QUESTIONS ON DEVELOPMENT NGO EFFECTIVENESS



A Systematic Process for Interpreting Peer-Reviewed Literatures on
Non-Governmental Organisations (NGOs): “Questions on
Effectiveness”

By

Peter Charles, B.A.

A Thesis
Submitted to the School of Graduate Studies
In Partial Fulfilment of the Requirements
For the Degree

Master of Arts

McMaster University

© Copyright by Peter Charles, September 2003

McMASTER UNIVERSITY LIBRARY



MASTER OF ARTS (2003) McMaster University

(Anthropology) Hamilton, Ontario

TITLE: A Systematic Process for Interpreting Peer-
Reviewed Literatures on Non-Governmental
Organisations (NGOs): “Questions on
Effectiveness”

AUTHOR: Peter Charles, B.A. (McMaster University)

SUPERVISOR: Professor D. G. Willms

NUMBER OF PAGES: viii, 214



Dedication

This paper is dedicated to the many front line NGO workers that live
“development” every day. Through their dedication, toil, and sacrifice, good

works are done.

II



Acknowledgements

Writing a thesis can be a painful process, and the many false starts of this
one made it seem doubly so. Through the turmoil, the chops and changes, plus
the plain bad luck that dogged the project in the early days, Dr. Dennis Willms
never flagged in his support. | thank him for seeing me through this. 1 also offer
my thanks to Dr. Wayne Warry for providing invaluable insights and support
along the way. Of course, my family had to bear the brunt of my preoccupation.
My son had to put up with a Dad who was always busy on those weekends that
would have been so great for fishing. My wife supplied the inspiration when the
perspiration was lacking. My daughter (alsc a McMaster Anthropology grad)
supplied the occasional tonic of good sense. Finally, a thank you to my
employer, the Business Development Bank of Canada, for allowing me to adjust

my work schedule and take vacation time when it was needed.



Table Of Contents

Chapter 1 Introduction 1

Chapter 2 The Methodological Problem 5

Chapter 3 Literature Review 9

Chapter 4 The Methodology 15

Chapter 5 Analysis 34

1 Mission, Vision, Objectives, Program 37

2 Program Evaluation 56

3 Funding and the Role of Donors 70

4  Participation and the Local 79

5 Power Relationships 91

6 Development Discourse and Theory 96

7 Political Ideology 103

8 Alliances, Partnerships, Allies, and Networks 108

9 Management Methods and Approaches 114

10 Globalization and Civil Society 119

Chapter 6 Conclusions 125

Chapter 7 Adaptive Visionary Reprised 135
Appendices

Appendix A — Background and Biases 137

Appendix B - Original Interrogation Protocol 141

Appendix C — Original Protocol Categories Defined 176

Appendix D - Stages of Development of the Database 183

Appendix E - Stages of Development of the Protocol 187

Appendix F — Final Interrogation Protocol 194

Bibliography References — 30 Data Source Articles 207

References -Other 211

v



Glossary

o Action Inquiry — A broad term used to describe any inquiry that develops
into plans and action.

s Action Science — A methodology for understanding the reasoning
underlying human actions and from that understanding, produce
learning.

o Anti-System Movement — Activist movements that work on behalf of

peoples considered to be oppressed by governments and/or
economic conditions.

. British International Non-Governmental Organisation — (BINGO) NGOs,
headquartered in Britain, that have an international mandate.

° Careerists — Individuals in the management cadre of organisations who
place the interests of their careers before the interests of the
organisation and those with whom they work.

° Community Based Organisation — (CBO) These are small organisations
that are created within and work at the level of the local
community. They are virtually indistinguishable from GROs.

° Co-operative Inquiry — An approach that relies upon a group or co-
operative critical inquiry into a shared experience.

° Evaluative ethnography — An ethnographic approach whose outcome is
used by decision-makers to assess the subject of the
ethnography. It is usually used in an organisational setting.

° Globalization — A global economic and political process that conforms to a
neo-liberal philosophy through trade liberalisation enforced by
supra-national trade organisations. It effectively creates a global
marketplace.

o Grass Roots Organisations — (GRO) Organisations that are locally
inspired and constructed to meet the challenge of local problems.

o International Political Economy — The interaction of economics with
international politics.



Logical Framework Analysis — (LFA) A development planning
methodology -- a systematic method for the creation of project
management plans.

Neo-liberalism — An economic/political/social philosophy which contends
that unfettered market forces are the best means of organising
society as it is held to be the most efficient method of utilising
€CcoNnomic resources.

Managerialism — A form of management practice where the processes
and internal political concerns of the organisation are afforded
undue attention at the expense of the organisation’s stated goals.

Non-Governmental Development Organisation — (NGDO) An NGO
devoted to development work.

Non-Governmental Organisation - (NGO) Organisations that are neither
profit oriented nor operated by the government. These
organisations are normally associated with charitable work but not
exclusively so.

Participatory Action Research — (PAR) A social research approach that
encourages the participants in a study to be involved in all facets
of that study, affording them access to control, decision making,
and a valorisation of their knowledge.

Participation — In a development context, participation means that the
local community and/or its members, participate in a development
project engaged for their benefit.

Participatory Rural Appraisal — (PRA) A participatory approach utilising
local knowledge; it allows the local populace to conduct their own
analysis, appraisals and plans.

Western Epistemology — The understanding of Western ways of knowing.
It is rooted in Rationalism and Empiricism.
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Abstract

This thesis addresses the question, “What makes for an effective Non-
Governmental Organisation (NGO)?" It does this through a systematic, meta-
analysis of peer-reviewed NGO related literatures. This is an evidence-driven
approach, whereby the literature acted both as a databank and as informant. The
thesis also contains a different methodology for the review of the literature and a
portion of the thesis has been devoted to its description. To systematically
examine the literature, | developed a methodology that applied an inductive
approach to a process involving both data triangulation and an iterative reduction
of the data into a series of questions on NGO effectiveness. After applying the
methodology to the peer-reviewed literature, seventeen categories and 343
questions emerged which were reduced into a more manageable number of ten
categories and 57 questions. These questions were then applied to the data to
produce a profile of an effective NGO termed ‘Adaptive-Visionary’. This is a my
concept of an NGO capable of great flexibility in adapting to circumstance yet
capable of maintaining a clear focus on particular development challenges.

VII
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Chapter 1

A Systematic Process for Interpreting Peer-Reviewed Literatures on Non-
Governmental Organisations (NGOs): “Questions on Effectiveness”

These changes in the nature of local and global forms of collective action
intersect with issues of vital concern to anthropologists. Study of these changes
not only enriches our understanding of local and translocal connections that
enable and constrain flows of ideas, knowledge, funding, and people, but also
invites us to reconsider both conventional notions of governance and Foucaultian
ideas of governmentality and how technologies of control affect both the personal
and the political, and to examine changing relationships among citizenry,
associations, and the state. However, while the associational revolution has
generated tremendous enthusiasm and a large new interdisciplinary literature,
anthropologists, to date, have made relatively limited contributions to it. This
literature as a whole is based more on faith than fact: There are relatively few
detailed studies of what is happening in particular places or within specific
organisations, few analyses of the impact of NGO practices on relation of power
among individuals, communities, and the state, and little attention to the
discourse within which NGOs are presented as the solution to problems of
welfare service delivery, development, and democratization. ~An enhanced
anthropological contribution would enrich a literature the majority of which is
replete with sweeping generalizations; optimistic statements about the potentials
of NGOs for delivering welfare services, implementing development projects, and
facilitating democratization; and instrumental treaties on building the capacity of
NGOs to perform functions (Fisher 1997: 441).

William Fisher sets out in this quotation an eloquent and compelling
rationale for the involvement of anthropologists in the NGO debate. Fisher refers
to “unpacking the literature,” stripping away the discourse of participation,
empowerment, local, and community, to discover what lies beneath (Fisher

1997: 441).

This thesis research project is one small attempt to respond to Fisher’s

challenge. | will attempt to “unpack the literature” and utilize the concerns and
1
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criticisms of NGOs to build a positive approach toward NGO effectiveness. At
the same time, | attempt to avoid the pitfall of generalization and reductionism,
as if all NGOs should fit into some easy classification of “things to do” to become
effective (Fisher 1997: 442). Rather, this paper will explore the ideologies, the
approaches, and the discourses that have within them the potential for both
NGO effectiveness and ineffectiveness. From the anaiysis of the positive and
negative aspects of NGO effectiveness, | have produced a profile for an effective
NGO that | have termed “Adaptive-Visionary” — an NGO capable of both great

flexibility in method and clarity of purpose.

Fisher is quite correct that any attempt to produce an overarching
comparative framework for all NGOs would be reduced to little value by the need
for generalization (Fisher, 1997: 442). The NGO descriptor encompasses too
vast and varied an arena of actors to be usefully described by one approach.
Rather, the focus must be narrowed until a reasonable degree of homogeneity
begins to emerge. To that end, | have narrowed my focus to small NGOs

operationally involved in development projects.

Fisher discusses the need for comparative studies of NGOs, to enrich
the currently weak field of data. The key word is “comparative”. In a
comparative study, it is useful to be able to situate the subjects within a

theoretical and functional framework. | viewed this project as being of use by
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creating such a framework. Fisher sets out some guidelines as to how

anthropologists might approach this task.

Unpacking this literature, much of which obscures its political stance in
simple categories and generalizations, requires attention to three sets of issues
that have concerned some anthropologists: (a) how discourse about NGOs
create knowledge, define sets of appropriate practices, and facilitate and
encourage NGO behavior defined as appropriate; (b) how complex sets of
relationships among various kinds of associations, the agencies and agents of
the state, and individuals and communities have had an impact in specific locales
at specific times; and (c) how we can avoid reductionist views of NGOs as fixed
and generalizable entities with essential characteristics and contextualize then
within evolving processes (Fisher 1997: 441-442).

There has been explosive growth in the number of Non-Governmental
Organisations (NGOs) and Non-Governmental Development Organisations
(NGDOs) involved in development efforts over the past decade. A significant
proportion of development work has been done by small NGDOs that may or
may not have sufficient experience to ensure that the assistance they are
capable of providing fits the requirements of the communities in need. The
number of small NGOs have grown by orders of magnitude over the past two
decades to the point where there are now reported to be over four million at work
around the world. These development NGOs are taking on an ever-increasing
load from governments and official agencies in the delivery of local economic
development, health, educational, nutritional, and other forms of assistance.
From this point forward, | will use the acronym NGO in reference to small,

development NGOs.
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This research project was a systematic meta-analysis of primarily peer-
reviewed literatures that sought to develop an understanding of its meanings,
context, and over-arching themes. It critically examined and evaluated essential
factors for NGO effectiveness. To conduct this review, | developed an in-depth,
inductive, and iterative methodology to enable the production of a meta-analysis
that was strongly rooted in the data. The research examined literatures on
NGOs of all sizes and types, however, the outcome of the research was oriented
towards the smaller NGOs involved in development work. The methodology was
used primarily on peer review, but also utilized grey, and NGO produced

literatures, including Internet based sources.
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Chapter 2

The Methodological Problem:

When engaging in a thesis project using existing material, one is faced
with the task of building a satisfactory interpretive method that will do justice to
both the material and the project. This raises the question: Can literatures be
interrogated (or questioned) as an ethnographer might do with a living “key
communicator” or subject. | make the assumption that this is possible to do.
The method must satisfy a number of criteria in that it must be qualitative,
inductive, ethnographic in approach and lead to an outcome that wouid draw
new value from existing works. The approach | eventually selected contains the
hallmarks of good ethnography in the sense that the material was interrogated1
in much the same way as we would interview informants. In my mind’s eye,
each author became an informant and each article, the interview transcript. All
articles, chapters and websites were interrogated with one simple question,

“What does this author have to say about NGO effectiveness?” With these

Y struggled with the choice of an appropriate word to describe my process. | settled on
‘interrogate’ in the sense of, ‘to question thoroughly’.
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passages identified, it became a matter of determining the pertinence of these
comments on the issue of NGO effectiveness and how the comments could be
molded into an approach that could be used by NGOs in an exercise of self-
assessment. The methodoiogy | deveioped to organize and analyze this
material forms part of the methodological (i.e., interpretive, systematic review,

meta analysis) contribution made by this thesis.

My approach to this project was that of an ethnographer, seeing NGOs
as a group of diverse cultures that have at least one goal in common “to be
effective.” Each NGO has its own organisational culture that interacts with other
organisational cultures while immersed in the dominant culture of its larger
society. In the performance of its mandate, it interacts with client communities
that are of different cultures and in different socio-economic situations. Such
interplay of cultures and values within the single theme of development poses an

interesting field for an anthropological project.2

The definition of “effectiveness” is central to this thesis. In the context
of an NGO project, whoever has the power to define what constitutes

“effectiveness,” controls the project. Neo-liberalism can be said to be all about

2 |n future, | would like to test this through NGO based interviews.
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efficiency, so | deliberately avoided “efficiency” as a goal (though it is implied in
“effectiveness”). To be efficient in the delivery of a project (i.e. to produce the
most with the least expenditure of resources) does not necessarily produce an
“effective” result. There are degrees of effectiveness; that an NGO can be more
effective in one aspect of its operations as opposed to the rest; that its
competencies may be unevenly spread throughout its operations. While most
NGOs are not likely to be effective throughout the entire breadth of their
operations, they can still be effective in delivering the development assistance

that meets the needs of the local community.

In the end, it is the local community whose lives have been affected by
NGO projects and it is supposedly for them that the project is carried out. If the
project was participatory, then the community should have been intimately
included in all aspects of the project. Therefore, they should be the ultimate
arbiters as to whether or not the NGO'’s project was effective. A development
project should meet its objectives; those objectives ideally should be determined

with the active involvement of the community.

The project should make a material improvement in the quality of the

lives of the individuals of the community and an improvement for the community
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generally. If the project has made a positive contribution and if it has met the
expectations of the community, then the project can be said to have been
“‘effective.” By extension, if an NGO is capable of consistently delivering
effective projects within these criteria, then the NGO can be considered to be

“effective.”
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Chapter 3

Literature Review:

As William Fisher has made clear, anthropology has not made many
contributions to the study of NGOs. Consequently the number of recent articles
on NGO effectiveness in anthropological literatures are limited. | had to look
outside anthropology into journals on economics, development, and international
political economy (IPE) to gather sufficient material. Despite this wider search,
with the exception of the journal Development in Practice, the number of articles

concerned with NGO effectiveness were not plentiful.

The methodology commenced with a literature search that was
essentially open in nature. | scanned library sources, bibliographies,
booksellers, and web search engines for any material that provided commentary,
case studies, accounts, or ethnographies on NGO development operations. Also
included in the search were works that provided insights into the global political
and economic conditions under which NGOs work. My initial search criterion

was simple. Did the particular work have something to offer on the subject of
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NGO effectiveness? The criterion was deliberately broad to lessen the potential
of selecting a work that would predispose a given result. The initial search
required a rejection phase as works that had originally appeared promising were
found to have little to say and were thus discarded. From the core that
remained, each work was carefully scrutinized for any commentary that could

contribute to our understanding of the issues.

Initial searches were conducted utilizing Internet search engines,

primarily www.google.com and a software called Web Ferret that scans multiple

Internet search engines. The automated search engines of the online book

retailers www.amazon.com and www.chapters.ca plus the libraries of McMaster

University and the combined libraries of the University of Guelph, University of
Waterloo, and Wilfred Laurier University were searched in a similar fashion. The

"o«

keywords “NGO”, plus combinations of “effectiveness,” “development,” and
“accountability” were applied to the search functions of each source. Many of
the journals mentioned in the following table have online reference sources.
However, they usually do not have search engines that will scan the text of the

articles. In these cases, each volume of the journal had to be searched

individually.

10
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In addition to Internet searches, | conducted a review of peer reviewed
journal articles going back five years. Since there has been spectacular growth
in NGOs over the last decade, the concern over effectiveness has only recently
become an issue. | selected the five-year cutoff on the basis that the latest
works would have been written within the current global NGO context. The

periodicals chosen were:

Development in Practice

Human Organisation

Journal of Developing Areas

Annual Review of Anthropology
Development Journal

Third World Quarterly

Population and Development Review
Journal of Development Studies

Review of International Political Economy

A number of anthropological journals, including American
Anthropologist, American Ethnologist, and Cultural Anthropology were also
surveyed using the same five-year period. And yet, | did not encounter articles
that spoke directly to the issue of NGOs and development. The challenge then
became one of ensuring the project retained an anthropological focus and did
not stray too far into the fields covered by the non-anthropological journals. The
lack of anthropological articles on NGOs is probably an indicator of the lack of

attention anthropologists have paid to this field, underscoring Fisher's assertion

11
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attention anthropologists have paid to this field, underscoring Fisher's assertion
(see p. 1). This lack of attention is interesting considering that both development
NGOs and anthropology have strong interests in issues such as power and

resistance, social justice, human development, and Globalization.

During the search, the preponderance of articles came from one
journal: Development in Practice. While recognizing that it was important to
maintain a balance of articles from as wide a range of journals as possible, the
low numbers of NGO-related articles in other journals made it necessary to rely
mostly on Development in Practice. As a consequence, | did not accumulate the
maximum number of articles possible from this one journal to avoid having it
completely dominate my data. | chose to leave out Development in Practice
articles that repeated issues or arguments already contained in the other articles

in my pos.session.1

While journal articles provided my data source, | relied on various
books on NGO and development related issues to provide background context.

The results of a preliminary Internet scan produced approximately 60 articles and

' As a matter of editorial practice, | strove to avoid a selection bias that would result if a
preponderance of the articles reflected a particular ideological or theoretical position.

12
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books plus over 200 web sites that contributed to the research question. This
number was reduced by conducting a second review that separated the material
that spoke directly to the issue of NGO effectiveness from those that only dealt
with the subject manner in a general fashion (e.g. an article on participatory
methodologies that did not specifically deal with the NGO application of those
methodologies). All of the articles and books that were specific to the global
context of NGOs, NGO operations, and issues of effectiveness were retained.
Most of the general articles were discarded either due to duplication or because
the material could only make an indirect or small contribution to the research

question.

As the material was perused, certain themes and issues consistently
arose. These were then recast into a series of topics with underlying questions.
Each question was formed by taking a particular statement of the issue that
emerged from the material and then re-phrasing it as a question. As an
example, | continually encountered the issue that NGOs have mastered the
discourse on development and yet, they have used this apparent confidence in

development discourse to obscure their failure to advance effective

13
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1. Is there evidence of self-deception in the discourse of/for
development?

2. Are development issues and problems resolved by re-inventing the
language of/for development?

Herein was a conundrum. | was using a non-judgmental, ethnographic
approach to generate a series of questions that could be construed as highly
charged and accusatory. | have reconciled this conundrum by viewing these
questions in the context of their production. These questions were produced by
a methodology that was implemented in as unbiased a manner as | was capable
of producing. If these questions were generated by what was discovered, then it
would be inherently dishonest not to let them stand on their merits (See

Appendix A on Background and Biases).

14
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Chapter 4

Deveiopment of the iViethodoiogy:

Initially, 1 struggled with selecting a methodology for the type of
interpretation and analysis | intended to pursue. While the anthropological
literature is rich in works on meaning and the understanding of texts, | was not
successful in locating examples of the process requirements for interpreting and
codifying texts. | surveyed a number of texts on qualitative research and
analysis without success. While they spoke of conducting literature reviews and
codifying/analyzing transcripts of interviews, they included little or nothing on the
actual mechanics of analyzing text. One exception is Willms and Johnson
(1995), where the authors delineate a nine step process for interpreting
ethnographic data. Yet, it was not clear to me how their methodology might be
applied to the systematic review of peer-reviewed literature. At this point, |
decided to design a methodology that borrowed concepts from transcript
analysis, (as espoused by Willms and Johnson 1995) interpretive methods, and

hermeneutics.

As described by K.L. Ross, the “hermeneutic cycle” is the theory and

practice of the interpretation of texts -- a cycle that attempts to draw new

15
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meaning from each reading of a text (Ross 2002: 1). According to Ross,
hermeneutics is based on the thesis that “knowledge cannot be started from
nothing”, so attempts to create new knowledge must be based on what has gone

before (Ross 2002: 1).

It is important to bear in mind that the process of developing this
methodology proceeded concurrently with the interpretation and analysis of the
data. As this was my first attempt at producing such a methodology, the
development process resulted in steps that might be considered too onerous or
even unnecessary. Much of this excess resulted from choices made early in the
development process that complicated matters later on resulting in choices that
could not be undone without starting over. One might consider this as the
process of producing a ‘prototype’ model that leads eventually to a ‘production’
model. The seven step ‘production’ model is illustrated in the following diagram.
These steps were identified as being essential to the methodology while the
steps that proved to be extraneous have been removed. This diagram illustrates
the steps that another researcher would utilize were they to employ this
methodology in a text research project. However, the remainder of this section
describes the full extent of the methodology that | used to produce the analysis

of the data.

16
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‘Production’ Model:

The following diagram illustrates the steps a researcher would use if

he/she wished to replicate this methodology.

1. Initial 2. Final 3. Build initial 4. Review &
literature selection of > protocol. code the
review ——p§ literature articles

5. Enter 6. Select 7. Produce

articles in the p| Ppassages for > interpretation

database the analysis & framework

As an example of an early choice that generated later complications, |
created an outline of the protocol based on information gained from the literature
review and applied it to a selection of ten articles, as a means of testing the
concept of the methodology. While the outline served its purpose as a ‘proof of
concept’ it proved not only to be unnecessary for the analysis, but introduced an
overly complicated structure into the protocol that added little value. These
exploratory steps in the designing of the methodology are shown as numbers
three through to eight in the following diagram. If | was to repeat this
methodology in a future project, these steps (except for 3) would be left out

(steps that proved to be unnecessary have been identified by the shaded boxes

17
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in the following diagram). Steps 11 through to 14, required to reduce the size
and the complexity of the protocol, would also be eliminated as they had been
made necessary by my decision to build the initial protocol outline before starting
the in-depth review. As a result of the elimination of these steps the ‘production’
model would only contain steps 1, 2, 3, 9, 10, 15, and 16 (these are renumbered
1 through to 7 on the production model). The description of two of the steps
would be altered; step 3 would then be described as “review the articles and

build the protocol” while step 9 would become “code the articles”.

From this point on, the section describes the full methodological design
process of the ‘prototype’ model. The following diagram outlines the sixteen
steps that | followed in the concurrent process of designing the methodology and

interpreting the data.

18
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The Original Sixteen Step Methodology

1. Initial 2. Final 3. Build initial 4. Random
literature selection of L protocol. selection of
review literature ten articles
5. Refine 6. Determine 7. Finalise 8. Code
Protocol method for 1 Protocol original ten
using articles articles only categories articles

9. Review & 10. Enter 1. 12. Author
code the articles inthe }——3p{ Reorganise contribution
articles database Protocol determined
13. Final 14. Re-code 15. Select 16. Produce
reduction of database ——p] passages for interpretation
protocol the analysis & framework

| will explain each of these steps in turn.

19
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l1‘t‘ Ini:ial My initial search was based on very open criteria which might
ierature

review

relate to NGO effectiveness. | did recognize that this approach

ran the risk of amassing far too much material.

2. Final Once the initial article search was complete, | reduced the large
selection of

ligrats quantity of data to a more manageable and meaningful collection.

All articles that directly addressed NGO effectiveness were
retained. The remaining articles and books (or the excerpts from some chapters)
were considered more appropriate to the understanding of the context of NGO
operations. | did not want to overburden the task with “too much context” as
there was much duplication and overlap in this component of the collection. |
eliminated the duplication by retaining works that were either produced by an
author with a well-established reputation in development circles, or retaining a
work with a unique perspective. For example, these would be authors who are
frequently quoted by others in development literature (e.g. W. F. Fisher). | also
attempted to retain as many articles/books that represented contrasting or
opposing viewpoints. In this regard, | was successful in locating works by
authors found on both sides of probably the most significant divide in NGO

studies -- whether development NGOs should be more involved in work that

20
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assists in the creation of civil societies or whether they should remain focused on

the “development nuts and bolts” of directly improving people’s quality of life.

The heart of the methodology involved the use of an interrogation
protocol (see Appendix B) created by taking issues raised by each author and
recasting these issues as questions. The issues were identified by applying the
following questions, “What does this author have to say regarding NGO
effectiveness?” “What issues are raised by the author that concern NGO
effectiveness?” and “Does this issue, identified by the author, have the potential

to improve our understanding of NGO effectiveness?”

As | completed the initial reading of each article, more questions were
added to the protocol. As a consequence, the protocol grew in a somewhat
haphazard fashion. For the protocol to be useful in analyzing the articles, it had
to be organized, yet to initially organize too tightly would run the risk of either
continually having to restructure it each time a new topic was unearthed, or more
significantly, try to force new material into the existing protocol. If | pre-judged
the material and created an organisational structure too early in the process, |
ran the risk excluding information that did not fit the structure or included too
much data in areas where the fit was ideal. The structure had to reflect what |
was discovering through the review as it progressed and it had to be capable of

growing to accommodate new categories and new issues. | decided to identify

21
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the issues according to category as the article review progressed and solve the
organisation problem at the conclusion of the process. This process fulfilled the
iterative requirements of text/context and meaning which are reflected in

hermeneutics, discourse analysis and interpretation texis.

3. Build initial | My initial literature review had provided me with a sufficient
protocol.

understanding of the scope of the issues surrounding NGO

effectiveness to suggest an initial structure and set of questions
for the protocol. The first version of the protocol was created from this set.
Originally | had intended to produce the protocol as my analysis developed but |
was concerned that it would lack sufficient structure and become disorganized.
Eventually | settled on a three-step process. First, the original structure was
created from information drawn from the original literature review with no specific
reference to any article or passage. The second step verified the structure and
initial content of the protocol through the review of ten randomly chosen articles.

The final step involved applying the protocol to the remaining articles.

R The initial group of ten randomly chosen articles was reviewed
selection of

ten articles with the intent to verify and improve upon the initial structure of

the interrogative protocol. These articles were not selected with

" In the ‘production’ model, this step would be described as “review the articles and build the protocol”.

22
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any criteria in mind as that would tend to distort how the interrogation protocol

was initially developed.

5. Refine The list of sections and questions grew as material was reviewed
Protocol
usingarticles | il a sufficient mass existed to verify initial organisational

choices. The review and incorporation of these ten articles was
essential for creating a structure for the rest of the data collection. The structure,
which emerged from this review, was then applied to the remaining works.
When the initial review was completed, seventeen categories on NGO

effectiveness were established.

