs. Likewise, 11 percent of them identified their major working areas as environment,
forestry; whereas another 10 percent identified their major working areas as income
generation and saving credit and women's groups. Some of them are involved in
infrastructure development (8%), basically construction committee falls under this category.
About five percent of them are engaged in agriculture and livestock and about four percent

are in human rights sectors. The following figure shows the distribution of CBOs by area of
involvement:

Figure 2: Distribution of CBOs by areas of involvement

Human Rights
4%
Agri/Livestock
5%

Others
6%

Education

Infrastructure 32%

8%

IG/Cooperative
10%

Environment
11% Health/Sanitation
24%

-12 -



In terms of their partnership, of total CBOs surveyed, only 66 percent of the CBOs had
partnership with Plan Nepal. Those CBOs having partnership with Plan Nepal and those
without were included in the study so as to compare CBOs’ capacity in various areas with
and without Plan Nepal partnership and inputs. Both partner and non-partner (of Plan Nepal)
CBOs are diversified in terms of the area they are involved.

3.3 Inclusion and community representation

It is generally assumed that group approach could be an effective way to attain greater
inclusion of the marginalization section of the society. Such assumption although carry
certain level of truth, bears severe limitation and at times can disguise the exclusion at deeper
level. The representation of the member of indigenous ethnic groups, dalits and women in
the CBOs is taken as one of the main criteria for judging relative inclusion that is prerequisite
to democratic governance of any organization. The study meticulously analysed the data
obtained from inventory to look at the representation in CBOs by gender, caste and ethnicity
at both levels of general membership and executive bodies responsible for making decisions.

The information obtained on the representation clearly shows that the number of males and
high caste groups are found in higher number in CBOs than their population. High caste
male is particularly acute in decision making bodies. Imbalanced representation or the social
exclusion apparent in the current composition of the CBOs indicate an urgent need to make
the existing CBOs composition representative of the community in true sense. This is also
essential if we are to ensure that the CBOs which are thought to be mechanism for social
inclusion do not become structures for enabling elite capture at local levels.

Many of CBOs are found to be formed by groups of individuals who are already familiar and
closer with power in terms of their caste, political and economic status. In some cases, there
exist some variations in patterns of social exclusion. Community Forestry Users Groups, for
example, cross cuts
social and economic
boundaries in  which
membership are often are
territorially based.
These  groups  are
largely represented by a
homogenous  groups
living in certain cluster.
Analysis  of  social

Fig 3 Gender Representation in CBO Membership

inclusion therefore
needs to be conducted Female Male not
in isolation or in single W General M Executive

CBO case basis but to
look from resource
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distribution perspective in whole VDC or a larger territory in relation to population
composition.

In terms of Gender participation, the study has revealed a very interesting finding. In
involvement of women as general members, women outnumbered males. For example, there
is 53 percent of female as compared to 47 of males (See Fig 3) in general membership.
Whereas in terms of their representation in the executive committee membership, women’s
representation is only 21 percent and male occupy 79 percent of the position. The figure 3
shows the representation by gender against their population in the area.

The ratio of female and male is even dramatically unequal within executive committee
positions. Figure 3 illustrates the female participation in the key leadership positions i.e.
chairperson, secretary and treasures. Thus, as a prima-facie, women participation in CBOs
may seem considerably satisfying, their representation in the decision making position is
very low compared to that of their counter part male (See Fig 4).

Fig 4 Gender Representation in Leadership in CBOs
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Similarly, in terms of representation of caste and ethnicity, the *high caste’, including
Brahmin, Chhetri and Thakuri, occupy disproportionately a larger space compared to their
population. Whereas all
other groups are under
represented with respect
to the size of the
population. Newars are

Fig 5 Caste/Ethnic Representation in CBOs
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awareness and sensitisation with regard to inclusive CBO representation. The survey also
reveals that in executive committees, the representation of janajati and dalits are relatively
less compared to their presence as general members and their population (See Fig 5). In
terms of inclusion of Daltis and Janajati, situation of the partners of Plan Nepal are better
compared to non-partners. Such representation can be used as one of the indicators to see the

pattern of resource distributions.

3.4 Legal Status

Most of the CBOs/NGOs, (here after CBOs to denote both) particularly working with Plan

Nepal have been registered in the
concerned authorities. In terms of
legal status, all the registered
CBOs are equal to NGOs.
Motivation of registration is
largely for establishing
partnership with Plan Nepal or
other donor agencies. In some
cases, like in Sunsari, number of
registered CBOs is higher
compared to Morang, because,
Plan Nepal expanded its work in
Sunsari a few years later than
Morang. CBOs in Sunsari
thought that they have to be
registered to get Plan funding or

Fig 6 Legal Status of CBOs

M Registered
O Not Registered

to get affiliated with Plan Nepal. Likewise, most of them are renewed on time due to a
mandatory condition to get funds. According to the inventory data less than 64.5 percent of
CBOs are registered and more than 35.5 percent of CBOs are non-registered (See Fig 6).
However, many of them also maintained that they are in the processes of registering their

CBOs.
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Chapter Four
CBO Capacity Status

While inventorizing the CBOs and Plan policy environment analysis comprised important
part of the study in order to lay the foundation, assessment of capacity itself was the central
focus of the present exercise.  Assessment of the capacity entail first articulating what
capacity would constitute against which appraisal could be carried out. The researchers
through review of past experiences of Plan but not only limited to it, identified major areas of
capacity areas to be assessed. The job of delineating capacity areas took into considerations
the experience elsewhere besides Plan Nepal. Of those reviewed, the most important ones
include those of the World Neighbor’ and SNV/Nepal's? approaches to CBO capacity
assessment and strengthening.

