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Introduction 

Background 
CCF has embarked on a ten-year process of strategic development, with the overall aim of 
becoming a �Leader for Children.�  Four Global Strategic Directions have been agreed, and an 
organizational capacity assessment carried out, leading to ten Goals, involving expanding 
program scope and quality, achieving financial growth, and maximizing internal supporting 
structures and systems.  Goal 2 states: 

CCF program practice will be guided by a more refined development approach 
that mitigates both the cause and effect of child and community ill-being through 
holistic and sustainable intervention strategies, supporting CCF�s Global 
Strategic Direction 1. 

This report summarizes Phase 1 of a three-phase effort aimed at accomplishing Goal 2 by 
refining and documenting CCF program practice.  The objective of Phase 1 was to document 
requirements for a CCF Program Practices Guide, and to suggest basic program processes and 
issues to be included in the Guide.   

A steering committee was formed to support the process, comprised of the CCF Director of 
Program Development and two Regional Representatives (from West Africa and Southern 
Africa.) 

CCF staff, partners, and community members in six locations1 participated in workshops 
designed to encourage reflection about program trends, to craft a shared vision of a future 
program approach, and to discuss how best to make that vision a reality.  In addition, seven 
benchmarking visits were made to colleague organizations2 in Bangladesh, Viet Nam, and the 
UK, to gain an understanding of their recent evolution, program foundations, and challenges. 

Summary findings 
Six interrelated organizational development themes emerged from Phase 1: 

Theme 1: 

                                           

CCF programs will be based on an understanding of poverty, of how 
children experience poverty, and of the causes of child poverty at micro, meso, 
and macro levels.  This understanding will be gained from working in closer contact 
with children, communities, partners, and other institutions, from immersion in poor 
communities and reflection with the poor, and poor children, as well as from engagement 
with development processes at national and international levels.  CCF�s understanding 
of poverty, and how children experience poverty, will be the central element of a revised 
strategic planning methodology and an updated program approach.  

 
1   These were the Philippines, Richmond, Brazil, Mexico, India, and Angola.  Two participants from CCF 
Zambia attended the Angola workshop. 
2   Visits were made to ActionAid, Brac, Oxfam GB, Plan, Save/UK, UNDP, and World Vision. 
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Theme 2: 

Theme 3: 

Theme 4: 

Theme 5: 

Theme 6: 

CCF will provide closer support to development processes.  Field 
structures will be decentralized.  CCF working processes will be designed to be founded 
upon extensive immersion in the realities of poverty, and reflection with the poor, 
partners, children, and other institutions on how poverty is manifested in their lives.  CCF 
will link its efforts with those of other actors at community, region, and national levels.  
Only by providing these kinds of closer support will CCF gain an understanding of the 
particular ways in which children experience poverty in the diverse contexts in which the 
organization works, enabling it to craft more effective, appropriate, and sustainable 
programs.  The magnitude of the change in attitude, behavior, and competencies 
required for this shift will require significant support to CCF staff, communities, and 
partner institutions.  

The agency of parents, youths, and children will be central to CCF�s 
program approach, and structures and working processes will be designed to build and 
ensure this agency.  The central role of parents in CCF-supported programs is a key 
institutional strength, and will be reinforced by linking their efforts with civil society at 
micro and meso levels.  This strength will be complemented and broadened by 
embracing and supporting the agency of children and youths, incorporating them into 
enhanced working processes alongside parents� associations.   

CCF will strengthen programmatic linkages, both horizontal and 
vertical, by ensuring that planning processes include local stakeholders, and by 
integrating responses to child poverty into development processes and plans at all 
levels.  This will involve integrating CCF�s programs with national programs of sectoral 
Ministries such as Health and Education, participating in Poverty Reduction Strategy 
Paper (PRSP) preparation and implementation together with national government and 
multilateral agencies, helping craft, and implement, national plans of action for children, 
etc.  CCF interventions at grassroots level will be viewed as concrete examples of 
programs designed from a national poverty and development perspective.  Tools from 
rights-based program approaches will be useful, as CCF will be able to link efforts with 
(and strengthen) local, regional, and national service providers (�duty bearers�), both 
governmental and non-governmental. 

Changes will be made to corporate systems such as AIMES, program 
funding, strategic planning and budgeting, human resource management and 
development, and sponsorship communications.  These systems support, direct, and 
influence behavior across CCF, and a few fundamental changes to them will greatly 
facilitate the refinement of program practices.  

Substantial support to frontline staff, partner institutions, and 
communities will be required to make the change.  Significantly different skills, 
attitudes, and behaviors will be required to implement revised work processes and to 
successfully engage with broader development processes.  Helping staff, partners, and 
communities to deepen their understanding of development, to transform their work, to 
give them the tools and competencies they will need, and to shift their view of CCF, will 
be a challenge that will require substantial HR support.  Only if these stakeholders are 
prepared and supported will the changes outlined here be achieved.  

CCF should now roll out these six areas of organizational development in a small number of 
selected countries before scaling up the changes organization-wide; see below, �On To Phase 
2.�   
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Overview of report 
This report first presents the schedule and structure of activities carried out to date, and then 
outlines Phase 1 findings.  Some thoughts leading into Phase 2 are provided.  A Photo Gallery 
is included as an attachment, as are three visit reports and a preliminary outline of the CCF 
Program Practices Guide. 
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Phase One Activities 

 
Dates 

 
Location 

 

 
Activities 

28 � 29 
Oct/02 

Richmond Steering group meeting.  Agreed project structure and 
overall schedule. 

27 � 30 
Nov/02 

Dhaka, 
Ghazipur, 
Bangladesh 

Benchmarking visit with Plan and Brac.  A field visit to 
Plan�s Ghazipur Program Unit took place, along with 
discussions with Country Office staff.  A meeting was held 
with a Senior Economist from Brac. 

2 � 3 Dec/02 Manila, 
Philippines 

Philippines data collection workshop, including 
participation from several colleague INGOs, government 
representatives, and a UNDP project. 

5 � 6 Dec/02 Richmond Program Development Department data collection 
workshop. 

16 � 17 
Dec/02 

Belo Horizonte, 
Brazil 

Brazil data collection workshop, including representatives 
from government agencies and CCF local board members. 

19 � 20 
Dec/02 

Mexico City, 
Mexico 

Mexico data collection workshop, including the 
participation of a CCF local board member. 

6 � 7 Jan/03 Bangalore, 
India 

India data collection workshop, including the participation 
of a large number of villagers involved in programs 
supported by CCF. 

9 � 13 
Jan/03 

Hanoi, Viet 
Nam 

Benchmarking visits to Action Aid, World Vision, Save/UK, 
Oxfam/GB, and UNDP. 

27 � 28 
Jan/03 

Lubango, 
Angola 

Field visit. 

29 � 30 
Jan/03 

Luanda, Angola Angola data collection workshop, including participants 
from CCF Zambia, local INGO colleagues and a 
representative from UNICEF. 

1 � 2 Feb/03 Johannesburg, 
South Africa 

Poverty Study review meeting. 

3 � 4 Feb/03 Johannesburg, 
South Africa 

Senior Management Team meeting to review the Poverty 
Study and to present Program Practices Guide Phase 1 
results.  Short field visit. 

3 � 4 Mar/03 Oxford, UK Poverty Study Taskforce meeting. 
5 Mar/03 London, UK Benchmarking visit to ActionAid UK. 

 

Selected Phase 1 activities are depicted in the Photo Gallery � see Attachment 1.  

Data Collection Workshops 
Six workshops were organized to allow staff, partners, colleagues, and community members to 
reflect together on a future CCF program approach and structure, and to give recommendations 
for the Program Practices Guide.  The workshops were designed also to stimulate enthusiasm 
and momentum for change.   
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About half of the participants in each workshop came from the local CCF office.  Usually, two or 
three participants in the field workshops came from CCF Richmond.  On two occasions, staff 
from the CCF regional team attended, and CCF staff from Zambia were able to participate in the 
Angola workshop.  Additional participants varied by location, but included senior staff from 
colleague organizations (INGOs, NGOs, UN Agencies), members of local CCF boards, CCF 
project staff, and community members.  

The workshops were designed to be participatory, collaborative experiences, during which 
participants co-created a vision of CCF�s refined program approach.  All six workshops were 
structured in two sessions, lasted two days, and employed similar methodologies: 

The morning se
technique (know
and issues that
vast quantity of
20 key process

In the afternoon
a small number
CCF�s program
processes in gr
morning of day 
each workgroup

Session 2, durin
Program Practic
be, their require
Session 2 to foc

 

 
 
Morning 

 
Afternoon 

 
 

Quantitative and qualitativ
shared with participants.  

 
Report on Phase 1 of the Prepa
Mark McPeak 
Box 1: The Data Collection Workshops 

ssion of the first day employed a guided visioning 
n as the �affinity exercise�) to identify program processes 

 will be central to the future CCF program approach.  A 
 data was collected, and grouped, by affinity, into around 
es. 

 of day one a structured methodology was used to identify 
 of processes of particular importance for the evolution of 
.  Workgroups were formed to analyze each of these 
eat detail, meeting through the end of day one and the 
two.  Session 1 closed with plenary presentations from 
, and general discussion. 

g the afternoon of day two, was focused on the CCF 
es Guide itself, what it should look like, who its users will 
ments, etc.  In several cases, one or two groups used 
us in more detail on a program process from Session 1. 
Day 1 Day 2 
Session 1: 
A �visioning� exercise, to 
outline the key program 
processes in an ideal CCF 
future. 

Session 1 Continues: 
Continuation of 
identification and analysis of 
key program processes. 

Session 1 Continues: 
Identification and analysis 
of key program processes. 

Session 2: 
Define Handbook 
requirements. 

e evaluations of each day were carried out, and results tabulated and 
 Detailed documentation of each workshop is available. 
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Benchmarking Visits 
Visits were made to ActionAid, Oxfam GB, Save the Children UK, UNDP, and World Vision in 
Viet Nam; BRAC, and Plan International in Bangladesh; and ActionAid in the UK3.  Discussions 
centered around each organization�s program approach, often touching on structural and 
systems issues, and recent trends in organizational change and development. 

See Attachments 2, 3, and 4 for visit reports. 

                                            
3   Benchmarking visits will continue in Phase 2. 
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Six Themes 

The central commonalities and core findings of Phase 1 are grouped here into six Themes4, or 
domains of organizational evolution and development.   

Ideas were expressed in different ways in different settings; language, points of view, and 
recommendations varied.  Nevertheless, a strong congruence of thought and aspiration was 
evident across the six workshops5 and seven benchmarking visits. 