6. Determine | It became apparent that | could not utilize this methodology for the
method for

articles only

review of books when using broad, open questions. It had the

potential of generating hundreds if not thousands of data items for
each book. To apply general questions to books and other long works would
result in hundreds, perhaps thousands of responses, therefore, the application of
general questions on NGO effectiveness could only be applied to journal articles
and other shorter works.. This methodology could be used to analyze longer
works only if the research questions were made very specific. As a
consequence, | decided to proceed with the analysis using only the journal
articles as the data source. | also included a few book reviews that had identified

significant positions or issues from the original work.
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;. Ftinalilse The function of the protocol was to identify all of the issues raised
rotoco

categories

by the material that contributed to the understanding of “NGO

effectiveness.” Each issue was recast as a question and placed
under the appropriate category. As a new thematic area was encountered in the
material, the appropriate category was inserted into the protocol. The final
version of the protocol included the following categories representing key

thematic areas for NGO effectiveness:

NGO Mission and Objectives

Origins and History of Operations

Program Objectives

Program Outcomes and Evaluation

Funding and Accountability

Development Theory

Dominant Epistemology

Participation and Participatory Action Research (PAR)
Co-operative Inquiry

Action Science and Inquiry

Internally Reflexive
Centrist-Authoritarian

Anti-System Movement

Proselytizing

. Profit Based

8. Power Relationships

9. Development Discourse

10.Political Ideology

11.Alliances, Allies, Networks, and Partners
12.Leadership

13.General Management Methods

14.Project Management Methods

15. Globalization and Neo-liberal policies and Their Effects
16.Use of Development and Professional Services
17.Bureaucratic Influences

e B oo B bl

S@re o0 oD

(See Appendix C for an elaboration of the questions that reflect these criteria.)
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As each article was reviewed, the number of categories and the
number of issues grew. As each issue was discovered, | attempted to fit it into
the existing protocol. If there was not a good fit, a new question and/or category
was created. Each issue was entered into the protocol in the form of a

numbered question. For example,

7.1.14 Is participation being used as a development “feel good” tactic
that obscures a lack of progress in the material well being of the
communities in need?

Each category, question and sub-question was assigned a number. In
this example, category seven, question one, sub-question fourteen would be
assigned the number 7.1.14. However, the randomly selected batch of ten
articles was not coded with these numbers during the initial process in the event
| was forced to change the organisation of the categories due to oversight or

some other error.

8. Code Once the interrogative protocol had reached a critical mass where
original ten

articles most of the categories had been identified and had at least some

questions assigned, the original ten articles were reviewed again
and coded. Each of the previously highlighted themes or issues in the articles

was assigned the number of its associated category and question in the protocol.
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—— From that point forward, the remainder of the material in my
code the
articles. possession was reviewed in the same fashion. As the review

progressed, new questions were added to the protocol without

disrupting the numbering sequence imposed by the categories (which would

have necessitating a re-coding of all of the previously coded articles). £

10. Enter Once an article was coded with its question numbers, the citation
articles in the
database for it, along with the question numbers were entered into a

Microsoft Excel (version Office 2000 Suite) database (Appendix
D). On completion, the database (now numbering 757 entries) was re-sorted to
array the article codes by category + question + sub-question. With the
database thus sorted, it was possible to ascertain what all authors had to
contribute about any given issue. This ordering of the database provided the

data source for each question and formed the heart of the analysis.

KE With the protocol complete, the redundancies and the overlaps
Reorganise

Proloed had grown to become a considerable problem. As anticipated it

was virtually unusable in its current form. The protocol had to be
reorganized and reduced to eliminate the problem areas without any significant
loss of information. In the first step of reorganizing the protocol, a second Excel

spreadsheet was created by transferring the seventeen categories and 343

2 In the ‘production’ model, this step would be described as “code the articles.”
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questions from the original Microsoft Word document into Excel (Appendix E).
This reorganization operation ran the opposing risks of either reducing the
protocol to the point that it suffered a significant loss of data or not reducing it
enough and having it still too iarge o be easily used. In the end, | opted to steer
toward the latter, as | believed it was more important to err on the side of having
too much data rather than too little. It was a decision that ended up considerably

lengthening the time taken and the number of steps required to complete the

work.
12. Author The spreadsheet permitted me to count the number of total
contribution
determined | responses to each question and the number of authors that

contributed information to the question. The number of responses
and the number of authors responding in each category/question provided an
indication of the relative importance of each category/question based on the
simple premise that the more important the issues would receive greater

attention from the authors.

13. Final In the process of reorganizing, | had to create a new structure that
reduction of
peojocol would still recognize and respond to the emphasis supplied by the

authors in the original protocol. Those categories and questions
with the highest numbers were considered the most important. Those with the

lowest numbers were rolled up and incorporated into other category/questions
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that were considered to be the best fit for them. This approach allowed me to
eliminate a large number of questions without sacrificing important data. As an
example, the entire sub-category structure under “Participation” was eliminated
as most of the sub-categories had only a handful of questions and responses
that could easily be incorporated under a single category. This process of
eliminating redundancies, overlaps, and minimal response questions, was
performed through a series of iterations in the Excel database. These
amendments were incorporated by creating copies of the initial worksheet in
additional worksheets and making a single type of change to each copy. As the
changes were completed at each step, the finished product was copied into a
new worksheet in preparation for the next step. These worksheets were named

and used sequentially, as described below: (Appendix E)

¢ Original Coding List — The Word document containing the original
protocol was replicated in a spreadsheet format and then sorted by

the original codes. It provided the master copy for the rest of the

worksheets.

e Delete Selected & Quantity - This step provided me with the
previously mentioned counts and indications of the appropriate
emphasis for each category/question, thereby identifying low

response questions that could be rolled up into similar, higher

28



M.A. Thesis — P. S. Charles, McMaster University - Anthropology
response questions. It also identified any question that had
received no responses and could safely be deleted without loss of
data. For example, question no. 1.2 “What is the stated mission of
the NGO?” received no response from the articles and was

identified for deletion.

Blank Records Deleted — All of the previously mentioned no
response questions were deleted (these were questions created
from the initial literature review that had not been specific to any
article or passage) and the low response questions were grouped.
This had the additional benefit of identifying categories with overall
low responses that were candidates for rolling up into larger
response ones. For example, Question no. 1.2 was deleted from
the list along with all of the others so marked and the questions that
received only one response were highlighted in red for later

consolidation.

Redundancies Eliminated — The entire database was scanned
iteratively seventeen times, once for each category, to identify and
group together questions that were very similar or that contained
overlaps. These questions were then identified as candidates for

replacement by a single question. For example, Question no. 1.4
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“Are their objectives oriented toward intangible, hard to measure,
intrinsic development “goals” that produce few meaningful results?”
was considered essentially the same as question no. 3.2 “Are
these objectives categorized as providing tangible benefits to the
community, or intangible ones?” so the two were marked for

consolidation.

Combined & New Codes — This worksheet was used to complete
the new groupings and categories that had emerged from the
previous exercise. At this point, the number of categories had
been reduced from the original seventeen, to thirteen. For
example, the previously mentioned questions 1.4 and 3.2 were re-

coded to 2.1.

Author Counts Added — This worksheet was used to create new
counts of responses and authors to ensure that the original
emphasis was retained and also to incorporate the counts within
the new coding schema. Now that the questions had been
consolidated, the number of responses and the number of authors
represented, were tallied. As an example, question no. 2.1 now

represented twelve authors and 53 responses.
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Final Reconciliation - It was obvious from the previous worksheet
that some further reduction in categories could be safely performed
without any significant loss of information. Consequently, they
were reorganized by incorporating the lowest used categories into
other categories with the best fit. This reduced the number of
categories to the final ten incorporating 57 questions. However, the
new coding schema was not changed; the codes for the eliminated
categories were simply dropped from new schema. The counts

were adjusted accordingly.

14. Re-code
database

Once this process was completed, the resulting new coding

schema was implemented on the main Excel database. This

database had to be reorganized according to the new codes so

that all of the records of the articles would be regrouped under the new schema.

Four worksheets were produced to accomplish this (Appendix D).

Original database — the original database created by entering all
of the codes for all of the responses discovered, sorted by article.
The database in its final form contained the references, 757

responses to the original 343 questions.

Level Sort — Sorting the database by “level” (i.e. by category, sub-
category, and question). This database provided the information
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for the previously mentioned counts and grouped the articles by

question.

s New Codes Added — With the database sorted by code, the new

replacement codes that corresponded to the old, were added under

new columns.

e New Codes Sorted — A new sort was performed to regroup the

articles according to the new codes.

15. Select With the database now sorted by the new codes, it was possible
passages for
the analysis to locate all of the passages in the appropriate articles for any

given question in the protocol. This was the critical juncture in the
thesis analysis for the ten categories and 57 questions formed the heart of what
constituted “NGO Effectiveness.” A final consolidation was performed when |
determined that even with the reduction of the protocol to 57 questions, a 300 to
400 page paper would result if all were answered comprehensively. To reduce
the analysis to a more manageable size, some of the questions were grouped
according to common themes and they were then addressed according to that

single theme.

16. Produce | The categories and questions were inserted into the main body of
interpretation

&framework | the thesis and the questions were answered and analysed by
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incorporating the most appropriate and/or descriptive passages from the various
authors, using the database to locate the references. The comparative

framework was then produced from the results of this analysis.
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Chapter 5
Analysis:

The following analysis is divided up into ten sections representing the
final ten subject areas of the interrogation protocol, each with its respective
selection of questions identified in italicized print. At the end of each question, in
parenthesis, is the author count and question count, giving some sense of the
relative importance of the question based on the number of authors that have
commented on the issue and the numbers of comments generated by the
question. For example, the notation for author/question response to question no.
8.1 looks like (A9, Q13); in this case nine authors contributed thirteen comments
to this question on alliances, partnerships, and relationships. The author counts
only apply to the authors of the 30 articles used in the analysis. Authors quoted
within passages are not included in the counts. The final version of the

interrogation protocol has been reproduced in Appendix F.

Specific quotations that were identified and coded during the initial
analysis were selected as responses to the questions from the material. There

are a total of 757 quotations identified and coded in the database. Obviously
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they all could not be included in this thesis. However, those that | considered
either representative or containing noteworthy information were reproduced
(single spaced in reduced font size for easy identification) followed by my
analysis of the particular quotation and its relevance and contribution to the
question. This quote by quote analysis forms the basis of the comparative
framework that follows this section. During this selection process, it became
apparent early on that a small number of authors were predominating. At this
point, | had the choice of either allowing this preponderance to stand or try to
apply some form of ‘quota’ that would ensure more or less equal representation
from all authors. | decided to allow the results to stand as is; to do otherwise
would distort the results of the analysis and the interpretation. If some authors
had more useful contributions than others, that was reflected in the analysis. In
some cases, only a few authors contributed to a question. This raises an issue
over the reliability of such questions. However, | considered it in the same
manner as the previous issue — to let the results stand as they were rather than
alter the process to deal with it. | believed that to alter the process so as to raise
the counts for questions that | considered important would result in the
imposition of my biases onto the process. The fact that important questions may
have received only limited attention from the authors, is in of itself a significant

commentary.
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In this analysis chapter, | have generated 57 pertinent questions and
statements that reflect what my systematic review of the literature posits on the
advancement of (or resistance to) NGO effectiveness. Each is in bold italics
(e.g. See 1.1 following). Taken in their totality, they comprise what | suggest is a
conceptual understanding of NGO effectiveness. This conceptual understanding

is summarized in the conclusion (see chapter 6, p. 130 to 140).
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1 Mission, Vision, Objectives, Program

Each NGO will have established, formally or informally, its mission,
vision, objectives, and program objectives. | am defining ‘mission’ as the
purpose for which the NGO has been created and exists. ‘Vision’ can be defined
as its direction for the future, ‘objectives’ are the specific goals the NGO has
assigned to its work, and ‘program objectives’ are the specific goals given to

individual projects or programs.

1.1 Every development NGO, has as essential elements, a
mission, vision, objectives, and program; however the
influence of these four elements can vary widely amongst
NGOs in their contribution to effectiveness. We must gain
an understanding of why and how these elements are

critical to NGO effectiveness. (A-4, Q-5)1

Starting from its essential ideology, each NGO formulates a mission,
vision, general objectives and program objectives. The degree to which this is

formalized varies from NGO to NGO. However, it is probably a safe assumption

" The notation (A-4, Q-5) at the end of each question/statement, indicates the number of authors
(A) and the number of questions/statements/issues (Q), drawing from these authors, that
contributed to its creation.
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that even with NGOs that have not formalized these aspects will nevertheless
have them implied through their discourse and actions. Obviously, objectives
are a good thing but can they be too much of a good thing? Having no
objectives and working toward no goals is a recipe for ineffectiveness at the very
least and chaos at the most. Objectives that are too tightly confined can result in

a form of bureaucratic ossification.

Formalized objective setting exercises -- within the confines of NGO or
donor bureaucracies -- seem to preclude any participation by the local
community in the decision making exercise. In this context, objective setting
exercises are an expression of organisational power; therefore, we cannot view
this process lightly. Furthermore, should not the organisational mission and
vision of the NGO also reflect the needs of those it serves within the objective
setting process? Later in this section | explore this tension between hierarchical

objective setting processes and participatory methods.

With regard to northern development NGOs, | have situated the
mission, vision, and objective setting processes hierarchically in relationship to
Western epistemology, ideology, and development theory given that few if any of

these NGOs emerge from within the context and realities of those they serve.
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Examining the processes of NGO creation and formation enables us to
see the manner in which epistemology, ideology, and theory inform the ideas

that underlie mission, vision, and objectives.

The Underpinnings of NGO Behaviour

NGO Core Values, Mission, Objectives,
Project Methodologies, Evaluative Methods

Unfortunately, this aspect of NGOs normally only ever is examined in
hindsight (if it is ever examined at all) so we can only infer about this process. It
is reasonable to assume, however, that individuals coming together to create an

NGO will initially establish the NGO mission, vision, and objectives based on
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their understanding of the communities they wish to serve as developed from
their experiences, knowledge, education, ideology, and culture. In essence, they
might create an organisation that mirrors their understanding of what needs to be
done and what they believe they are capable of doing. It is difficult to conceive
of an NGO being framed contrary to this understanding. One would not create
an organisation to do something one does not believe needs doing and/or is
obviously beyond its capabilities. In this sense, the NGO mission, vision, and
objectives outwardly reflect the epistemology, ideology and the understandings

of development theory of its founders.

Once these aspects of the NGO have been constituted, the next
question becomes one of appropriateness. Is the NGO oriented to doing what
needs to be done? How does it ensure this? Essentially, every NGO must have
a means of not only ensuring that its mission, vision, and objectives remain
relevant and appropriate, but it also must have the means to challenge the
epistemologies, ideologies and theories that underlie them. This statement is at
the heart of my argument, at the heart of what constitutes an “effective” NGO.
An effective NGO must be prepared, not only to question all aspects of its
operations, but it also must share with those it serves, and it must open the
window to its organisational soul. It cannot have any ‘sacred cows’ that are not

open to challenge. | am not suggesting that the NGO should engage in some
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form of ideological purge and create an entity free of ideological influences.
Rather, the NGO should be cognizant of how ideology affects their operations,

and then be prepared to evaluate the effects.

1.2 The epistemology, ideology and development theories of
the NGO have to be identified and the influence of these
elements upon the vision, mission, and objectives of the
NGO explored. We must understand how these elements
work to influence, positively and negatively, the

effectiveness of NGOs. (A-8, Q-48)

At the ‘mission’ level, an NGO has choices — either to work within the
existing development paradigms or to seek to create new ones. Existing
paradigms would see the development exercise in terms of the prevention of
AIDS, building schools, or digging wells, while the alternate forms can perhaps
be placed under the all-encompassing term of “building civil society.” This all-
encompassing term can cover the transformational efforts of NGOs working
toward gender equality to the anti-development forces found on the streets of
Seattle. Mission statements, by their nature, tend to be very broad, very positive
— sometimes to the point of being meaningless platitudes. The actual mission of

any given development NGO will be more specific and limited in scope and
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capability. Those limitations should be inherent in any expressed mission
statement for the mission of the NGO is not a trite, much ignored, dust covered,
mission statement nailed up on the office wall, rather it encapsulates the purpose

for which the NGO was founded and is now currently engaged.

1.3 The objectives and program of an NGO may produce both
tangible and intangible benefits for a given community.
Often there is a tension between seeking long term, less
tangible benefits as opposed to more practical, tangible
and immediate ones. There are legitimate questions
regarding the role development NGOs should be filling;
questions that are often expressed in this intangible -

tangible benefits argument. (A-6, Q-18)

This is probably one of the most contentious issues concerning
northern NGO operations. Should the NGO be concerned with “goats and water”
or in the wider socio-political issues of social justice -- building roads or civic
consciousness? Is there really a divergence between these two issues or can
both be achieved? The systematically reviewed data ranged across this
spectrum with no definitive answer emerging; both sides made compelling cases.

However, if we look at the core issues of development — making a difference in
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the material well being of the local populace — then inevitably we must lean

toward the former rather than the latter. It does appear possible to work toward

both concrete goals and laying the foundation for the less tangible, long term

ones. Costa et al illustrates this point:

We found NGOs to be most constructive when they limited their

objectives and pursued pragmatic short-term goals. Less successful NGOs had
mainly idealistic, long-range goals, such as raising civic consciousness, which
they saw as key to changing the political system. The most effective NGOs
usually shared such idealistic long-range goals, but they were also practical and
work-oriented. They focused on capacity-building and finding financial support,
including foreign funding, to develop their own projects. These focused NGOs
adopted the view that ideology emerges from practice. Working on productive
projects, they aimed for a parallel or eventual creation of collective consciousness
and citizenship. (Costa et al 1997: 141)

Craig and Porter argue that these different goals are actually mutually

dependent, that the less tangible goals are implicit in the performance of the

concrete objectives, which are described by them as project goals and specific

objectives respectively.

Development projects are designed in terms of a number of conventional

rationalities. These are performative, in that they define ideals, goals, fields, and
mechanisms of project activities. These rationalities generally are of two different
but mutually dependent kinds. The first are project goals, which reflect implicit
values such as empowerment or growth, or improvement in, the specific
objectives and inputs of projects, these ideals are timeless and highly moral.
‘Improved standards of living and peace and order’ reads the goal statement of
one project, typical of many. The second kind of rationality is the specific
objectives of the project. These are generally observable, objectively defined
ends which are realised by the specific mechanisms of the project. (authors’
italics) (Craig and Porter 1997: 231)

whereas

Craig and Porter use the terms project goals and specific objectives

have termed them NGO objectives and program objectives
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respectively, utilizing the same meanings. We can find a relationship between
their comments and my diagrammed hierarchy (see page 39), as their specific
objectives are an expression of the project goals that in turn are driven by the
ideals expressed in the mission and vision of the NGO. The ideals expressed in
the mission and vision are in turn informed by the development theories,

ideology, and epistemology of the NGO'’s founders and management.

Despite high sounding mission and objectives, NGOs can utilize them
to conceal as much as they reveal. In discussing the fable of the Emperor’'s New
Clothes, Hintjens (1999) uses the story as an allegory for development
objectives, using the artifice present in the discourse between the tailors and the

emperor to illustrate the deliberate vagueness of development objectives.

The vagueness of their description [speaking of the tailors] compares
with the vagueness of many of the qualitative objectives of the current social
development orthodoxy, and resembles the inflated promises and expectations
placed on many forms of socio-political conditionality (Hintjens 1999: 388).

A sampling of development NGO websites can reveal mission
statements that resemble the point made by Hintjens. It leaves the skeptical
reader with serious doubts as to how such a small NGO with such limited
capabilities can possibly perform what they have set out for themselves. Within

these “inflated promises” are perhaps contained the distorting effects of large,
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bureaucratic, official donors that demand adherence to certain bureaucratically

formulated principles as a price for their continued support.

Where some of those quoted in this section stress the need for the
“goats and water” aspects of development, de Senillosa sees the value in the
direct action taken in the building of a civil society. He views this work as a
politically dynamic partnership between Northern and Southern NGO allies that
transforms the politics of aid. He suggests that northern NGO development
objectives should contain the elements of collaboration, awareness building, and

lobbying as described below.

e collaboration with Southern NDGO allies provides their Northern
counterparts with first-hand information and analysis of the
political, economic, cultural, and social situation in those
countries;

e awareness raising activities both draw on and adapt this flow of
information (opinions, concerns, struggles, readings of the
international situation) and make accessible to their various
target groups; and

e lobbying activities based on seeing the repercussions of
decisions taken in the North on the people who live in the South
demand an attitude of solidarity, and condemnation of the
stubborn defence of the privileges enjoyed by Northern interest
groups. And while Northern NGDOs are putting pressure on
their governments to spend their aid budgets effectively (through,
for instance, the work done since 1972 on the 0.7 per cent of
GNP platform), Southern NGDOs should be enabled to demand
from their own governments that this aid be used to benefit those
most in need. (de Senillosa 1998: 47-48)

His argument broadens the ‘objectives’ question as he offers a different

view as to what Northern development NGO objectives should actually be —
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“goats and water” or political activism. Hintjens questions this viewpoint as she
argues those efforts spent on political activism do not contribute materially to the
improvement of peoples’ lives. The counterpoint argues that political activism
must achieve its objectives before the material improvement can occur. Hintjens

explains her argument as follows:

Aid programmes are progressively more concerned with achieving
intangible goals, which are gradually coming to override earlier concerns with
‘goats and water’ (as a development professional put it dismissively in a recent e-
mail about one central African country). Yet ostensibly the main goal of
development interventions has always been to improve people’s daily lives in
material terms. If this is no longer the aim, then it is difficult to see what such
intervention is all about. Many projects are becoming increasingly abstract in
their objectives, and include such goals as social transformation or capacity-
building which are difficult to verify objectively (Hintjens 1999: 385).

Reading between the lines in Hintjens passage, | see a concern over
the bureaucratization of the development act. Noble sounding intangible goals
can be the mainstay of bureaucratization as success or failure can only be
determined over very long time frames. The very act of making such
determinations can be highly politicized and easily distorted to support the aims
of the bureaucracy. These objectives can become the epitome of bureaucratic

sustainability, ensuring its survival for the proverbial seven generations.

Tangible, measurable goals, as described by Craig and Porter, are
readily evaluated after the work has been completed. If the goals are set only in

very general or intangible terms, then a case can be made for compliance
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despite a less than desirable outcome. It can be argued that these types of
measurable goals only solve short-term problems as attention is paid only to
those aspects of the objectives that are subject to measurement. However, it is
possible to craft these measurable goals with long-term, less tangible ones in
mind. The achievement of each short-term, tangible goal becomes, in effect,

one of many bricks that build the edifice called civil society.

1.4 Project objectives can be developed in a top-down fashion
so that an NGO begins its work with a community with all
objectives predefined. @A more participatory approach
would involve the community in the development of these

objectives. (A-4, Q-17)

For a project to be considered fully participatory, the approach must be
used in the objective setting exercise. However, objective setting within the
context of technical planning and management tools has increasingly become
the purview of development professionals, far removed from the objects of their
attention. There are obvious incentives for NGOs to keep the objective setting
process as an in-house activity. They are able to, not only to control the nature
of the project, but also to maintain the objectives consistent with their core values

and ideology; additionally, they can control the evaluation process. Opening up
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the objective setting process to genuine participation exposes the NGO to risks
as the local community may take the project down a path upon which the NGO

does not care to tread.

The key point is that, while all projects require the combination of ideals
and concrete objectives, the ability of local people to express their own desires
and needs in these terms is often limited. (Craig and Porter 1997: 231)

But to see the framing process, it is necessary to be more deliberately
involved in two things: the creation of space and enabiement. [author's italics]
The first involves the ethical and political act of creating space to allow the
subjects of development to make their own representations and projections...
Enablement involves a determination to facilitate other people’s access to the
framing tools of our development; the language, the institutional acumen, the
planning technologies. (ibid: 235-236)

This passage by Craig and Porter reflects on NGOs providing the local
community with insufficient access to the objective setting process. The NGOs
may not necessarily be deliberately restricting this access, but may simply be
responding to pressures from large, institutional donors to conform to their
requirements. In addition, the planning exercise is becoming increasingly
technical (e.g. the use of planning tools such as Logical Framework Analysis)
and local communities may not possess the necessary skills to permit them to

become part of the process.

1.5 The exigencies of the community may be at odds with the
objectives of the project once the NGO begins the
implementation phase. How should this issue be resolved?

(A'Zy Q'3)
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As it happens, of course, in the less than ideal world of everyday project
reality, the local participants rarely engage with our ideals and objectives in quite
the way we intended. They do not fully disengage from their own ideals and
dreams, but bring them along on the project journey, and try to realise them within
the confined space of the project. In terms of the space, time, and categories
allocated to them by the project, they become ‘deviant’; or, by various means of
foot-dragging and flight, they resist. As development workers, we are poorly
equipped to deal with this reality in a positive way, one that can grasp the

significance of the richly diverse means by which the local people try to capitalise
on the opportunities the project might provide (Craig and Porter 1997: 235).

We can imagine that this can become quite frustrating for the
development worker. In a participatory project that had included the local
community in the objective setting exercise, it must come as a surprise to the
NGO workers when the local community resists its implementation in any
number of subtle or overt ways. Even when the project objectives seem to enjoy
consensus, its framers must be cognizant that the community represents a

heterogeneous mix of interests. Genuine consensus may be rare.

To argue for the identification of interests is not to argue for an ideal or
perfect consensus, where none exists. Indeed, the identification of interests is
needed to develop an understanding of a blocking or controlling interest -- which
could well include the donor -- that would need to be confronted. In the
framework plan matrix, the column or measurable output may be a donor’s
controlling device, for example, which means “I will only fund this project if it has
these predetermined outcomes.” (Wield 1999: 40).

Undoubtedly there will be those who feel compelled to acquiesce to the
will of the majority or the most influential. One can imagine that in a patriarchal
culture, women may not really have a voice though the NGO may have taken
pains to include them. They may feel too intimidated to give voice to their

dreams. In other cases, village elites may stand to profit if the project includes
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certain elements, profits the remainder of the village may not share. These
patterns of resistance would stand as testimony to the NGO’s lack of
understanding and appreciation of the political, social, and economic nuances of
local life. However, to suggest that the NGO embark on a detailed ethnographic
study before engaging in the project, would probably be a sufficient burden for
the project not to commence. Therein lies the conundrum. To take the time and
spend the money to understand the community would probably exhaust the
resources of the NGO and the patience of the donor. To fail to do so risks

project failure.

The tension is always there, a reflection of the conflicting images of what
projects are. The tension can be described simply, simplistically, as that between
blueprint and process. The term blueprint comes from engineering images of
detailed drawings showing exact product specifications, suggesting ‘that the
projects need to be systematically and carefully planned in advance, and
implemented according to the defined plan’ (Cusworth and Franks 1998: 8) —
perfect imagery for both state-led and scientific management approaches, but not
for the idea of multi-agent, process-based approaches (Wield 1999: 35).

The model | envisage for an effective NGO contains within it, a
potential solution to this conundrum. An Adaptive-Visionary NGO (refer to
page 69 for a full explanation of this term) would engage in the participatory
objective setting process, fully aware that it is unskilled in local life and may very
well not be receiving the inputs it needs to frame adequate objectives. |If it
assumes in the beginning that its objectives could be flawed in some way, that

local participation could be flawed, and that resistance can later emerge, it would
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engage in the project with its “antennae up”. The NGO would remain vigilant for
signs of unhappiness and be prepared to meet with the disaffected to determine
the source of their complaint. Once engaged in such a process, it may well find
itself in the ethical dilemma of the ‘greater good’ as those inconvenienced by the
project will have to live with the consequences. The NGO will have to face the
prospect that future resistance may emerge that will undo the benefits of the
project. The community and the NGO should be prepared to implement

compensating strategies to ameliorate this potential outcome.