While capacity areas can be defined and divided according to the need of the organization
and purpose of the capacity assessment, there are some common areas applicable to all
organizations. Effectiveness in identifying who the organization is, what the organization
does, how it operates and whom it relates are basically a common ways to view the areas of
capacity. Since our concern here is that of local organizations that are based in and
represented by community to serve their members, we have taken following capacity areas
for assessment, which are, by and large, considered as the denominator for the performance
and viability of local organization:

e Human resources

e Infrastructure

Shared visions and values
Governance, leadership and inclusion
Resource mobilizations

Internal management

Linkages, networking and advocacy
Program and Results

For in-depth analysis of capacity status of the selected CBO, the study covered all four
Program Units comprising six districts where Plan Nepal directly implements its programs
with local and/or national partners. Sample of 31.3% of the 744 CBOs listed in inventory
were taken for intensive survey. The following table presents the number of CBOs
inventoried and then surveyed during the study:

! see for example "From the Roots Up: Strengthening Organizational Capacity through Guided Self-
Assessment" Peter Gubbels & Catheryn Koss, World Neighbors.
? Organizational Strengthening: NGO and CBO Manual of SNV/Nepal 2004
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Table 2 Distribution of CBOs in sample survey for capacity assessment

District No. of CBO No of CBOs Sample CBO
inventoried surveyed Percentage

Banke 103 39 16.74

Bara 43 32 13.73

Makwanpur 32 20 8.58

Morang 351 24 10.30

Rautahat 111 82 35.19

Sunsari 104 36 15.45

Total 744 233 100.00

Source: Field Survey 2004.

While inventory only took basic information about the CBOs in terms of their representation,
registration status, and areas of involvement, the detailed survey analyzed the capacity status
of the sampled CBOs. The in-depth survey included CBOs who are working as Plan partner
as well as those who did not had such relationship. The capacity assessment also adopted
methodology to see the capacity of a given CBOs from different perspectives, i.e. as viewed
by the CBO members themselves, the community members and those of Plan front line
workers.

4.1 Human Resources

Availability of human resources, which constitute the key element in moving the
organization towards its goal, was taken as one of the key areas to assess organizational
capacity. As can be seen from previous discussion, CBOs are by nature primarily voluntary.
The number, skill and strength of voluntary members forming and working together for
common benefit constitute the backbone of an organization. The study shows that group
approach fostered by the developmental agencies during the past have greatly enhanced the
trend in the rural areas to organize themselves on voluntary basis to take certain initiatives at
local levels. Except those who were designed to operate as NGO through salaried staff to
provide services to community, the entire CBOs whether it be formed by outside donor
agencies or by community members themselves have considerable strength in mobilizing
voluntary members. Although number of members in each group vary in a considerable
degree, analysis of 744 CBO shows that each of CBO mobilizes 15-35 voluntary members
for the task.

Only an insignificant number of CBOs can afford to pay the human resources they mobilize.
The engagement of these voluntary members by nature is part time not are necessarily able to
sustain in terms of involvement over time. This is particularly true for youth members of
Service CBOs who tended to get pressure for joining earning employment for sustaining
themselves and their families. In many cases, CBO members do not only contribute their
time voluntarily but also cash in the course of implementing the projects in partnership with
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Plan. Such contribution would include transportation, food and accommodation expenses
during travel and minor office maintenance cost.

The survey revealed that most of the executive members of CBOs have received common
types of trainings particularly offered by the organizations they are working with and
affiliated. For example, almost all CBOs that are working with Plan Nepal have received
book keeping/account training. In some case they have also received training on
Participatory Appraisal and Training of Trainers.  Altogether, 4528 persons from various
CBOs reported to have participated in training programs during past years of which 61%
were male members of the organizations. As has been discussed earlier, the training
provided to members of the CBOs are not necessarily coherent in term of gearing towards
organizational development. A pattern emerged shows that the Plan Nepal offered same
training every year in which CBOs send same persons as participants.

There are other types of training that members of the CBOs receives in relation to the
specific project activities they implement. Training on improved vegetable farming, ECD
facilitator training, or plumbing training are some of the example. Although these training are
important in themselves, they do not necessarily form part of the input for organizational
growth. Members' perception on training received and their application in the work is
presented in the following table:

Table 3 Utilization of skills and knowledge in planning and implementation
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Morang 4 0 14 6 0 24
Sunsari 7 1 13 11 4 36
Makwanpur 0 5 11 3 1 20
Rautahat 4 6 48 23 1 82
Bara 5 1 18 8 0 32
Bake 2 10 12 14 1 39
Total 22 23 116 65 7 233
Percentage 9.44 9.87 49.79 27.90 3.00 100.

The table shows that only 27.90 percent of them have claimed that the skills they have
learned are utilised effectively. About half of the respondents (49.79%) are in satisfactory
position. About 20% of the CBO feel that they either do not have any trained human
resources or only very few are being trained.

4.2 Infrastructure

Most of CBOs maintain small rooms as meeting place or offices. In some case they are
rented but largely they are provided free of cost by some members or well-wishers to use as
office temporarily. Very few of them have their own office premises with 1-2 room office
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building. According to the survey, almost one fourth (23.4 percent) of them who have
partnership with Plan Nepal maintained that they have their own office premises, as against
only 16.5 percent of CBOs who are not the partner of Plan Nepal at present mentioned about
their own private office premises. Similarly, 50 percent of CBOs who are partnering with
Plan Nepal have rented room(s) for their offices, where as only 16.5 of CBOs who are not
partner of Plan Nepal at that time have rented the room to set up their office. In a very few
cases, (and was also observed during the field visit) that their office buildings are being
constructed. Generally these offices are furnished with local materials. 69 percent of the
surveyed CBOs reported that their offices are furnished at minimum levels.