Reference to the following general background description of good development practice is 
made in the exposition of the six Themes: 

                                            

Box 2: Development Concepts 
 
Development can be viewed as the expansion of the �capabilities that a person has, that is, the 
substantive freedoms he or she enjoys to lead the kind of life he or she values.�i  Poverty would 
then be seen as the deprivation of these capabilities, manifesting itself in general in forms such 
as: �a lack of income and assets to attain basic necessities - food, shelter, clothing, and 
acceptable levels of health and education; a sense of voicelessness and powerlessness in the
state and society; and vulnerability to adverse shocks, linked with an inability to cope with

 
 them.� ii 

 
Poverty is also a highly contextualized phenomenon, with intermingled, inter-linked, and multi-
dimensional causes and effects.  The concrete manifestations of the domains of poverty are highly
specific and particular to local contextsiii.   
 
In this light, good development practice: 
 

• 

• 

• 

• 

• 
crovii. 

i. 
ii. 
iii. 
iv. 
v. 
vi. 
vii. 

To have lasting effect, is based on a clear understanding of the causes and dimensions of 
poverty at all relevant levels. 

To make a difference, promotes economic opportunities for poor people, facilitates 
empowerment of the poor, and enhances security by reducing vulnerabilityiv. 

To be sustainable, is based on catalyzing and building on the potential existing (though 
perhaps latent) in a local community or area, by supporting institutions delivering services to 
the poor, and by building institutions through which the poor can actv. 

To be appropriate and relevant, is based on an immersion in each local environment, and the 
active participation of the poorvi themselves.  

To have impact on the causes of poverty, is linked up and integrated at all levels: micro, 
meso, and ma

 
Amartya Sen, �Development As Freedom,� 1999. 
World Bank, �World Development Report 2000/2001 � Attacking Poverty.� 
Deb Johnson, �Insights on Poverty, � Development in Practice, May 2002. 
World Bank, �World Development Report 2000/2001 � Attacking Poverty.� 
Mike Edwards, �NGO Performance � What Breeds Success?,� World Development, February 1999. 
See Vierira da Cunha and Junho Pena, �The Limits and Merits of Participation,� undated. 
Mike Edwards, �NGO Performance � What Breeds Success?,� World Development, February 1999. 
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In addition, the following causal logic, helpful when considering development interventions, is 
referred to below6. 

Problem 
Or Other

Justification

Inputs

Activities

Outputs

Outcomes

Sustained
Impact R

 
E 

S 
U

 
L 

T 
S 

Reduction Or
Removal Of The

Problem

Figure 0 - Causal Logic for Development Interventions 

 

Each Theme is introduced by summarizing related findings from the workshops and 
benchmarking visits, and recommendations are provided.  

Theme 1: CCF programs will be based on an understanding of 
poverty, of how children experience poverty, and of the causes of 
child poverty at micro, meso, and macro levels 

Findings from Workshops and Benchmarking Visits 
Extensive reflections on the nature of poverty, of child poverty, and on the linkages between 
poverty and human rights took place during several of the workshops and most of the 
benchmarking visits7.  Planning processes, at community, region, and country levels, to be 
based on a deeper understanding of how children experience poverty, were the subject of 
analysis and design in several workshops, producing detailed recommendations that are 
captured in Theme 5, below.   

• The causes of child poverty at child, family, village, community, provincial, national, and 
international levels were explored extensively during the Philippines workshop, as were the 
linkages and inter-relationships between these levels.  Richmond participants noted that, in 
the future, CCF �will have defined poverty.  Everybody agrees with this definition.�  �We (will) 
target poverty.  Resources (will be) devoted to communities that have vulnerable children (at 

                                                                                                                                             
5   Input from the Angola Workshop is pending.  
6   Adapted from figure 7.2 of �Striking a Balance,� 1997, by Alan Fowler. 
7   Because extensive research on child poverty, including a literature review, is taking place parallel with 
this project, the focus of most Phase1 workshops was on work processes rather than on poverty.   
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risk).�  In Brazil, a holistic view of CCF�s interventions was explored, reaching child, family, 
and community.  This view would emerge from an initial �more comprehensive� baseline 
diagnosis, carried out using relevant indicators and secondary sources, and �involving the 
participation of partners and communities . . . prioritiz(ing) actions and defin(ing) strategies 
and goals.�  An extensive discussion of poverty cycles and CCF�s approach also took place 
in India, where it was felt that the linkage between action and understanding at the macro 
and meso levels was missing in CCF�s practice, that the organization was addressing 
symptoms rather than causes of poverty.   

• For Oxfam GB, �poverty is a denial of basic rights to which every human being is entitled . . . 
poverty is of different kinds, and needs to be understood in its entirety, rather than in part . . 
. poverty makes people more vulnerable to conflict and disasters . . . and poverty is 
avoidable . . . our purpose is to overcome its causes, not simply to alleviate its symptoms.�  
Programs must be the result of �clear choices about what we do . . . on the basis of a holistic 
analysis of poverty and suffering.�  Their view is that a rights-based approach offers a 
�universal starting point� rather than a standardized program approach.  As such, Oxfam GB 
has five �aims�: the right to a sustainable livelihood, to health and education, to life and 
security, to be heard, and to equity.  Therefore, programs are targeted at issues related to 
these rights, rather than at populations within targeted geographic areas.   The SCF/UK 
rights-based approach entails adherence to the following three key principles: universality � 
the belief that every person has equal rights, without discrimination, indivisibility � the belief 
that all rights are equal and that it is not possible to place them in a hierarchy of importance, 
and responsibility � the belief that various actors, particularly the State, are responsible for 
the fulfillment of these rights.  Project interventions then seek to identify the appropriate duty 
bearer and to then work to ensure that they fulfill their obligations.  Like Oxfam GB, 
SCF/UK�s programs focus on issues rather than on an area.  For both agencies, however, 
longer-term engagement with particular communities is still common.  This focus on issues 
is because, as a rights-based organization, influencing policy requires specialization, which 
comes from working on specific issues rather than in particular geographical areas.  For 
example, SCF UK in Vietnam focuses on HIV, MEDI and education for ethnic minority 
groups.  Still, SCF/UK�s work retains a project element, and in reality some elements of an 
area approach, due to lengthy interaction in particular places.  ActionAid�s organizational 
strategy 1999-2003 (�Fighting Poverty Together�) explores the causes of poverty from local 
to national to global, and the interplay between forces and trends at each level.  Importantly, 
it is stated that ��global� forces explain little about the perpetuation of poverty unless we 
understand how their impact is shaped by local and national actions and institutions.� 

Recommendations 
Effective programs that achieve long-lasting impact are based on a well-grounded causal 
analysis of poverty, incorporating actions to address causes at all relevant levels.  CCF should 
articulate such an analysis, with a particular focus on child poverty.  This analysis should 
incorporate the linkages between micro, meso, and macro causes, and effects, and should build 
on CCF�s unique experience with psycho-social and conflict-related domains of poverty.  

At a macro level, the process of analysis and articulation of a child poverty framework is well 
underway, through the Poverty Study and Literature Review.  This effort will result in a �more 
comprehensive understanding (of poverty), and its impact on children . . .�, and will help CCF to 
�integrate itself within the global movement against poverty . . .�8 (see Theme 4).  A focus on 

                                            
8   Both quotes in this paragraph are from the undated CCF ASAP document. 
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agency, and on looking at child poverty as experienced by children themselves, is emerging 
from this effort. 

In the field, a similar analysis will help CCF link itself with development processes taking place 
at national, sub-national, area, and community levels (Theme 4).  At the same time, the analysis 
will provide a solid foundation for program design, resource allocation, and dialog with partners, 
communities, local government, and other service providers and �duty bearers�.  

This understanding of poverty and how it affects children will ideally be an outcome of 
organizational work processes involving immersion and reflection with the poor (Theme 2), and 
will serve as the central element of CCF Strategic Plans at each organizational level (Theme 5).    

Theme 2: CCF will provide closer support to development processes 

Findings from Workshops and Benchmarking Visits 
Extensive reflection on this theme took place in every workshop and during most of the 
benchmarking visits.  The need for �closer support� was generally expressed in two ways.  
Firstly, through the decentralization of CCF�s program structure, staff will be able to accompany 
development processes more closely.  Secondly, work processes involving extensive immersion 
and reflection with the poor were repeatedly highlighted. 

Decentralization: 

• Participants in the Philippines workshop recommended a more supportive, decentralized 
field structure, proposing a detailed organizational design including �program offices� at 
cluster or area level, closer to communities.  Some staff currently reporting to the �project� 
structure would be moved to the area-level Program Office.  A �quality assurance team� 
would be based at National Office level, focused on technical support, resource mobilization, 
research, advocacy, capacity building, public relations, etc.  The Richmond workshop 
yielded similar recommendations: CCF staff would be based at �area level,� along with a 
�technical support team� at the National Office.  (But they felt that the structure did not have 
to be the same everywhere.)  Similarly, the Mexico workshop envisioned a CCF team that 
�is close to the community� and, in India, the current decentralization of operational 
structures was seen as something that should be retained as a mechanism for promoting 
empowerment.  Brazilian participants envisioned a future state in which �local CCF staff 
proximity to the families/partners� is normal.   

• Participants in the Mexico workshop felt that the field structure should be adapted to reflect 
community needs, the requirements of field activities, and the local situation, derived from a 
strategic plan produced for each community (Theme 5). 

• World Vision Area Development Programs place staff at district level to provide closer 
support to development processes9, and ActionAid Viet Nam is beginning to base support 
staff at district level to be closer to development processes, decentralizing their previous, 
centralized, model.  This decentralization in ActionAid is taking place across the world.  Plan 

                                            
9   World Vision Viet Nam is facing challenges retaining staff based at district level, and ActionAid Viet 
Nam is finding the process of decentralization of staff to be problematic, as this move changes their terms 
and conditions. 
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works through decentralized structures, known as �program units�, with support coming from 
Country Office departments; program units are structured to support communities, partners, 
and sponsored families according to a Country Strategic Plan.  Both Oxfam GB and 
Save/UK in Viet Nam work in a different way: staff generally are based centrally, and carry 
out monitoring missions to support partners and monitor activities. 

Program Processes: 

• The Philippines workshop identified a program cycle10 of �appreciative community 
mobilization�, comprising �6 D�s� (discerning11, discovery, dreaming, designing, delivery, and 
drumming & dancing.)  Staff would use this cycle to build local capacity as program 
activities, emerging from the cycle, are implemented.  At the center of this cycle would be 
�people participating and deciding for themselves.�  Richmond workshop participants 
envisioned building social capital, helping more informed community members to find 
resources, building their competence, identifying �key needs, capacities, resources�.  A 
similar program cycle was proposed in the Brazil workshop, described there as see, judge, 
act, evaluate, and celebrate.  In Mexico, participants advocated new programmatic 
processes that would include �immersion� and more connection with local government 
(Theme 4).  Staff should �listen to the community.�  And communities should consider non-
CCF resources from the very beginning.  India envisioned �facilitating community designed 
programs, building their capacity to implement, monitor and manage development activities.  
This will be done through a process of creating people�s institutions and network with other 
institutions� (also Theme 4). 