1.6 All NGO development projects will be subject to external
influences, pressures and restraints from major donors,
international agencies, and governments that will impact
their project objectives. How does the NGO cope with

these influences? (A-1, Q-2)

1.7 Some development NGOs use sophisticated planning
methodologies and tools to aid in the development of
program objectives. Do these tools produce superior
objectives or are they likely to impose objectives on the

community? (A-3, Q-18)
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Both these questions reflect different elements of essentially the same
issue, namely that external influences will produce objectives perhaps unsuited

to the actual requirements and wishes of the community.

Applied anthropologists, who tend to focus on the dynamics of specific
interventions, should not ignore the role of external structures in setting the
parameters for individual projects (Gezon 1997: 46).

Project objectives and goals are supposed to travel down the length of
this chain of organisations, and be reproduced intact within the target population.
However, at each point on this chain, the project is filtered and re-framed to fit the
objectives and categories of the organisation at that level. Local difference thus
gets reduced to simple categories and objectives, often, so it appears, more for
the primary benefit of the framing organisation than for the purposes of
supporting local initiative and participation (Craig and Porter 1997: 234).

A range of ritual, documentary techniques is now available to create the
impression of order, and to provide confidence as the project moves from pre-
feasibility studies to project design, implementation, and evaluation phases.
Initially, conventional development objectives must be abstracted from the
morass of local culture and community. Because these will be the basis of
subsequent scrutiny of the project by others, they need to be framed as solidly as
possible, providing the indicators of time (by when things will be achieved), space
(where, geographically and institutionally), responsibility (by whom and with what
chains of accountability upwards to the funding agency), and quantities of inputs,
mentioned above, all well ahead of schedule, and often with little resort to a close
knowledge of field conditions (Craig and Porter 1997: 233).

Additionally, bureaucracies are made up of factions that represent many
different and opposing interests. Disaggregating the conservation and
development apparatus reveals multiple loyalties, competing objectives, and even
internal jealousies. Local level offices may attune themselves more to the
exigencies of working together with the local people, whereas national offices of
international aid organisations may orient themselves towards accountability to
donor agencies (Gezon 1997: 468).

Essentially, objectives are not likely to serve the best interests of the
local community if they are conceived remote from the local context, devoid of

participation, and formed in an organisation that is not only geographically
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distant, but also culturally, economically, socially, and politically as well.
Separated, as such from the local, the formation of these objectives is open to
pressures from internal and external forces while the fiction is maintained that
these objectives are in the best interest of the local community. In Appendix A, |

have elaborated on aspects of my work experience that have mirrored this issue.

As the objectives are passed down the organisational structure or from
organisation to organisation, each level applies its own interpretation based on
its beliefs and best interests. Once these objectives reach the local community
in their final product as a project, there is little room left for the interests of that

community.

In seeking to achieve greater levels of participation, the various parties
must recognize and become familiar with each other's bureaucratic [and]
sociocultural contexts. Studies of the differences in business interactive styles,
for example, have proven useful for creating an atmosphere conducive to
cooperation and mutual understanding between Japanese and American
business executives (Pfeiffer 1990; Maloney 1990) quoted in (Gezon 1997: 468).

I am interpreting this passage from Pfeiffer and Maloney in Gezon
slightly differently, as support for my HOFD analysis (Appendix A), in that each
level in the organisation will all have their own “bureaucratic and sociocultural
contexts” as well as different organisations cooperating in the same project. This
process of ‘multi-level interests’ applying their agendas upon the objective setting

process has obvious implications for NGO effectiveness.
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So, account must be taken of the breadth of impact of a project, of the
relationship between projects and ongoing activities, and of the development
processes of which it is part. Projects take place in a sea of linked activities that
involve multiple agencies ‘an aggregate of organisations which are responsible
for a definable area of institutional life’ (Anheier 1990), where ‘the objectives of
individual organisations involved in the project do not necessarily add up to, and
coincide with those of the project or the target group’ and where issues are
‘complex, ill-structured, interdependent and multi-sectoral’ (Wield 1999: 35-36).

In such a complex web of competing and complementary interests as
Wield and Anheier describe, it is apparent that the development industry in
general and NGOs in particular will have to improve upon this process. This
goes to the heart of NGO effectiveness for it is essential to ensure that program
objectives meet the needs of the “target group”. If the program objectives have
been influenced toward other competing interests, one can expect that the

program will not likely meet the needs of the “target group”.

In the aid business, form often substitutes for substance. In the case of
the LFA?, the victory of form over substance can be ‘the filling in of the matrix’ or it
can be the tyranny of the manipulated ‘participation’. One practitioner had this to
say about one particular participatory tool, participatory rural appraisal (PRA):
‘PRA leads to genuine participation and ownership. One of the problems . . . is
that agency staff or consultants are not properly trained and in fact start creating
short cuts in the methodology. Hence the “quick and dirty” type PRA work that is
now very common (Wield 1999: 39).

What Wield is describing here seems to be a very common and
widespread problem. Any well intended process, no matter how well crafted, will
be distorted for the benefit of the bureaucracy that employs it. We have the

concept of the ‘lron Rule of Oligarchy’ to describe the process by which

2 LFA - Logical framework Analysis is an NGO project planning tool typically used in a centralized
management context.
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organisations transition for democratic to oligarchic rule. We need a similar
concept to describe the mechanisms by which processes are distorted — perhaps
‘The Iron Rule of Co-opted Process’. Applying this concept to the objective
setting process, it is clear that it will be distorted as well. The effective NGO
must not only ensure that its objective setting processes are relevant to the
needs of the local community it serves, but it also must ensure that these

processes do not become co-opted, corrupted, and self-serving.
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2 Program Evaluation

Any NGO receiving significant amounts of its funds from government
agencies, official, or institutional donors will likely have to fulfill some requirement
for evaluation as the funding agency has a responsibility to ensure that the
taxpayer/source donor is receiving value for monies spent. However, will that
result in an evaluative approach that merely fills bureaucratic requirements? The
agency will have legitimate evaluation needs, but how does the NGO ensure that
the evaluation process meets the needs of the multiple actors involved in the
development process, not the least of which is the local community? Major
donors, governments, NGOs, NGO alliances, individual NGO staff members,
academia, Grass Roots Organisations (GROs), and the local community, all
stand to gain from well-conducted program evaluation. Yet these groups will
have different requirements to meet for the evaluation, while most likely, the time

and resources will not be available to do the complete task.

2.1 At the heart of this project lies the question, “Has the NGO
made a material difference in the lives of those it purports

to assist?” It is difficult to know with any reasonable
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degree of certainty the answer to this question without
some form of post-project evaluation. Does the NGO
conduct any form of rigorous evaluation of the results of a

program and how does it go about it? (A-6, Q-13)

What constitutes a material difference? This question has to be
answered before assessing results, as any project can be considered a success
simply by redefining the criteria. Costa et. al. (1997) provide some examples of
what they consider a successful participatory project would look like. “Evidence
of success would include enhanced participation, greater civic consciousness,
group sustainability, increased production, poverty reduction, and better diets
and incomes” (Costa et. al. 1997: 144). Out of this list, perhaps the most
obvious omissions are in the areas of social justice, specifically, gender
equality/empowerment, political empowerment, and health (diets excepted).
Improved access to services is inherent in these facets, with the ability of a
pregnant woman to receive both pre- and post-natal care being one example.
This is not to suggest that all projects must address all issues. Most NGOs will
only have the capacity to address a few, or perhaps only one, but no matter what
the area of concern is the community and individuals involved should be able to
perceive an improvement. In all likelihood, the benefits of a well-conducted

project will spread beyond its original objectives.
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Costa et. al. (1997) in their evaluation of projects in the Northeast Brazil
Development Program, used a form of pre-post testing utilizing the same
questionnaire. “During our follow-up study, aiming to compare the time before
and immediately after implementation of the program, we reinterviewed as many
families of our previous sample as possible, using the same questionnaire”
(Costa et. al. 1997: 144). This approach suggests that the project managers
designed, controlled, and utilized the data according to their specific needs.
While this is not necessarily a wrong approach, depending on the objectives and
audience for the evaluation, participation can be extended to the evaluation

process as well.

Gezon (1997) in her paper on an integrated conservation and
development project (ICDP) in Madagascar, touched on an important aspect of
the evaluative process regarding the atmosphere created by the evaluators and
donors. Her suggestions required courage and trust plus transparent usage of
the results of the evaluation, as there may be a natural tendency, especially from
bureaucratic donors, to view evaluation criticisms defensively. The fear arises

that “If we admit our mistakes, we may not get funded again.”

One of the most important factors in encouraging the success of ICDPs
is in increasing the level of flexibility and autonomy that individual projects may
have. Projects must be allowed to make mistakes and then to learn from them.
The monitoring and evaluation process must actively encourage an atmosphere
of critical self-examination where projects may analyze both what went wrong and
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what to do better next time. Project work plans must emphasize developing an
effective operational process instead of focusing too closely on overly-specific
interventions. Projects should be evaluated then on their ability to empower local
people to become involved in innovative project activities.

Donors and host governments can contribute to a positive intellectual and
practical atmosphere by making it clear in both actions and words that criticism
does not necessarily equal a total condemnation of an intervention or of the
project as a whole (Gezon 1997: 469).

If we reconsider the issues raised in the previous section concerning
objectives, we may find the same distorting effects found in the objective setting
processes will also occur in the evaluation process as the same multi-level, multi-
actor, multi-sector context exists for all stakeholders. It is, therefore, unlikely that
the positive evaluation ideal described by Gezon would survive intact within the
complex and competitive environment in which it must function. Given that the
NGO will not likely have the resources to produce evaluations to meet all of
these needs, it will need to choose carefully where to spend whatever evaluation
resources it does possess. The donor/official agency evaluation requirements
will be one obvious choice. However, the NGO will have its internal
requirements and an obligation to provide evaluation information to its partners
and the community. Unless the NGO is prepared to be evaluated both internally
and by the community, it can be difficult to say that it has made a material
difference in the lives of the members of the community. Given the difference in
organisational priorities, it is doubtful that a mandatory, top-down, donor-driven

evaluation will answer the question.
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2.2 If the first question is, “does the NGO perform
evaluations?” then the second must logically be, “what use

do they make of the results of the evaluations?” (A-2, Q-6)

2.3 Should an NGO conduct evaluations? Does it extend
participatory method to include an evaluation? What were

the considerations for making this choice? (A-3, Q-11)

2.4 The type of evaluation methodology can have a significant
impact on the results of the evaluation. What are the

issues concerning these methodologies? (A-3, Q-14)

2.5 |Institutional memory is essential for institutional learning.
Does the NGO learn from past successes or mistakes, or
does it seem to repeat old patterns? Does it share this

learning? (A-6, Q-26)

These questions reflect how effectively the NGO evaluates itself.
Ideally, every project would be subject to ongoing evaluations during the
implementation phase, plus a number of evaluations post-project to determine
short and long term results. Unfortunately, this type of detailed, critical

evaluation is seldom carried out.
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Fortunately for the organisation, however, the events supposedly set in
train by projects are seldom evaluated for long-term sustainability. ~ What is
sustained is the organisation, and its organizing, framing practices (Craig and
Porter 1997: 235).

Looking back to the two previous sections, we see the same pattern
emerging: the organisation’s interests hold sway over the interests of the
community it purports to serve. Evaluations are usually constructed for the

purpose of convincing donors that their monies have been well spent.

Loose ends are tidied away, and failures represented and filed (internally
to the organisation) as lessons learned. Successes are trumpeted to supporters
and donors in reports and promotional material, but very little is done to ensure
that a close analysis of the mechanisms that led to the success is made available
to other organisations (Craig and Porter 1997: 235).

Though in depth and ongoing evaluation would seem to be a practical
necessity, it is doubtful that most smaller NGOs have the resources to maintain
any form of long-term study. More over, if it must produce evaluations to satisfy
the needs of its primary donors, these may be shaded to satisfy bureaucratic

requirements.

| suspect that if one would conduct the same evaluation exercise with
different actors within the scope of the project (e.g. local community, local GROs,
local NGO works, NGO headquarters workers, donors, etc.), one would find that
the further removed the respondent is from the community, the more divergence
one would see in the results. Each level would interpret the results of the project

within their context to serve their interests.
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2.6 The act of choosing an evaluation methodology has within
it, an element of ideology, power and politics. How do
NGOs ensure that evaluative methodologies remain

consistent with their core values? (A-4, Q-11)

2.7 Any evaluation intends to answer (at least partly) the
question of the efficacy of the program. However, the
framing of the evaluation influences what is being
measured and to the extent it is measured. As in the
choice of method, this too is potentially an ideologically

charged component. (A-3, Q-5)

Inherent in any evaluation lies the potential that it can be designed to
meet the agenda of those responsible for it. A badly conceived project can be
made to look good through the careful inclusion and/or exclusion of evaluation
criteria, the careful placement of the benchmarks, and by carefully selecting the
source of the data. While an NGO may feel that subterfuge is justified to satisfy
an official donor, it is hardly honest or useful for the internal uses of the NGO,
their partners, or the community. A different approach is required -- one that

includes and produces a result that is meaningful for the community.

62



M.A. Thesis — P. S. Charles, McMaster University - Anthropology

Correspondingly, although usually a step behind, the management
[authors italics] of development NGOs' programmes has also had to evolve,
along with changing assumptions of what constitutes good performance and,
therefore, good management (Padaki 2000: 421).

At the base of these assumptions are certain core convictions of what is
good or (bad) and what is right (or wrong) [authors italics] about the tasks we
undertake, and how we go about them. In other words, the organisational value
system (Padaki 2000: 421).

e An acceptable theory of what values are (for ‘there is nothing so
practical as good theory’).

e An acceptable methodology for observing and assessing these
values.

e An empirical base to make comparative statements from the
observations made (ibid: 421).

Considering that evaluation results can be distorted to benefit differing
interests and requirements, Padaki (2000) offers a roadmap out of this potential
quagmire by suggesting that evaluation processes remain true to the NGO'’s core
values. His suggestions contain the hallmarks of good evaluation methodology
by including the following: knowing what to measure, knowing how to measure it,

and knowing how to analyze the results.

Currently, aid conditionalities are becoming more complex and vague.
Objectives are no longer expressed solely in terms of numbers of vehicles, goats,
classrooms, trained personnel, or kilometres of road. Appraisal, monitoring, and
evaluation methods have[,] therefore[,] had to be adapted to suit the new
conditionalities. Social development professionals are those thought able to
assess the broadly socio-cultural and institutional outcomes of development
projects and programmes (Hintjens 1999: 387).

In a relatively short time, social development has become quite a sizable
sub-branch of the development business. In giving advice, social development
experts will tend to conclude that there are signs of success, but that more needs
to be done to make actors involved more sensitive to socio-cultural factors in the
development process (Padaki 2000: 421).
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While what has been suggested so far has merit, one must face the
reality that not all project objectives lend themselves to easy evaluation. As
Hintiens has described, many development projects have moved out of the
“goats and water” mode, instead, concentrating on projects with more nebulous

criteria, such as “building a civil society”.

Such goals imply the need for long-term study, yet many NGOs lack the
resources or the will to carry out such tasks. In addition, official donors
frequently use such terms as ‘participatory’, ‘sustainability’, ‘empowerment’ and
so forth, as part of their bureaucratic discourse, without significant regard for the
realities implied by these terms. NGOs can take advantage of this by fulfilling
evaluation requirements by adopting the discourse of the bureaucracy.
However, that will usually guarantee an evaluation that has minimal usage for

the NGO and the community.

Wasting resources (whether time, money, or effort) does not enhance
sustainability for instance, nor value for money, and does not make sense in the
long run. Thus, measuring efficiency, timeliness, value for money, and so on is
important.  Paying attention to these aspects will hold practitioners more
accountable for the resources they are using in the name of development (Meyer
and Singh 1997: 63).

While | find it difficult to argue with the sentiments expressed by Meyer
and Singh, these issues must be addressed. Yet they are not the only issues. A

project incorporating “efficiency, timeliness, value for money” can produce a
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meaningful result for a community, or it may turn out to be irrelevant or perhaps
even damaging. There is nothing implicit in these three criteria that measures
improvement in the quality of life of the community. They are typical of donor-
driven evaluations, responding to donor requirements for greater transparency
and accountability. These are not necessarily bad things unless these demands
are used to control a totally top-down, bureaucratically-driven development

agenda.

As for dangers, one is similar to the problem just mentioned with
internally determined criteria for assessing development management when
thought of in terms of tasks to be completed. What counts as being oriented
towards development is relative to how the particular organisation conceives
development, and a weak definition may make it relatively easy to appear to meet
the criteria (Thomas 1999:16).

This passage by Thomas harks back to a previous comment -- that by
simply altering the definition of success, one can turn a failure into a successful
project. Weak or deliberately vague objectives do not address quality of life
issues. Large, bureaucratic donors, as well as NGOs that have been co-opted
by a bureaucratically driven agenda, enjoy the illusion of success, having fulfilled

such objectives, while the communities they serve see little benefit.

There is a clear need for some external validation of what is done in the
name of development management. At the same time, unlike the concept of
profit, where arguments are mostly about how to measure it or how it is created
rather than what it is, there is no universal definition of development and the
debates about it readily take the form of value based conflicts (Thomas 1999: 16).
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Given resource constraints and the need to fulfill donor requirements,
an effective NGO has to balance competing demands while producing an
evaluation that yields tangible benefits for both current and future projects. The
local community must not only be involved in the evaluation, but also in the
determination of the method by extending participation to include the evaluation
process. Criteria would have to be tightly drawn around such issues as how to
improve the quality of life; in this instance, it would have to use methods that
enable the community to fully engage in the process and benefit from its results.
In addition, the NGO has legitimate internal evaluation needs. However, |
believe that through a participatory evaluation effort, it can also draw on what it
needs for internal uses. Through all of this, the evaluation requirements of the
donor will still be present. An effective NGO, therefore, develops techniques to

balance both.

The NGO cannot be truly effective without thorough evaluative
methodologies. It must be capable of learning from its successes, partial
successes, and failures, applying what it has learned to all programs. The
following two diagrams illustrate the differences between an Adaptive-Visionary
NGO that applies lessons learned to all facets of its programs versus an
ideologically driven NGO that only evaluates and applies lessons learned to its

project methodologies.
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An Adaptive-Visionary NGO recognises that all assumptions are open
to challenge. The Complete Evaluative Loop diagram describes an NGO that
is prepared to challenge all assumptions, beliefs, and core values in its
evaluative processes. In contrast, the Restrictive Evaluative Loop diagram
describes an NGO whose Western epistemology, ideology, and theoretical
understandings are not challenged by any evaluative process. Rather, it seeks

to simply refine and advance its project methodologies.
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The Complete Evaluative Loop

Epistemology

J L

Ideology

4 L

Development
Theory

J4 L

Development
Method

J L

Evaluation
Processes

This diagram illustrates an iterative evaluation loop that includes all aspects of
NGO operations.
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The Restrictive Evaluative Loop

Epistemology
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Ideology

4 L

Development
Theory
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Development
Method

J L

Evaluation
Processes

This diagram illustrates a restrictive, iterative evaluation loop where the NGO
only includes project methodologies in their evaluation. Their epistemologies,

ideologies and development theories remain unchallenged by the evaluation
process.
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3 Funding and the Role of Donors

The previous two sections have already addressed in a partial way the
issue of funding and the role of the donor. The relationship of a large,
institutional donor to the NGO is continuous throughout the development
exercise. It is not easily separated out as a single area of study from the other
issues that impinge upon development questions. The relationship itself can be
characterized as patron/client, given the unequal power between a donor and a
small NGO and the supplicant approach an NGO often must take to obtain

funds.

3.1 An NGO can obtain the bulk of its funding from a single
official, private, or corporate donor, or it may have a very
broad funding base made up primarily of individuals. The
former implies a dependency relationship that does not
exist for the latter. This dependency relationship can and

likely will influence the actions of the NGO. (A-8, Q-19)

3.2 The balance struck between reliance on a dominant donor
and on individual donations can determine the degree of
financial independence of the NGO. Ideally, an NGO would
wish to be financially independent, however, the realities of

development funding will normally result in at least some
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dependency on a dominant donor. Is there an ideal

balance? (A-4, Q-6)

3.3 Is the managerial, doctrinaire approach of Ilarge,
bureaucratic donors and government agencies being
replicated, on a smaller scale within the management of an
NGO, as a result of their donor requirements? What

impacts does this have on NGO effectiveness? (A-9, Q-27)

These three questions form the heart of the donor/NGO relationship. An
NGO requires funds that do not take an inordinate amount of effort to raise.
Institutional donors offer the opportunity to obtain these funds within the bounds
of reasonable effort. In doing so, the NGO risks giving up independence and
perhaps effectiveness. The result can be the development of a dependency

relationship resembling contractor-sub-contractor or patron/client.

The risk of donor-dominance is not so great for strong partners who can
negotiate more, and who may have other financial options. But less-experienced
Southern partner organisations may well ask donors to help them in their thinking
and planning -- and will be more inclined to become (too) dependent on them
(Borren 2000: 411).

This comment coincides with that of Hoksbergen and Madrid’s article on
British International Non-Governmental Organisations (BINGOs) in which a fear
was expressed that southern NGOs would be unable to assert their
independence from large, institutional donors. Perhaps this is a legacy of

colonial thinking, perhaps an unpleasant reality, or a bit of both? Chances are
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southern NGOs will likely have less experience in dealing with large donors; as
such this division of responsibility has already emerged between northern and

southern NGOs.

These comments would seem to suggest that we should be more
interested in southern NGO capacity building rather than doing the job for them.
Southern NGO capacity building has to be part of long term projects as the ability
of southern NGOs to establish adequate management and funding is essential to
their sustainability. Northern NGOs should not try to avoid this role, either
because of the perception that southern NGOs are not up to the task or that the

northern NGOs may discover that they have become redundant.

This question should be analysed in terms of power dynamics. Does the
partner which is involved in or close to a particular emancipation process have
the power to disagree with a donor who, in the name of solidarity, supposedly
‘knows best? How are the checks and balances in this unequal power
relationship ensured? Organisational consultants (who do not carry with them the
extra power of being donors) know the danger of stepping into the expert role. It
may seem much-wanted support in the shorter run but can so easily lead to
dependence (Borren 2000: 412).

Borren (2000) is raising this point regarding the provision of funding and
advice from northern donors or large NGOs, to southern NGOs, GROs, or
Community Based Organisations (CBOs). She expresses the same concern that
some northern donors also have regarding the provision of funding and advice,
in that it can lead to a state of dependency. This advances the case for the
building of strong southern partners that can negotiate terms suitable for them

and resist the swing toward dependency.
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The decrease in private funding in absolute terms and certainly relative to
public funding especially assistance which is destined for humanitarian and
emergency aid, will make it imperative that NGDOs should be doubly aware of
the risk of co-optation or manipulation by the public authorities (de Senillosa
1998: 49).

It is an obvious ideal that small NGOs obtain the bulk of their funding from
small, private donations. With such a diverse base of funding, an NGO is not tied
to the dictates of large, institutional donors with the associated risks of co-
optation mentioned by de Senillosa. While NGOs need to be aware of the risks
as they strive to diversify their funding base, it remains a reality that large donors
like the Canadian International Development Agency (CIDA) will provide the
largest single portion of small NGO funds. Based on my systematic review of the
literature, it appears that it is more important for a small NGO to learn to navigate
these bureaucratic shoals than to strive for a funding independence that

probably will be unattainable.

However, if we take the estimates of the Development Aid Committee
(DAC) of the OECD, while there are notable differences between countries, the
total amount raised by NGDOs from their fellow citizens has practically stagnated
in the last four years.

The same is not true of the amounts received from public sources, since
despite representing only 14 per cent of the total funds channel through NGDOs
in 1993, these amounts increased 30-fold between 1983/84 and 1993, reaching
US$956 million. Lastly, while no firm figures are available, direct bilateral funding
to Southern NGDOs is increasing significantly (de Senillosa 1998: 43).

As de Senillosa makes clear, the trend is toward more funding from
governments and other large institutional donors, rather than less. There is no
doubt that it is easier to obtain a large block of funds from one source than to

raise thousands of small contributions. This trend dovetails neatly with the
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reduction of services and the government contracting-out that has been ongoing
for the last decade. This reaffirms my contention that it is more important for

small NGOs to learn how to navigate this tide rather than try to swim against it.

3.4 As governments retrench and reduce funding for their
social services, NGOs have been filling the gap. This
restructuring has progressed to the point that some NGOs
can be viewed as contracting agents for the provision of
social services. An NGO engaged in a contracting-out
relationship with a government can expect to have to meet
contract objectives, procedures, and results. What
consequences can we expect from such a relationship?

(A-5, Q-11)

This appears to be another increasing trend: as governments retrench,
NGOs, as contractors, supplant government-run services. As a contractor, the
NGO will likely have to follow a government agenda and standards for service
provision. Once an NGO moves into this role, should we be concerned with its
development objectives and community representation? Can the NGO
effectively represent the community to the government once it has adopted this

role?

Those NGDOs that depend largely on public finance run the risk of
becoming near government subsidiaries by implementing activities formerly
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carried out by their own governments or multilateral institutions (substitution)
[author’s italics] (de Senillosa 1998: 49).

NGOs become contractors, constituencies become customers, and
members become clients. Extranational connections entail another danger by
exposing NGOs to attacks within their own countries, raising questions about
whether they “legitimately” represent their constituents (Bratton 1989 quoted in
Fisher 1997:454).

This raises an interesting point; if NGOs become contractors, substituting
for former government-run services, should we then stop considering them as
development NGOs? Are they not performing a different function? They have,
in effect, become part of the government’s apparatus, either providing basic
services or fulfilling a government development mandate. While in terms of their
organisation and stated mandate, they may still be NGOs, they may not behave

as one.

3.5 Dominant donors are ever more insistent on transparency
and accountability, especially regarding finances.
However, an NGO is also accountable to others,

particularly the community it serves. (A-5, Q-8)

3.6 To what extent is the nature of the project being dictated by
the source of the funding? How does the NGO cope with
tensions produced by attempting to reconcile these
demands with what it perceives as needing to be done?

Which route will it take? (A-2, Q-4)
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3.7 Does the NGO have sufficient control over the use of its
funds to reallocate resources within the project or to other

allies or partners? (A-3, Q-19)

3.8 Does the NGO represent the local community to the

dominant donor? (A-3, Q-3)

Accounting rules are not necessarily apolitical or benign. NGOs can be
expected to comply with accountability requirements that are likely to become
increasingly stringent. In the process, they may find their independence
constrained and operating objectives altered by these requirements. Their
challenge will be to maintain their focus while meeting these rules. It may be
necessary to resist the implementation of rules that have negative political or

operational consequences.

A third and related issue is how donors negotiate minimum standards
with their partner organisations. In part, this has to do with planning, purporting,
and financial accountability; but it also concerns value ridden questions such as
gender awareness or a non partisan ideology. Accountability to the donor often
takes precedence over accountability to the participants of any particular program
(Borren 2000: 412).

In framing documents, close adherence to the framework of donor
guidelines offers some security; filling in all the categories asked for, framing the
project in terms of donors’ current interests, relying on past experience (perhaps
on an unrelated project in another part of the world), and on other conventional
knowledge of what is acceptable (Craig and Porter 1997: 233).