Physical facilities in terms of office equipments that can facilitate the work also is limited.
Only 11% of the CBOs have cycles for transportation during official work. This is also
limited to Terai districts. Similarly only 7% have access to telephone. Encouragingly, about
4% are found to have computers for record keeping and general correspondence.

4.3 Shared Vision and Objectives

Common vision in terms of simple understanding of doing something for local development
is widely shared among members of the CBOs in general. This vision of doing development
at local level often is a response to stimulus coming from outside. Very few CBOs, however
were found, which were self-motivated and working according to local needs and local
resources. Many of CBOs

are donor fund oriented,

therefore, largely ~donor Fig 7 Clarity of Vision and Purpose of Organization
driven; and, who honestly
stated their mission to suit

donor’s interest. Despite Al mermbers Only few
this, the survey revealed share the leaders share
that almost half (48%) of vision the vision

the CBOs claim that all of
their members know and
share the vision, while only
few (13%) reported that
only leaders share the
vision and rest of the
members are not aware of
the organisation’s
objectives (See Fig 2).

48%

13%

Most members
vaguely share
the vision
39%
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4.4 Governance and participatory procedures

General Assembly and Election of the Leaders

Most of the CBO, particularly one working with support from external support hold general
assembly annually. The formation of the executive committee too is done with discussion
and consensus in the case of 82 percent of the CBOs. Only 11 percent of them formed their

executive committee by elections,

where two or more than two
candidates contested for the same
posts in the key position of the
executive committee. Seven
percent of the CBOs also reported
that their committees were selected
by some individuals or groups, in
some cases, by outsiders (See Fig
8).

In large number of cases, CBOs
are led by the same leaders for
three to five years. In some CBOs

Fig 8 Formation of Executive Committee

By election
11%

by
selection
7%

discussion
and

concensus
82%

who have longer history, for

example, more than 10 years, whole new set of executive committee have been emerged, as
they revived those CBOs in their locality which have already generated some social capitals.
The second line leadership although is a generic problem common to all, some CBOs appears

to have managed to get to this threshold.

A majority of CBOs (72%) maintained
that they hold a general assembly
regularly, however, about one fifth
(19%) of them stated that they hold the
general assembly, but are not regular.
A few of them (9%) have never held a
general assembly, so far (See Fig 7).
This is, particularly for two reasons,
first, they are just registered, or are not
renewed annually; and second, they
have no general members. A few cases
observed also included those CBOs
which are not receiving any funds
from outside.

Meetings and Minutes
Frequency and regularity of meetings

Fig 9 Regularity of General Assembly

no
assembly
not 9%
regular
19%

regular

and on
time
72%
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and keeping of minutes are very much determined by the nature of activities of CBOs. The
frequency of meeting ranges from one week to six months. The following table illustrates
the frequency and regularity of the meetings and availability of the minutes by district:

Table 4 Minutes/proceedings of the meetings maintained and available
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Morang 0 1 17 6 24
Sunsari 0 3 14 19 36
Makwanpur 0 0 10 10 20
Rautahat 0 0 24 58 82
Bara 0 0 7 25 32
Bake 3 4 7 25 39
Total 3 8 79 143 233
Percentage  1.29 3.00 33.91 61.37 100

Source: Field Survey 2004

As cam be seen in the above table, majority of the executive committees (61%) of CBOs
meet once a month. About 14 percent of them meet bi-monthly and about 11 percent meet
fortnightly. Rest of the CBOs have very discrete routine, some of them mentioned that they
meet weekly, others quarterly, and half yearly. The survey result shows that in most of the
cases, majority of the members participate in the meetings which may sounds a bit
exaggerated in everyday practice found in the villages. A common practice for all is that they
hold a meeting, besides their regular meetings, ‘as and when needed’.

Almost all of them (about 98%) of them claimed that they keep minutes of all meetings. Few
of them (3%), reported that their minute keeping is not adequate, and nor is maintained in a
proper way. About 34 percent of them reported that minutes are kept, but only few members
of executive committee maintain it, and other members do not bother about it. Majority
(61%) of them maintain that, they not only keep minutes, but most of the members know it,
and minutes are reviewed in the next meetings. During the assessment exercise, PVs in fact
requested to show the minutes for verification. It was basically a technique employed to
validate or triangulate the data reported by the respondents. In large number of cases PVs
were able to verify actual minutes irrespective of their content and subsequent
implementation.

4.5 Internal Management
Work/Responsibility Division among the members

The clear and explicit work division amomg the members could be considered one of the
indicators of maturity of the organization and democratic practices. However, the work
division within the organization in the given context is largely determined by the number and
the nature of projects they are handling. During the field visit, no such work divisions was
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apparent where few (executive) member heads a project and takes responsibility for the
successful execution of that project is a common practice. Hence generally it is always a
couple of active members who take hold of all the activities and responsibilities, from fund
seeking to daily operation of the office.

On the contrary to our observations of general practice found among majority CBOs, the
survey data revealed that almost 82 percent of the responding CBOs reported to have a clear
work division within the organization and carried out accordingly. The following table
presents the situation of the work division among members within CBOs.