• In addition, the Philippines workshop articulated a longer-term phase-in / phase-out process, 
with the appreciative community mobilization cycle (see above) embedded within this longer 
cycle.  The community itself would be involved in targeting, needs assessment, etc.  In 
Richmond, programmatic cycles were envisioned through which communities negotiate 
directly with service providers, not necessarily through existing intermediaries, where 
communities �owned� the total programmatic process, from beginning to phase out.  Target 
areas would be moved over time, with set goals and indicators (impact and capacity) for a 
12 � 15 year process.  CCF would support activities that build social capital, help community 
members to be more informed and to find resources.  The �strategy is the development of 
civil society not providing social services.�  Similarly, Mexico participants presented a graded 
�staircase� approach to building capacity over ten years, with phase-out as the final step. 

• Plan Bangladesh has devised a programmatic cycle centered on immersion and reflection, 
moving from preparatory phases, through situation assessment, planning, resource 
mobilization, implementation & monitoring, and concluding with evaluation.  Indicators of a 
progression towards institutionalization have been devised to track progress towards 
sustainability, including building capacity of service providers.  World Vision�s �area 
development program�, standard across the organization, outlines a 12-15 year district-
based process of engagement, from a research stage through phase out.   Save/UK and 
Oxfam GB engage with communities on an issue basis, focused on enhancing particular 
rights of poor people in the area.  Work is normally carried out through partner institutions, 
and the strengthening of these institutions is a key objective. 

                                            
10  �The process of which constant reflection is institutionalized� 
11  �Discerning� is equivalent to immersion and reflection. 
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Recommendations 
Good development practice is based on immersion and reflection, and on strengthening the 
capacity of the poor and their institutions.  In this light, CCF can choose to organize its 
interventions to improve children�s futures in various ways12, which could include: 

1. In consortia with other international NGOs; 

2. Through local NGO partners; 

3. Through local governmental partners; 

4. With and through local civic associations of parents (and youths and children � Theme 
3), strengthening these �membership organizations� so that they can more effectively 
work with local service providers (including governmental �duty bearers�, local NGOs, 
etc.) as active members of civil society. 

All of these options imply a building-capacity role for CCF, varying in approach according to the 
particular context.  Partnership-based INGOs, approaching programs from a rights-based point 
of view (such as Oxfam or SCF/UK), might lean towards options 2 and 3.  Given CCF�s 
strengths and organizational identity, the fourth option is most likely to be the main conduit for 
the delivery of its program interventions for the foreseeable future.   

In order to strengthen local membership organizations and integrate them into civil society, �so 
that they can more effectively work with local service providers (including governmental �duty 
bearers�, local NGOs, etc.) as a member of a vibrant civil society�, CCF will: 

1. Establish decentralized �Area Teams�, at a Provincial13 level, dedicated to facilitating 
programmatic cycles founded upon immersion and reflection with the poor and local 
service providers, partners, etc.   
This shift will build on the shift to �clusters� of CCF �projects� which has begun in some 
countries.  However, rather than viewing these structures as efficient �clusters� of pre-
existing CCF �projects,� it is important to see their role as being fundamentally 
supportive of local civic organizations at micro and meso levels.  
Parallel to this Area structure, �apex� associations of parents, youth, and children will be 
formed, bringing together similar associations at community level14.  CCF funding of 
program activities will flow through these �apex� membership organizations (Theme 3).  
These structures will help ensure that the governance of CCF-supported programs 
remains in the hands of poor parents, youths, and children. 

2. Organize its program approach around three fundamental, and interlinked, cycles.   
a. Firstly, a programmatic cycle, of three years, through which communities 

(including parents� associations, organizations of children and youths, other 
community-based organizations, local government and NGOs, CCF, etc.) define 
a vision of change, and articulate the activities (projects) necessary to achieve 

                                            
12   These are not mutually exclusive. 
13    In some countries this would be referred to as �state� or �department� level.  The term is used here to 
refer to the administrative layer below the national level. 
14   These are the existing �project� associations, but they will now be viewed as members of civil society, 
in a broader sense, in their communities.  See Theme 3. 
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that change.  A three-year �community development plan� will result (Theme 5).  
A sequence of several (3 or 4) of these three-year cycles will comprise CCF�s 
engagement, from entry to exit, with a particular community.   
At Area level, a consolidation of these community development plans, together 
with the results of similar reflections at Area level with Apex membership 
associations, will form an Area Development Plan.  Similarly, at country level, 
consolidation of the Area Development Plans, together with the results of similar 
reflections at country level with ministries, other INGOs, bi-laterals, multi-laterals, 
etc., combined with research at international level, will yield a Country Strategy 
Paper.  See Theme 5.   

b. Secondly, a yearly project implementation cycle, through which communities 
implement the activities identified in the programmatic cycle.  The logic of Figure 
1 is the basis for this cycle: based on the Community Development Plan, which 
will articulate desired impacts and related outcomes, a series of and sequence of 
outputs will be agreed, and inputs (financial, human resource, technical, 
information, etc.) obtained.  Projects, which are related sequences of activities to 
produce a certain set of outputs, will then be undertaken. 

c. And, thirdly, a linking cycle, through which local activities are linked horizontally 
(to other efforts taking place in the community) and vertically (to district-level 
service provision, to national programs, etc.)  See Theme 4. 

This shift builds on the earlier development of a �life cycle� approach to CCF�s 
engagement with communities. 

These changes imply significant organizational change, and will require substantial support to 
staff, partners, and communities; see Theme 6.   

Theme 3: The agency of parents, youths, and children will be central 
to CCF�s program approach 

Findings from Workshops and Benchmarking Visits 
Workshop participants frequently noted that CCF�s current methodology of working with and 
through parents� associations is a key organizational strength, and should be reinforced.  In fact, 
working with parents is such a basic foundation of CCF that most workshop participants usually 
took this as a given condition.  Strong and frequent endorsements of working directly with 
children and youths came from several workshops and from one benchmarking visit; in one 
workshop a concrete and detailed mechanism for working with associations of children and 
youths, already existing within CCF, was presented. 

Working with parents 

• Participants in the Philippines Workshop highlighted CCF�s involvement of and work with 
parents as central to the organization�s approach.  Strengthening of the capacity of parents 
was seen as a key program focus. Numerous endorsements of continuing to work with 
parents� groups and parents� associations came from the Richmond workshop.  �Working 
with parents� groups remains.�  Brazil participants highlighted �participative parents 
management� as one of CCF�s successful working methodologies.  As mentioned above, 
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this aspect of CCF�s development approach was so central that it seemed to be assumed as 
a given. 

Working with children and youths 

• A strong endorsement of the active role of children in the planning, monitoring, and 
evaluation of projects, was made by Philippines participants; the Philippines National Office 
offered to lead the development of this theme for the organization.  In Richmond, actively 
working with children was also strongly endorsed.  Workshop participants envisioned a 
future in which �we (will) have a methodology to engage children (youth) in decision-making 
and program,� �building adult leaders of the future by working with children.�  Participants felt 
that excluding groups, including children, perpetuates poverty, and that working with 
children will enhance CCF�s understanding of poverty, deepening and broadening CCF�s 
approach, consistent with CCF�s foundation.  India participants commented, �we should 
believe that children are capable of PIME and have high potential to decide for themselves�.  
They felt that �one of the signatories to the annual plans and budget should be a 
representative of the children�s association�.  Extensive discussion took place about 
children�s associations that exist in one project, associations that already manage particular 
program activities.  This was shared as an example of what is possible.  The participation of 
children should be increased, according to Mexico participants. 

• The benchmarking visit to Plan was significant in showing that the active engagement of 
children in program activities can be an effective reality.  Particularly in Bangladesh, 
children�s organizations are emerging as the most common partner for Plan, handling 
significant aspects of a broad range of project activities.  SCF/UK, together with other 
members of the Save Alliance, has also begun to incorporate child agency as a central 
aspect of their program approach, producing significant research on this topic based on field 
practice. 

Recommendations 
Effective programs empower the poor, and strengthen their organizations.  CCF will continue, 
and reinforce, work with parents� associations; their agency is a key institutional niche.  

The role of these parents� associations will be grounded more concretely in local civil society: in 
many cases, parents� associations (and organizations of children and youths, see below) will 
implement project activities, particularly activities directly affecting children.  But where these 
associations are not the most suitable implementers (for example, for project activities 
implemented at community, district, or provincial levels), they will act as funders to relevant 
institutions.  In this manner, the empowerment of parents� membership associations (and 
organizations of children and youths) will be furthered through building their abilities to influence 
local service provision, working with duty bearers.  As funders, their role in civil society will be 
enhanced, as their isolation, and their dependency on CCF, is reduced.   

Including youths as active protagonists in the development processes affecting them is not only 
consistent with principles of child rights, but is also a pragmatic choice: children, as with any 
other group of human beings, understand their situations from a unique and uniquely valuable 
perspective.  Including the voices of children and youths, and establishing mechanisms for their 
agency suitable for their age (through, for example, active involvement in some project 
activities), are therefore two ways of improving program quality and building a vibrant and 
engaged future civil society.  
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Therefore, CCF should work with associations of children and youths in the same way as, and 
parallel with, its work with traditional parents� associations.  These associations should carry out 
program-management-related duties, as appropriate to their age and circumstance, such as 
participating in immersion and reflection, program planning, implementation, and evaluation, etc.  

CCF will be working at micro, meso, and macro levels (Themes 1, 2, and 4.)  To ensure that 
parents, youths, and children are the primary protagonists of CCF-supported activities at Area 
level, �apex� membership associations should be established, parallel to the CCF Area teams 
(Theme 2). 

Theme 4: CCF will strengthen programmatic linkages, both horizontal 
and vertical 

Findings from Workshops and Benchmarking Visits 
Partnering, networking, and influencing were themes that reverberated through all of the 
workshops and benchmarking visits.  Strong recommendations came from workshops that CCF 
should strive better to integrate with existing networks at national level, and with other agencies 
working in affiliated communities.  Even more forceful indications of the utility of these linkages 
came from the benchmarking visits.   