Borren (2000) raises the important issue of ‘to whom’ is the NGO
accountable, the donor or the community? From a human development

perspective, the accountability to the community should be paramount but the
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power inherent in the role of the donor would suggest the trend would move the
opposite way. The effective NGO would have to find ways to respond to the
donor’s legitimate demands for accountability while maintaining the community

as the primary entity. This is a difficult balancing act.

3.9 Does the NGO maintain a patron-client relationship, in
terms of the use of funds, with its GRO allies or partners?

(A-3, Q-8)

This aspect has been dealt with in other sections of this paper as well, but
the passage provided by Manji indicates there are definite patterns of Western
NGO thinking that would have them hold on to control rather than trust their

southern counterparts.

Based on a questionnaire survey, this study provides a fascinating insight
into the British NGOs (BINGO) psyche. It suggests that, despite years of
exposure to and interactions with the Third World, there remains a considerable
deficit of respect and trust for their counterparts in the South (Manji 1997: 175).

According to the survey, most (80 per cent) of BINGOS are opposed
[author’s italics] to aid being channeled directly to Southern NGOs, for a number
of reasons. They allege that Southern NGOs:

e lack the experience to undertake rigorous monitoring and evaluation
of projects;

e lack experience of how to manage projects in accordance with
donors’ requirements;

e with direct funding, would shift their accountability away from their
own constituencies towards donor agencies;

e would become more directly influenced by donor agencies in setting
their agenda, and hence more ‘donor driven’;
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e would eventually revolve around the availability of money than the
meeting of needs;

e would end up filling a void created by a retrenching state;

e would be susceptible to manipulation by donor agencies, and more
susceptible to political influence (Manji 1997:175)

While the evidence exists to support these contentions, they are self-
fulfilling -- if southern NGOs do not get the opportunity to gain the experience
and learn, this context may be slow to change. lIronically, are BINGOs holding
up a mirror to themselves? Have they experienced these difficulties as well
(mostly likely)? If this is true, why do these NGOs feel that they are able to cope

while southern NGOs are not?
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4 Participation and the Local

Of all of the aspects of [development] NGO effectiveness, participation
is probably the most complex, problematic and controversial. The discourse on
“participation” has reached a point where the word has become so elastic in
meaning that it is found describing projects that are anything but participatory. It
has become a magic word within bureaucracies -- as “sustainability” was before -
- where its inclusion in a project proposal becomes mandatory. And yet, NGOs
can make great efforts to ensure that a development project is truly participatory,

or as Sarah White terms it, “transformational”.

There are a host of potential difficulties in any participatory project.
Good planning and good intentions will only go so far in ensuring a successful
project. A participatory project is, by its very nature, a fluid, and elusive creature,

dependent on intangibles for success.

4.1 NGOs practice participation to varying degrees, ranging
from virtually none to a state where the local community
has virtually complete control and power over the project.

These differences in the degree of participation have
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implications for the NGO, the community, and the

effectiveness of the project. (A-8, Q-18)

Sarah White (1996) dismantles the aura around participation, describing
four degrees of participation ranging from the ‘Nominal’, whose function it is to
provide the illusion of participation, to ‘Transformative’ which describes

participation in its fullest sense.

The status of participation as a ‘Hurrah’ word, bringing a warm glow to its
users and hearers, blocks its detailed examination. Its seeming transparency —
appealing to ‘the people’ — masks the fact that participation can take on multiple
forms and serve many different interests. ... If participation is to mean more
than a fagade of good intentions, it is vital to distinguish more clearly what these
interests are (White 1996: 7).

Form Top-Down Bottom-up Function
Nominal Legitimation Inclusion Display
Instrumental Efficiency Cost Means
Representative | Sustainability Leverage Voice
Transformative | Empowerment | Empowerment | Means/End

(White 1996: 7)

White describes “participation” as an interest and power-laden term.
Large agencies can use the term for masking their top-down agenda while
meeting the political exigencies of being ‘participatory’. Being cognizant of these
political realities, smaller NGOs may use the term liberally in project proposals to
ensure they receive funding. As an example of how blurred the meaning of the
term can become, when examining articles and websites on Logical Framework

Analysis (LFA), it became obvious that some of the authors considered
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participation to be little more than an initial community meeting, organised merely

for the purpose of telling everyone what will be going on.

This paper has argued that the paradoxical consensus over the role of
‘local participation’ in a globalising world is fraught with dangers. Local
participation can be used for different purposes by very different ideological
stakeholders. It can underplay the role of the state and transnational power
holders and can, overtly or inadvertently, cement Eurocentric solutions to Third
World development. There is a need for critical analyses of the political use of
‘the local’, but also a need to develop a political imaginary [sic] that does not
repeat these weaknesses (Mohan and Stokke 2000: 263-264).

Joseph (2000) describes some practical steps that can be taken at the

village level to ensure that the opportunity for participation is genuinely provided.

e That the phrase ‘participation’ is commonly found in mission
statements and institutional objectives of the NGO and that the
philosophy of participation is articulated in other documentation and
staff training materials.

e That there are clear descriptions of the participatory process in which
the organisation is involved which are freely available in local and
generic languages.

e That there are visual records (photos/videos/maps/matrixes) and
written records (minutes/leaflets/posters) of participatory planning
exercises freely available which reflects participation by a balance of
different members of the community by gender, class, education, etc.

e That there are regular public meetings held in the local language
attended by a certain percentage of identified members of the local
community and the staff of the NGO, in which three-quarters of the
speakers come from the local community.

e That ‘group synergy' was observed during meetings and gatherings,
reflected in body language, speed of discussion, type of words or
jargon used, and a lack of ‘our’ or ‘their’ comments, etc.

e That the NGO staff receive training, literature, manuals, or are paid
an incentive to ensure participatory approaches are applied and that
local knowledge is promoted.

e That the majority of the staff of the NGO are living and working for at
least three-quarters of their time in the local community, and can
speak the local vernacular (Hailey 2000: 405).
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People’s role in development should not be limited just to participating in
decisions about how to address the effects of a given development model. They
must be free to choose what development they want, both as individuals and as
communities, two dimensions of our identities that are in constant interaction and
tension. This means by which this free determination is achieved is essentially
the exercise of democratic political activity (Joseph 2000: 394).

All of these authors are in agreement that participation requires the
genuine sharing of power. The act of participation becomes part of the
democratizing process, the building of civil society, and an exercise in local
governance. This process requires that the NGO have trust and faith in the local
community so as to manage this power well. We often speak of capacity
building without tying it to a specific ‘what’. Communities that infrequently have
an opportunity to exercise power over their fate require the development of their
capacity to use that power well. NGOs committed to participation first have to

build the capacity for power sharing, both internally and in the community.

4.2 The act of participating in a development project can
become a site of conflict and an act of power. The nature
of the conflict and these power relationships need to be
understood so that the NGO and the participating

community can work effectively. (A-14, Q-30)

In the response to the previous question, we approached participation as
a ‘good thing’. Yet what if the results of participation result in the prolongation of
a social, health, or political condition that is considered undesirable? The NGO

provides the community with an opportunity to exercise real power, and the
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community (or more likely, its power elites) makes the choice to use it in a
fashion that runs counter to the ideology of the NGO. The NGO is faced with the
choice to intervene or to leave the issue aside. If it intervenes, it is imposing its
will, its ideology, and its (western) values on the community. It has explicitly
stated that the community cannot be trusted with the power it is exercising
through participation, as it has produced the ‘wrong’ result. The choice might be
fairly obvious. In the case of HIV/AIDS or female genital mutilation (FGM), the
risks remain -- with the intervention, resistance will arise. It is as if the NGO
stated to the community, “We will let you make your own decisions, but if you
make a mess of it, we’ll have to do it for you.” It places the NGO in the
uncomfortable position of either allowing participatory methods to run their
course, or intervening in a ‘colonialist manner. This is one of the instances
where having an entrenched ideology makes the choice easier but not

necessarily “correct”.

In such cases, would it not be better to pursue only a goal of limited
participation? The NGO has a goal, the elimination of FGM for instance, and it
knows it will meet local resistance. Whether it is palatable or not, some amount
of coercion is likely to be employed. If the community is provided with the
opportunity for full participation and it replies to the effect that it prefers things the
way they are, then the NGO has, through the participatory methods it has

adopted, made a doubly difficult problem for itself.

83



M.A. Thesis — P. S. Charles, McMaster University - Anthropology

We should also consider that the combination of forces, the structures of
globalization within which NGOs must operate, typical top-down official
donor/NGO relationships, and the somewhat similar relationship that exists
between northern (western) and southern (non-western) NGOs, all work to
constrain solutions to those based on western epistemologies. There does not
appear to be significant space for the operation of non-western approaches and
solutions within this environment. The position of the NGO gives it the ability, not

the right, to impose western-style solutions.

We must recognize that participation has progressed from a development
methodology to an ideology. An Adaptive Visionary NGO needs to face the
hard realities implicit in its mission and be prepared to use methods that are less
than participatory when needed, while remaining committed to fully participatory
methodologies. It takes courage to move from one position to the other, for

inevitably, criticism and risk will accompany the move.

A second issue in operational development work may concern how to
deal with the existing power structures within a community which in themselves
replicate patterns of oppression and exclusion. What should be done about
marginalised groups, sometimes of different ethnic background, or with specific
problems such as HIV/AIDS? Or about domestic violence, genital mutilation,
child labour, and so on, if the agency is to develop and maintain a strong
relationship with local leaders? Often the choice is to leave some of these thorny
questions until ‘the time is ripe’. Does this imply that certain forms of injustice
and exclusion are therefore sanctioned? But is it possible to be accepted in a
community while also challenging that community on some of these deeper
human rights issues (Borren 2000: 413)?

At some point, the NGO will have to make hard choices about the greater

good, and if it is fully committed to participation, allow the community to make
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hard choices. All problems cannot be tackled simultaneously and with equal
effect. Choices will have to be made, and an NGO not constrained by ideology

has a broad range of options.

4.3 Within the act of participation, interests (often competing
ones) are included, excluded, formed, shaped, and

exploited. (A-2, Q-7)

Who participates and to what extent? Each community has existing
power structures. People will view the NGO's intervention as a threat or
opportunity, and will react accordingly. Naturally, they will try to affect the
proceedings to turn events their way — it is to be expected. The NGO may
choose to allow the participatory efforts to follow existing power structures
(tempting if the interests of the NGO and the elites coincide), or endeavor to

bring those in the community who are powerless, into the process.

An alternative, more conflictual, less ‘nice’ view of participation, but one
that does not pretend to make grand claims, is to recognise that it often takes
place in fundamentally adversarial settings where social power relations ultimately
determine the outcomes. Here the ftrick is to strengthen the poor and powerless
so that they are able to engage effectively and have a strong voice in these
settings (Johnson and Wilson 1999: 53).

The challenge is to craft a method that leaves the “poor and powerless”
less likely to face pressure from affected elites to attend to its affairs after the

NGO has withdrawn. One must be careful not to produce a situation that makes
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a target out of those the NGO wishes to help, or at best, leave behind an

unsustainable situation.

4.4 Does the NGO encourage criticism and participation by the
local community and other stakeholders in the project

evaluation? (A-3, Q-4)

While this has been dealt with more fully in the section on evaluation, it is
worth emphasizing that participatory methodologies should be extended to the
evaluation process, as the community has an interest in an assessment of the
final outcome. The evaluation effort will become part of their local knowledge; it
will also build expertise and confidence. It will provide them with a method to
examine the development project on their terms and an incentive to maintain the
momentum of a successful project in the long term. Each person involved will
have formed his or her own opinion on the value of the project, drawn from
whatever information source is available. Having a participatory evaluation

process will shape and inform these opinions in a more reliable manner.

4.5 Is participation being used as a tactic to achieve a

predetermined result? (A-3, Q-7)

Whenever participatory method is used in conjunction with a “top-down”
approach, there exists a significant possibility that participatory methods are

being used to provide the illusion of participation to conceal a predetermined
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result and to fulfill bureaucratically driven requirements for participation. Given
that so much planning and decision-making is made in advance of local
community involvement in a “top-down” approach, it is difficult to conceive of a

situation where such an approach would lead to a fully participatory project.

4.6 Has the NGO recognized and attempted to reconcile
participation with the practical realities of the project? (A-

3, Q-19)

Craig and Porter (1997) make reference to the adoption by NGOs of
Participatory Rural Appraisal (PRA) techniques, decentralisation, process
consultation, and good governance, in an attempt to make management more
participatory. However, they believe that these attempts can also be used as

window dressing for a top-down approach.

They look participatory from a distance, but at close quarters these
measures, we believe, actually do little to tip the balance back toward
participation. Instead they have effectively become new forms of management
and control, which are just as costly but do not result in great benefits for project
participants (Craig and Porter 1997: 229-230).

Judging from this comment, we could infer that project participants are
being manipulated by the NGO so that it may fulfill its requirements to be

‘participatory’ without actually giving up power and control.

In this politics of the local, state institutions, international donor agencies
and social movements are some key actors. In examining the politicisation of the
local, many aid-receiving governments who have paid lip service to participation
are now doing so because they are aware that, since it has become the discourse
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of Western donors, they ignore it at their financial peril (Mohan and Stokke 2000:
254).

This passage is just another example of the bandwagon effect of
governments and NGOs demanding participatory projects to meet donor
expectations, rather than those of the local community. These attempts
represent the very antithesis of genuine participation, conferring no real
empowerment within the local community and are carried out, in effect, under a

form of donor coercion.

4.7 What attitudes and approaches does the client community
take toward the participatory efforts of the NGO? (A-5, Q-

13)

Assuming, for a moment, that the NGO is engaged in genuine efforts
toward a participatory project, it may still fail to meet its goals for participation.
We seem to be making assumptions, perhaps based on Western arrogance and
presumption, that local communities will engage in a participatory project simply
because it is a ‘good thing. The NGO may presume to know what is good for
the community. However, instead of deciding what sort of project is good for the
local community, the NGO, being committed to participation, may decide that
participatory methods are good for the local community. It then inflicts this

methodology on the community. The first act of participation should involve the
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NGO asking the community if it wants to participate! As White suggests (1996),

they may well “choose positively to use their time in other ways.”

As participation is a process, its dynamic over time must be taken into
account. Seen at its simplest, there is a strong tendency for levels of participation
to decline over time. This is clearest in the Zambian case; thirty years ago, or
even twenty, those same groups were highly active, with the enthusiasm of
project workers matched that of the women themselves. This change may be
due to disillusionment with the project, but it can also mean that people choose
positively to use their time in other ways... One can grow tired of being an ‘active
citizen’ (White 1996: 11)!

In this example of project fatigue, the NGO should plan for this eventuality
in long term projects. It may wisely move from large-scale participation during
the initial phases of the project, to a scaling back participation of to a
‘maintenance mode’ in the medium and long term. Even for projects that appear
to have no logical end, replacements have to be created for no other reason than

to rebuild the necessary momentum to continue.

4.8 Does the NGO use participatory methods to facilitate

capacity building? (A-3, Q-4)

4.9 How does the NGO approach capacity building both, within
itself and with those organisations and communities with

which it works? (A-6, Q-21)

Participatory methods can either reinforce the positive or the negative.
They permit opportunities to identify what the community can achieve or what it

has so far failed to achieve. By favouring some members with participatory roles
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and not others, the NGO may create new centres of power and prestige within

the community or permits old ones to become more dominant. Ngunijiri (1998)

suggests that the following principles be applied to participatory projects so as to

ensure that it results in a positive experience.

Participatory methodologies are double-edged swords that can be used
to destroy or build the capacities of those upon whom they are used ...

The principle of the power of positive thinking ...

Partnership of mutual knowledge and/or understanding between
the two actors ...

The principle of reciprocal giving and taking.
The principle of shared credit ...
Local resources need to be identified and mobilized ...

Constructive participation and involvement of the community in
the entire process ...

External support coming to supplement rather than to replace or
duplicate local initiatives ...

External forms of support should complement each other rather
than compete ...

Unless the PMs [participatory methodologies] are used well and guided
by these and other basic principles, many aspects of development will continue to
go wrong. The above principles, if applied, will go a long way to building rather
than destroying the capacity of the people with whom we work (Ngunjiri 1998:

466-467).

Guidelines for internal NGO capacity building are contained within these

principles . With just a slight change of context, each principle if, followed, will

build morale and capacity within the NGO.
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5 Power Relationships

The issue of power has been infused into every section in this thesis.
One cannot discuss donors, participation, or other issues without addressing the

issue of power.

Questions raised in this section cover three centres of power: external
agencies (state governments, institutional donors, international NGOs) acting in
dominance over small NGOs and the community; NGOs acting as a power
centre within the context of the community; and individuals and/or groups in a
position of power within the community. At each layer in this spectrum of power,
it is possible to replicate the familiar patterns of dominance, oppression, and

resistance.

5.1 External agencies have the ability to exercise their power
over the NGO through their funding, regulation, and the
control over the provision of other resources. The exercise
of this power has significant influence over the actions of

the NGO. (A-2, Q-7)

Fisher (1997) paints a bleak picture of the NGO. He describes NGOs

deeply embedded in a process of co-optation due to their powerlessness vis-a-
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vis large institutional donors. What he and other authors have not addressed,

however, is an emerging pattern of resistance within NGOs.

The vulnerability of their position as beneficiaries of outside funding and
support may make NGOs less willing to advocate positions that run counter to
those taken by the agencies funding them or their home governments (Clarke
1996). Multilateral development agencies (MLAs) tend to select for funding those
NGOs that are MLA-friendly (Pratt & Stone 1995). The efforts of those selected
NGOs are diverted away from social mobilization and toward the provision of
services and development initiatives. This process has a ripple effect when well-
funded SNGOs [Southern NGOs] are able to provide more employment
opportunities and attract qualified individuals away from other local NGOs that
continue to focus on empowerment and social mobilization (Pearce 1993). In the
views of some observers, the degree of cooptation of NGOs by development
agencies through funding and joint initiatives is so advanced that NGOs are
destined to become the organizational mechanism for an international welfare
system, doomed to be little more than the frontmen for the “lords of poverty”
(Farrington & Bebbington 1993, Fowler 1996, Hancock 1989) (Fisher, 1997: 454).

One would expect that NGOs committed to social mobilization would find
ways to resist such an encroaching erosion of their independence and mission.
Yet Fisher (1997) later describes the tendency for NGOs to replicate the
bureaucratic patterns of larger organisations, drifting from democracy to
oligarchy. Given such a case, it is likely smaller organisations would align
themselves with larger NGOs, and follow a path of least resistance.
Bureaucracies are blunt, powerful tools, and often are inappropriate to the
delicate, fine work of local development. If this scenario is valid, the future for
development is not promising. In this context, an effective NGO would be
capable of adapting its administrative methods to the funding bureaucracy, while
maintaining a democratic philosophy and a commitment to its social mission.

This is a difficult task.
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5.2 The NGO is a centre of power vis-a-vis the local
community. How does it work to ameliorate the effects of
this exercise of power? Is it aware of the effects? (A-3, Q-

3)

5.3 The local community expresses centres of power. And yef,
an NGO can construct new centres of power and reduce or
eliminate existing ones. Is the NGO aware of this potential,

and if so, does it work to ameliorate its effects? (A-4, Q-10)

These two questions are inter-linked: the NGO conducts itself
(inadvertently or not) as a power centre within a community that already contains
its own centres of power. Hailey (2000) offers some practical steps to ameliorate
the effects of the NGO'’s presence when it organises a local organisation to carry

out development work.

e That representatives of the target community make up at least
one-third of the board.

e That the organisation has members based in the local
community, and that at least ten per cent of the membership
attend public meetings.

e That public meetings are held on a regular basis, and at different
locations in the community.

e That the organisation has regular contact with at least four other
local NGOs, and has contact with the local NGO network.

e That at least two-thirds of staff and board members reflect local
ethnic groups, religion, language, etc., and live within the local
community.
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e That the organisation disseminates reports in an appropriate
style and language to the target community, the staff, and
government departments (Hailey 2000: 406).

Should an NGO not go further before intervening in a local community?
Should it not have an understanding of the political, social, and economic
situation in the community, in order to anticipate some of the effects of its
intervention? Should it not adopt participatory methods very early, to the level
that White (1996) describes as “Representative” or “Transformative”? Even after
having adopted a participatory approach, should the NGO not remain vigilant for

signs of oppression or resistance in the local community?

White (1996) refers to a Bangladesh project that introduced a hand-
tubewell project for agricultural irrigation. The local villagers considered the
domestic water supply to be a greater priority and, as a result, moved the pumps
to their homes. The NGO did not recognise this move for what it represented --
villagers resisting an outside agency attempting to determine what was best for
them. The NGO responded by using plastic pipes that made the relocation
difficult, and consequently, hand-tubewell applications declined. The NGO

considered the project a failure (White 1996: 14).

This case is typical of the types of resistance NGOs may face. In other
instances, participatory efforts can be co-opted by local elites and a similar

pattern of resistance may evolve. Even when participatory methods have been
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used, the NGO must still remain vigilant and adaptive, ready to make alterations

to this legitimate expression of the will of the community.
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6 Development Discourse and Theory

Does the NGO “walk the talk” or just “talk the talk?” The development
discourse can conceal as much as it reveals. The discourse of participation,
empowerment, social justice, gender equality, sustainability, and development
has melded into the discourse of bureaucracy and of plastic speech, where the
appellation of “participation” can be given to a project that is virtually “top-down”
in all respects. Each term has multiple flavours of meaning. Each term is used
for different purposes at different levels of the development industry. An
exploration of the discourse of a given NGO potentially reveals much of its

approach to development.

Every NGO, whether explicitly or implicitly, expresses a theory on/of
development theory. Whether this development theory is a natural extension of
the ideology of its founders, its current leadership, and/or the influence of its
stakeholders, it influences how the NGO responds to the development challenge.
Inextricably mixed with the ideology of the NGO, this underlying development
theory influences the actions and justifications of the NGO. From time to time,
however, an effective NGO will hold its development theory up to the light and

examines it for flaws.
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6.1 The development discourse can be used to conceal as well
as inform and enlighten. Are the problems of development
being resolved or obscured through the discourse? (A-4,

Q-10)

Hintjens (1999) and others have alluded to the way in which donors/NGOs
that favour neo-liberal models of development have adopted the discourse of
human development theories while changing nothing in their top-down way of
doing business. Hintjens ponders whether or not this effort at concealment
seeks to obscure a neo-liberal agenda or whether it simply represents a loss of
confidence in prevailing methods. Adopting the discourse of human-centered
development probably represents, on their part, a reaching-out to alternatives.
There may be a third possibility — that the bureaucracies of institutional donors
and agencies have adopted the language as a response to criticism. They do
make adjustments. For example, the World Bank has made significant changes
to some of its operational methods, but does the adopting of this particular

discourse represent a real change in core values?

In the face of growing economic insecurity, intensified exploitation, and
legalised segregation in the developing world, some have argued that the
orthodox, things-oriented development models of early post-war decades really
are giving way to more holistic and human-centered approaches (Chambers
1995). Are these just fashionable new clothes which seek to compensate for a
loss of confidence? Or does the claim to be wearing these transparent new
clothes seek to distract attention from the underlying continuity in development
policies, which continue to favour economic globalisation and the removal of
remaining barriers to global capital movements (Hintjens 1999: 383).
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There appears to be a need to match up core values, ideology,
development theory, management, operating and evaluative methodologies with
the development discourse so as to ascertain whether or not an NGO actually

“‘walks the talk”. In the case of the larger agencies, they may not be.

6.2 What underlying meanings does the NGO reveal in its

participation in the development discourse? (A-2, Q-3)

This question can be reduced to whether or not the actions of the NGO
remains true to the original meanings of the loaded words of development —
“sustainability”, “participation”, and “empowerment”. To answer the question
would require that the NGO explain how they view these terms, and the extent to
which their actions live out the meanings. Contradictions that become evident
are suggestive of a lack of understanding or appreciation of their original context,
the influence of the institutional agencies and donors, or simply an act on the
part of the NGO to throw up a smokescreen covering its less than effective
actions. As in management and funding, there needs to be a transparency in
meaning. When they speak of “empowerment™ do they actually mean authentic
and sincere empowerment of the community, or the appropriate use of a

buzzword to ensure funding?

Thus questions such as; what is being sustained?, why?, and for whom?
remain areas of contention, as do relative emphases on the environment and the
social. In spite of (and because of) this inflation and diffuseness of meaning, we
do not suggest that the terms be abandoned but rather that they be used to frame
and enable debate and negotiation between stakeholders in development.
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While such concepts [participation, empowerment, gender equality, and
democratisation] are now fully incorporated into officially sanctioned development
policies, the original radicalism of related practices has been largely ignored. In
being incorporated into bureaucratic norms and conditions, and being uprooted
from their original political contexts, many of these terms have lost their bite, and
become increasingly vague and disembodied (Hintjens 1999: 384).

6.3 Has the NGO taken a position opposite to the intent of the
discourse it utilizes? (i.e. Does It follow a neo-liberal
approach, yet speaks in terms of social movements and

civil society) (A-2, Q-3)

6.4 Does the discourse reveal an adherence to a new
development orthodoxy revealed in the usage of
“Sustainable Development” and “Participation”? (A-6, Q-

10)

6.5 Does the NGO speak of decentralization? Is this speak

consistent with its actions? (A-1, Q-11)

6.6 Does the NGO speak of the local? Is this consistent with

its actions? (A-1, Q-3)

These questions were not directly addressed in by the material. They can
be answered more in terms of the described effects when development projects
do not proceed as intended. We also see answers to these questions in other

sections, especially those concerned with donors and participation. These
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questions go to the heart of the issue of NGOs espousing a particular
development philosophy -- the ‘Hurrah’ words as White terms it. Yet the practical
exigencies of development realities forces them along paths that are inconsistent

with core philosophies.

6.7 Does the NGO fundamentally adhere to a market driven

development approach? (A-2, Q-5)

The smothering effects of market and neo-liberal donor influences, force
some NGOs down roads they may not wish to go. Yet other NGOs may openly
embrace a neo-liberal philosophy as a legitimate alternative to current NGO
development orthodoxy. Whether or not one agrees with this position, there is
none of the distorting left-right tensions, within these NGOs, that emerge in the
discourse of conventional NGO activities. Their work is seen through a neo-
liberal lens, producing a different, perhaps unique view of participation and

empowerment.

Aside from their ideas about neoliberalism, we find in most cases that, in
spite of their concerns, NGOs are actually working in concert with neoliberalism
and have been doings so for years. In their work with the poorest of the poor,
NGOs provide privately owned housing at low rates of payment; they teach basic
literacy, sound health practices, and improved agricultural techniques; they help
people develop marketable skills; they supply the poor with raw materials and
capital equipment. In the process, these NGOs have been working at developing
a sense of responsibility and ownership among the poor by encouraging the
people’s involvement, engagement, and active participation, all of which are
central to the development of neoliberal society (Hoksbergen and Madrid 1997:
48).
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This is an interesting viewpoint as we sometimes fail to grasp that a neo-
liberal theory has its own version of ‘the local.’ Expressed as such, neo-
liberalism can very well be a route to “the people’s involvement, engagement,
and active participation” Hoksbergen and Madrid (1997). This is consistent with
the model of the Adaptive-Visionary NGO in that a small development NGO
may reject the larger context of global neo-liberalism while embracing its local

expression to achieve the development aims of the community.