Table 5 Divisions of responsibilities/tasks among members

District no tasks yes, but not Yes, but not Clear and carried Total
division clear to all followed out accordingly
Morang 1 9 14 24
Sunsari 3 2 3 28 36
Makwanpur 0 0 6 14 20
Rautahat 2 0 6 74 82
Bara 0 1 3 28 32
Bake 1 0 6 32 39
Total 6 4 33 190 233
Percentage 2.58 1.72 14.16 81.55 100

Source: Field Survey 2004.
Account Keeping

Largely due to funding agencies’ requirements, majority of CBOs (89%) have maintained
their accounts properly. In fact the members of CBOs have also received adequate training
on that part. Those who have not received such training agree that their financial system is
not properly kept, or they are kept for temporary purpose only. Especially Plan Nepal
partners (Plan Nepal staffs use the term ‘partner’ to CBOs, whereas CBOs use the term
‘donor’ to Plan Nepal) are found capable in maintaining good financial records. It was also
reported that the donors consider such records as one of the main indicators of monitoring of
the program.

4.6 Resource Mobilization

Capacity to generate resources, internally and/or externally, very much determines the
sustainability of the organization and the program they are carrying out. During the filed
observations a number of cases were found in which CBOs have mobilized their own local
resources, or have been able to diversify their sources of funding. Internal sources generally
come from levy of the members and CBO do not have many other sources to generate
resources locally besides labor contribution by members.

CBOs working with Plan are often depended on one source, and less oriented in diversifying
their source of funding (See Fig 10). Lack of presence of national NGOs has also limited
their opportunities. Availability of government fund is very much limited. Some of the CBOs
reported that they want to establish relations with other funding agencies also, but they do not
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have enough information and access to such agencies. The following figure shows the CBOs
with internal sources of income:

Fig 10 Internal resource Mobilization by CBOs
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Despite such difficulty in resource mobilization, estimation of annual resource mobilization
by the CBOs in 120 VDCs shows a significant level of mobilization at larger picture. 744
CBOs invetorized during the study reported that altogether they mobilize 215 million rupees
for various purposes during last years. Out of the total resources mobilized 26% actually are
mobilized internally by the community themselves. The following table shows the amount
CBOs in each district mobilize annually.

Table 6 Summary of annual budget of CBOs

Annual Budget (Rs in million)
NO of | Internal budget | External budget
S.N. | Districts CBOs Rs % Rs % Total
1 Banke 103 17.01 29 | 41.57 71 58.58
2 Bara 43 1.40 5 26.60 95 28.00
3 Makwanpur 32 4.29 25.4 | 12.64 74.7 16.93
4 Morang 351 15.30 28.1 1 39.11 71.9 54.41
5 Rautahat 111 9.09 32.6 | 18.81 67.4 27.90
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6 Sunsari 104 9.04 30.5 | 20.63 69.5 29.67

7 Total 744 56.17 26.1 | 159.39 | 73.9 215.56
Field survey, 2004

The disparity between different CBOs in terms of their ability to mobilize resources is,
nevertheless very high. Among 744 CBOs, there are, for example, 171 organizations who
have not resource mobilized at all. An average annual budget with both internal and external
resources is calculated to be about rupees 370,000. Some of the CBOs mobilize annual
resources upto 10 million rupees per year.

4.7 Linkages and
Network

Some of the CBOs,

Fig 11 Networking and Linkages

regualr
sharing and

including local NGOs,
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However, the CBOs G

reported that no such sharing in

supports or benefits have cccasions Y regular |
28%0 touch

been received from such

25%

networks, except a few
chances in participating
in some seminars, workshops, training and other gatherings. Probably, it is also due to the
limitation and working modality of such networks.

CBOs have launched some of the activities, which have national/global significance, e.g.
prevention of early child marriage, birth registration, women rights, etc. They have been
observed as activity of CBO than social movements.

4.8 Programs and results
Planning, Implementation and Monitoring

Capacity to plan, implement and monitor relevant program activities constitute central
concern for effectively functioning CBOs at grassroots level. Setting up of system and
acquiring necessary technical skills for implementing and monitoring them is one of the
fundamental gaps in CBO capacity. The study reveals that there exists a wide acceptance of
the need for collectively formulated organizational plan. The majority of the CBOs perceive
that they have some sort of action plan and are able to draw as plan. But more than one
fourth organizations indicated lack of understanding of what actually constitute the plan and
its importance. The skill to effectively plan is also associated with their capacity to analyze
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the their community situation and identification and prioritization of problems. The
following figure shows the present status of planning capacity among CBOs:

Fig 12 Do you have Action Plan?
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Even those who have reported to have plan of action also primarily meant Program Outline
(PO)- the administrative format prescribed by the Plan Nepal for reaching any agreement
between CBOs. The lack of skill for analying their society, identifying priority problems and
collectively formulating plans is a major need for capacity strengthening at local levels.

Agreeing on the objective constitute the major task in the planning process. The objective
reflects the analysis of the social problems and desired future direction. The involvement of
the community in the process with necessary skill and knowledge is extremely important. In
order to assess the current level of capacity in formulating meaningful objective, the study
asked question regarding the process of objective formulation. As the following figure
shows, about half of the CBO have not yet attained the level where they could formulate their
objective in consultation with all members. Very interestingly 21% of the CBOs reported
that their organizational objectives are set by the donor agencies.
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Fig 13 Who set your goal and objectives?
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Subsequent to planning is their capacity to implement them. While planning is specialized
task requiring certain kinds of skills, implementation is much broader in scope. The effective
implementation of the project would entail coordinating a large number of community
members, resource agencies, as well as ensuring appropriate technological needs, and timely
supervision. No other stage of CBO operation would require so much of leadership and
facilitation skill than the project implementation.

As can be seen in the following table, only two third of CBOs perceived that their planned
activities are being effectively implemented. Rest of the organizations felt some kind of
difficulties in successfully executing the task.