• Philippines participants strongly recommended working with government agencies, multi-
lateral and bi-lateral agencies to complement and extend CCF�s work, as part of an 
approach to �strategic partnerships and networking� with �government agencies, multilateral 
and bilateral organizations�.  One aspect of this networking would be to engage in 
�advocacy for policy influence�.  .  The Richmond workshop also produced a strong 
endorsement of this Theme, using �work at grassroots to demonstrate impact� at other 
levels.  The hope was that CCF will be �recognized at national level as the voice of child 
rights, doing more on advocacy� through national, regional, and international partnerships.  
At community level, CCF would identify who the key players are: government, NGOs, 
service providers, civil society etc., linking locally and nationally with other development 
actors.  �CCF (will have) deepened and broadened its programs.  (It will have) influence 
beyond the grassroots.�  Staff would �facilitate community guided partnerships rather than 
working through intermediaries, building a network around their community, linked to the 
economy, links to any system which is already working.  Resource mobilization.�  �CCF 
should escape from its island mentality.�  In Brazil, participants pointed out CCF�s lack of 
understanding of the country�s political context, and encouraged the agency to integrate its 
actions with others at local level.  The Mexico workshop analyzed this issue in great detail, 
recommending that CCF �link our action with that established by government�, form 
�networks with similar institutions�, and �form alliances with other international organizations 
that have new practices for CCF�.  CCF and partners should �keep coordination with local 
resources to strengthen their participation within the community.�  They recommended that 
new programmatic processes need to include �immersion� (Theme 2) and more connection 
with local government, and stronger �collective work at a regional or international level �.  
CCF should �get support from others as contributors at all levels strengthen us.�  In India, 
links between actions at macro and meso levels were seen as needing enhancement.  
Participants envisioned the agency �arriving at a situation where CCF�s collaborative efforts 
in micro & macro interventions result in lasting impact on child, family and community by 
empowering the communities to influence the local Province & state govt. & other agencies 
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to address their needs and problems within 5-10 years.  �Leveraging community contribution 
and local institutional resources (CCF/NGO/Other institutions).�  In one session, Indian 
community members indicated that a key partner has been the media, whose support 
greatly facilitated obtaining services from local government.  

• In Plan Bangladesh, program activities are considered to be pilot laboratory activities, 
looking always for opportunities to �scale up� models to national level.  In addition, Plan 
Bangladesh feels that �local alliances and networks of organization should be strengthened 
to work with communities and mainstream institutions in the interest of the poor.�15  The 
mobilization of resources from local stakeholders and �duty bearers�, before recurring to 
sponsorship funds, is a crucial step to ensure sustainability and to avoid dependency. 

• Oxfam GB�s rights-based approach views projects as means for holding �duty bearer� 
institutions accountable.  According to their 2001 strategy paper, �the battle to overcome 
poverty and suffering cannot be won by digging wells or donating seeds, nor by simply 
increasing the capacity of the poor.  It needs changes at many levels; those fighting the 
battle need access to many different actors and arenas.�  Oxfam also is �committed to 
building much stronger alliances with those who share our concerns.�16  Breaking �down the 
barriers to poverty eradication by influencing those powerful Northern and international 
actors and institutions that constrain or undermine poverty eradication efforts� is a central 
plank in ActionAid�s strategy.  �We will work in alliance to persuade and challenge powerful 
governments, international institutions and private corporations . . .�  AA also �will help 
generate and sustain positive linkages between people and organizations within civil society 
dedicated to poverty eradication.�17  Similarly, SCF/UK, and other members of the Save 
Alliance, actively seeks to influence governments and civil society on issues related to child 
rights. 

• Oxfam, ActionAid, and SCF/UK all consistently seek to influence policy at local, national and 
international levels, through participation in processes such as the PRSP, the Global 
Movement for Children, advocacy campaigns, etc.  They have high, and effective, profiles.  
Plan and World Vision have also participated in these processes18.   

• UNDP (and many bilateral agencies) see the Millennium Development Goals (MDG�s) as the 
focus for work to alleviate poverty, and the key framework for international cooperation.   

Recommendations 
To have impact on the causes of child poverty, effective programs are linked up and integrated 
at all levels: micro, meso, and macro.  This does not necessarily mean that CCF will operate at 
all levels.  Rather, building program design from its extensive immersion and reflection with the 
poor and poor children, CCF will link its programs and partners at various levels, seeing its 
grassroots interventions as illustrations of national programs.  By taking into account the 
priorities and programs of other agencies and line Ministries, and by forming alliances and 
building networks to fight child poverty, CCF will have impact beyond the grassroots.  CCF will 
also incorporate selected tools from child-rights programming into its work; in particular, 

                                            
15   From �Plan Bangladesh�s Approach for Child Centered Community Development.� 
16   From �Achieving Maximum Impact: Oxfam�s Strategy for Overcoming Poverty,� May 2001. 
17   From �Fighting Poverty Together, ActionAid�s Strategy 1999-2003.� 
18   Plan participated in the Global Movement for Children, and has engaged in wider development 
processes in countries such as Bangladesh and Viet Nam.   
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supporting associations of parents, youths, and children to engage productively with local �duty 
bearers� to fulfill child rights. 

Linkages at community level 
It is important that CCF�s work with and through community and Area associations of parents, 
children, and youths be integrated into local civil society (Theme 3).  These linkages will be 
formed as a natural result of the working processes outlined in Theme 2.    

During initial planning phases, CCF partner associations should take particular care to integrate 
their efforts with other stakeholders in the community.  For example, they need to include local 
Health, Education, Agricultural Extension, Land Reform, etc., departments, local NGOs, the 
media, etc., as key participants in reflection sessions.  The resources, relevant programs, and 
interventions of these stakeholders should form an integral part of the community development 
plan produced as part of the program planning cycle (Theme 2).  CCF resources should be 
considered as complementary to resources already existing in the community and, in fact, the 
introduction of sponsorship resources should come relatively late in the process, once other 
resources have been identified and mobilized. 

Extensive work with parents� and children�s associations will be required to help build their 
capacity to engage in this kind of dialog and negotiation with local �duty bearers� � Theme 6. 

Linkages at area level 
As CCF�s program approach considers working on causes and effects of child poverty at Area 
level, with Area �apex� associations of parents, youths, and children, the same kinds of activities 
will take place at this level.  In this case, CCF partners will engage with district or provincial 
counterparts in reflections, identification of resources, and negotiations just as at community 
level, and will need the same kind of (capacity building) support from CCF.  In particular, work at 
district level will be crucial, because in most countries concrete service provision for the poor 
(health, education, agricultural extension) comes from districts.  

Another important aspect of this level of linkages will be the support of broader civic 
movements.  As CCF�s partners are strengthened at micro and meso levels, their impact will be 
scaled up by linking them together horizontally so that, for example, parents� associations from 
several different �areas� will work together to influence provincial budget allocation, policy 
application, etc. 

Linkages at national level 
CCF programs will be national in concept, linked with national programs and initiatives (such as 
Ministry program, the PRSP, MDG�s, etc.), but grassroots and targeted in implementation.  To 
ensure this kind of technical soundness, and consistency with child sponsorship funding 
mechanisms, National Office staff will include high-quality technical advisors in core thematic 
areas emerging from community development planning (Theme 5).  

Linkages will begin with communities and partners (including CCF) learning about what 
development activities (projects, programs, policies, etc.) are taking place at district, provincial, 
and national levels, as part of the community planning processes outlined in Theme 2.  A 
catalog of institutions, policies, programs, and activities will be produced, summarizing which 

 
Report on Phase 1 of the Preparation of a CCF Program Practices Guide                         10 Mar/03 
Mark McPeak           Page 20 



institutions are working on issues of importance to children in the country, at different levels19.  
CCF staff (and potentially local partner institutions) will then immerse themselves in the 
processes of development taking place at different levels within the country.   

For example, CCF staff will understand the processes of official development assistance, the bi- 
and multi-lateral donor organizations, aid processes such as the PRSP and SWAp (Sector-Wide 
Approach), etc.  Staff will also understand the various Ministry-level programs and priorities, and 
be able to link CCF�s grassroots work with these national initiatives.  It is essential that staff 
bring to this task a deep knowledge about child poverty and child-focused development (Theme 
1).  CCF�s partnerships with parents and children and youth will be vital in this step of this cycle, 
ensuring that the organization remains rooted in grassroots practice.   

Staff will then negotiate an appropriate role for CCF to contribute to meso- and macro-level 
development processes20, engaging in partnerships and networks with specific institutions on 
concrete issues.  Examples will include contributing to national policy development, pilot testing 
national programs to counter child poverty, working alongside government and bi-laterals on 
programs related to the Millennium Development Goals (MDG�s), etc. 

Linkages at international level 
Linkages at international level are beyond the scope of this report.  However, it is important that 
CCF builds the systems and structures necessary to engage and integrate its work at macro 
levels, to influence, to be influenced, to reduce institutional isolation, and to raise its profile 
within the donor community. 

One element in this effort will be integration with the Millennium Development Goals.  UNDP, for 
example, is framing its work, and its partnerships and collaborations in countries, around the 
MDG�s.  AIMES can be made consistent with the MDG�s (Theme 5); when this is done, 
important opportunities for engagement with the ODA community will emerge. 

Child-rights programming 
The relation of human, and child rights to development programs was discussed at great length 
during the benchmarking visits.  The concept of strengthening the capacity of institutions 
providing service to poor communities, �duty bearers� in human rights terminology, was seen as 
applicable to CCF�s refined program approach.   

CCF�s primary partners, membership associations of parents, youths, and children, will be 
encouraged to work with local (and Area) duty bearers to help strengthen relevant programs 
(Theme 3).  Data from community planning, monitoring, and evaluation activities will be 
consolidated and provided to duty bearers at various levels, and programs to help strengthen 
their efforts can be considered.  These activities will emerge naturally from the working 
processes outlined in Theme 2. 

                                            
19   This step also identifies �duty bearers,� and is thus consistent with a child-rights approach. 
20  This could include working on PRSP preparation, implementation, and monitoring, working with duty-
bearers at all levels, and participating in coalitions and networks at macro (national, international) levels.   
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Theme 5: Changes will be made to corporate systems 

Findings from Workshops and Benchmarking Visits 
Three corporate systems surfaced repeatedly in workshop discussions.   

• AIMES is highly valued, and works well.  But adjustments need to be made to enhance its 
suitability, particularly in light of other changes outlined in the workshops and benchmarking 
visits: AIMES is inward looking and does not allow for community input in setting indicators.  
It is not integrated formally with international donor priorities.  The �red flag� system does not 
encourage a holistic view of child poverty and it drives program interventions, reducing the 
scope for parent, child, and community agency and focusing on short-term actions. 

• Many participants challenged CCF�s traditional funding mechanism of sending �subsidy� 
on a monthly basis to �projects.�  Current practices breed a culture of dependency, 
discourage sustainability, and weaken linkages with local governmental or non-
governmental service providers. 

• Significant opportunities exist to align CCF�s strategic planning and budgeting processes 
with the enhanced program approach.  

In addition, benchmarking visits pointed out the advantages of including community input into 
performance appraisal systems, so as to strengthen accountability to partners, and of 
incorporating output from community planning processes into communications with 
sponsors.  Benchmarking visits also shed light on alternative ways of managing all of these 
systems. 