6.8 Is the NGO attempting to develop new models of

development? (A-4, Q-7)

When the discourse of development is spread over such a wide variety of
actors, and when they all espouse a diversity in philosophy while utilizing the
same language, there is a need to establish clarity in this cacophony of distorted

meanings.

The need for unpacking the literature becomes clear when we consider
the degree to which the literature on NGOs relies upon several key terms —
participation, empowerment, local, community — each of which has been given a
variety of meanings and linked in different ways to analyst's perceptions of the
origins, capacities, objectives, and impacts of NGOs. Ironically, with reference to
these terms, NGOs have been embraced and promoted in the past decade by
international development agencies like the World Bank as well as by radical
critics of top-down development (Fisher 1997: 442).

Whether it expresses a new model or provides clarity in expressing an old

one, the effectiveness of individual NGOs is affected. It is important to unify the
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development discourse and connect inherent meanings with actions and project

outcomes.

102



M.A. Thesis — P. S. Charles, McMaster University - Anthropology

7 Political Ideology

The discussion on ideology forms one of the central pillars of the
hypothesis that NGOs, in espousing a strong ideological line, limit their choices
and, as such, are inherently less effective than those that do not. In this thesis,
ideology is viewed as existing at two levels: party affiliation and political
philosophy. A discussion of party affiliation was not considered useful, as
development NGOS usually attempt to avoid being identified with a given party.
However, every development NGO has at the core of its values an underlying
political philosophy that informs much of their mission, objectives, and methods.
This philosophy may be quite overt, such as an NGO that follows a clear Marxist
orientation. It may also be more subtle. This section examines the influences of
ideology on the values and actions of NGOs in an attempt to tease out any

ramifications for NGO effectiveness.

7.1 Many NGOs attempt to navigate an ideologically neutral
path. How successful are they in doing this? Does this
neutrality conceal or reveal a basis in a particular

ideology? (A-5, Q-9)
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Attempting to steer an ideologically neutral path will create stresses for

the NGO. Hintjens illustrates this point.

Since both Neo-liberals and neo-Marxists reject the status quo in favour
of some other ideal, it is perhaps not surprising that they tend to be more highly
critical of development assistance than those who place themselves neither on
the left nor on the right of the political spectrum (Watkins 1994 in Hintjens
1999:384).

The implications here are that NGOs that steer the neutral path can find
their methods assailed by both sides. Not only must NGOs face left-right
criticisms, they must also endure forces that pull them to one side or the other.
The constant struggle for funding, especially from bureaucratic sources, creates
what Joseph terms “subordination in terms of ideology... ” (Joseph, 2000:391),
as NGOs find that they must appear to ideologically align themselves with their

dominant donor.

This extends the notion of ideological neutrality to include those NGOs
that may espouse a position on one side of the left-right spectrum, yet remain
willing to use methods and approaches from across the spectrum. By extension,
only NGOs that restrict themselves to those methods that are ideologically

compatible with their underlying philosophy can be considered non-neutral.

7.2 How does an NGO navigate its way through the ideological

spectrum? How do these forces influence it? (A-8, Q-23)
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Neo-liberalism is the dominant ideological force with which most NGOs
must contend. While some NGOs operate within Socialist or Marxist regimes,
these regimes must operate within neo-liberal-influenced world structures. This
conundrum might be solved if NGOs were able to develop an alternative
approach designed to work within the strictures of neo-liberalism. Joseph (2000)
posits a ‘neo-structuralist’ approach that seeks to ameliorate the harshness of

neo-liberal policies. As Joseph suggests;

Many NGOs, especially those that started out with Socialist or Marxist
leanings, have often been very cautious and restrained in their critiques of Neo-
liberalism because of the loss of their own ideological footings and paradigms,
particularly since the fall of the Berlin Wall. Other NGOs (the minority) have
maintained a radically critical discourse, but in practice their work on the ground
has also been confined to attempts to alleviate the effects of the [Neo-liberal]
model. As we see it, in neither case have NGOs succeeded in identifying where
to start in order to develop a critical, holistic, and practice-based analysis
(Joseph, 2000: 394).

To remain effective in navigating these neo-liberal tendencies, it would
seem that NGOs require “critical, holistic, and practiced-based analysis.” This
would require that NGOs have an effective approach for working under the
dominant ideology, one that is perhaps not yet emerged. Such an approach
would have the development NGO asserting a particular strategy, rather than
simply responding to the one that neo-liberalism thrusts upon it. No single NGO
could achieve such a response. However, an international coalition possibly
could do so. It would seem that NGOs must work within larger, like-minded
structures, to achieve any lasting success in bringing a human face to neo-liberal

policies.
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7.3 Does the NGO espouse a particular ideology, and if so,
what influences does it have on the totality of its
operations and its relationships with the local community

and others? (A-7, Q-11)

As in the previous case, the possibility of an NGO successfully holding
to a neo-liberal ideological position seems to be greater than that of a neo-
Marxist position, given the pervasiveness of neo-liberal policies. This is the
question: “What are the consequences of a neo-liberal position, on the totality of
its operations and its relationships with the local community and others?” First,
one must consider what neo-liberalism represents; it is an economic/political
theory that regards market forces as preeminent. It regards inequality as normal,
perhaps even desirable, and the accumulation of wealth the end goal of an
economy, as opposed to providing a suitable quality of life for the people. It is
assumed by neo-liberals that as market forces work upon the economy and as
wealth is accumulated, the majority of people will enjoy a better quality of life.

The philosophy does not seem to be concerned with those who are left out.

One can look at the effects of neo-liberalism as being similar to fractals
in mathematics, in the sense that as we subdivide human communities into
progressively smaller and smaller units, they still replicate the structures of the
largest units. If neo-liberalism creates wealth, tensions, inequality, and conflict

across and within nation states, we can also expect to see the same issues
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replicated in a small, poor village. A few members of the village will gain wealth,
some will have their lives unchanged, while others will lose ground and become
progressively poorer. Hintjens (1999) considers these effects on community-

based organisations (CBOs):

The incorporation of community-based organisations (CBOs) into top-
down economic liberalisation policies may undermine these organisations’
abilities to meet their own members’ needs.

Some forms of socio-political conditionality may appear progressive or
radical including, for example, intervention in the household to tackle gender
inequalities. But even such well-meaning interventions tend to encroach on the
hinterland of people’s own collective and individual survival strategies. Fragile
livelihoods can be threatened, creating new conflicts, and even result in violent
suppression. Support for civil society, for example in the form of support for
NGOs, may simply facilitate marketisation and control of various informal sector
activities, including those oriented to survival. In the process, the poor may
become even more vulnerable, and may be disempowered rather then
empowered (Hintjens 1999: 385-6).

The imposition of an ideological stance by an NGO, even one that is
progressively motivated, stamps an ideological image upon the community. The
NGO places the obligation upon the community to rise to the challenge of
fulfiling the expectations of that (usually Western) ideological image. It goes to
the essence of NGO development work and to the issues of participation, the
‘local,” and representation. If NGOs truly wish to live the reality implied by these
ideals, they have to enter into each development situation with a position as

ideologically empty as possible.1

! This underscores the fact that no social institution is ever ideologically or value-neutral. As such it is a
call to be self-critical and reflective.
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8 Alliances, Partnerships, Allies, and Networks

No development NGO can do effective work completely independent of
any other organisation. NGOs routinely build a web of alliances and
partnerships featuring government agencies, corporations, private donors, other
NGOs, GROs, CBOs, NGO associations, and expert consultation. The more
effective an NGO is in building and maintaining these partnerships and networks,
the more effective it will be overall. While this is generally true, it is not without

problems and risks.

8.1 Development NGO operations are virtually impossible
without having built and sustained alliances, partnerships,
and relationships with donors, governments, other NGOs,
GROs, other agencies and with local groups. How well

does the NGO achieve alliance building? (A-9, Q-13)

The image of an NGO'’s web of relationships could be drawn either as a
hierarchy or as a spider's web. The hierarchical view would recognize the power
relationships inherent in the web, whereas the spider's view would recognize

relationships and interdependencies.
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The hierarchical model presumes that control of both resources and the
regulatory environment rests at the top. As we view downwards, each layer in
the hierarchy frames the development context and controls the resources doled
out to the level immediately below. Looking upward, each level expects a
commitment from the one above so as to provide resources that are needed.
The upper level may not wish to commit itself to the amount of resources and

commitments.

One alternative, or perhaps a modification of the top-down approach,
has seen the shift by some Northern NGOs from operational development
projects, to that of providing information and expertise to Southern NGOs,
leaving Southern compatriots with the task of operational projects. Warren

Nyamugasira (1998) describes this division as:

To enhance their effectiveness at advocacy, NGOs have evolved a new
division of labour. Northern NGOs are relinquishing the more operational roles to
concentrate on ideas, research, empowerment, and networking (Clark 1992).
They are increasingly focusing their efforts on development education, advocacy,
and information flows, and challenging policies of their governments, and of the
corporations and multilateral institutions that are perceived to block, undermine,
or co-opt ‘genuine’ development initiatives. They are leaving the ‘hardware’ — the
time-bound, geographically fixed projects, such as building schools or health
centres, or installing oil mills and so on — to their Southern counterparts
(Nyamugasira 1998: 298).

Part of this process involves the assumption that southern NGOs are
better able to represent local communities, facilitate local empowerment, and are

more suited to deliver assistance meeting local needs. However, such a division
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is not without its problems. Southern NGOs often lack sufficient expertise,

experience, and resources to perform adequately (Nyamugasira 1998: 298).

8.2 Are alliances and partnerships utilized to facilitate a top-
down driven agenda or is there a sharing of power,

influence, and knowledge? (A-8, Q-12)

In an examination of British international NGOs (BINGOs), Firoze Maniji
(1997) illustrates how this top-down provision of resources both drives a Western
agenda and tends to place southern allies in subordinate, patron-client

relationships.

What is needed today is a greater reflection by Northern NGOs on the
nature of their relationship with their Southern counterparts. If we are seriously
committed to the struggle to eliminate poverty and injustice and their causes, then
we need to assess the degree to which the nature of that relationship may be
hampering rather than enhancing our common goals. We need to examine how
to build alliances with Southern NGOs that are based on solidarity, not charity.
We need to look at whether we are being used, albeit unconsciously, by aid
agencies to achieve ends that subvert rather than promote those values we hold
dear (Manji 1997:177).

Part of this collaborative, alliance-building process, involves the
cooperation of NGOs with governments (both state and local) in development
projects. Costa et. al. (1997) examine two elements for cooperation. They place
an NGO as part of an alliance with government, NGO and GROs. They
examined the successes and failures of NGOs in Brazil and noted two key
alliance-building components of NGO effectiveness -- the ability of NGOs to work

effectively with both governments and local organisations.
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NGOs have played an important role in pressuring the Brazilian
government toward participatory development. But some NGOs (along with
some state governments) have also created obstacles to their own participation in
development activities. For example, they have contributed to a confrontational
atmosphere that has discouraged rather than enhanced their participation.

Still we had no trouble finding examples of effective NGO-government
collaboration. NGOs seemed to work more effectively in communities where
there were already associations, unions, or cooperatives. We also found NGOs
to be especially effective in implementing participatory rural development under
certain conditions: (1) when the NGO did not resist working with the state and, (2)
when the NGO accepted working in a limited area (Costa et. al. 1997:141).

In this environment, one can visualize how the NGO could be placed in
a ‘middle-man’ position, balancing off the top-down, perhaps neo-liberal driven
agenda of the state against the participatory objectives of local organisations. In
all probability, this would be a typical case whenever NGOs, GROs, and
governments join together on a development project. An effective NGO in this
context would, in addition to its other roles, also be required to act as a facilitator

and/or mediator.

8.3 Local partners are frequently essential for achieving the
goals of the project. How effectively does the NGO build,

utilize, and sustain local partners? (A-8, Q-63)

An NGO engaged in a project with a local partner (GRO or CBO) is
faced with a multitude of complex issues to resolve. Since the NGO may be in
the position of controlling funds, there is the risk of a patron-client relationship
being established. The NGO is also likely to possess greater technical skills,

have access to state organisations, have benefited from experiences in past
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projects, and be capable of mobilizing external resources. While the NGO may

attempt to establish a participatory context, its development expertise creates the

risk of the community organisation developing a dependency relationship. It is

incumbent upon the NGO to ameliorate the effects of this position of power

through the use of participatory methodologies and deliberately not replicate the

same patron/client relationships that typify large donor/small NGO relationships.

The comments of Manji regarding the attitudes and methods of BINGOs that

were first used in the ‘Donors’ section are re-introduced here.

Based on a questionnaire survey, this study provides a fascinating insight
into the British NGOs (BINGO) psyche. It suggests that, despite years of
exposure to and interactions with the Third World, there remains a considerable
deficit of respect and trust for their counterparts in the South (Manji 1997:175).

According to the survey, most (80 per cent) of BINGOS are opposed
[author’s italics] to aid being channelled directly to Southern NGOs, for a number
of reasons. They allege that Southern NGOs:

lack the experience to undertake rigorous monitoring and evaluation
of projects;

lack experience of how to manage projects in accordance with
donors’ requirements;

with direct funding, would shift their accountability away from their
own constituencies towards donor agencies;

would become more directly influenced by donor agencies in setting
their agenda, and hence more ‘donor driven’;

would eventually revolve around the availability of money than the
meeting of needs;

would end up filling a void created by a retrenching state;

would be susceptible to manipulation by donor agencies, and more
susceptible to political influence (Manji 1997:175)
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The list that Manji provides, when reversed, become a roadmap for
northern NGOs wishing to build capacity in its southern allies and highlight the
risks (such as being ‘donor driven’) that the Northern NGO would work to
ameliorate. Some of the concerns expressed here are genuine, but they should
not be seen as a reason for maintaining the patron/client relationship with
southern allies. The effective northern NGO would seek ways to reduce the risks

rather than use these reasons as excuses to maintain old patterns of behaviour.

Additionally, the NGO will wish to withdraw from the project while the
local community may require the project to continue. This requires that the NGO
be able to hand off control of the project to the community organisation. To do
so, the NGO will have had to build the capacity of the community organisation,
and also assisted the community in establishing stable sources of funding and
other resources. Not only do these issues address the potential for a
patron/client relationship between northern NGOs and southern allies, but it also
addresses the needs for southern NGO project sustainability as well. If the
northern NGO has not taken steps to empower and build capacity in the
southern NGO, then there is very little chance the project will remain viable once

the northern NGO has moved on.
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9 Management Methods and Approaches

9.1 Growth can present unique challenges for an NGO. Has
the NGO positioned itself for growth or does it seek to

remain at a certain size and capacity? (A-9, Q-27)

Fisher (1997) contends that as NGOs grow, they begin to replicate the
bureaucratic patterns of other large organisations, drifting from democratic to
oligarchic rule. It opens the question as to whether or not small NGOs should
seek to grow, or deliberately remain small. If they choose to grow, how can the

resist the “Iron Rule of Oligarchy"?

NGOs are vulnerable to all the problems that befall other kinds of
institutions, including the dangers of routinization and the gradual conversion of
democratic to oligarchic rule (Fisher 1997: 456).

Some NGOs face routinization, bureaucratization, and institutionalization
that encourage the drift toward oligarchy or sap them of their creative potential,
while other NGOs are in a process of permanent resistance against that which is
“never inherently evil but always dangerous (Gordon 1991: 47 and Simon 1995:
87 referred to in Fisher 1997: 456).

Thus the two approaches to the definition of development lead to
different ideas of what is meant by development management, which might be
summarised as management in development and management of development
(Thomas 1999: 9). [author’s italics]

| would argue that a combination of all three approaches is needed. To
this end | intend to develop further the idea of development management as a
style of management, of ‘management for development’ (Thomas 1999: 11)
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Thomas (1999) suggests an approach that has the NGO living (managing)
the act of development rather than trying to manage the details of development.
Development, as an ideology, pervades the organisation, so that all facets of the
organisation follow the precepts of development in the normal workday. They

‘live’ development rather than ‘do’ development.

9.2 Many NGOs utilize a cadre of professional development
officers? How is their influence felt throughout the NGO?

(A-4, Q-10)

Perhaps an indirect way of looking at this question would be to examine
what is probably the main tool of the development professional -- Logical
Framework Analysis (LFA). On the one hand, there is not much doubt that LFA
is an effective planning and management tool. However, when used in a typical,
large development agency, the result is heavily top-down and definitely non-
participatory. In reaction to this form of criticism, LFA has been amended to
include some form of participatory effort, usually consisting of meetings with the
local community that fit White’s minimum level of “Nominal”. As Weild (1999)
mentions, this top-down or “slavish” approach to LFA tends to “cement” the

analysis rather than make it an adaptable vehicle.

A slavish adherence to the LFA would focus on making the most of the
constraints rather than on changing them. LFA experts would argue that that is
precisely why there needs to be iterations of the LFA in a process-based way, but
there are numerous examples where the emphasis on assumptions has
cemented a constraint rather than try to change it (Wield 1999: 40).
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Weild has a preference for iterations of LFA. Perhaps efforts should be
made to integrate LFA with a genuinely participatory exercise. This brings us
back to the question -- How development professionals integrate such

management tools into the workings of the NGO?

9.3 How does the NGO ensure that its management methods

remain consistent with its core values? (A-2, Q-12)

Increased demands for accountability and professional management have
increased along with the trend for increased funding by institutional donors. At

some point, these demands run counter to the values of an NGO.

Correspondingly, although usually a step behind, the management
[author’s italics] of development NGOs' programmes has also had to evolve,
along with changing assumptions of what constitutes good performance and,
therefore, good management. Most NGOs, at one time or another, will have
confronted conflicts between the requirements of good management and the
demands of good development (for instance, the ‘product’ outcomes versus the
‘process’ outcomes). At the base of these assumptions are certain core
convictions of what is good or (bad) and what is right [author’s italics] or (wrong)
about the tasks we undertake, and how we go about them. In other words, the
organisational value system (Padaki 2000: 421).

Padaki highlights a valid concern that goes to the heart of the creeping
bureaucratization which is mentioned by Fisher (1997) -- the victory of processes
over values. Properly executed, ‘management for development’ places core
values first and process a distant second. The key to addressing these
conundrums would appear to fit neatly within the concept of an Adaptive-

Visionary NGO. This involves maintaining focus on core values and the vision
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for the future, while adapting to new requirements, new demands, and new

issues, using whatever means considered appropriate.

9.4 Does the NGO tend to replicate its management structures
within the GROs and other local organisations with which it

works? (A-3, Q-3)

Consider a three-tiered context with an institutional donor, funding a small
NGO that has organised a CBO to conduct the project. The donor places
reporting and accounting obligation on the NGO that necessitate the adoption of
a set of management processes. As the CBO is actually conducting the project,
the NGO might, in turn, force down these requirements to the CBO, perhaps
impairing the participatory efforts of the CBO. An alternate method would have
the NGO shield the CBO from donor demands until the CBO has gained
sufficient experience to manage the donor demands on its own terms. This
alternative underscores Manji’s criticism of British international NGOs; yet it
differs in one regard. According to Manji (1997), BINGOs tend not to devolve
authority with responsibility to smaller, southern allies and other community
groups. The quick-fix would entail replicating management procedures at the
local level, while retaining power at higher levels. By first building community
group capacity and then passing on both power and responsibility at a later time,

it allows the CBO to take on both on its terms.
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9.5 NGOs rely heavily on the dedication of their staffs. This
places a heavy burden on staff, contributing to burnout,
turnover, and other difficulties. What methods and
approaches does the NGO use to ensure that its staff does

not suffer these difficulties? (A-4, Q-20)

Development personnel work for very low pay and few benefits. NGOs
heavily rely on the dedication of their staff and they must remain cognizant that it
is not a bottomless well. Project sustainability, in large measure, depends on a
stable, committed workforce. An NGO must take steps to ensure that staff

needs are met.
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10 Globalization and Civil Society

Globalization is not a recent phenomenon. As some argue, the
process has been going on for hundreds of years. Yet there is no doubt that its
pace has accelerated rapidly in the past two decades. In this same time span,

there has been a rapid rise in the number of NGOs.

Globalization has created fertiie ground for NGOs by constantly
pushing progress in technology, world finance, supra-national regulatory bodies
that NGOs utilize, while simultaneously forcing the retrenchment of social
programs and exacerbating poverty. Globalization not only appears to provide
the “market” for the NGO, it also provides the tools to the NGO to enable them to
serve that “market.” Considering that neo-liberalism remains the primary
ideological driving force for Globalization, for any development NGO to conduct
its operations, it must be capable of working within national, international rules
and structures, created and/or fostered by a neo-liberal ideology. It relies on
agencies with a neo-liberal agenda, such as the World Bank, for resources and
assistance. All the while, the NGO tries to undo the social, political, economic,
and human damage that neo-liberal forces are accused of having wreaked.
Given this dichotomy, the typical observer can be forgiven if he/she becomes

confused as to whether neo-liberalism and Globalization is the villain or the
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saviour in the piece. It is hardly surprising then, that NGOs can be found
operating on either side of this ideological divide, while ostensibly working toward
similar goals. This raises the question: “Can an NGO be truly effective if it

chooses one side of the fence or the other?”

10.1 All development NGOs must work within economic and
political structures and forces created by Globalization.
Has the NGO been co-opted by these forces? How have

they had an impact on its operations? (A-5, Q-20)

The phrase “co-opted by these forces” is judgmental, and can leave the
reader with the impression that the following arguments will follow a forgone
conclusion. The process of “co-optation” does not preclude the possibility that a
“co-opted” NGO will perform valuable work. Rather it is a recognition that NGOs
must, at least in some sense, conform to a neo-liberal agenda. Whenever an
NGO steps in to replace a withdrawn government service, it is fulfilling a portion

of a neo-liberal agenda.

Should an NGO consciously choose an ideological side, it walls itself
off from what the other side has to offer. It becomes a classic worldview
problem, as the NGO, immersed in its beliefs, ideology, values, and attitudes,
cannot see and therefore cannot avail itself of a full range of options before it.

Fisher (1997) illustrates this problem as:
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The need for unpacking the literature becomes clear when we consider
the degree to which the literature on NGOs relies heavily on several key terms —
participation, empowerment, local, and community — each of which has been
given a variety of meanings and linked in different ways to analysts’ perceptions
of the origins, capacities, objectives, and impacts of NGOs. Ironically, with
reference to these terms, NGOs have been embraced and promoted in the past
decade by international development agencies like the World Bank as well as by
radical critics of top-down development. Whether NGOs are seen as the
progressive arm of an irresistible march toward liberal democracy that marks the
“end of history,” an extension of the push toward privatization, or a means to
resist the imposition of Western values, knowledge, and development regimes
depends on the perspective and agenda of the imaginer (Fisher 1997: 442).

These malleable terms participation, empowerment, local, and
community, -- can be located both in the discourses of the most bureaucratic,
“top-down” of government agencies, and that of radical, anti-Globalization,
activist NGOs. The struggle for domination over the meanings of these terms
serves to illuminate the ideological struggle as a whole. Each side has its

proponents and critics.

What are the implications for an NGO that seeks to follow an

independent or apolitical path? As Fisher puts it:

Development agencies and international NGOs, in particular, support
local NGOs for their effectiveness in pursuing the goals of what some have called
a “new policy agenda,” a heterogeneous set of policies based on a faith in two
basic values — neoliberal economics and liberal democratic theory (Biggs and
Neame 1996; Edwards & Hulme; 1996; Moore 1993, Robinson 1993 in Fisher
1997: 444).

This suggests that local NGOs are more likely to receive the resources
they need if they align themselves with the goals of the “new policy agenda.”

However, as Fisher continues to point out:

NGOs have also been supported by advocates of the new policy agenda,
because it is believed that they contribute to democratizing processes. Optimistic
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expectations for democratization have been boosted in the past decade by the
successful challenges citizens made to formerly strong states in Eastern Europe
and Latin America. But while NGOs are valued as part of a growing civil society
that can engage with the state, few scholars have examined the actual
contribution NGOs make either to political change and democratization or to
political continuity (for exceptions, see Bongartz et. al. 1992; Ndegwa 1993). The
connections among development, empowerment, and democratization remain
speculative and rhetorical... While prevailing policies assume that
democratization is a by-product of development, some analysts have argued that
the objectives of development and democratization requires contradictory efforts
(see, for example, Carroll 1992) (Fisher 1997: 444-445).

There seems to be choice for NGOs that believe in the development of
civil society. If the links between the new policy agenda and the building of a civil
society are truly tenuous, then NGOs must begin looking for alternatives. Fowler

(1999) looks at the issue from a different perspective:

The final section argues that globalization calls for a truly international
response from NGDOs, namely the formation of global associations. Together,
‘downward’ devolution and ‘ upward’ association are the strategic response that
NGDOs must follow if they are to be relevant players in shaping the type of
‘globalization’ they want in the twenty-first century (Fowler, 1999:143).

To place these issues in the context of NGO effectiveness, NGOs
cannot assume that following a new policy agenda will automatically lead to the
holy grail of a civil society. Rather they must consciously work within the
structures of Globalization to produce this result. As Fowler (1999) states, it is
up to them to shape Globalization as they are being shaped by it. This requires
the NGO to live up to the expectations of the new policy agenda so that it may
continue to draw support from its proponents, while constantly striving to move

the process of building a civil society from rhetoric to reality.
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10.2 Does the NGO actively work against the forces of
Globalization? Does it seek to defend the local community

it serves, against its effects? (A-8, Q-24)

What about NGOs that actively work against neo-liberalism and
Globalization? Can these NGOs expect to gain better results? Are they more
effective in building a civil society than ones that work within the structures of

Globalization? Hintjens (1999) puts this issue into starker terms:

The present world order resembles a form of global apartheid in which
the basic rights of most humanity are denied by international systems of trade,
investment, migration control, and information flows (Alexander 1996). In this
context, there are pressures on donor agencies to submit to the competitive
forces of economic globalization and restructuring. Their operations and
employment practices increasingly resemble those of multinational companies
operating under a situation of oligopoly, albeit on a more modest scale (Hintjens
1999: 386).

This seems to suggest that any NGO that does not “play by the rules”
of the systems and agencies Globalization, risks being marginalized. Perhaps
the only NGOs that could swim against this tide, would be ones with completely
independent financing, -- i.e. large numbers of small donors that eliminate their
reliance on large agencies with a new policy agenda. One example of how such
an NGO might be effective comes from an example of the Kensington Welfare
Rights Union (KWRU) located in the very poor Kensington/North Philadelphia
area of Philadelphia. Honkala et. al. (1999) describe how this union organized

by local poor women retains its independence of action.
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KWRU is a fiercely grassroots organisation. We receive some money
from individuals and a few small foundation grants but survive primarily off the
commitment and creativity of members and allies. KWRU actively fights the
‘social service mentality’ of going to the system and expecting to be given
something. We know that the social services are being cut and that the welfare
state is dying and cannot and will not meet peoples’ needs. While KWRU’s
Projects of Survival do include welfare advocacy and navigating city services that
force people to jump through endless hoops. [sic] Those who are helped in this
process are expected to join the fight, help others, and organise [sic] to build a
movement to end poverty (Baptist 1997 in Honkala et. al. 1999: 532).