Table 7 Implementation of planned activities

Yes, but few | According to | All  activities

Not very | activities plan but | are running as

effective only delayed per planning
District Total | % Total | % Total | % Total | % Total
Banke 6 158 | 11 289 | 4 10.5 17 447 38
Bara 3 91 |2 6.1 28 84.8 33
Makwanpur 5 25 1 5 14 70 20
Morang 8 333 | 4 16.7 |12 50 24
Rautahat 2 24 | 13 159 | 4 4.9 63 76.8 82
Sunsari 2 5.6 10 278 |4 11.1 20 55.6 36
Total 10 4.29 |41 17.6 | 19 8.2 154 66.1 233

Field survey, 2004

Monitoring can be taken as part of the implementation process, which not only serves as tool
for later evaluation but also aid to the implementation itself. Monitoring is a specific kind of
skills that CBOs should possess for being effective in serving their respective communities.
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The survey results indicate that only half of CBOs perceive its importance and practice in
some levels. About one fourth of organizations have donors monitor their programs and
have not control over the process. Some of the CBOs even do not have knowledge about
what constitute monitoring itself. The following table presents the responses of CBO
members about the participatory monitoring, evaluation and management of learning.
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Table 8 Monitoring and evaluation of the programs and management of learning
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Morang 0 6 8 10 24
Sunsari 0 10 7 19 36
Makwanpur 1 2 9 8 20
Rautahat 2 24 9 47 82
Bara 0 10 6 16 32
Bake 3 8 4 24 39
Total 6 60 43 124 233
Percentage  2.58 25.75 18.45 53.22 100.00

Source: Filed Survey 2004

More specifically, 53 percent of the responding CBOs have maintained that their
organization regularly do the monitoring and manage the learning, i.e., learning lesson from
the past experiences and improvement in the following programs but not making the same
mistakes. About 19 percent of the responding CBOs have mentioned about a very genuine
problem, that is, they do the monitoring but, do not know how to manage the learning. For
about a quarter (25.75%) of responding CBOs, donors do the monitoring.

Program results

CBOs overall capacity level may be seen in the program result it perceives. CBOs, self
assessment of their performance should reflect upon impacts they could have made through
their engagement in the community. The perception on the result at different levels both
direct and indirect may vary depending upon particular circumstances, but can provide basis
for gauging the capacity status. The following table presents the assessment of responding
CBOs with regard to the level of impacts their work might have on the community.

Table 9 Effects and Impacts as Perceived by CBOs

§5 § 52 25 =88

2 8 - S8, ZE&g
g %éwg § Eggm% wg'gogc_\s
— o 'S
c£E82 35583 858 SLgEE 2
Morang 0 2 10 12 24
Sunsari 0 8 13 15 36
Makwanpur 0 2 8 10 20
Rautahat 5 7 29 41 82
Bara 1 2 15 14 32
Bake 2 6 9 22 39
Total 8 27 84 114 233
Percentage 3.43 11.58 36.05 48.93 100.00
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Above table shows that majority of them feel fairly satisfied with the impacts their programs
have made. About 49 percent of them claimed that there have been some direct and indirect
impacts due to their programs. Likewise, about 36 percent maintained that there have been
few but visible impacts of their programs. More than half other yet to attain the status when
they can feel fully satisfied with their program results reflecting better performance.

Since Plan Nepal is primarily concerned with wellbeing of children and most of its activities
are concerned with child focused program the study also surveyed perceived impacts on the
child centered program in the community. In terms of the impacts of the child centered
programs in the community, the answer, however, varied according to the nature and
functions of the CBOs. Overall picture suggests that only about one third of the CBOs felt
they have been able to directly bring about positive impact on the lives of children. The
following table summarizes the response on impact on the child related programs:

Table 10 Impacts of Child Centered Program

District no a few direct not effective Do not Total
such  examples, but impacts are approach to make it know/ have
impac  not effective visible genuinely child not thought
ts centered of/NA

Morang 1 12 4 1 6 24

Sunsari 1 4 9 11 11 36

Makwanpur 0 2 6 2 10 20

Rautahat 5 8 37 11 21 82

Bara 1 4 15 7 5 32

Bake 2 2 18 7 10 39

Total 10 32 89 39 63 233

Percentage 429 1373 38.20 16.74 27.04 100

It is equally important to note that a larger portion of CBOs (27.04%) were not even able to
trace some impacts with regard to child centered programs. Similarly, a significant numbers
of CBOs stated that the approach they are following is not appropriate or genuine enough to
make the program more child-centered.
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Chapter V
Capacity Strengthening Needs

5.1 Training Needs for Capacity Strengthening

Capacity strengthening need encompasses three major aspects of organizational
development; system, structure and skilled human resources. The present study focuses on
the knowledge and skills of the available human resources within the organization so that
they are able to create necessary and appropriate kinds of system and structure for their work.
In order to further strengthen the capacity through enhancing knowledge and skill of the
CBO leaders and members, they have proposed several areas of training needs. During the
field visit, group discussions and personal interviews, all commonly responded that they lack
certain skills in the areas like, planning and proposal writing, report writing, and leadership
training and others. Besides respondents also categorically highlighted need to access to the
donors or funding agencies as major part of the capacity. The skill to build linkages with
various resources agencies therefore, constitute an important areas of capacity need besides
need for better infrastructure and ability to retain skilled human resources.