AIMES 

• The need for �more responsive systems and procedures� and a better way to assess the 
impact of interventions at local level was noted in the Philippines workshop.  Richmond 
participants pointed out that AIMES must be able to demonstrate impact on enrolled 
children, rather than services for enrolled children.  CCF needs a monitoring and evaluation 
system that takes into account the wide diversity of situations in which programs are 
implemented.  In Brazil, it was suggested that AIMES include �indicators defined per 
programs - short, middle and long term projects�. 

• ActionAid�s (�AA�) ALPS (Accountability, Learning and Planning System) involves poor and 
marginalized groups �developing their own indicators of progress.�  �Poor and marginalized 
members of the community in particular� are �involved in monitoring, reviewing and 
evaluating what progress has been made within programs.�  ALPS includes indicators set 
locally by each community, alongside global goals included in �Fighting Poverty Together� 
(FPT), AA�s current organizational strategic plan.  Staff at area and national levels work out 
the causal links between community indicators and FPT goals. 

• A key element of the enhancement of AA�s accountability towards communities and partners 
is the �participatory review and reflection process� (PRRP).  The PRRP is a qualitative tool, 
focused on a particular theme, which engages AA and communities in reflection and 
learning.  Staff, partners, and communities meet to reflect on what has been working well 
and not so well in the program.  The attitudes and behaviors of AA staff are also reviewed 
and appraised � see below.  Finally, all parties reflect on what AA should change in the 
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coming period.  These reflections take place at community, district, and provincial levels, as 
well as nationally, regionally, and internationally. 

• UNDP and most UN Agencies are encouraging the use of MDG�s to focus their work, to 
orient their partnerships, and to build integration. 

Funding mechanisms 

• The Richmond workshop participants recommended that CCF�s traditional funding 
mechanism be changed to intervention-based funding, rather than a �monthly subsidy.�  This 
would demonstrate a linkage between subsidy and grants as being integrated funding of 
interventions.  The Brazil workshop recommended that CCF�s �financial flows should be 
changed.� �To change the programs funding system, directed to the sponsored child, into 
collective programs.�  In Mexico, it was felt that financial flows should be based on activities 
and programmatic advances, given that the monthly flow of �subsidy� creates dependency.  
Notes from India state that CCF should change its program funding strategy, �the monthly 
subsidy . . . intervention based cash flow in place of monthly fixed releases.�  Participants 
from local communities in India referred to CCF�s funding as a �pension.� 

• It was also mentioned in Mexico that DFC creates division and conflict, recommending that 
DFC should be directed towards child-focused community projects. Indian participants 
agreed, �DFCs should be spent on the larger community�.   

Strategic planning and budgeting 

• According to participants in India, planning should be changed �from annual to 3 to 5 year 
planning,� using a �long, medium term needs-based budget� and �leveraging community 
contribution & local institutional resources (CCF/NGO/Other institutions).�  The Brazil 
workshop noted the current �absence of a strategic plan that contemplates the sustainability 
in the long and medium term,� and suggested broadening interventions: �to elaborate a 
strategic plan that contemplates the direct assistance to the child and other wider actions as 
strengthening of the civil society, participation in the councils of peers, etc.� The Richmond 
workshop produced recommendations of a Country Strategy that identifies key needs, 
capacities, and resources, identifies key players (government, NGOs service Providers, civil, 
society etc.), identifies key leverage points of change, and then chooses areas using CCF 
resources critically for leverage and maximum impact.  In Mexico, participants suggested, 
�interventions must be based on community proposals.� 

• Plan�s budgeting system is based on strategic plans, with interventions approved when they 
are proposed concretely, according to levels of authority, rather than as part of a periodic 
budget review.  Budgets are prepared for three-year periods, with yearly refreshments 
based on community planning. 

Performance appraisal systems 

• AA�s PRRP includes a review, by community members, of AA�s staff attitudes and 
behaviors.  This is a central part of the internal performance appraisal system, and strongly 
reinforces institutional accountability.  
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Communications with donors 

• CCF India mentioned the need to educate sponsors through sponsor relations activities.   
Plan Bangladesh has had good success integrating child and youth activities related to 
community planning, monitoring, and evaluation into sponsorship communications.  The 
reports, letters, and other forms of communication resulting from these activities are of good 
quality, and have generated positive response from sponsors.   

Recommendations 
The systems and structures of an organization play key roles in determining its effectiveness, 
strongly influencing the attitudes, behavior, priorities, and performance of staff, partners, and 
other stakeholders.  Effective systems and structures are constructed consistently with 
organizational strategy, rather than the converse; systems and structures are designed to 
support the work of frontline staff in achieving institutional goals, rather than the converse. 

As much as possible, AIMES impact indicators should be aligned formally with the MDG�s.  At 
the same time, AIMES should be reformed to allow local communities to determine their own 
output and outcome indicators (Theme 2); see Figure 1, above.  Only in this way can the work 
processes outlined in Theme 2 be community driven.  The challenge will be to bridge impact 
indicators, at organizational level, based on the MDG�s with a myriad of local, community-
determined output and outcome indicators.  It will be one of the primary roles of the Area and 
National CCF teams to ensure that this bridging takes place in a rigorous fashion; CCF 
headquarters needs to reform AIMES so that this is possible. 

CCF�s financial architecture should be based on the funding of program activities rather than a 
monthly flow of �subsidy.�  This will help encourage sustainable investment in addressing the 
causes of child poverty; it will help link programs with local service providers; it will help stop the 
funding of ongoing operational activities; it will enhance the accountability of donor funds. 

Strategic planning and budgeting systems should be based on the concepts and work 
processes outlined in Theme 2.  CCF�s budgeting systems should be integrated with these 
strategic-planning processes.  Ideally, budget requirements are outlined in block form in 
strategic plans at each level, and expenditures are authorized as program activities are 
proposed, based on their consistency with the relevant approved strategic plan, not as part of 
the annual budget review process.  Establishing commensurate levels of authority for approvals 
of program activities and financial disbursements will be necessary. 

CCF�s performance appraisal systems should be designed to include input from partners and 
poor families, to enhance accountability. 

Communications with sponsors should include the results of community-based planning, 
monitoring, and evaluation activities.  In particular, the results of activities managed by youths 
and children should be communicated to sponsors. 
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Theme 6:  Substantial support to frontline staff, partner institutions, 
and communities will be required 

Findings from Workshops and Benchmarking Visits 
Substantially different skills, attitudes, and behaviors were envisioned during the workshops.  
Several of the organizations visited during the benchmarking exercises echoed the need for 
changes in staff, partner, and community competencies, and shared the challenges they faced 
in supporting these transformations. 

• In Richmond a shift in CCF staff was envisioned, in which staff enable the mobilization of 
resources.  Staff would have good listening skills, more capacity for reflection, working more 
as enablers and facilitators, letting the community come up with solutions themselves, and 
not acting as service providers.  One key to the empowerment process is that staff see 
themselves this way, helping communities identify resources.  Staff role is more in 
negotiation with the community, challenging and negotiating, not approving or disapproving.   
In Brazil, training for staff facilitator teams should help promote �families� effective 
participation, working affective, emotional dynamics and experiences.�  Mexico participants 
wanted to help �create an intervention pattern that modify attitudes and capabilities of the 
communities respecting their customs and traditions.� 

• One of the key messages from the visit to Plan Bangladesh was that the HR support 
required to change from a charity-based, handout-focused program to a �child-centered 
community development approach� was far more substantial than had been anticipated.  A 
major human resource development and organizational change effort was part of Plan�s 
transition in Bangladesh, including the adjustment of job profiles, recruitment procedures, 
staff competencies, the provision of substantial training to (in particular) front-line staff, etc.  
As part of ActionAid�s ALPS system (see above) an extensive list of �attitudes and 
behaviors� that are expected of ActionAid staff is outlined, and a commitment to provide the 
�necessary organizational support for staff� is made. 

Recommendations 

�It always seems to lead back to OD . . . the sticking point  . . . is HR . . .�21 

Major efforts need to be made to support staff, partners, and communities in the changes 
emerging from Phase 1.  The magnitude of the changes outlined above is large, and the 
changes are sensitive, involving fundamental �personal and institutional transformations.�22   

Dedicated OD and HRD support needs to come from international, regional, and national levels.  
Importantly, changes of the magnitude suggested by Phase 1 will have to be reflected at all 
levels of CCF, including in Richmond and with CCF International Affiliates.  While the scope of 
this report is limited to the field, it is worth noting that changes in Richmond and in International 
Affiliates will not be limited to corporate systems, but will also include new roles, new structures, 
new competencies, and new understandings.   

                                            
21   Quote from visit with Antonella Mancini, Joint Head of the Impact Assessment Unit of ActionAid�s 
headquarters. 
22   Quote from Edward Mackenzie Abbey, Country Director of Plan Bangladesh. 
 
Report on Phase 1 of the Preparation of a CCF Program Practices Guide                         10 Mar/03 
Mark McPeak           Page 25 



A comprehensive plan to support all stakeholders in this transition is required, involving OD 
issues such as organizational change, re-design of systems and structures, etc.  HR 
management systems such as recruitment, job design, performance management, supervisory 
skills, professional career development, compensation, etc., will need adjustment.  Most 
importantly, staff, partners, communities, and sponsors across CCF will need support to see the 
world from a different perspective, to learn new ways of working, to gain new competencies, and 
to understand their roles, and CCF, very differently.  
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On To Phase 2 

The results of Phase 1, reported above, provide a solid foundation for Phases 2 and 3.   

Initial planning indicated that Phase 2 would comprise the preparation of Volume 1 of the CCF 
Program Practices Guide, using working groups formed according to subject matter from across 
the organization.  However, the transformations suggested in data-collection workshops and 
benchmarking visits, and captured in the Themes outlined above, have been wide-ranging and 
fundamental.  As a result, at the Feb/03 meeting of CCF Management, the nature of Phase 2 
was reassessed.   

A different, and more prudent course was agreed, approaching the transition with an initial 
startup in three countries, assessing implementation experiences at smaller scale before 
attempting to scale up changes to the entire organization.  In this manner, lessons learned in a 
few startup countries will help ensure smooth transition when changes are scaled up, and 
organizational systems and structures can be fine-tuned23 for rollout.   

Phase 2 should now be viewed as an initial rollout and assessment period, perhaps over a fiscal 
year.  But a major outcome of Phase 2 could still be a draft of a first volume of a �CCF Program 
Practices Guide,� based on the experiences and learning during the startup process24.   