In the example of the KWRU, we can see a strategy for effectiveness
outside of the agencies of the new policy agenda. The KWRU not only
maintains fiscal independence, but it uses the efforts of those it helps to
augment its future efforts. The more work it performs, the more volunteers it is

able to call upon.
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Chapter 6

Conclusions

One consistent theme emerged through this thesis. Authors and
commentators were sometimes at odds over which approach was the most
effective, each supplying evidence to support their case. Taking each article or
book at face value, reading each in isolation, one can gain an appreciation of
these points of view. The examples cited in works provide convincing evidence
of the problems and the advantages of the NGO development approach. Yet
when one pulls these works together, the contradictions are glaring. Every
argument or point of view seemed to have merit; yet all could not be right. For
every ideological, religious, managerial, bureaucratic or theoretical approach,
one finds advantages, weaknesses, contradictions, and counter-arguments.
Drawing from this, one can say that all development methodologies and
approaches are suspect to a greater or lesser extent. All ideologies are
inherently exclusionary and are therefore at best, insufficient. All development
theories are open to challenge, revision, and re-invention, and all management
approaches are fraught with difficulties and pitfalls. Therefore, we can say with
total comfort that no ‘ism' has a complete answer to the development

conundrum.
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The problem begins with the very definition of ‘effectiveness’. When
driven by the forces of bureaucratic accountability, merely changing the criteria
can cause an ineffective NGO to appear effective. Vague, hard to measure
mission and objectives can produce the same result. The criteria can be blurred
to such an extent that assessments can evaluate ‘efficient’ programs as
‘effective’ programs (as if being efficient ensures effectiveness — the assumption
of “market forces” ideologies), yet the contrary of being inefficient or amateurish
is hardly an attractive alternative. Compounding this, programs can be effective
over the short run of the project, yet be ineffective when measured on a longer
time frame. It simply requires an alteration of the time scale to render the
desired conclusion. Ultimately, it is the client community that must be the final
judge of NGO effectiveness, using criteria that follow along the lines of, “Has the
project improved the quality of our lives?” Only the community can truly answer
this question.

Given all of this, no NGO can engage in development activities with
complete confidence in its theories, methods, and approaches. Yet to engage in
development activities without confidence in one’s abilities is hardly a recipe for
success. How can this be reconciled? Essentially, an effective NGO can never
be satisfied with itself. It must always be in a self-critical mode, excluding no
aspect, especially its Western epistemology, ideology, and core values. It must

be capable of learning from its past efforts, the local community, and any other
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source that influences its operations. Of course, there is a potential downside to
this. An NGO could spend more of its efforts in evaluation and criticism than in
doing. There is a time for planning, for evaluation and a time for action. The
effective NGO has to find a balance by making evaluation a part of their routine
operations.

The development discourse conceals as much as it reveals. The
development NGO must be cognizant of its usage and what it reveals/conceals.
There is a disturbing trend to utilize the discourse to conceal a bureaucratic, top-
down agenda. It is understandable how an NGO may ‘play the game’ and utilize
this bureaucratic language to enable it to access the funds it needs.
Nevertheless, an NGO must be clear-eyed about the usage to ensure it does not
begin to “believe its own press releases” so to speak. Simply stating in the
funding approval documentation that a given program is participatory and
sustainable, does not make it so. There is a corrupting influence in this process
that values form over substance. And as the cynical might say, the odds of
obtaining such funding are directly proportional to the mastery of the
bureaucratic discourse and process. The situation is not changing. If anything it
is likely to worsen as official donors take on an increasing role and the pressure
for ‘accountability’ (in bureaucratic terms) increases. If a development NGO is
largely reliant on official funding sources then it must be capable of navigating

these bureaucratic processes through the artful use of the discourse, while
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remaining true to its values. Internally, the NGO must also remain cognizant of
its usage of the discourse for even if it successfully navigates these bureaucratic
shoals, the capacity for self-delusion remains.

The effective NGO is guided by experience, motivated by principle, and
committed to development in the totality of what that word implies. Development
is an all-encompassing act, effecting not only those who ‘enjoy’ its end product
but all those who deliver it. The effective NGO must essentially live the act of
development — it should never be seen as something that is done by it to others.
In this sentence lies the heart of the resolution of the power problem. An NGO,
by its very position, is a bastion of power within the community and an influence
on the power balance within the community. An NGO that views development as
an act that is done to others can potentially exacerbate the power issue. One
that lives development as an all-encompassing act will likely ameliorate the
distorting effects of its presence.

Some will argue that for an NGO to be truly effective, it must be a
catalyst for change, even when that need is resisted by the community. A
catalyst that, by its very nature, can upset the power balance of the community.
When dramatic issues such as female genital mutilation are concerned, it is
difficult not to take such a hard-line advocacy position. But one must ask the
question, “What happens when the NGO leaves?” For if the NGO were to take

such a position, the lasting resentments created should surely overwhelm the
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fragile structures it may have created. Lasting positive change cannot be
instilled without lasting, positive commitment on the part of those involved.
Lasting, positive commitment is never instilled by imposition from above.

An effective NGO engaged in an activist-interventionist role will not only
create the conditions necessary for change, it will help create the acceptance of
the need for change and the acceptance of the results. In such endeavours,
there are legitimate arguments concerning the actions of NGOs as a neo-
colonizing force, imposing Western values on an unwilling non-Western
populace. There is validity to these arguments as the line between progressive
NGO development actions and old style Modernization policies is finer than one
might think. When an NGO takes an activist role to discourage FGM, HIV
propagation, or the cultural practices that exacerbate infant mortality from
diarrhoeal diseases, we would likely applaud the effort despite the cultural
dislocation that may result. Yet there is still a certain Western cultural arrogance
behind these actions even though most would agree that they constitute a “good
thing.” The distinctions start to become increasingly blurred when the NGO
delves into local politics and economics. At what point does the NGO activist-
interventionist role begin to become a Western neo-colonial one? Obviously,
there can be no magic line in the sand, instantly recognizable before it is over-
stepped. One cannot create rules that specify, -- “This is acceptable while this is

not.” For no two cases will ever be exactly the same. Rather, one must create
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within the NGO, the capacity to critically analyse its intended actions so that it
may select the most appropriate response, understanding where that line may
be, and understanding when it is about to be over-stepped.

Probably the most critical element to be evaluated concerns the NGO’s
understanding of the totality of its impacts upon the local community. Any
development NGO entering a local community sets itself up as a power centre.
Its actions can interrupt the existing power structures within the community. It
can exacerbate power inequities. Participation is an act of empowerment and to
deny participation is to deny access to power. To create the conditions whereby
the local community fully exercise its power may result in the community deciding
to leave things as they are with the desired change not occurring. Going back to
my three previous examples of “good things”, an NGO desirous of creating a
change that might be resisted may lack the will to fully engage in a participatory
development project that could result in the community deciding not to proceed.
The NGO may feel that it is faced with the quandary of either doing it the right
way or getting the job done. Participation to its fullest extent can be viewed as
an impediment to getting the job done. As a solution, it may decide to sidestep
the problem by encouraging participation by only those who are not likely to
thwart the project. So in the case of gender equality and empowerment, it might
only choose to include the women in the participatory exercise cognizant that the

males are likely to resist. It may be hoped that whatever structures are
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eventually erected, that they are formidable enough to withstand the predictable
male backlash once the NGO withdraws. Odds are, they will not. Currently in
the news, a Canadian army unit is refusing to assist a village school in
Afghanistan unless the school admits both boys and girls. The village will
probably acquiesce, as its need is so great, yet one has to wonder if the girls will
still be in school once the army and the media have left. In such a situation,
those who are most likely to resist the development actions are the ones most in
need of engagement by the NGO. One does not help victims by making victims
out of the victimizers. It may be satisfying but it is rarely a permanent solution.
Ideologies are inherently exclusionary. They specify what is acceptable
and what is not, who is acceptable and who is not. Considering the development
NGO that is both ideologically driven and committed to participation, there is a
fundamental contradiction in practicing a methodology of inclusion while also
motivated by exclusionary beliefs. How can an ideologically driven NGO explore
a full range of development options and methods with a participating community,
when part of that range is ideologically unacceptable? For an NGO to avail itself
of the full range of potential solutions, it must have the flexibility, the adaptability
to explore them. However, it must be capable of maintaining its focus on both
short and long term development goals. Consequently, an effective NGO will be

both adaptive and visionary. The following table illustrates how the differences
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between ideologically driven NGOs of the right and left versus an Adaptive-
Visionary one.

The future for development NGOS will be more demanding and less
certain. Successful NGOs must be capable of meeting these demands, coping
with the uncertainty, while maintaining their vision of development for
communities in need — a feat that will require considerable ideological,
theoretical, and methodological agility. They will have to find ways to
successfully blend pragmatism with an activist's passion. In taking a cafeteria
approach to theory and method, they risk losing their way and becoming more

susceptible to the siren song of major donors.
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Comparative Framework: the Spectrum Of Development NGOs

C iaracteristics M )dernization / New World £ laptive Visionary NGO C il Society / Activist NGO
C der NGO

Ideology Neo-liberal / Conservative. Guided by principles rather than Socialist / Marxist.
ideology.

Epistemology Western, rational, scientific. Values non-Western as well as Rooted in Western, rational,
Western thought — utilizes both. scientific thought but open to

other epistemologies.

Theoretical Development Modernization. Choose theoretical model best Dependency.

Model suited for a given situation.

Development Methodology Application of projects based on Pragmatic methodologies Building of a civil society.
market rules. chosen for best effect.

Scope Short-term — project-by-project. Short-term project achieve that Long-term — social change.

builds toward long-term goals.

Objectives Narrowly focused on needs as Short-term objectives fit into long | Broadly focused on long-term
articulated by its projects. term ones. change.

Development Management Top-down. People oriented bottom-up. Bottom-up.

Approach

Decentralization Decentralization of action, not Decentralization of all aspects Decentralization of all
control, resources or power. but respecting donor aspects.

requirements for control.

Empowerment Limited. A fundamental component of the | A fundamental component of
objectives but capable of the objectives — tendency to
working with local elites and confrontation.
power structures.

Representation & Voice Limited. Develops methodologies to Seen to represent the poor
permit the marginalised to speak | and marginalised to the West.
for themselves.

Accountability Accountable to the dominant Accountable first to the Varying degrees of

donor. community and only then to the accountable to the many
donors and others. actors involved.

Efficiency Managerial approach usually Able to meet the management Participatory approach leads
results in projects meeting budget demands while resisting to loosely defined projects
and schedule requirements. pressures to become managerial | that do not appear to have
Usual definition of efficiency in in outlook and diminishing clear frameworks. Appear to
market terms. participation as a result. be poorly managed,

inefficient.

Power Relationships Maintains power in a client-patron | Cognizant of its power positionin | Retains power in a more
relationship. the community. Works to subtle fashion.

ameliorate the resulting
distorting effects.

Resistance Attempts to overcome resistance Inclusive practices utilizing May attempt an inclusive
through the use of its levers of consensus and recognizing approach but may also try to
power. resistance as a legitimate. sideline or marginalize those

who are opposed.

Participation Very limited actual participation — Uses genuine participatory Utilizes participatory methods
little more than “listening” to the practices up to and including the to varying degrees.
client. decision on whether or not to

conduct a participatory project.

Knowledge “Knowledge is Power” — shares Shares knowledge with allies Shares knowledge with allies
very little. and community. and community.

The ‘Local’ Recognizes the value of the ‘local’ | The local is not an ideal, itis a Valorization of the ‘local’.
only within a limited context that reality, the context in which the
does not threaten top-down NGO must serve, utilize, and
control. respect.

Donor Community Very close and generally smooth Maintains good relationships with | Eschews becoming
relationship with large, institutional | large, institutional donors but dependent on large,
donors — implements donor strives to limit influence at the institutional donors, yet may
agenda. project level. not have a choice.

Local Alliances Incorporates local allies within top- | Builds local alliances with Builds local alliances.
down management. attention to long-term

sustainability.

Evaluation Methods Quantitative, tied closely to project | Capable of meeting a variety of Qualitative, lacking in

framing. evaluation needs. measurable results.
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The Adaptive-Visionary concept establishes an ideal for NGO
effectiveness. It is predicated on a development environment that will become
more difficult, more challenging, more demanding, and more uncertain. Already,
the clamouring has started in political circles to turn development over to the
private sector as first official development agencies and now NGOs have “failed
to produce”. Past failures (or the presumption of failures) have increased the
demands for a bureaucratically and politically driven accountability that does little
for improving program effectiveness at the community level. We see
governments closing the circle. Having given up providing aid and services
directly and having turned over development to the NGO sector, they now seek
to bind the development NGO close to their bureaucratic breast, reasserting the
primacy of their role. Having become disenchanted with NGOs as their ‘service
provider of choice’ one can assume that the ideological jump to the private sector

will be a short one.
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Chapter 7

Adaptive-Visionary Reprised:

No NGO would be without an underlying epistemology, ideology, and
development theory that informs their work. An Adaptive-Visionary NGO would
have to recognise how these underlying factors distort as well as guide their
efforts in leading them to choose one path over another. An Adaptive-Visionary
NGO does not attempt to rid itself of these factors but rather, it remains always
cognizant of their potentially distorting effects. It uses evaluative processes that
examine not only its performance but also critically examines their underlying
assumptions.

Development NGOs have become more dependent on official donors
or large international NGOs and with that dependency has come pressure to
conform the ideologies and procedures of these donors. An Adaptive-Visionary
NGO would, out of necessity, find itself in the same position regarding these
donors, as would any other development NGO. However, an Adaptive-
Visionary NGO, while maintaining its core values and vision, will adapt its
processes to meet the bureaucratic requirements of the donor. It would
recognise that all stakeholders have legitimate interests and would strive to
ensure that the interests of the donor are respected while maintaining its focus

on the client community. It is in this tension of competing interests that the
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concept of an Adaptive-Visionary NGO is best illustrated for it will strive for the
best balance it can achieve, adapting its processes and methods to suit, critically

evaluating its results, yet all the while, remaining true to its vision.
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Appendix A

Background and Biases:

Originally, my thesis was to cover the importance of relationships in the
crafting of an effective NGO. As part of the project research, | intended to
interview NGO management to elicit their views on the subject. During the initial
planning of the project, | indulged in a thought exercise based on my then 29
years of experience in working in medium sized and large financial institutions. It
had occurred to me that the problems experienced between the Head Office and
the branch offices of a bank would likely be replicated in kind through the
headquarters and field operations of an NGO, or alternately, between the
operations of the NGO and its major donor, or between a northern NGO and its
southern ally. This thought exercise resulted in a concept that | had termed the
Head Office — Field Dynamic (HOFD.) Through this vehicle, | was able to
explore my experiences and biases from a life spent working in and interacting
with large bureaucracies. | believe that the HOFD concept does in part, explain

some of the issues | have encountered in my research.

Interestingly, during my first attempt at a thesis research project, |
contacted and interviewed managers in four NGOs for the purpose of arranging

the logistics of organizing the research. During these logistical interviews, |
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described the project and its potential benefits by highlighting some of the
difficulties in forging relationships in a small, geographically spread and culturally
diverse organisation. These few interviews produced small revelations for the
managers as they saw in my descriptions possible explanations as to why
various NGO projects of theirs had not lived up to expectations. Within their
revelations, | found confirmation that | was indeed on the right track and that my

work experiences were mirrored in the NGO experience.

The following is a description of HOFD that | had originally drawn up for

my first research proposal.

The Head Office — Field Office Dynamic (HOFD):

Given that organisations fulfill such vital roles in our lives, | am often
surprised at the seeming lack of attention Anthropology pays to organisational
culture. In my estimation, it is a very rich and important field where Anthropology
could play a significant role. In my first research proposal, | spoke about the
Head Office — Field Dynamic (I have invented the acronym HOFD “hoffdee” for
easy reference) and it became apparent to me as | researched evaluative
ethnography, that HOFD seemed to be playing a part in the institutional uses of
the approach. In every large organisational culture, there are regional or
departmental variations that can often frustrate operations. | believe that HOFD
represents the key ingredient explaining those differences. First, an overview of

HOFD:
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HOFD describes the conflicts resulting from differing worldviews that
occur in a bipolar relationship between a central authority and a remote (either
geographically and/or institutionally) unit and/ or individual. HOFD is
fundamentally a power relationship, however, it is unique compared to the other

classic forms of power relationships in that:

e Both parties in the relationship share the same, similar, overlapping,

or complementary objectives.

e The relationship is symbiotic - operates for mutual benefit.

e The “Head Office” component is responsible for setting policy,
making most of the decisions and has control over the majority of the

resources.

e Very little or no coercion is involved.

In the case of organisations and individuals, both parties freely entered
into the relationship and both parties are free to leave it (contractual relationships

notwithstanding.)

As examples, HOFD type relationships can be found in:

e Head Office — Field Office relationships in corporate environments

(from which the dynamic obtains its name.)

e Classic military hierarchy and its corporate/government derivatives.

e Mother country — colony.

e City — hinterland
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e Seller — Buyer

e Service provider — service user
e NGO —field project

e Northern NGO — southern NGO

e AIDS Service Organisation — HIV/AIDS patient

Obviously, this list can be extended considerably. All of these types of
relationships have, at their core, the characteristics of a HOFD relationship. One
would think that given these characteristics, the relationship would be smooth,
however, the subtle differences in situation, context, objectives, and motivations
produce distinctly different worldviews. These differences complicate the

relationship and can lead to its eventual dysfunction or failure.

One glaring error in this original draft of the HOFD concept, is that in
some of the situations identified, coercion is indeed a factor to be considered.
Despite some weaknesses in its presentation, | believe it forms a potential

analytical basis for the discussion of the influences on NGO objectives.
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Appendix B

This appendix contains the original interrogation protocol on NGO

effectiveness, produced from the review of the thirty articles on development
NGOs. The protocol was developed through three stages: a draft outline during
the initial literature review, a test development stage where it was applied to ten
articles, and the final development stage where it was applied to the remaining
articles. The final version grew to 17 categories and 343 questions, which was
simply too large and cumbersome to use. It was subsequently reduced to 10
categories and 57 questions through an iterative process described in the
Methodology chapter and illustrated in Appendices D and E.

1. NGO Mission and Objectives

1.1.

1.2.

1.3.

1.4.

1.5.

1.6.

1.7.

1.8.

1.8.

What is the stated mission of the NGO?
What are the development objectives of the NGO?

Are their objectives oriented to tangible, measurable
improvements in the quality of life of the client community?

Are their objectives oriented toward intangible, hard-to-measure,
intrinsic development “goals” that produce few meaningful
results?

Does the NGO live up to its mission and objectives?

Does the NGO know how and/or possess the resources to
adequately determine if it is living up to its mission and
objectives?

Are external allies, funders, and/or government agencies
imposing their objectives and agendas on the NGO?

Who sets the objectives?

Who determines if they are successfully met?
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1.11.

1.12.

1.13.

M.A. Thesis — P. S. Charles, McMaster University - Anthropology

Who defines success?

How does the NGO embrace / manage growth?

Can the NGO be described as a “generalist” or specialist”?
Does the NGO view itself as having an advocacy role?

Are the objectives, mission, and values shared equally across the
NGO?

If the NGO operates in an advocacy role, how does it ensure that
it appropriately represents those for whom it advocates?

Does the NGO identify and nurture its core values?
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2. Origins and History of Operations

2.1. What were the circumstances of the founding of the NGO?

2.2, Who were the originators and how was the NGO organized and
operated?

2.3. Who were the principle funders?

2.4, Who composed the original client community?

2.5. How have these characteristics changed over time?

26 How best should the NGO be identified in terms of Korten’s
Generations?"

2.7. Is (was) the NGO closely linked to the personality of its principal
founder?

2.8. | Is the NGO associated with, or was once associated with a

government or other organization that had a less than desirable
reputation?

2.9. Has the NGO gone through a period of significant growth /
mergers?
2.10. Has the NGO undergone a cathartic reform of its fundamental

principles and methods?

2.11. Has the NGO undergone a period of significant decline or
stagnation?

! Korten (1990) has posited that there are four types of development NGOs that have emerged
over time, starting with Relief and Welfare, then progressing through Community Development,
Sustainable Systems Development, to People’s Movements.
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3. Program Objectives

3.1

3.2.

3.3.

3.4.

3.5.

3.6.

3.7.

3.8.

3.9.

3.10.

3.11.

3.12.

What are the primary program objectives?

Are these objectives categorized as providing tangible benefits to
the client community, or intangible ones?

In what way do the objectives contribute to the material well
being of the client community?

To what degree is the NGO involved in “awareness building”
and/or “development education”?

Does the NGO program include political lobbying?

Dos the NGO include North-South co-operation and/or support in
its program objectives.

Does the NGO have a role in contributing to a new global, social
model?

Does the NGO tend to produce and work towards intangible
program objectives where it is difficult if not impossible to
measure achievement?

Does the NGO produce and work toward specific, tangible
program objectives that can be measured?

Does the client community play a significant role in the framing of
the program ideals and specific objectives?

If the NGO works with the client community to frame the goals,
does it consciously work to include as many interested parties as
possible, not just the powerful and/or articulate?

How does the NGO resist, cope or adapt to participation by
individuals in the client community that have the potential project
to deviate from the original objectives?
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3.13.

3.14.

3.15.

3.16.

3.17.

3.18.

3.19.

3.20.

3.21.

3.22.

3.23.

3.24.
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Do the project goals and objectives impose restrictions on the
actions or activities of the client community so that the original
framing conditions are maintained?

Does the NGO frame and impose the interventions using
Western style concepts and models that may not be appropriate
for the culture of the client community?

Does the NGO impose specific project time cycles as part of the
framing process?

Is the process of project evaluation bound to the original framing
of the project?

Are the project objectives framed to meet the requirements of the
principal funder?

Are project objectives and approvals based on the results of
sophisticated technical analysis?

Are project objectives approvals subject to a long climb through
the bureaucracy where each level is able to filter or amend the
project?

Does the NGO negotiate local acceptance of the project
objectives that were originally derived from the principal donor’s
requirements?

Are project objectives re-evaluated when they are confronted with
real limitations in the abilities of local development workers and
the client community to implement the project?

Are attempts to evaluate program effectiveness based on broad
socio-economic outcomes that may be difficult to measure?

Does there appear to be a deliberate vagueness in program
objectives?

If the NGO program includes advocacy, was this function
developed from practical experience or academic thinking?
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3.25.

3.26.

3.27.

3.28.

3.29.

3.30.

3.31.

3.32.

3.33.

3.34.

3.35.

3.36.
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Are program objectives determined within a wider context than
the client community?

How does the NGO attempt to balance its advocacy position with
the practical realities of “getting the job done”?

How does the NGO resolve the tension between project simplicity
and local tensions?

Is the NGO able to translate project ideas into action?

Does the NGO manage by project or take a wider view?

Does the NGO use Logical Framework Analysis (LFA), Results
based Management (RBM), or some form of Management by
Objectives (MBO) style project design and management?

Is the LFA performed by a consultant?

Does the LFA process incorporate participation and if so, to what
degree?

How is the LFA used?
Are the projects managed in a top-down fashion?

Does the use of LFA type tools result in the elimination,
suppression, or dilution of participation?

Does the NGO work to achieve long term civil society goals
through the use of short term, pragmatic project goals?
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4. Program Outcomes and Evaluation

4.1.

4.2.

4.3.

4.4.

4.5.

4.6.

4.7.

4.8.

4.9.

4.10.

4.11.

4.12.

4.13.

How are the outcomes of the programs determined?
How are they assessed for effectiveness?

Does the NGO have an established procedure for evaluating
outcome effectiveness?

Does an outside agency place pressure on the NGO to evaluate
outcomes?

Are evaluations seen in a positive light (i.e. a means to improve
program effectiveness) or a negative one (i.e. merely fulfilling a
bureaucratic requirement?)

Does there appear to be a disconnect between the evaluation of
a program by the client community and local workers on the one
hand and the NGO management on the other?

Are the results of outcome evaluations used to improve future
programs or are they used to fulfill bureaucratic requirements?

Does the NGO appear to be working against, or pulling away
from stated objectives?

What transpired when program outcomes adhered to program
objectives but did not meet the needs of the client community?

Are efforts made to conduct long-term analyses on the benefits
of various projects?

How are project failures handled? Are they hidden away from
scrutiny or are they used as lessons to improve future programs?

Are any efforts made to use successful programs as models that
may be beneficial either internally or with other NGOs?

Does the NGO maintain a procedure to ensure that the results of
past programs server to improve future ones?
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4.14.

4.15.

4.16.

4.17.

4.18.

4.19.

4.20.

4.21.

4.22.

4.23.

4.24.

4.25.

4.26.
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Do program evaluations reflect core values as well as standard
reporting tools?

Are the program evaluation methodologies participatory in
nature?

Are the program methodologies designed to facilitate
participation?

Can participants use the evaluation results to inform and improve
their lives?

Does the NGO use some form of pre-post project evaluation
process?

Has the program lead to a material improvement in the quality of
life of the local community and its individual members?

Do the NGQ'’s evaluation methodologies and approaches fit LFA
or other typical top-down methods?

Does the NGO use a structured, multi-level evaluative approach,
recognizing different needs and different audiences?

Are evaluations conducted in a manner appropriate to both the
local community and project requirements?

Does the NGO discount or avoid using various evaluative
methodologies and/or approaches that are considered
contradictory to its core ideology?

Does the NGO actively measure fiscal effectiveness?

Has the NGO attempted to determine if its use of participatory
methods has actually proved beneficial?

Has the NGO adopted a rigorous approach to evaluation that
ensures that “development” has occurred both in the technical
completion of the project and in its broadest sense -- both for the
NGO and the community?
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5. Funding and Accountability

5.1.

5.2.

9.3.

5.4.

9.5.

5.6.

5.7.

5.8.

5.9,

5.10.

5.11.

What are the proportions between private, corporate and public
funding of the NGO?

What influences of funders are at work in the operations of the
NGO?

Do the requirements of ‘accountability’ result in control or undue
influence of the NGO’s operations by a dominant funder?

What are the NGOs primary strategies and methods for fund
raising?

Do these methods influence the activities of the NGO by creating
commitments to donors -- an image that must be maintained -- or
result in the subsuming of the NGO’s mandate to that of the
donor’'s?

Has the proportion between private funding on the one hand and
corporate plus public funding on the other, shifted significantly
over recent years toward the latter?

Does the NGO have a significant degree of economic
independence?

Has the NGO become essentially a “contracting out” agency for a
government, performing what was once a government-run
service?

Does the NGO cooperate and/or share its funding experience
with others?

Is the NGO transparent in its funding and accounting practices?

When the NGO is faced with reconciling the often contradictory
requirements of accountability and participation, to which side
does it lean?
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5.12.

5.13.

5.14.

5.15.

5.16.

5.17.

5.18.

5.19.

5.20.

9.21

5.22.

5.23.

5.24.
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Are funding decisions made on the basis of proposals drawn
from evaluation reports containing little or no field or client
community input?

Is the funding subject to the “flavour of the year” where types of
projects fall in or out of favour based on fads in the development
industry?

Is the NGO willing to risk its funding to pursue a goal consistent
with its humanitarian principles, should that goal run counter to
the beliefs/objectives of its main source of funds?