Among various learning needs identified by the participants training needs on planning and
management for effective implementation comes as critical aspect to be improved. Within
the rubric of management various themes such as leadership, facilitation, coordination and
others are included. Altogether there are 26 specific training topics listed as desirable as
input for capacity enhancement. The participants have ranked the training topics identified
according to their relative importance (See annex for details). The following table shows the
major areas of needs, as prioritized by the responding CBOs:

Table 11 Needs Prioritized by CBOs

Topics Ranking
Leadership 17.5
Management 17.0
Financial management 14.3
Planning and implementation 125
Participatory appraisal and social analysis 5.8
Capacity on technical skills 5.2
Gender issues 3.3
Others (18 types) 24.5

Above ranking of top most seven topics for training suggests that the need for systemization
of planning, implementation and organizational procedures are the key capacity
strengthening need perceived by the CBO members. A genuine question ever asked among
development professional is whether the training one receives is properly utilized in his/her
organization or in his/her professional fields. Organizational environment that enables one to
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use the skills learned through various training is essential for the desirable use of skills
acquired through various learning tools.

5.2 Comparison of Plan Staffs and CBOs perspectives on Capacity Needs

In order to obtain a broader picture of capacity status of the CBO status the study team
conducted an assessment of CBOs in relation to nine key dimensions of organizational
capacity. The aspects assessed ranges from social inclusion, democratic governance and
shared planning to specifics of monitoring and evaluation. Further, the assessment exercise
also made an interesting comparison between perceptions of Plan staff and CBO members
themselves. As the following figure depicts, while there are similar perception regarding
some aspects of the CBO capacity, other possess considerable gaps between two partners.
The following figure shows CBO capacity assessment in a spider diagram by Plan staff and
CBO members:

Fig 14 CBO Capacity Assessment: A Spider Diagram

democratic governance
80

human resources shared vision/planning

infrastructure resource mobilisation

implementation & monitoring management

s

social inclusion linkages andnetworking

—o— Plan Staff —#— CBOs
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The scorings were made during the different focused discussions while carrying out this
exercise. The exercises were carried out in various districts although had rigorous
engagement in Morang and Sunsari context. Field observations and different discussions
held suggest that this assessment can represent general scenario for all districts and even for
country as a whole to a large extent. As can be seen in the figure Plan staffs scored higher on
resource mobilization, linkages, implementation/monitoring and social inclusion higher than
CBOs themselves. In all other variable CBOs are found to be more generous in evaluating
themselves compared to Plan staff. While a considerable gap in the perception on viewing
resource mobilization and linkage is visible between two actors, there are notable similarity
in viewing capacity status in social inclusion and infrastructure needs for the organizations.
The variation, therefore, can be taken as the basic difference in the perception and priorities
that can help for dialogue between two actors in partnership. It may also indicate existing
communication/perception gaps between CBOs, PVs and Plan staffs.
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Chapter Six
Major Learning and Priority for Action

6.1 Summary of Major Learning

1.

CBO growth has diversified dramatically during last decades after various
development agencies have adopted group approach as major mechanism to reach out
the community. As a result of such intervention from both governmental and non-
governmental entities, CBOs are formed in multiple issues and diverse ways. Such
diversity of CBOs bears both advantages and disadvantages to the sustainable
development work in the village.

Despite the fact that there has been growth of multiple CBOs, the coverage so far has
not been equitable, as they tend to concentrate more in accessible area with educated
population than remote location with deprived groups. Further social composition of
these groups indicates a need for becoming more inclusive to overcome from present
domination of high caste male domination in CBOs especially in decision-making
process.

Existing CBOs can be classified in two broad categories on the basis of their nature;
those self-help/interest groups and service organizations- those involved in providing
services to smaller self-help or interest groups. The self-help groups are based on
principle of self service to its members organized around on common interests. The
self-help groups may include groups like child club, saving groups, women’s group,
and various users and management committees while Service CBOs may include
those organizations formed by active group to provide services to local communities.
The capacity needs of those two categories of groups should be viewed in their
specific context of operation.

The present policy environment with the Plan Nepal although is very sound at
principle levels, in practice is not necessarily empowering to the CBOs. Groups and
organization stands as pillar of strategic principles in Plan Nepal’s articulation. But
when it is translated into practice CBOs rather become sub-contracting entities for
supporting Plan in it’s spending. The delegation of authority to CBOs is so limited
that it becomes hard to resemble the relationship of partnership between CBOs and
Plan Nepal.

Majority of the CBO members feel that the distinction made by the Plan Nepal
between NGOs and CBOs privileges NGOs while discourages CBOs who may be
able to work at par with NGO at grassroots level. CBOs, with the presumption that
they benefit from the program itself are often deprived from basic operational cost
which NGOs often enjoys from same task. Similarly, NGO are also empowered to
employ technical staff from outside to carry extension and training work in the
villages, which can be done by the CBOs themselves more effectively at lower cost.
The relationship between NGOs and CBOs set within the context of Plan Nepal’s
policies is characterized by competitiveness than cooperation and mutual support.

-33-



6. Plan Nepal channelizes funds through CBOs for certain set programs that are not
necessarily planned with the CBOs themselves at grassroots. Agreement for such
fund channeling are not guided by any longer term perspective but done every year.
The selection of the CBOs for certain task is also done in an arbitrary fashion often
using the discretionary power of Plan staff, especially Technical Coordinators.
Account keeping training provided by Plan Nepal comes within this framework of
operation whereby CBO are required to produce expenditure accounts according to
Plan’s corporate procedures. Critically assessing, such training has very little to do
with organizational strengthening of CBOs as such.

7. Except account keeping, Plan does not have systematic input for CBO capacity
strengthening. There is a need for formulating a systematic plan for strengthening
CBOs for democratizing civil society at grassroots level.

8. CBOs generally lack management skills, but some are working at par with technical
NGOs. The skills for planning and implementing community projects by mobilizing
the their members is the central capacity requirement of the CBOs. Capacity for
planning, implementing and monitoring community programs can be developed
through training as well as opportunity for actually doing the job. Experiences
elsewhere have shown that training given without opportunity to practice is inevitable
to fail. Entrusting CBOs with necessary funds and authority to implement community
programs is also crucial to push decentralization to the local communities hence
contributing to the devolution of power.