Startup locations should be chosen to represent a range of settings, from locations where 
adjustment might be fairly easy, to those in which major transitional challenges can be 
expected.  Given the high-profile nature of Phase 2, locations will offer valuable opportunities for 
staff development and recognition, both during rollout activities as well as afterward, when these 
sites will serve as focal points for the broader institutional transformation.  Participation in Phase 
2, which will involve great effort and require a good deal of courage, can therefore also be 
viewed as a significant opportunity25. 

Preparation of the startup countries should be thorough and support must be close and 
frequent, keeping in mind the challenge that will come later when changes are scaled up across 
CCF. 

• The organizational systems discussed in Theme 5 need to be revised to support the rollout.  
In particular, revised funding mechanisms and strong HR support need to be put into place, 
along with changes to the AIMES, strategic planning and budgeting, and performance 
appraisal systems. 

• Support from Richmond, from each participating Region, and from external resources needs 
to be mobilized.  Local training resources, with a particular focus on PRA methodologies, 

                                            
23   A working group to study CCF�s financial architecture was established at the Feb/03 meeting.  A 
similar group should be set up to focus on HR support.  At the same time, the Steering Committee 
established to support this entire effort was enlarged, to include members from finance and marketing 
departments.  Consideration should be given to including HR staff on the Committee. 
24   For reference, Attachment 6 shows a draft outline of the CCF Program Practices Guide, based on the 
findings of Phase 1.  This outline will change substantially during the initial rollout and assessment 
activities of Phase 2, and is included here for information only. 
25   Ecuador, the Philippines, and Uganda have tentatively been chosen. 
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need to be identified in each startup country.  Local external specialized support will also be 
important to accompany the transformations in each country. 

• The �Updates� that were issued during Phase 1 are important tools to maintain 
organizational coherence, to build momentum and enthusiasm, and to keep everybody 
informed.  They should be continued during the startup and rollout phases. 

• Initial startup should be designed mindful of the later global scale-up. 
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Attachment 1 � Phase 1 Photo Gallery 

 

Data Collection Workshops - Opening and Closing Sessions

India Mexico India 

Angola Angola India 

   



Data Collection Workshops - Affinity Exercise Sessions 

The Philippines India India 

India The Philippines The Philippines 
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Data Collection Workshop � Group Work and Presentations 

India Angola Brazil 

India Brazil Angola 
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Data Collection Workshop � Group Work and Presentations (continued) 

The Philippines Mexico Angola 

The Philippines India 
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Benchmarking Visits to Bangladesh and Viet Nam 

 

Bangladesh Bangladesh Bangladesh 

Viet Nam Bangladesh 
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Attachment 2: Visit Report � Plan Bangladesh and 
BRAC 

 
Dates of Visit: 27 � 30 Nov/02 
 
Visitors:  Mark McPeak, Daniel Wordsworth 
 
Visited: Plan Bangladesh (Country Office, Dhaka Program Unit, Gazipur 

Program Unit), BRAC. 
 
Visit Report Written By: Mark McPeak 
 
Mr. Edward Abbey, Country Director, and Dr. Khairul Islam, Program Support Manager, of Plan 
International Bangladesh, kindly arranged our visit to Bangladesh.  We spent two days in the 
field, visiting urban and rural program units, and two days in discussion with staff and partners, 
including a well-known Bangladeshi NGO, BRAC and a consultant formerly of the International 
Institute of Rural Reconstruction, Ms. Lorna Labayen.  

Plan Bangladesh 
Plan Bangladesh is well known across Plan International, as having perhaps the organization�s 
most advanced program approach.  It was in Bangladesh that Plan developed their (recently-
adopted) corporate program approach, denoted as �child centered community development�, or 
CCCD.  This approach was developed over the last four years, in a collaborative fashion with 
several other Plan programs in Asia.  Salient features of CCCD include: 

• A commitment to staff immersion in poor communities 

• Work directly with children�s groups 

• Partnership with local institutions, governmental, non-governmental, and community-based 

• Viewing all programs as linked to national efforts to change systems and structures, to 
improve line ministry performance 

• Eliminating all forms of �handout� activities such as subsidizing school fees, repairing 
houses, building schools, etc. 

Visit to Plan Dhaka Program Unit 
Our first day was spent with the Plan Dhaka Program Unit (PU), hosted by Mrs. Zinnat Afroze, 
the PU Manager.  The PU has about 18 staff, 11 of which have post-graduate university 
degrees.  There are 4,100 children enrolled in the sponsorship program, but activities are meant 
to cover all children in the 20,000 households in the neighborhoods where Plan works. 

   



Zinnat gave us an overview of the changes experienced by Plan Bangladesh over the past six 
years.  Plan Bangladesh has experienced a major transformation over this time, from a fairly 
traditional, charity-driven methodology, to one described by Plan as �child centered community 
development�, or CCCD26.  Before this transformation took place, the local program approach 
was driven by Plan, and program activities were very much output-oriented � providing school 
fees, repairing houses, building clinics, etc. 

Today, the Dhaka program has been transformed.  Work is focused on �cluster development 
forum� groups (CDF), which are often registered as CBOs with the local line ministries.  There 
are 10 CDFs linked with the Dhaka PU, each with subcommittees by program activity and zone.  
Plan�s work with the CDFs goes through a process of engagement � enrollment � phaseout, 
with vertical linkages to national programs.  Leaders for the CDFs emerge during the process of 
immersion and reflection, and often include young people. 

The beginning of the process is immersion in the community to understand cultural taboos, 
practices, etc., work with other stakeholders and organizations.  A process of situation analysis 
is facilitated, including children, looking at the past, present, and future, and obstacles to 
achieving a desired future.   

Immersion ! problem analysis ! obstacles/issues/problems !  objectives 

This process of immersion and reflection leads to a community development plan, and to the 
implementation of a package of capacity enhancements for the CDF, in three modules with 8 
components. 

• Organizational development 

• Leadership and management 

• Issue/problem identification, planning and resource mobilization. 

• (Future) Child rights. 

 
Training in these areas is delivered by Plan partners.   

 
Step Issue identification ! capacity building ! project implementation 
Support 
Provided By: 

Plan 
The CDF 
Local Partners 

 Plan 
The CDF 
Local Partners 

 Plan 
Local Partners 

 
Sponsorship activities begin, as a matter of community choice, around a year after the 
immersion phase, as part of the �resource mobilization� step. 

All program activities in the PU are considered to be pilot laboratory activities, looking always for 
opportunities to �scale up� models to national level.   

                                            
26 See Annex 1 for a matrix exploring the shift, kindly provided by the Program Unit Manager for Plan 
Bangladesh in Gazipur, Mr. Shamsul Alam. 
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We visited a local health center, managed by a local NGO partner.  The local partner 
representative seemed quite appreciative of the capacity enhancements they had benefited 
from during their work with Plan.  There we were able to meet with a children�s group which 
plays an active role in the management of program activities.  Their capacity was very 
impressive, and their role in the program seemed quite genuine.  We also visited a day-care 
center and a water point, where child management seemed also to be active, alongside adult 
participants.  We could see that children are very active participants throughout the program, 
not only in the assessment phases, but also in the planning and implementation steps.  
Children�s groups participate in the management of project activities, in outreach activities, and 
in community mobilization.  Their participation in these activities seemed genuine and 
worthwhile, from what we could see.  Linking these activities with sponsorship communications 
would seem to be of huge potential for development education. 

Finally we met with a local branch office of �Safe Save,� an NGO providing micro-finance 
services to the area.  Safe Save has a good reputation nationally, though this particular branch 
seemed to be still seeking the right model.   

Visit to Plan Gazipur Program Unit 
Our second day was spent at Plan Gazipur, a rural PU, hosted by Mr. Shamsul Alam, PU 
Manager.  In his introduction, Shamsul shared with us that, today, Plan�s program cycle is 
based on a cycle of continuous immersion and reflection.  At the beginning of the cycle, staff 
spend two weeks living in villages building rapport and obtaining basic information.  This leads 
to a community-managed situation assessment, carried out using PRA tools.  Following from 
the community situation assessment, a concrete development plan is produced, linking formally 
with local government, NGO, and CBO activities.  Then a crucial step of resource mobilization 
takes place, in which the community identifies potential sources of support for carrying out their 
development plan.  This may include support from Plan; if so, child sponsorship activities begin.  
Thus, sponsorship is partly viewed as a choice made by the community to gain partners for their 
own development activities.  Then, once resources 
are identified, community implementation and 
monitoring, and community evaluation take place.  
The cycle repeats periodically, commencing again 
with staff immersion and reflection. 

Shamsul summarized the process as looking 
something like this: 

In the immersion phase, staff spend two weeks 
continuously in the villages, building rapport and 
getting basic information.  The �community situation 
assessment� step involves fairly standard PRA 
techniques, while the �community planning� step 
produces a plan for 1 to 5 years, with specific links to 
governmental programs.  Perhaps the key step is 
�community / partner resource mobilization,� in which communities review their development 
plan, and scan the environment to identify which institutions can provide financial, technical, 
operational support.  If, during this phase, Plan is identified as a potential partner, then 
sponsorship activities commence.  Thus, sponsorship is begun in the context of an informed 
choice made by the community to strengthen partnerships in support of their own identified 

Immersion

Community
Situation

Assessment

Community
Implementation

& Monitoring
Community

Planning

Community / Partner
Resource Mobilization

Community
Evaluation

Continuous
Immersion

&
Reflection
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aspirations.  The �community implementation and monitoring� and �community evaluation� 
phases follow. 

Immersion and reflection are continuous, with specific tools employed to facilitate community 
and Plan reflection.  Throughout the cycle, capacity is built, seeing the progression of seven 
general capacities through four phases: 

 
Phases:  

 
Capacities 

Start Up Community 
Mobilization 

Collective 
Project 

Institution-
alization 

Situation Assessment " " " " 
Resource Mobilization " " " " 
Financial Management " " " " 
Access to Technical Resources " " " " 
Negotiation " " " " 
Advocacy " " " " 
Alliance Building " " " " 
 
In each of the �cells� of the above table, specific capacity-building activities are undertaken, with 
support from local partners to train community groups.  Indicators exist for each of the groups of 
capacities.  The progression from �start up� to �Institutionalization� is seen to take about 10 � 12 
years. 

Plan Gazipur works with some 52 village development committees (VDC�s) on four programs: 
community health care, community learning, family economic security, and relationships for 
child-focused development.  Around sixteen staff support community programs. 

We visited a community-managed day-care program, and a preschool that was in the same 
community.  We visited an interesting �tutor camp� which seeks to promote demand for quality 
educational services.  Slow learners are identified and sent for additional support in special 
classrooms, in which newer methodologies are employed, and a smaller number of students 
receive more intensive support.  This model not only seeks to have impact on the slow learner, 
but also is seen as a model for the mainstream school system: in fact, the headmaster of the 
school was enthusiastic about using the �tutor camp� model in the main classrooms. 