Does the NGO have stable and sufficient funding, and if so, how
does this influence its approach?

Is the NGO heavily scrutinized by outside donors and/or public
institutions?

Does the NGO have the flexibility, under the terms of its financial
arrangements, to re-allocate financial resources to meet the
unexpected?

Is the NGO's funding sustainable?

If the project is to be handed over to local organization(s), has
the NGO planned and/or taken steps to ensure continued funding
and accountability?

Has the NGO compromised its core values in its competition for
funds?

Does the NGO operate in a transparent and accountable way
toward its client community?

Does the NGO have legitimacy with its client community?

Does the NGO “represent” the local community to the dominant
funder?

Does the NGO act as if it is in a patron-client relationship
regarding the disbursement of funds and the provision of other
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5.25.

5.26.

5.27.
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resources to Grass Root Organisations and Community Based
Organisations?

Does the NGO support or oppose funds being channeled directly
to southern allied NGOs?

Is the NGO “downwardly” accountable?

Do the requirements of accountability and funding result in the
NGO playing some form of role in the foreign policy of its native
country?
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6. Development Theory

6.1.

6.2.

6.3.

6.4.

6.5.

6.6.

6.7.

6.8.

6.9.

Does the NGO espouse a market approach to solving the
development issues of its clients? If so, does it concern itself or
attempt to ameliorate the inequalities that arise from free market
methods? Does it espouse market freedoms as a means toward
political and social freedoms?

Does the NGO follow a liberation path that views the free market
as a neo-colonial force? (Dependency Model)?

Is the NGO attempting to follow a third way or new model?

Does the NGO accept participation as a means of ensuring the
relevance of its work?

Does the NGO believe that by working through local NGOs,
CBOs, or GROs ensures relevancy?

Does the NGO view development as the “development of the
individual”?

Development as a form of power — has the NGO closed off
alternative ways of thinking?

Does the NGO view development as a “Western” solution?

Does the imposition of “Western” solutions “create a need” for
development?

2 A Marxist model of development based on the radicalization of a theory of deterioration in the terms of
trade between the powerful centre and weak periphery (First and Third Worlds) as first identified by Latin
American economists of the Economic Commission for Latin American (CEPAL) in the 1940s and 1950s
(Escobar 1995: 80-81).
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7. Research Method/Approach

71.

Participatory Action

1:1:1.

7.1.2.

7.1.5.

7.1.6.

7.1.7.

7.1.8.

7:19.

7.1.10.

7.1.11.

7.1.12.

Are participatory methods being used appropriately (i.e.
serves the community)? In what way?

Participation can be seen as a dynamic process that
itself is a site of conflict. How does the NGO manage
these potential conflicts?

Participation also has inherent in it, a power relationship
between the NGO and its clients. How is this resolved?

Is incorporation into participatory methods used as a
means of control?

White describes NGOs using participation at different
levels: Nominal, Instrumental, Representative,

Transformative. Where does this NGO fit in to this
model? (see p. 82)

How does the NGO attempt to implement participatory
practices?

Does participation within the NGO/project take on
different forms and serve different interests?

Are the various interests competing within the
participatory project identified?

What are the various interests competing for?

Does the process of sharing - as a component of
participation -- result in the sharing of power?

Who participates in the project?

Who decides who participates in the project?
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7.1.13.

7.1.14.

7.1.15.

.1:18.

1.1.17.

7.1.18.

7.1.18.

7.1.20.

r.1.21,

7.1.22.

7.1.23.

7.1.24.

7.1.25.
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Is there any attempt to evaluate participatory practices?
Results?

Is participation being used as a development “feel good”
tactic that obscures a lack of progress in the material
well-being of the communities in need?

Is participation used as a means to incorporate local
groups into an agenda of top-down economic
liberalization that works against members needs?

Does the NGO espouse an egalitarian model consistent
with participation?

How does the NGO reconcile the ideals of participation
with the practical realities of project management and
accountability?

Does the client community (or portions thereof) share the
enthusiasm for participation as established by the NGO?

Does the NGO win the confidence of the client
community that their interests will be represented through
participation?

Are individuals from the client community brought into the
project to make for a perceived lack of participation?

Does participation reshape and/or create “interests”?

Does the opportunity for community participation diminish
as the NGO asserts control over the program?

Are participatory methods being used to conceal a top-
down, authoritarian approach?

Is the NGO attempting to improve its participatory
methods?

Is the NGO actively working to improve local capacity
and empowerment through participatory methods?
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7.3.

7.4.

7126

7.1.27.

7.1.28.

7.1.29,

7.1.30.
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Does the NGO encourage participatory learning?

Does the NGO modify its participatory practices so as to
align them with local, traditional means of social
organization?

Does the NGO use participatory methods that result in
negative self-perceptions within the local community?

Does the NGO facilitate local organization building?

When the NGO commits to participation, does it amend
its methods to permit the client community to fully
participate or does it use the exclusiveness of its method
to wall off the community?

Co-operative Inquiry

7.21.

Tid2,

7.23.

7.24.

Is “co-operative inquiry” being used appropriately (i.e.
serves the group) (Reason 1998: 267-268)? In what
way?

Does the NGO approach the client community as “self-
determining”?

Does the NGO utilize co-operative inquiry methods when
participatory approaches prove problematic?

Is an “inquiry” methodology used to find common ground
or build consensus?

Action Science and Inquiry

7.3.1.

7.3.2.

Is action inquiry being used appropriately (i.e., does it
serve the individual practitioner)? In what way?

Are action inquiry research methods being used to
preserve the research within the domain of the
development professional?

Internally Reflexive
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7.5.

7.6.

{4 {2

7.4.1.
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Does the NGO encourage internal critique?

Centrist-Authoritarian

7.5.1.

782,

7.5.3.

7.54.

7.5.5.

7.5.6.

The interests of “top-down” do not match “bottom-up.”
What are these interests?

How does the “top” impose its will to ensure that its
agenda is met?

Does the “top” attempt to hide its power and control
through participation and empowerment?

Does the “top” work to thwart the community’s legitimate
interests?

Have they adopted the discourse of participation without
adapting their methods?

Does the NGO operate primarily in a “top-down,”
authoritarian fashion?

Anti-System Movement

7.6.1.

7.6.2.

7.6.3.

7.6.4.

Does the NGO adhere to a philosophy that is primarily
anti New World Order? Does it reflect a New Social
Movement (NSM)

In what way does the NGO contribute to the growth of a
civil society?

Does the NGO contribute to the building of a civil society
with the end goal of transforming the state and/or
enhancing social capital?

How does the NGO reconcile its civil society building
goals and efforts with the lack of progress in effecting
global structures that perpetuate poverty and injustice?

Proselytizing

7.71.

Does the NGO have a significant proselytizing agenda?
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7.8.
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7.7.2. What effects does a proselytizing agenda have on the
NGO'’s development agenda?

7.7.3. As a faith based NGO, does the NGO prohibit
proselytizing as being inimical to the development
process?

Profit based

7.8.1. Is the NGO essentially a profit making operation?

157



M.A. Thesis — P. S. Charles, McMaster University - Anthropology

8. Power Relationships

8.1.

8.2.

8.3.

8.4.

8.5.

8.6.

8.7.

8.8.

8.9.

8.10.

8.11.

8.12.

8.13.

8.14.

8.15.

Are community leaders co-opted or pressured into cooperation?
Is power shared?
Is incorporation used as a means of control?

Is empowerment being used as a means to a predetermined
end?

What “weapons of the weak” are employed by the disadvantaged
to alter the power relationships in their favour (Scott 1985)7?

Do project processes shape power relationships, and in what
way?

What external power relationships impinge on the client
community, NGO, partners, and alliances?

In what way is the project affected by these relationships?
Is there renegotiation of empowerment as the project proceeds?
Is knowledge used as power?

Are the relationships that the NGO depends upon for its
continued, successful operation, well understood?

Does the NGO actively work to ameliorate its power advantage
over the client community and local organizations?

How does the NGO reconcile participatory method with powerful
local elites whose position it may harm?

Are expedient choices made to further the project that leave
unequal and unjust power structures unchallenged?

How does the NGO reconcile its advocacy position with host

country elites and/or governments that may be openly hostile to
its advocacy position?
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8.16.

8.17.

8.18.

8.19.
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How does the NGO respond to power inequalities based on
gender?

How does the NGO respond to the attitudes of local elites
[adversely] affected by the project?

How does the NGO emphasize the “local” while leaving existing
power inequalities intact and unchallenged?

Does the NGO view the “local” within its broader context?
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9. The Development Discourse

9.1.

9.2,

9.3.

9.4.

9.5.

9.6.

9.7.

8.8.

9.9.

9.10.

911

9.12.

Is there evidence of self-deception through the language of
development?

Are development issues and problems resolved by re-inventing
the language of development?

What are the meanings with the NGO'’s use of the development
discourse?

Are there elements of postmodernist or poststructuralist
approaches in the discourse of the NGO? If so, how does the
NGO attempt to relate these approaches with the apparent need
of an NGO to be grounded in the experiences of its client
communities? Do these approaches point to an over
intellectualized approach by the NGO?

Does the use of the language of development conceal an
underlying adherence to the methods and approaches of
economic Globalization?

Does the discourse of development conceal a bureaucratic
approach that has become self-serving and ineffectual?

Has the current development discourse created a new orthodoxy
that the NGO appears to follow?

Has the term “Sustainable Development” had its meaning inflated
by the NGO to the point that it becomes a “metafix"?

Does the NGO critically examine its use of the development
discourse and the effects its usage has had on its approaches?

Does the term “participation” tend to produce unrealistic goals?

Has the NGO alternately embraced then discarded development
“fads™?

Does the NGO appear limited or constrained by the discourse of
development?
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9.13.

9.14.

9.15.

9.16.

9.17.

9.18.

9.19.

9.20,

8.21.
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How does the NGO interpret and utilize the meaning of the terms
“development,” “participation,” and “empowerment?”

Does the NGO speak of “Third World” societies in romantic
terms?

Does the NGO view its efforts in the context of building a civil
society, anti-authoritarian and pro-democratic? Does it view its
efforts as a transformative force?

Are the elements of “anti-development” thinking within the NGO?
In what context does the NGO utilize “decentralization?”

In what context does participation and decentralization interact

Does the NGO value “the local” to its fullest extent?

Does the NGO maintain the local and the non-local as discrete
entities?

Has the NGO embodied neo-liberal positions within the body of
development and participatory discourses?
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10. Political Ideology

10.1.

10.2.

10.3.

10.4.

10.5.

10.6.

10.7.

10.8.

10.9.

10.10.

10.11.

10.12,

10.13.

The development industry is criticized by the left and the right.
Many NGOs exhibit a centrist, populist, political stance that is
enunciated using the language of the left and practiced within the
national and international economic and political context of the
right. Does this produce unresolved tensions within the NGO?

There can be a disjunction between the populist policies of the
NGO and the right-wing political realities in which it must operate.
How does it manage this disconnect? Does it force compromises

on NGO operations that result in impaired results? Is the
language of development being used to mask this impairment?

Is the term “democracy” used in elastic terms to incorporate
“goodness” into the process?

Is the NGO allied with a political party?

Is the NGO an extension of a political party?

Is the NGO morphing into a political party?

Does the NGO utilize the politics of confrontation and activism?
Does the NGO espouse a particular political/religious ideology?
Are the operations of the NGO rooted in a particular faith?

Has the NGO undergone ideological struggles within its own
ranks, with its supporters and/or with like-minded NGOs?

An NGO that attempts to maintain a politically and ideologically
neutral stance may draw criticism from both the right and the left.
How does it cope with this?

Does the NGO seek to co-opt CBOs or GROs into its dominant
ideology?

Has the NGO become a conduit for spreading a market-oriented
ideology?
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10.14.

10.15.

10.16.

10.17.

10.18.

10.19.

10.20.

10.21.

10.22.
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Does the NGO work within the concept of “common good” and
“public spaces”?

Is the NGO attempting to situate itself within a new ideology --
looking for new ways, models and alternatives?

Is the political landscape of the NGO well understood?

Are the relationships between the NGO and social movements
well understood?

Does the NGO recognize the expanding web of relationships and
its role within that web?

Are the activities of the NGO driven by its ideology?
Does the ideology of the NGO emerge from its activities?

Does the NGO fall into a “revisionist neo-liberalism” or “post-
Marxist” positions?

Has the NGO politicized the “local” as a counter to state and/or
centralizing forces? (post-Marxist position)
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11. Alliances, Allies, Networks, and Partners

11.10.

11.11.

11.12.

11.13.

11.14.

What alliances, networks is the NGO involved with?
What partnerships has the NGO joined/built?

What influences do these alliances, networks and partnerships
have on the NGO?

Does the NGO use a local partner to implement the project?

Are local allies used to legitimize “top-down” driven development
objectives?

Has the NGO engaged in or been perceived as “competition” by
like NGOs?

Is the NGO displacing its local allies?

Has the NGO aligned itself in a North—Ideas and South—
Operations orientation?

Does the NGO have a long term and deep relationship with its
partners?

Does the NGO share its analysis and learning with its partners?

Does the NGO incorporate itself into the local and host country
situations and institutions?

Does the NGO have a plan for the handing over of a project to a
local NGO, GRO, or CBO?

Has the NGO ensured that the program is sustainable after the
hand-over?

Does the NGO work to train and equip local organizations for
eventual hand-over?
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11.15.

11.16.

11.17.

11.18.

11.19.

11.20.

11.21.
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Has the NGO created or facilitated the necessary local
organizational systems and structures required for the hand-
over?

Has the NGO planned for or worked toward ensuring the
sustainability of adequate representation of all groups —
specifically gender equality and democratic methods?

Has the NGO worked to prevent a dependency relationship from
emerging after the hand-over to local organization(s)?

Has the NGO decentralized its operations to GRO allies and/or
partners?

Does the NGO supplant government agencies in development
decisions?

Is the NGO committed to building the capacity of local GROs?

Does the NGO attempt to critically review its relationships with
southern partners in a constant effort of improvement?

165



M.A. Thesis — P. S. Charles, McMaster University - Anthropology

12. Leadership

12.1.

12.2,

12.3.

12.4.

12.5.

12.6.

12.7.

How does the NGO recognize and reconcile the need for
leadership both within the NGO and within the client
communities, yet maintain an egalitarian, reflexive approach?

Does the NGO tend to adopt or is it co-opted by the dominant
forms of leadership in the client communities?

Does the NGO demonstrate transformational leadership
balanced with the exercise of power (see p. 82)?

Does the NGO play a leadership role amongst like-minded
NGOs?

Does the NGO rely on local elites for leadership?
What is the dominant leadership approach of the NGO?

Does the NGO define and maintain leadership jurisdictions both
internally and externally?
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13. General Management Methods

13.1.

13.2.

13.3.

13.4.

13.5.

13.6.

13.7.

13.8.

13.9.

13.10.

13.11.

13.12.

13.13.

13.14.

Who are the managers / leaders?
How is the NGO organized?

Does the NGO exhibit the use of top-down management
methods in contrast to its use of a language of inclusion?

Does the NGO management team resemble a corporate
oligopoly in its operation?

Does the staff of the NGO receive training? Of what type and
frequency? Are the outcomes of the training reflected in the
operations of the NGO?

Are the decision-making methods of the NGO transparent? To
whom?

Is the NGO positioned or managed for growth?

Is the NGO adept in using modern communication and computer
technologies in its operations?

Is the NGO decentralized?

Does the NGO tend to reduce the act of “development” to a
series of technical development exercises?

Does the NGO tend to replicate its management structures and
methods within the local organizations it has helped to create or
support?

Does the NGO use the mass media to reach and influence its
donors?

If the NGO is decentralized, can it reconcile this philosophy with
the need to maintain performance at the local level?

Is the NGO adept at consensus building within its own ranks, with
its supporters, and/or with its allies and like NGOs?
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13.19.

13.20.
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13.22.

13.23.

13.24.

13.25.

13.26.

13.27.

13.28.

13.29.
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Does the NGO offer clear career paths to its staff?

Does the NGO rotate its staff through various assignments either
within or seconded to other organizations?

Does the NGO have a plan to avoid staff burnout?

Does the NGO recruit staff (especially senior staff) from the
region of their work?

Does the NGO experience dramatic staff losses at the end of
assignments?

Is the NGO staff gender and culturally representative?
Does the NGO have an institutional memory and does it utilize it?

Does the NGO periodically and systematically review its
operations?

Does the NGO have an approach or plan for building
organizational capacity?

Does the NGO build commitment within the organization as well
as within the client community and allies?

Does the NGO have the capacity for organizational learning?
Is the NGO and its staff under pressure, thereby exposing
problems and fault-lines and a tendency not to live up to core

values?

Does the NGO appear to have embraced a new managerialism,
perhaps at the expense of core values?

Does the NGO explicitly work to ensure that its core values
inform its methods and approaches?

Is the NGO aware of and explore its core values to consciously
use them?
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13.30.

13.34.

13.32.

13.33.

13.34.

13.35.

13.36.

13.37.

13.38.
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Does the management of the NGO manage for sustainability of
the NGO?

Does the NGO continually negotiate the framing and approaches
of its work with all of the actors involved?

Is the NGO management best described as an oligopoly or a
team that continually learns and negotiates?

Does the NGO replicate the traditional patterns of patron/client
relationships that were associated with the previous development
era?

Has there been a drift toward bureaucratization and/or
managerialism or has it been successfully resisted (the Iron Rule
of Oligarchy, Fisher 1997: 456)?

Does the NGO use a bottom-up management method where the
local people are involved in the determination of project goals?

Is the focus of management’s efforts on the act of development
and/or the activities of development?

Is the NGO oriented toward progressive change? Internally?
Externally?

Does the NGO manage for development or the client community,
or are other agendas at work?
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14. Development Management Methods

14.1.

14.2.

14.3.

14.4.

14.5.

14.6.

How does the NGO cope with project fatigue?

Where the project is locally managed, is the responsibility for the
project management diffused through the community or does it
rest in the hands of a few?

Does the NGO frame its projects in technical development terms,
producing technical solutions and achieving technical results?

Are development officers employed in such a manner that their
career fortunes depended on the perceived success or failure of
the projects under their responsibility?

Is the NGO using development management methods or ones
styled more appropriately to business or government models?

Are project management methods and approaches considered
sufficient to ensure competently conducted projects?
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15. Globalization and Neo-liberal Polices and their Effects

15.1.

18.2.

15.3.

15.4.

15.5.

15.6.

15.7.

15.8.

15.9.

15.10.

15.11,

15.12.

Do the actions of the NGO synchronize with the forces of
Globalization and neo-liberalism?

Does the NGO use the discourse of development to obscure
these influences?

Has the NGO been co-opted by neo-liberal forces and
influences?

How does the NGO cope with delivering a service based on the
notions of social equality and fairness in the context of an
international order dedicated to inequality?

Does the NGO genuinely defend the interests of the client
community against economic forces that work to impoverish it?

Does the NGO believe in and use neo-liberal philosophy and
methods to improve the well being of client communities?

What position does the NGO take when the culture of the client
community runs counter to the tenants of neo-liberalism?

Does the NGO promote the interests of individuals over that of
the community?

Have the NGOs primary official donor agencies conformed their
policies to current neo-liberal thinking?

Does the NGO possess a vision that differs from the neo-liberal
position?

Does the NGO espouse a neo-liberal approach or an effective
means of promoting a civil society?

Does the NGQO'’s view of neo-liberalism encapsulate the need to
improve efficiency/effectiveness of institutions and cohabitation
within existing power structures?
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15.13.  If the NGO espouse a market/neo-liberal approach, does it take a
“revisionist” view that market forces alone are insufficient to
achieve development?
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16. Use of Development and Professional Services

16.1.

16.2.

16.3.

16.4.

16.5.

16.6.

16.7.

16.8.

16.9.

16.10.

16.11.

16.12.

Professional development officers and consultants will follow
their training in producing their recommendations. Is this aspect
self-reinforcing a tendency toward a continuation of failed
development policies?

Is the use of external development professional resources
consuming ever increasing amounts of the NGO’s budget?

Are these requirements for professional services being forced by
outside agencies?

Are self-evident truths denied by development professionals so
as to maintain their positions?

What is the dominant ideology of the development professionals
associated with the NGO?

Are the development professionals engaged in “proving” or
“validating” development policy through specifically targeted
programs and research?

Are the development professionals aware of the connections
between the socio-economic situation of the client community
with wider (global) economic circumstances?

How is their advice being used?

How do they view the conjunction of top-down bureaucratic policy
based control with bottom-up, local, experientially based
discourse?

Is the use of the development professional, a source of conflict?
Do stakeholders force an artificial simplification of projects?

Does the NGO tend to view GROs as not possessing the
necessary management skills to take over a project?
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16.13.  Does the NGO try to build the capacity of its associated GROs so
that they manage the project independently?

16.14. Is the NGO staff made up of former government workers,

resulting in an operating environment that amounts to the
contracting out of services by the government, to the NGO?
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17. Bureaucratic Influences

17.1.

17.2-

17.3.

17.4.

Is there evidence of a systematic denial of self-evident truths?

Are their development issues swallowed up by bureaucratic
agendas and norms?

Are NGO operations hampered by internal or external
bureaucratic conflict?

Does the NGO attempt to understand and work with the different
bureaucratic cultures that it comes in contact with?
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Appendix C

This appendix contains an elaboration of the criteria for each of the
heading in the original protocol.

NGO Mission and Objectives:

This section captured all aspects of the NGO'’s primary mission,
it's overarching objectives, the vision of its founders and leadership, and
how the NGO views its role within the larger development context. This
section was of fundamental importance for, not only formed the core of
how the participants in the NGO viewed their mission, but also it forms a

cornerstone for the assessment of NGO effectiveness.

Origins and History of Operations

The understanding of the current context of an NGO begins with
an understanding of its origins and history. Many of the important “why”
questions are better understood with an appreciation of the processes that

formed it.

Program Objectives

Each program that an NGO undertakes requires a set of

objectives to define what is to be achieved by the effort. Every program
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has both explicit and implicit objectives that clearly enunciate what is to be

achieved by the effort.

Program Outcomes and Evaluation

The objectives provide the context for the project outcomes.
Upon completion, the program should be evaluated to ensure that it
indeed meet its objectives, that ‘development’ did occur, that the quality of

life of the participants actually did improve, and to learn for the future.

Funding and Accountability

Typically when the subject of accountability is raised, the
conventional thinking is to assume that this accountability is upward,;
toward a dominant donor, a large NGO partner, a government agency, or
host country government. As NGOs take on an increasing role of the
delivery of social services that were previously the purview of
governments, there is increasing pressure for them to become more
transparent in their affairs. However, many commentators and critics of
NGO operations are also suggesting that NGOs be downwardly
accountable to the people they serve; that this transparency be downward

also.
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Development Theory

Whether or not the development NGO is consciously aware of it,
every one operates within the overarching precepts of development
theory. Their beliefs, values, assumptions, and understandings will be, at
least in part, informed by such theories. Understanding and determining
these underlying theories will provide insights into the motivations and

decisions behind their operations.

Dominant Epistemology, Approach, or Orientation

Participation:

In development NGO circles, participation is held to be “a good
thing.” However, the level and nature of the participation by the
individuals for whom the development assistance is intended,

can vary greatly from NGO to NGO.

Co-operative Inquiry

Does the co-operative inquiry approach offer an effective
methodology for NGOs to assess community need, the

effectiveness of the projects, and the operations as a whole?
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Action Science and Action Inquiry

Does the action inquiry approach offer an effective methodology
for NGOs to assess community need, the effectiveness of the

projects, and the operations as a whole?

Internally Reflexive

Is the NGO self-critical? Does it honestly and effectively assess

its methods and operations?

Centrist-Authoritarian
Does the NGO show a marked preference for top-down,

bureaucratic management?

Anti-System Movement
Does the NGO soundly reject the Neo-liberal model, preferring
to build a civil society through the creation of new models and

movements?

Proselytizing

If the NGO was founded and/or maintains a strong religious
orientation to its operations, does it include proselytizing as an

objective?

Profit Based

179



M.A. Thesis — P. S. Charles, McMaster University - Anthropology

Does the NGO operate either whole or in part with a Neo-liberal,

profit based orientation?

Power Relationships

The operations of a development NGO cannot help but be
fraught with power relationships, with its clients, Grass Roots Movements
(GROs) and other local organisations, other allies, donors, corporations,
and governments. When an NGO strives for participation with a local
community, it has to not only navigate the power relationships inherent in
that community, but also understand the new relationships being created
by its presence. Understanding how the NGO navigates and utilizes
these relationships is an essential part of understanding NGO

effectiveness.

Development Discourse

How an NGO expresses the language of development provides
insights into its ideology, development approaches, and clues to the

issues that impact its effectiveness.

Political Ideology

Ideology has an inherent inclusion/exclusionary nature. When

an NGO expresses its ideology, whether through discourse and/or
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actions, it reveals what values and approaches it includes and perhaps

more importantly, what it excludes.

Alliances, Allies, Networks, and Partners

No NGO can function in total isolation. This section analyses
how the NGO utilizes a web of allies, partners, and associates to perform
its work. These alliance relationships are frequently critical to successful
operations. Understanding this facet of NGO operations will provide

critical evidence toward an “effectiveness approach.”

Leadership

Leadership can be seen as a counterpoint to management.

Does the top echelon of the NGO exhibit leadership traits?

General Management Methods

Much of the points previously raised are expressed in one form
or another by the actions of the management of the NGO. An
examination of general management methods not only provides direct
evidence of the NGO'’s effectiveness but also tangential data on these

other issues.
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Project Management Methods

The NGO project is the heart of the delivery of “development.”
An examination of the practical aspects of project approaches and
methodologies will reveal how the ideology, relationships, methods, and

development approaches are expressed in the “act of developing.”

Globalization and Neo-liberal policies and Their Effects

Globalization is frequently held by the popular press and
development journals to be the enemy of the poor and the heart of the
“anti-development” forces that maintain world poverty. Development NGO

will have learn to contend with and adapt to these forces.

Use of Development and Professional Services

Do the demands of major donors conform to their methodologies
and requirements, resulting in the employment of development

professionals?