9. So far, CBO as well as Plan staffs themselves are not enough sensitization with
regard to social inclusion of dalits and janajatis. This is also due to lack of such input
from and orientation at higher level of management with in Plan. Inclusion of dalits
and indigenous nationalities and women at grassroots groups, CBOs, and NGOs
should be reinforced again and again as much as the inclusion of these people in the
program benefits itself.

10. Sustainability of groups especially of service CBOs are highly uncertain because of
lack of ability to compensate the time they voluntarily spent for community works.
Service CBOs can be important partners to support many of the self-help groups in
the villages who still require facilitation support. Service CBOs may be enabled to
develop capacity of the self-help groups till the need exist for such support.

6.2 Suggested Priority Action

1. With the growth of various self-help and organic groups at the community level
during last decades, there is an opportunity for Plan Nepal to begin recognizing
multiple groups as CBOs for partnering at grassroots level.

2. Self-help organic groups currently, however, are not at the position to function
independently without outside facilitation. Service CBOs at local levels should be
strengthened to support these groups wherever they exist.

3. Current number and distribution of self-help groups and Service CBOs are uneven
and concentrated more in relatively better off areas and groups. Service CBOs should
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10.

also be supported to form such self-help groups to ensure adequate coverage of all
population.

Plan should shift to multi-year agreement with CBOs from current annual mode.
Current mode of sub-contracting on a piece meal basis is rather contrary and even
harmful to capacity strengthening goal.

National NGO with specific technical expertise should complement only in
“technical” aspect that CBO does not have. Their approach must strengthen CBOs
rather than compete with them for resources distributed from Plan as currently is the
case.

Service CBOs need to develop financial basis for compensating volunteers’ time.
Expectation for continuous voluntary time from its members is not practical. Service
CBOs together with self-help groups wherever appropriate should also be entrusted to
employ junior level technical staff.

Decentralization of greater authority to CBOs may include even hiring specialized
NGOs according to their plan. This will require reversal of the current thinking of
doing things to foster environment of getting decentralization of authority at
grassroots levels.

There is a need to institutionalize support to village Service CBOs through outside
Resource Agencies and Plan Nepal. Appropriate structure and mechanism should be
developed so that a chain of support system can exist on sustainable basis.

Ensure that all Plan staffs at PUs, its partner NGOs and CBOs themselves have an
common understanding of the concepts on CBO role, social inclusion and democratic
principles to function.

Design systematic capacity strengthening input covering all capacity areas. A multi-
year program for capacity development of CBOs at grassroots is essential for
democratizing civil society at village level.
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Annex | Summary Tables of Inventory analysis of organizations in Plan Nepal's working

district

Table 1.1 Summary of legal status of CBOs in Plan working areas

No of

No of reported CBOs

S.N. Districts | Total VDCs CBOs No of NGOs Plan Partner Non partner Total
No % No %
1 Banke 26 103 5 108 100 108
4 including one

2 Bara 13 43 National NGO 45 95.7 2 4.3 47
3 Makwanpur 10 32 1 32 97.0 1 3.0 33
4 Morang 28 351 251 715 100 28.5 351
5 Rautahat 22 111 99 89.2 12 10.8 111
6 Sunsari 21 104 73 70.2 31 29.8 104
7 Total 608 80.6 146 19.36 | 754

Field survey, 2004
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Table 1.2. Summary of the types of organizations in Plan/Nepal’s working areas

Types of organization

0 -8 = 2 — <3 L

5 2 | 28 |58, S 58 ] 3 2

S g 2E | 2235 5 5 2 > = P

District 2 g 52 | 828 = 2 E o S 8

= S) > oge= o =) 2 S 2

© 3 =3 = @ S © 3 S o

L O = b
No|[% | No| % | No| % |No| % |[No| % |[No| % [ No| % | No | % | No | %
Banke 11 |10.2 2 119] 2 |19 7 | 65 2 | 19| 74 |68.
Bara 3164 2 |43 1 |21 5 110.6| 20 |42.
Makwanpur | 4 [12.1] 6 |18.2 2 |61 2 |61 12 |36.
Morang 35(10.00 20 | 5.7 | 28 | 80| 2 | 0.6 163 |46.4| 17 | 48 | 11 | 3.1 | 53 | 15.
Rautahat 8 |72 1 |09]| 5 | 45 2 | 18] 32|288| 3 |27| 5 |45 ]| 31 |27.
Sunsari 1110 00| 21 |20.2 4 38| 2 |19 24 |23.1| 35 |33.
Total 62 (8.2| 29 | 3.8 |56.0| 7.4 | 40| 05| 3.0 | 0.4 [208.0/27.6|22.0| 2.9 |49.0| 6.5 |225.0| 29.