We were interested in learning how Plan in Bangladesh made the transition from a charity, 
output-driven approach to this new way of working, and how children are actively involved in the 
program process.  Key to accomplishing the change was support from the local leadership.  
Front-line staff received intensive training and frequent support, and encouragement when the 
change was underway.  And new roles were not only seen for front-line staff; technical staff also 
needed to be more aware of the need for community-driven processes.  So, human resources 
were a key area for focus during the change27. 

                                            
27 See Annex 1 for a summary of the changes on various aspects of Plan�s operations in Bangladesh. 
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Discussion with Plan Bangladesh Country Office  
We met with Dr. Shehlina Ahmed, Heath Advisor, and Mr. Jacob (last name and position?) 
during one morning to explore issues related to Plan�s transition in Bangladesh.   

Key to the process was the intervention, over several years, of an external consultant (Mark 
Rogers) who helped (mainly) frontline staff learn the new skills and behaviors necessary for 
CCCD, and the constant support from the Country Director, Mac Abbey (�a mountain� of 
support), protecting the program from external pressures during the change process.   

The changes began in 1998.  Prior to this point Plan�s approach was quite traditional, with a 
handout focus, Plan being active and communities passive � see annex 1.  The change 
process, supported by Mark Rogers, focused on creating demand for better services (including 
governmental services) in communities through awareness raising, specifically using children as 
active agents of change.  So, project activities were seen as pilot projects for the improvement 
of governmental services.  Communities were weaned from charity activities through a special 
program denoted �building relationships for child-focused development�). 

Champions of change were identified in each Bangladeshi Program Unit, and Country Office 
staff visited the field often, to support the change when things went wrong.  What kinds of things 
could go wrong?  For example, weaning the communities from charity handouts was difficult, 
and had an impact on sponsorship communications.  Today, however, the Plan Bangladesh 
program does not have significant problems in this regard, nor in areas of financial audit and 
budget execution.  In this sense, the transition has been completed, though there were issues 
during the change process. 

 More importantly, changes were required in human resources.  Around 10% of staff could not 
make the change from the old approach to CCCD, and had to leave.  Others were able to 
change their approach and learn the new skills required.   

Jacob and Shaheena mentioned eight points that were crucial in the change process: 

1. The head of the organization needs to commit to the change first. 
2. With this commitment, the focus next needs to be on the front-line staff.  Provide them with 

the support needed to change their practices. 
3. Help middle management see the need for the change.  Middle management can block 

change, so they need to see the need for change and to support it. 
4. Start small, in micro environments, with plenty of support and time for reflection and learning 

during the change.  Build lessons learned into the existing practices; don�t let the pioneering 
areas be seen as an interesting sideshow. 

5. Front-line staff who make the change should receive ample recognition.   
6. Don�t be too slow in making decisions, particularly with relation to human resources; deal 

with obstructive people decisively. 
7. Give people the chance to change, but make sure that all are on board. 
8. Adjust your systems (finance, HR, program M&E, etc.) soon, don�t wait. 
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Finally, recognize that potential conflict exists between technical staff, who are focused on 
output quality, and (newly trained) front-line staff, who are focused on process.  There should be 
early convergence between these two views, mainly by choosing technical staff who have a 
good understanding of community processes. 

Discussion with BRAC 
We were also able to visit with BRAC, the Bangladesh Rural Advancement Committee, a 
$1b/year Bangladeshi NGO.  Mr. Imran Matin, Senior Economist at BRAC met with us for two 
hours. 

BRAC has evolved from a focus on community development in poor areas to a service provider 
working in every district of Bangladesh, with some 25,000 employees.  Today BRAC has many 
different operationally separate divisions, working on everything from education for the poorest, 
to car repair, with a unifying theme of poverty reduction. 

In the 1970�s BRAC was focused on addressing structural injustices in Bangladeshi society, 
working to minimize the effect of market imperfections on the poor.  In the 1980�s BRAC evolved 
towards a focus on livelihood, while in the 1990�s it became much more of a service provider, 
driven by the absence of social services in poor areas of the country.  This evolution was 
spurred by the realization that the community development approach of the 1970�s was failing 
because of a lack of social service provision.  Today, as BRAC and others (including the 
government) are able to address this lack of service provision, BRAC is considering renewing 
community development activities. 

The key lesson for us from the visit with BRAC was that we need to work on both the supply of 
and the demand for pro-poor services.  It�s not enough to provide services, or to stimulate 
demand: linking with the visit to Plan in Bangladesh, it is the community resource mobilization 
phase that is key. 
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Annex 1 � The Paradigm Shift In Plan Bangladesh 
 
 

 Before the Shift After the Shift 
Staff were seen at the office at 

their desks. 
Staff spent more time in the field. 

Staff talked a lot, listened less. Staff listen much and talk less. 

Staff Attitude 

Program Officers talked mainly 
with existing groups of elites, less 

with common people. 

Program Officers talk a lot with all 
children and underprivileged 

groups. 
Community people, especially 

children, were seldom seen in the 
Plan office. 

The underprivileged sections of 
the community and children often 

visit the Plan office. 
Plan is a donor. Plan is a partner. 

Community Attitude 
Towards Plan 

Plan = sponsorship. Plan = facilitator of the 
development process. 

Groups used to request support 
via an application form, placed at 
Plan�s office, responding to the 

recommendation of frontline staff. 

Community requests support 
through a participatory 

assessment and negotiation. 

Plan pays for most of the financial 
and material costs of program 

activities. 

Community manages, Plan 
facilitates. 

Poorest seldom seen. Poorest participate. 
Children seldom seen. Children are active. 

Supporting Process 

Low community contribution. High community contribution. 
Hardware. Software. 

Big. Small. 
No mainstreaming of project 
activities into national level. 

Mainstreaming is a goal of all 
project activities. 

Few community-managed project 
activities. 

Many community-managed 
project activities. 

No children�s organizations. Many children�s organizations.  
Children = beneficiaries. Children are partners and agents. 

Types of Project 

Children�s organizations were 
never seen as a project partner, 

but simply as beneficiaries. 

Children�s organizations are 
emerging as the most common 

partner for Plan.  Children�s 
groups are considered as the 

most effective agent for 
community awareness. 
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Attachment 3: Visit Report � Viet Nam 

 
Dates of Visit: 9 � 13 Jan/03 
 
Visitors:  Mark McPeak, Daniel Wordsworth 
 
Visited: ActionAid, Oxfam GB, Save UK, UNDP, World Vision 
 
Visit Report Written By: Mark McPeak 
 

ActionAid 
We met with Ramesh Khada, the Country Director of ActionAid (AA) in Viet Nam, and focused 
our discussions on AA�s new �accountability, learning, and planning system,� known as ALPS. 

AA�s previous reporting system was mainly concerned with accountability upward: to donors 
and to AA management.  ALPS was meant to balance this by enhancing accountability towards 
poor communities.  It was also meant to reduce the �disproportionate amount of time and effort 
that (was) going into meeting AA�s planning and reporting requirements.�   

A key element of the enhancement of AA�s accountability towards communities and partners is 
the �participatory review and reflection process� (PRRP).  The PRRP is a qualitative tool, 
focused on a particular theme, which engages AA and communities in reflection and learning.  
Staff, partners, and communities meet to reflect on what has been working well and not so well 
in the program.  The attitudes and behaviors of AA staff are also reviewed and appraised.  
Finally, all parties reflect on what AA should change in the coming period.  These reflections 
take place at community, district, and provincial levels. 

Other elements of ALPS include simplified annual financial reporting processes (no annual 
program report is required from AA countries), and a three-year rolling budgeting process.  See 
the AA web site for more information on ALPS, including guidelines and practice notes.  
Information about AA�s strategic focus, called �Fighting Poverty Together,� can also be found 
there.  

Some of our reflections after the visit included a realization that ALPS seems not in fact to take 
less time than AA�s previous reporting system, as it is a more challenging, more intensive and 
interactive process.  Also, in some ways an annual program report might be a useful tool for 
some staff.  Finally, the 3-year rolling budget still seems to be, in some ways, equivalent to 
having to prepare a full budget every year.  But a definite increase in accountability towards 
poor communities seems to have been achieved. 

Oxfam GB 
We met with Mandy Woodhouse, Director of Oxfam GB (OGB) in Viet Nam.   OGB does not see 
itself as an implementing agency, but as an organization which works at all levels of society to 
�hold institutions accountable� for human rights.   
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For OGB, �poverty is a denial of basic rights to which every human being is entitled . . . poverty 
is of different kinds, and needs to be understood in its entirety, rather than in part . . . poverty 
makes people more vulnerable to conflict and disasters . . . and poverty is avoidable . . . our 
purpose is to overcome its causes, not simply to alleviate its symptoms.� 

Their view is that a rights-based approach offers a �universal starting point� rather than a 
standardized program approach.  As such, OGB has five �aims�: the right to a sustainable 
livelihood, to health and education, to life and security, to be heard, and to equity.  Therefore, 
OGB�s programs are targeted at issues related to these rights, rather than at populations within 
targeted geographic areas. 

While OGB is focused on issues and �holding institutions accountable,� it was clear that project 
work still takes place, and serves to help illustrate and inform policy work. 

OGB carries out annual stakeholder reviews of its program in six countries every year.  These 
participatory reviews are organized around six questions designed to measure changes in the 
lives of poor women and men. 

Save the Children / UK 
We met with Bill Tod, the Director of Save the Children Fund UK (SCF/UK) in Viet Nam, 
focusing our discussion on the SCF/UK �rights-based approach.�   

The SCF/UK rights-based approach entails adherence to the following three key principles: 

• Universality � the belief that every person without discrimination has equal rights, 

• Indivisibility � The belief that all rights are equal and that it is not possible to place them in a 
hierarchy of importance, 

• Responsibility � The belief that various actors, particularly the State, are responsible for the 
fulfillment of these rights. Project interventions then seek to identify the appropriate duty 
bearer and to then work to ensure that they fulfil their obligations.   

Like OGB, SCF/UK�s programs focus on issues rather than on an area.  This is because, as a 
rights-based organization, influencing policy requires specialization, which comes from working 
on specific issues rather than in particular geographical areas, for example SCF UK in Vietnam 
focuses on HIV, MEDI and education for ethnic minority groups.  Still, SCF/UK�s work retains a 
project element, and in reality some elements of an area approach, due to lengthy interaction in 
particular places. 

As part of a �global impact monitoring initiative�, SCF/UK is moving towards reporting around 5 
dimensions of change:  

• direct impact on children,  

• wider impact on children,  

• reduction of exclusion and discrimination,  

• wider partnerships, and  
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• participation.   
Stakeholder meetings are meant to take place around each of these dimensions, to provide 
feedback to the organization on progress and impact. 