Bureaucratic Influences

What bureaucratic influences are impacting NGO operations and

what are the effects?
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In this third worksheet, the new codes developed in the coding list spreadsheet (Appendix E) have

been added, effectively re-coding all of the author entries by the new codes.
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E3 Microsaft £xcel - NGO database.ds

{E)fe g Yon Isert Formet Took Dot Yedow by Arobex

DEEs SRY s MBI - . QT 65 Ba0 -0 T
A2 B =/ A4
A B i C K L N DL 7] R U V.
Literature New New Issue lssue Issue
1 Code  Author(s) Titie Pages Page Level 1 Level2 Levell lowvel2 ' Level3
L The Sceicpcictical Cartext of Participetory Devalopmerd in
2 Ja2_ lcosts, Aberto CG atal Northenstern frazk 136146 142 2 1 3 3%
A new age of sociel mavamards: a fifth generation of non-
3. w2 de Seritosa, lgnaci ions in the making? 41.83 50 2 1 1 12
A new age of social movemenls. o 1vnhqmmwov on-
A2 o Serase, lonacio & 1 ke 4153 47 2 1 3 1
AT Nyamugesira, Werten NGO and how wel ace the poor 297.309 301 2 1 3 24
JAIS  Veld, David Toots for project dvelopmant Wthin & public action tramawcek Xad2 £ 2 1 3 34
A4 Borten, Syl Desvsiopment sgencies: giobal or solo players? 408419 a1d 2 2 3 %
dm1e Borren, Sytvia Devsiopment agenciet. giohal or solo players? 40£-419 414 2 2 3 %
A rew age 0f social movemerts: & fitth generstion of non-
9.1 A2 de Senilose, ignacio m ig? 41-53 Led 2 2 3 s
A pew age of sociel movamants: 8 fifth generation of non-
10 Az do Sermoss, lgnncio governmentst developmert organizelians in the maling? 41.53 48 2 2 3 5
A new age of social movemends. s fifth generation Of non.
11 JA2 o Seribasa, ignacio in 4153 48 2 2 3 5
Ammor’mumamnmdmoﬂm.
121 A2 de Senikata, igriacio guvernmentar the making? 463 o 2 2 % $
A new age of social rovaments: nmngem«-onuimn- o )
113  4A2  de Serilosa, ignacio gaverrmental development organizalions in the making? 41.53 a7 i % 3 6
A rew age of cocial movements: 3 1Mt generation of non-
14, JA2 de Senikose, inacio orga muking? 4183 50 2 2 3 6
A new age af socisl movamerts: a fifth generation of non-
151 A2 de Senilosa, lgnaco govertments: davelipmert organizelions in the making? 41-53 4 2 2 3 7
Ammormnﬂmvmkannhmmmm o
186 A2 e Secsa, ignacio 1 the making™ 41-53 A8 2 2 3 7
Arewage o memammwdmofm o o )
A7 A2 4153 a2 2 2 7 6 1
A new age of s0cisl movamerds: am\hmmmr\m-
|18 2 in the making? 41:53 3 2 2 7 7 1
Anewwc ci swalmvmmw 8 fifth generation of ron-
w2 makiog? 4153 43 2 2 ? 8 1
a23 DONG GOODT The Poitcs and Arlipotis of NGO Practices 435464 445 2 2 7 3 1
%] DONG GOOLY? The Paitics and Antipeitics of NGO Practices 430464 445 2 2 3 3 1
a3 DONG GOOD? The Polticy snd Antiooitics of NGO Practices 435464 452 2 2 i 3 1
4823 DONG GOOD? The Foltics and Anfipoltios of NGO Practices 435.464 456 2 2 ? [ 2
JA23 DONG GOOD? The Poitics and Antipcitics Praciice 438454 456 2 2 7 [ 2
JA23 DONG GOGD? The Poitics and Artinoltics Proctic 435.454 456 2 2 7 [ 3
4423 DONG GOON? Tha Poitics and Antipoltics of NG Practices 435464 487 2 2 ? [ 3
A2 DONG GOOL? The Poitics and Arlipctics of NGO Practices 438464 457 2 2 7 [ "%
JA23 DONG GOGD? The Poitics and Antinoitics ot NGO Practices 436464 457 2 2 7 6 3
The Evangehical Church and the Developnent of Neoitsaral Socwety:
A studty of the Role of the Evanpehonl Church snd R NGOz in
Eoo 8 Gustomele ond Horduras 82 ki3 L E— Z s
Perticiontory deveopment and smocwerment: the dangers of
30] A3 Mohan, Ghes ead Stokke, Kristion locaksm 247-268 249 2 2 7 5 4
icipatory aod he dangers of
311 IR0 Mo, Clles md Stoke, Kristion locaksm 247268 259 2 2 7 6 1
- he dangors of
JAJD  Mohan, Géss end Stokke, Kriatian locaksm | 2s2.288 259 2 2 7 (3 %
Padicipatary ond ihe dangers of
SAM,......[Mohen, Oles and Stokks, Kristian Jocans i 367:268 to) 2. 2 2 8 4}
Particpisdory deveiopment nnif empowermernt. the dangers of
JAIG  Mohan, Gilss and Stokke, Kristian ocoksm 247268 260 2 2 H 6 1
Participatory deveicpment and empawerment: the damars of
JA3D  Mohan, Gles end Stokke, Kristian locaksm 247.266 260 2 2 7 [ 1
Paticipofory deveiopment atel smpoeerment: the dangers ot
3| A0 Mohmn, Cles and Stokke, Kristion focekzm 247.283 260 1
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'@JahzaVmestaammmm

o [ ME MK e e - ‘wilmzy EEEE P %,

cig -]

Al [

Cld New  Combined
Codes Codes with

Question

NGO Mission and Cbjectives

What 15 the stated mission of the NGO?

‘What are the development objactives of the NGO?

Ave their objactives onented 16 tangible, measurable improvements in the quality of Ife of the client community?

Ave their objactives onented teward intangibla, hard-t . intrinsic “goals” that produce few meaningful resufts?
Doos the NGO Iive up to ifs mission and ab;emms?

Doas the NGO know how and/or possess the resources to adequately determinie if i 1s iving up ta its mission and objectives?
Ave extemal allies, funders, and/or government agencies imposing their objectves and sgendas on the NGO?

Who sets the objectves?

Who determines if they are successiully met?

Who defines succass?

How does the NGO emtrace / manage growth?

Can the NGO be described as a “generalist” or specialist™?

Does the NGO view tseif as having an advocacy role?

Ave the objectives, mission, and values shared equally across the NGO?

I the NGO operates in an advocacy rale, how does it ensure that t represents appropriately, thase for whom it advocates?

::Does the NGO identify and aurture its core values?

Origins and History of Operstions

‘What were the citcumstances of the founding of the NGO?

‘Who were the originators and how was the NGO organized and opersted?
‘Who were the prnciple funders?

i client community(s)?

ics changed over time?

How best should the NGO bs identified in lems of Korten's Generations?
iy uf s pnnmpla founder?

t qmwlh / mergers?
prmc‘ples and

Is the NGO associated \Mlh 0r was am:a associated with 3 gcvemmunl or ather organization that had a less than desirable reputation? )

Does the NFO pmgram inchude pnllhtal lohbymg7

"Joayspealds [99X3 Ue oju| palajus 1si| Buipod Juswnoop pJoAA [euIbLIO oYL

h co-operation andfor s.xppaﬂ 10 s program obigclives. S—

Does the NGO impese specific project time cycles as part of thy framing procees?
Is the process of project evaluabion bound 1 the onginal framing of the groject?
biectves framed) mma}x Ahe tagusaments. ol the. ?munsl mndav

: many inlerested parties 45 possible, not
! ava the potemal project to deviate from the or
Do the grojact goals ang ohjsctms vmpo:a tosiristions on 1hs actions or activities of the clisnt community 50 that the prig:n. fvammg condiliong ara mainta
Doas the NGO frams and impose the intervantions using Western styls sancepts and models that may not bw appropriaty for the cuiture of ffip chent commurity?

the pomr’u! and/or adiculale?

3 Xipuaddy
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Quantity Question

NGO Mission and Objectives
What 1s the stated mission of the NGO?
What are the development objectives of the NGO?

XixeRE R wixx

Emrtnitaied—1

Ave their objectives oriented 1o tangible, msasurable improvements in the quamy of lifi of the client commumty?' )

Avre their objectives oriented toward o ,ntrinsic davelop “goals” that produce few meaningful results?
Ooes the NGO lve up ta its mission and ob)schves?

Does the NGO know how and/or pussess the rescurces to adequa:aly determing if 1 1s living up to its mission and objectves?

Who sals the ob;ecmes?

‘Who determines  they are successfully met?

Who defines success?

How does the NGO embrace / manage growth?

Can the NGO be desciibed as & “generalist” or specialist'?

Does the NGO view it s having an adyocacy role?

Are the objectives, mission, and values sharad equally across the NGO?

If the NGO operates in an adyocacy raie, how does it ensure that it represent
Does the NGO identify and nurture core valupg?

ppropriately, those for wham it advacates?

HRINK XXM

‘uolje|sp wouy X, Ue ylim paylew alam sasuodsal Aue Bupjoe)

Qngins and History of Operations

‘What ware the circumstances of the founding of the NGO?

Whio were the nngmaxurs and how was the NGO orgamzed and opermad?

Who were the pnnciple funders?

Who composed the priginal clinnt community(s)?

How have these characteristics changed over time?

How hest should the NGO d in terms of Korten's Generations?

is (was) the NGO :Iosely linki parsonalty of its pnnciple founder?

Is the NGO associated with, or was ance dwith a g or other that had a less than desirable reputation?
Has the NGO gona through 3 period of significant growth / mergers?
Has the NGO undergone & cathartic reform of its fund.

Has the NGO undergons a period of significant decline ar. stagmtmn?

and

Pmgram Objaclives

‘What are the primary program objectives?

Ave these objectives categorized ag providing tangible berelits to the cliert community, or intangible ones?
In what way do me objectives ccm'muta 10 the malenal wa![ bemg of the client cummumty?

Does the NGO program include palitical |0bh)nng?

Dos the NGO include Nnnh‘Sumh co-operation and/or support in its program ohjectives

ribuling to a new global social model?

and work towards m'anguble program objeclives thal are difficult if not impsssible to measure

Does the NGO produce and work toward specific, tangible program objectives that can be measured?
Doss the client communtty play a significant role in the framing of the program ideals and spacific objecties? )
If the NGO works with the client community to frame the goals, does it consciously work to include as many interested parties as possible, not just the powerful and/er anticulat
. How does the NGO resist, cope or adapi to pamc;pamn by ndividuals i the client community that have 1hs potential project to deviate from the onginal objectives? ,
‘Do the pm;acl gaals and ohjecmes impose lesmchons on the aclions or activities of the client communily so that the original frsmmg candilions are maintained?
Nasa the NIXO frame and amnnse, Minz atule, cancents and randale thal iate e Iha cultira of the eliant rAmevnity?
e qaantity { R gy i f
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Ed Microsolt Excel - NGO database coding list.xls
[68) B £t Vow Iwert Formst Jook Data tindow teb Acrchat

B U EBIMES %, &2

DB SRAY SRBC - QT L£alL o -0 bk
Al =] = Old Codes :
A B c 1 o
1 Delete  Quantity Question
2 NGO Mission and Objectives . =
34, 1 Are thexr objactives orienled toward intangible, hars- ire, intringic 8¢ "goals” that produce few meaningfisl resulis?
4 1 Aze extemal albes, funders, andfor gavornmant agencies imansing their chiectives ant agondas on tho NGO?
15 1 Can the NGO te gescndod a6 & “goneralist” of special
13 1 Doas the NGO viow iteaif ag having an advacacy role?
a 1 Are the objactives, mission, and values chared equally acroes the NGO?
8 1 If the NGO eperates in an advocucy olo, how does t ensure that it tpresents appraprastoly, these far wham it advocates?
:) 1 Doas the NGO identify and nurlure 3 com values?
0
1
212 Qriging and Histary of Operativns
13126 ! How best sheuld the NGO ba identified in 1orms of Karten's Generatians?
427 1 Is {was) the NGO closaly lnked 1o the personality of ts principle founder?
| Is the NGC sssaciated with, or was anco d with 3 g or othet i that had a less than desirable saputation?
1 Has the NGO gene through & pariod of significant growth / mergars?
4 Has the NGO undergone a cathartic reform of its fundamental principles and methods?
Program Objectives

What e the primary program objecives?

Are thesa objeclivee categorized 45 provising Langible benefits ts the chent cammonity, ot intangible ones?

In what way ¢o the objectves contribute to the materal well being of the client community?

To what degree is the NGO ivolved in *awareness bulding” and/or “development education”?

Dues the NGO program include political lobbying?

Dos the NGO include North-South co-operation and/or suppont in 5 program objectives.

Does the N3O have a tole 1n contributing to @ new global social model?

Does the NGO lend to prosuce and work towaris intangible program objectives thal ate dificult if nol impossitile Lo medsure achievament?

Does the NGO produce and work toward specific, tangible pragram objectves that can be measured”

Does the clisnt communiy play a significant role in the framing of the program ideals and specific objectives?

1f the NGO works with the cliant community to framo the goals, does it consciously wark 10 nzlude as many interested partios as pogsitle, not just the powarful andior aicolate?
How doos the NGO racist, cope or adapt to participation by in the chent that have the potential project 1o deviate frarm the onginal objectives?
Do the project gosls arid objectives impose restrictions on tha actions or actimties of the client community so that the original framing conditions ate maintained?
Does the NGO frama and impose the inferventions using Western style concepls and models 113t may riot be appropriste for the culture of the client community?
Does the NGO impose specific project time cycles as part of tha framing process?

Is the process of project evaluation bound to the anging! framing of the project?

Are the project objectves framed to meet the roquirements of the principal funder?

Are project objectives approvals based on the results of sophisticated technical analysis?

Are the project cbjectives approvals subject to @ long climb through the buresucracy whete each level is able to fiftet or araend he project?

Does the NGO negotiate local accoptance of (he project objectives that ware originally derived from the principal funder's rescirements?

Are project obj fuated when they are { with real limitations in the abilities of locel dovelopment workers and the cliant coramunity 2 implement the project?
Are attempts 1o evaluate program { based on broad soci i that may be difficult to measure?

If the NGO pragram includes advocacy, was this function developed from practical expenence or acadoraic thinking?

Are program objectives determined within a wider confext than the client community?

How does the NGO sitampt 1o balance its acvocacy pestion with the practical realities of *getting the job done*?

How does the NGO rasoive (ha tension belween projact simplicity and iozal tensions?

Is the NGO abie to ransiate project idess into action?

Does the NSO manage by project or taka a wider view?

Does the NGO use LFA, RBM, or some form of MBO style project des:gn and management?

Is the LFA performed by a consultant?

Does the LFA process incorpatate participation and if <o, to what degree?

Na W= o RNWa R = W = et s = DWW R DN - =

‘How.is the LEA used?
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=i Das the NGO include North-South co-operation and/or suppont in its program objectives.

1

Quantity = Combine Question

‘Bunybiybiy mojjeh

NGO Mission and Objectves

Ongins and Histoty of Operations
Is fwas) the NGO closeiy linked to the parsenality of #s principle founder?

jbn 7 UEsEE S$S%, 33 ®| _-b-A-

Is the NGO associated with, or was once with a g ar ather
Hag the NGO gone through & period of significant growth / mergers?

Program Objectves
Whiat are the pnmary program object

that had @ iess than desiable eputation?

Are their cbjectives onentad toward intangible, hard-t L NRSIC develcs
Car the NGO be describad as & qm\emlis‘ of speciaiist®?

it “goais® that produce few masningiul results?
] i

fithe NGO nperates in an advocacy role, Bow daee 1 encute thal it represeats appropsately, those for whom it advocates?
I the NG/ program includes asvacacy, was this function develepes from practical expenience o2 acasemic thinkin
Gnes the NGO wark 1 achiovs long tarm civl socisty soals thrugh the uoe of short term, pragmabic praject ge:o!s?
Does the NGO adhers to a philosophy thal is primarily anti New World Order? A New Social Movement (NSM)

In what way does the NGO contribute to the growth of a civil society?

Doas the NG contribute to the building of a el sociaty with the end gaal of transforming the stale andfor enhancing social sapital?
v deas the NGO econcils s civil society building geals and efferts with the [ack of progress in e‘!eclmg gichal stiuctures that peryetiuate poverty and injustice?

Does thie NGO have s significant proselytizing ageasa”

Az 5 faith bated NGO, deed the NGO prohibt preselytizing s buing intnical to the develapraent pr ..-1.0‘3'{'

Dossa the NGO view 15 2fforts in the context of building a cwil society, anti

Ara thage objectives catagnrized a6 providing tangible bonofits 1o the client commurity, or inlangible onss?

In what way do the objectives contribute 1o the material well being of the client community?

To what degree is the NGO involved in “awareness building” and/ar “development aducation™?

How does the NGO atlempt ta balance ils acvacacy position with 1he practical reslities of *getting ihe job done™?

Do atakeholtiars force an anif
fs the NGO ciafl made up of o
Is the NZO escantially & profit making opeuvon’r’

| simplificatian of projecta?

6r gavamment workets, resulling in an operating el ent 1hat amounts to the contracting cut of services by the savarmment, o the NG

Are project ot methods and c d sufficient 10 ensure compatently conducted projects?

Does the NGO program include political Inbbymgf?
Dasa the NGO view #2sf as having an advocacy o

Does the NGO have @ tole in contnbuting to a new global secial model?
Does the NGO tend to produce and work towards intangible program objeclives that are dificult if not i
Does the NGO produce and work toward specific, langible program cbjectives that can be measured?
Does the client community play a significant role in the framing of the program ideals and specific objectives?

Are prograrm objectives determined within & wider context than the clisnl cormmunity?

If the NGO works with the chent community 1o frame the gaals, dees it consciously work 10 include &3 many interested parties as possible, nel just the powerful and/or art
How does the NGO resist, cope or adapt ta paticipalion by individuals in the slient community that hava the pﬂt?n’!al project ta daviate froms the original abjectives?

How dogs ine NGO resclve e tencion butween proy
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M.A. Thesis — P. S. Charles, McMaster University - Anthropology

Appendix F

The 57 questions/statements/issues in the interrogation protocol, that

emerged from the analysis, have been included in this appendix.

1 Mission, Vision, Objectives, Program

1.1

1.2

1.3

Every development NGO, has as essential elements, a
mission, vision, objectives, and program, however the
influence of these four elements can vary widely amongst
NGOs in their contribution to effectiveness. We must gain
an understanding of why and how these elements are

critical to NGO effectiveness. (A-4, Q-5)

The epistemology, ideology and development theories of
the NGO have to be identified and the influence of these
elements upon the vision, mission, and objectives of the
NGO explored. We must understand how these elements
work to influence, positively and negatively, the

effectiveness of NGOs. (A-8, Q-48)

The objectives and program of an NGO may produce both
tangible and intangible benefits for a given community.

Often there is a tension between seeking long term, less
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1.4

1.5

1.6

M.A. Thesis — P. S. Charles, McMaster University - Anthropology

tangible benefits as opposed to more practical, tangible
and immediate ones. There are legitimate questions
regarding the role development NGOs should be filling;
questions that are often expressed in this intangible —

tangible benefits argument. (A-6, Q-18)

Project objectives can be developed in a top-down fashion
so that an NGO begins its work with a community with all
objectives predefined. @A more participatory approach
would involve the community in the development of these

objectives. (A-4, Q-17)

The exigencies of the community may be at odds with the
objectives of the project once the NGO begins the
implementation phase. How should this issue be resolved?

(A-1, Q-2)

All NGO development projects will be subject to external
influences, pressures and restraints from major donors,
international agencies, and governments that will impact
their project objectives. How does the NGO cope with

these influences? (A-2, Q-3)
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1.7 Some development NGOs use sophisticated planning

methodologies and tools to aid in the development of
program objectives. Do these tools produce superior
objectives or are they likely to impose objectives on the

community? (A-3, Q-18)

2 Program Evaluation

2.1

22

2.3

At the heart of this project lies the question, “Has the NGO
made a material difference in the lives of those it purports
to assist?” It is difficult to know with any reasonable
degree of certainty the answer to this question without
some form of post-project evaluation. Does the NGO
conduct any form of rigorous evaluation of the results of a

program and how does it go about it? (A-6, Q-13)

If the first question is, “does the NGO perform
evaluations?” then the second must logically be, “what use

do they make of the results of the evaluations?” (A-2, Q-6)

Should an NGO conduct evaluations? Does it extend
participatory method to include an evaluation? What were

the considerations for making this choice? (A-3, Q-11)
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2.4

2.5

2.6

2.7
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The type of evaluation methodology can have a significant
impact on the results of the evaluation. What are the

issues concerning these methodologies? (A-3, Q-13)

Institutional memory is essential for institutional learning.
Does the NGO learn from past successes or mistakes, or
does it seem to repeat old patterns? Does it share this

learning? (A-6, Q-26)

The act of choosing an evaluation methodology has within
it, an element of ideology, power and politics. How do
NGOs ensure that evaluative methodologies remain

consistent with their core values? (A-4, Q-11)

Any evaluation intends to answer (at least partly) the
question of the efficacy of the program. However, the
framing of the evaluation influences what is being
measured and to the extent it is measured. As in the
choice of method, this too is potentially an ideologically

charged component. (A-3, Q-5)
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3 Funding and the Role of Donors

3.1 An NGO can obtain the bulk of its funding from a single
official, private, or corporate donor, or it may have a very
broad funding base made up primarily of individuals. The
former implies a dependency relationship that does not
exist for the latter. This dependency relationship can and

likely will influence the actions of the NGO. (A-8, Q-19)

3.2 The balance struck between reliance on a dominant donor
and on individual donations can determine the degree of
financial independence of the NGO. Ideally, an NGO would
wish to be financially independent, however, the realities of
development funding will normally result in at least some
dependency on a dominant donor. Is there an ideal

balance? (A-4, Q-6)

3.3 Is the managerial, doctrinaire approach of Ilarge,
bureaucratic donors and government agencies being
replicated, on a smaller scale within the management of an
NGO, as a result of their donor requirements? What

impacts does this have on NGO effectiveness? (A-9, Q-27)
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3.4 As governments retrench and reduce funding for their

3.5

3.6

social services, NGOs have been filling the gap. This
restructuring has progressed to the point that some NGOs
can be viewed as contracting agents for the provision of
social services. An NGO engaged in a contracting-out
relationship with a government can expect to have to meet
contract objectives, procedures, and results. What
consequences can we expect from such a relationship?

(A-5, Q-11)

Dominant donors are ever more insistent on transparency
and accountability, especially regarding finances.
However, an NGO is also accountable to others,

particularly the community it serves. (A-5, Q-8)

To what extent is the nature of the project being dictated by
the source of the funding? How does the NGO cope with
tensions produced by attempting to reconcile these
demands with what it perceives as needing to be done?

Which route will it take? (A-2, Q-4)
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3.7 Does the NGO have sufficient control over the use of its

3.8

3.9

funds to reallocate resources within the project or to other

allies or partners? (A-3, Q-19)

Does the NGO represent the local community to the

dominant donor? (A-3, Q-3)

Does the NGO maintain a patron-client relationship, in
terms of the use of funds, with its GRO allies or partners?

(A-3, Q-8)

4 Participation and the Local

4.1

4.2

NGOs practice participation to varying degrees, ranging
from virtually none to a state where the local community
has virtually complete control and power over the project.
These differences in the degree of participation have
implications for the NGO, the community, and the

effectiveness of the project. (A-8, Q-18)

The act of participating in a development project can
become a site of conflict and an act of power. The nature

of the conflict and these power relationships need to be
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understood so that the NGO and the participating

community can work effectively. (A-14, Q-30)

Within the act of participation, interests (often competing
ones) are included, excluded, formed, shaped, and

exploited. (A-2, Q-7)

Does the NGO encourage criticism and participation by the
local community and other stakeholders in the project

evaluation? (A-3, Q-4)

Is participation being used as a tactic to achieve a

predetermined result? (A-3, Q-7)

Has the NGO recognized and attempted to reconcile
participation with the practical realities of the project? (A-

3, Q-19)

What attitudes and approaches does the client community
take toward the participatory efforts of the NGO? (A-5, Q-

13)

Does the NGO use participatory methods to facilitate

capacity building? (A-3, Q-4)
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How does the NGO approach capacity building both, within
itself and with those organisations and communities with

which it works? (A-6, Q-21)

Power Relationships

5.1

5.2

5.3

External agencies have the ability to exercise their power
over the NGO through their funding, regulation, and the
control over the provision of other resources. The exercise
of this power has significant influence over the actions of

the NGO. (A-2, Q-7)

The NGO is a centre of power vis-a-vis the local
community. How does it work to ameliorate the effects of
this exercise of power? lIs it aware of the effects? (A-3, Q-

3)

The local community expresses centres of power. And yet,
an NGO can construct new centres of power and reduce or
eliminate existing ones. Is the NGO aware of this potential,

and if so, does it work to ameliorate its effects? (A-4, Q-10)
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6 Development Discourse and Theory

6.1 The development discourse can be used to conceal as well
as inform and enlighten. Are the problems of development
being resolved or obscured through the discourse? (A-4,

Q-10)

6.2 What underlying meanings does the NGO reveal in its

participation in the development discourse? (A-2, Q-3)

6.3 Has the NGO taken a position opposite to the intent of the
discourse it utilizes? (i.e. Does It follow a neo-liberal
approach, yet speaks in terms of social movements and

civil society) (A-2, Q-3)

6.4 Does the discourse reveal an adherence tfo a new
development orthodoxy revealed in the usage of
“Sustainable Development” and “Participation”? (A-6, Q-

10)

6.5 Does the NGO speak of decentralization? Is this speak

consistent with its actions? (A-1, Q-11)

6.6 Does the NGO speak of the local? Is this consistent with

its actions? (A-1, Q-3)
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6.7 Does the NGO fundamentally adhere to a market driven

development approach? (A-2, Q-5)

6.8 Is the NGO attempting to develop new models of

development? (A-4, Q-7)

7 Political Ideology

7.1 Many NGOs attempt to navigate an ideologically neutral
path. How successful are they in doing this? Does this
neutrality conceal or reveal a basis in a particular

ideology? (A-5, Q-9)

7.2 How does an NGO navigate its way through the ideological

spectrum? How do these forces influence it? (A-8, Q-23)

7.3 Does the NGO espouse a particular ideology, and if so,
what influences does it have on the totality of its
operations and its relationships with the local community

and others? (A-7, Q-11)

8 Alliances, Partnerships, Allies, and Networks

8.1 Development NGO operations are virtually impossible

without having built and sustained alliances, partnerships,
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8.3

M.A. Thesis — P. S. Charles, McMaster University - Anthropology

and relationships with donors, governments, other NGOs,
GROs, other agencies and with local groups. How well

does the NGO achieve alliance building? (A-9, Q-13)

Are alliances and partnerships utilized to facilitate a top-
down driven agenda or is there a sharing of power,

influence, and knowledge? (A-8, Q-12)

Local partners are frequently essential for achieving the
goals of the project. How effectively does the NGO build,

utilize, and sustain local partners? (A-8, Q-63)

9 Management Methods and Approaches

9.1

9.2

9.3

Growth can present unique challenges for an NGO. Has
the NGO positioned itself for growth or does it seek fo

remain at a certain size and capacity? (A-4, Q-10)

Many NGOs utilize a cadre of professional development
officers? How is their influence felt throughout the NGO?

(A-4, Q-10)

How does the NGO ensure that its management methods

remain consistent with its core values? (A-5, Q-25)
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9.4 Does the NGO tend to replicate its management structures
within the GROs and other local organisations with which it

works? (A-3, Q-3)

9.5 NGOs rely heavily on the dedication of their staffs. This
places a heavy burden on staff, contributing to burnout,
turnover, and other difficulties. What methods and
approaches does the NGO use to ensure that its staff does

not suffer these difficulties? (A-4, Q-20)

10 Globalization and Civil Society

10.1 All development NGOs must work within economic and
political structures and forces created by Globalization.
Has the NGO been co-opted by these forces? How have

they had an impact on its operations? (A-5, Q-20)

10.2 Does the NGO actively work against the forces of
Globalization? Does it seek to defend the local community

it serves, against its effects? (A-8, Q-24)
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