Field survey, 2004
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Table 1.3. Summary of focused working areas of CBOs in Plan Nepal's working area

Working areas
. Community | Drinking Health and | Agriculture and
S.N. Ipistricts Chld right forestry water sanitation livestock Infra
No % No % No % No % No % No
1 |Banke 102 944 | 27 25 13 12.0 2 1.9 2
2 |Bara 11 23.4 2 4.3 8 17.0 10
3 |Makwanpur 14 42.4 5 15.2 4 |121 16 48.5 8 24.2 7
4  |Morang 59 16.8 4 1.1 31 | 88 84 23.9 15 4.3 40
5 |Rautahat 46 41.4 3 2.7 20 | 18.0| 55 49.5 14 12.6 18
6  |Sunsari 46 44.2 2 1.9 29 | 279 | 52 50.0 30 28.8 20
Summary of focused working areas of CBOs in Plan Nepal's working area (contd.)
Working area
. \ Human . Income T
S.N. pistricts Cooperative | Women's group rights Environment generating o
No % No % No % No % No % N
1 |Banke 2 1.9 2 1.9 2 1.9 8 7.4 4 3.7 ]
2 |Bara 2 4.3 4 8.5 3 6.4 2 4.3 12.8
3 |Makwanpur 9 27.3 14 42.4 13 | 394 9 27.3 7 21.2 £
4 |Morang 19 5.4 11 3.1 15 4.3 28 8.0 22 6.3 £
5 |Rautahat 3 2.7 19 17.1 11 9.9 31 27.9 8 7.2 :
6 |Sunsari 7 6.7 18 17.3 7 6.7 12 115 29 27.9
Field survey, 2004
Table 1.4. Summary of gender representation in CBOs
No of No of General members Exe
— 00 00
S.N. Districts VDCs CBOs | NGOs Female Male Total Female
No % No % No %
1 |Banke 26 103 5 724 31.3 1499 64.8 2313 61 | 2.6
2 |Bara 13 43 450 48.5 484 52.2 927 57 | 26.6
3 |Makwanpur 10 32 1 3135 87.7 439 12.3 3574 57 | 37.7
4  |Morang 28 351 12559 43.7 16201 56.3 28760 | 177 | 16.9
5 |Rautahat 22 111 521 324 1082 67.4 1606 90 | 194
6 |Sunsari 21 104 1082 56.7 815 42.7 1907 113 | 30.1

Field survey, 2004
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Table 1.5 Summary of social composition of Plan Nepal’s working VDCs (Population by
Caste/Ethnicity)

Population distribution in VDCs

S.N. Districts \N/ES: Bahun/Chhetri Newar Janajati Dalit Muslim

Total % Total | % | Total | % | Total | % | Total %
1 |Banke 26 44966 18 1283 1 | 63599 | 26 | 31871 | 13 | 49632 20
2 |Bara 13 8122 7 931 1 | 20508 | 19 | 16598 | 15 | 18464 17
3 |Makwanpur 10 10533 17 2605 4 | 45131 | 74 | 1967 3 36 0
4 |Morang 28 72753 23 9817 3 | 121160 | 38 | 26541 | 8 | 16271 5
5 |Rautahat 22 13350 10 1075 1 | 17424 | 13 | 16561 | 13 | 16385 13
6 |Sunsari 21 7808 5 2770 2 | 41574 | 27 | 19219 | 13 | 20855 14

Source: CBS,2001
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Table 1.6. Summary of post holding by caste/ethnicity representation in CBOs executive

Committees
Post holding
C ‘o Sunsari district | Morang district | Rautahat district Malfwa_npur Bara
aste/ethnicity district

Total % Total % |otal % Total % Total
Bahun/chhetri 13 3.5 333 31.9 54 11.7 62 41.1 51
Dalit hill 5 1.3 3 0.3 2 0.4 1 0.7 4
Dalit terai 42 11.2 74 7.1 37 8 9
Janajati 118 31.4 219 21 13 2.8 73 48.3 43
Muslim 20 5.3 21 2 24 5.2 16
Newar 8 2.1 29 2.8 4 0.9 8 5.3 3
Other 3 0.8 19 1.8 4 0.9 5 3.3
Terai hill caste 15 4 100 9.6 19 4.1 13
Terai middle caste 152 40.4 247 23.6 306 66.1 2 1.3 75
Total 376 100 1045 100 463 100 144 95.4 139

Field survey, 2004

-41-



Table 1.7. Summary of populations and executive members of CBOs in the Plan Nepal's
working district

Population in VDCs and executive members

Bahun/Cheetri Newar Janajati Dalit

N Total

S.N. |District VDC
S| vDC Exe. VDC Exe. VDC Exe. VDC Exe. VD
(%) | Mem.(%) | (%) | Mem.(%) | (%) | Mem.(%) | (%) | Mem.(%) | (%
1 |Bake 26 18 26.7 0.5 0.5 25.5 17.5 12.8 9.9 19.
2 |Bara 13 7.4 51 0.8 14 18.6 20.1 15.1 6.1 16.
3 |Makwanpur 10 17.4 41.1 4.3 5.3 74.4 48.3 3.2 0.7 0.]
4 |Morang 28 22.6 31.9 3 2.8 37.6 21 8.2 7.4 5
5 |Rautahat 22 10.3 114 0.8 0.9 135 2.8 12.8 8.4 12.
6 |Sunsari 21 5.1 3.5 1.8 2.1 274 31.4 12.7 125 13.

Field survey, 2004
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Table 1.8. Summary of annual budget of CBOs

Annual Budget (Rs)

NO of No .Of CBOS Internal budget External budget
S.N. |pistricts CBOs with nill Total Minim
budget/N.A. Rs % Rs %
1 |Bake 108 1 17019689 |29.0 | 41573492 |71.0| 58593181 58,50
2 |Bara 47 13 1407687 5.0 26603970 | 95.0 | 28011657 6,50(
3 |Makwanpur 33 4 4298813.8 | 25.4 | 12649436 | 74.7| 16948250 550
4 |Morang 351 123 15309777 |28.1| 39117240 |71.9| 54427017 525
5 |Rautahat 111 20 9092694 |32.6| 18813923 |67.4| 27906617 900
6 |Sunsari 104 10 9046540 |30.5| 20638653 |69.5| 29685193 1,00(
7 |Total 754 171 56175201 |26.1| 159396714 |73.9 | 215571915 67,97

Field survey, 2004
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Annex Il: Summary tables on Capacity assessment of the organizations in 