UNDP 
We met with Jordan Ryan, UNDP�s Resident Representative and UN Resident Coordinator for 
Viet Nam, and Kanni Wignaraja, Deputy UNDP Resident Representative.  Central to UNDP now 
are six practice areas: 

• Democratic governance 

• Poverty Reduction 

• Energy and the Environment 

• Information and Communications Technology 

• Disaster and Crises 

• HIV/AIDS 
In addition, the Millennium Development Goals (MDGs) are providing a framework for 
programming for UNDP.  The UN is modeling the MDG campaign on the Jubilee 2000 and Land 
Mine campaigns. 

UNDP sees the role of NGOs (both national and international) as important in connecting 
grassroots project activities with change and policy improvement at national level.  This links in 
turn with their focus on democratic governance. 

World Vision 
We met with David Purnell, the Country Director for World Vision International (WVI) in Viet 
Nam.  The focus of our discussion was on WVI�s program approach, called the �Area 
Development Program� (ADP).   

Adopted some ten years ago, the ADP approach comprises three major phases of work in a 
definite, (usually) district area.  Firstly, a 1 to 2 year research phase is carried out, during which 
the priority issues to be addressed, the working structure, etc., are identified.  This work is 
funded using WVI resources.   

After the research phase is complete, and a five-year program design is concluded, child 
sponsorship begins, phasing in over a period, and concluding after 8 to 15 years with a gradual 
phasing out of sponsorships.   

Each ADP has around 5 � 10 paid WV staff, and from 2,000 to 10,000 sponsored children (with 
2,000 being the average).  Core programmatic components such as livelihood, health, 
education, and water and the environment are funded through child sponsorship resources, but 
the research carried out in the first phase also gives a solid basis for grant funding. 
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Project Management Boards manage program activities; funds are channeled to the PMB on a 
monthly basis, depending on the advance of programmatic activities. 

More recently, a set of �transformational development indicators� has been developed, as a 
minimum standard set of indicators, which each program country adapts and adds to.    

Resource guides are being developed within WVI for each of these indicators.   

Also, a set of programmatic �mandates� (referred to as �partnerships�) that all ADPs must 
address has been issued.  For example, all ADPs must address HIV/AIDS, MEDI, disaster 
management, etc.  ADPs report on these directly to �partnership� offices at WVI headquarters.  
The number of these mandates is increasing. 

Some personal reflections emerged from our discussions of the ADP concept.  Some argue that 
the integrated development programs of the 1970�s were not effective, and that the ADP 
concept is similar in principle.  Also, it has been argued that an �area� development plan should 
also imply program activities at the area level, not just at community level, addressing the 
causes of child poverty at micro and meso levels.  Finally, issues arose with regards to staff 
capacity and to the transition of staff from previously centralized posts to district working sites. 
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Attachment 4: Visit Report � ActionAid UK 
Headquarters 

Date of Visit: 5 Mar/03 
 
Visitor:  Mark McPeak 
 
Visited: Antonella Mancini 

Joint Head of the Impact Assessment Unit 
ActionAid Headquarters 
antonell@actionaid.org.uk 

 
Visit Report Written By: Mark McPeak 
 

Our discussions centered on two main themes: ActionAid�s experience with ALPS, adding to 
information gained during the visit to ActionAid Viet Nam; and the broader organizational 
transition that AA is undergoing. 

ActionAid�s Transition 
AA�s transition is outlined in Fighting Poverty Together (FPT), a strategic plan developed for the 
period from 1999 to 2003.  This document describes and mandates a fundamental change for 
AA: from a needs-based focus, working through �development areas� and doing projects in 
heath, education, the environment, etc., to an organization working on rights through 
partnerships.   

While research has been carried out describing the shift from a needs-based to a rights-based 
approach (a publication on AA�s rights-based approach is in draft form now, to be published in 
August; the author is Luis Morago), the �partnership� theme has yet to be fully articulated.  Lots 
of thinking and research on this is now underway, and an evaluation is going on. 

Following the development of FPT, AA undertook a comprehensive organizational analysis, 
known as �Taking Stock�, carried out by 7 external evaluators.  The results had a deep effect on 
the organization, leading to comprehensive organizational change.  (In a sense, AA�s process 
has been similar to CCF�s: a new strategy, followed by OCA).  One key outcome of �Taking 
Stock� has been the decentralization of staff from capital cities, as had been discussed at 
country level in our interview with Ramesh Khada in Viet Nam.  Another outcome has been the 
virtual elimination of �northern� expatriate staff in the south. 

Since FPT and �Taking Stock,� every AA country has restructured, including the UK, where 
around 100 jobs were reduced; headquarters will likely be moved to a southern country in the 
future, with the UK becoming a �program� country.  Over the next five years, AA will continue to 
live �interesting times.� 
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ALPS 
ALPS has been implemented for around two years now, and is basically going well.  (See the 
Viet Nam visit report for more details of ALPS; also, Antonella gave me a number of relevant 
documents and a CD-ROM containing many of the reflections from 2002.)  Nowadays people 
will mention that a particular event, or behavior, is �ALPSian� or �non-ALPSian.�  So ALPS has 
entered AA�s cultural lexicon. 

Some lessons learned include: 

• A framework for annual reporting has been developed, with indicators (quantitative, 
qualitative, and financial.)  One weakness is that staff have tended to report to the 
indicators, instead of following the more open intentions of ALPS.  This has led to the 
consolidated report being somewhat less useful, as much of the richness of the qualitative 
reflections, emerging from the field but not matching the FPT indicators, was not contained 
in field reports. 

• ALPS reporting internally (that is, applying ALPS inside of AA) has been weak.  In particular, 
applying ALPS with donors and sponsors has been superficial; AA is trying to learn from 
Oxfam�s �5 Questions� (see the Viet Nam visit report for more details of discussion with 
Mandy Woodhouse, the OGB Director there) for this kind of review with donors.  In 
particular, there is an ongoing tension between AA�s use of ALPS and Dfid�s continuing 
emphasis on logframe methods.  Where Dfid staff have participated in PRRP (in, for 
example, Burundi) they have come to appreciate it, but this has not yet changed Dfid�s focus 
on logframe-based reporting requirements. 

• At local level, ALPS basically reviews objectives set by the local community.  At country 
level, the AA team reflects on how the community reflections match global FPT objectives.  
A similar matching is done at regional level.  (This is a demonstration that the kind of 
bridging of [a possibly very large number of] local objectives with [a small and predefined 
number of] organizational objectives is possible, as had been envisioned for a revised 
AIMES.) 

• Based on this, International Directors have a two day reflection session each year, looking 
at ALPS results from each country, and scoring countries against the FPT goals.  Low-
scoring countries are scheduled for additional support.  (Antonella did not give the 
impression that �support� was a euphemism for �punishment� or �dismissal.�) 

• Finally, a global report is prepared for the Trustees, which illustrates key lessons of the 
change and recommends re-allocation of resources as needed.  When I asked for an 
example, Antonella mentioned that AA has put more support for staff development into their 
budget as a result of the global review.  Having evidence from ALPS reports has helped 
substantiate these reallocations. 

• Four key areas where organizational development needs particular attention have emerged 
from the first two years of ALPS: 

• More support needs to be provided to staff in learning how to work in horizontal 
teams. 
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• Guidelines need to be developed to help staff handle financial disclosure, which can 
be sensitive particularly when undertaking reflection with communities about 
budgets, salaries, etc.  This is being developed as a �right to information� policy. 

• Better linkages are needed between program and finance, linking ALPS to finance, 
so that messages about reporting are consistent. 

• A great deal of support to staff is needed in the transition, so that staff can more 
quickly (and with less stress and worry) come to grips with the change in attitudes, 
skills, and behaviors required with the new way of working28.  �It always seems to 
lead back to OD,� said Antonella.  �The sticking point of ALPS is HR.�  Interestingly, 
AA has put into place regional HR staff to support the change. 

• Committed leadership and time to reinforce and encourage the change are key elements. 

• The AA Director of HR and OD has just left, which Antonella feels is a loss, as the new 
person will have a broader role and will be more focused on operational issues.  Therefore, 
he might not have the time for the kind of OD support needed now.  

Other Points of Discussion and Conclusions 
The meeting with Antonella was very useful, helping gain a clearer understanding of the 
implications and realities of ALPS.  Unexpectedly, it was also quite useful in throwing light on 
issues of organizational transition and development, similar to the challenges that will likely face 
CCF in the near future.   

A number of interesting documents were obtained during the visit, including a CD-ROM with 
results from all of the participatory review and reflections from 2002.  Antonella recommended in 
particular, given our discussion, reading the Policy Report, the Global Progress Report, the Asia 
Regional Report, and the country reports from Uganda, Kenya, and India � these are contained 
on the CD-ROM. 

 

                                            
28 In Uganda, a team of external consultants provided good OD support: Tina Wallace and Alan Kaplan.  
They have prepared a draft report of the transition in AA Uganda; given that Uganda is one of the startup 
countries, we should try to meet with them.  Uganda has developed new core competencies and job 
descriptions, which we should also try to get.  But, after 2 or 3 years, Uganda has still not completed their 
transition.  AA Uganda CD is Meenu Vadera: Antonella will contact her for me. 
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Attachment 5: Affinity Groups 

 

The following groups were identified through the �affinity� exercises conducted in each 
workshop.  Groups identified for further analysis are shown in bold type.  Language has been 
left as it was produced in workshop documentation and local translation. 

 Theme 1: 
Understand-

ing of 
Poverty 

Theme 2: 
Closer 

Support to 
Develop-

ment 

Theme 3: 
Parents, 
Youth, 

Children as 
Protagon-

ists 

Theme 4: 
Stronger 
Linkages 

Theme 5: 
Changes to 
Corporate 
Systems 

Theme 6: 
HR Support 

 

Philippines 

 Development 
Processes 

CCF 
Structure 

Community-
based 
Program 

Children�s 
Participation 

Strategic 
Partnerships 
and 
Networking 

  

 

Richmond 

MED 

Perception of 
health needs. 

HIV/AIDS 

Poverty 
programming 

The need for 
education. 

Dialog and 
negotiations 
with 
community 
and partners 

Empowered 
and organized 
communities 
prepared to 
seek 
solutions. 

Beginning of a 
participatory, 
collaborative 
process. 

Project 
operating 
structure at 
grassroots 

Sustained 
impact. 

Each 
community 
and CCF 
agree to an 
exit strategy 
point. 

Best way to 
assess the 
community 

Youth 
programs 

Children and 
youth are 
participating 
effectively in 
decision-
making and 
program. 

Build networks 
and 
collaboration. 

The WB 
comes to CCF 
for ideas and 
successful 
models of 
development. 

Because of 
CCF 
community 
experience, it 
helps to form 
national 
policy. 

Progress has 
been made. 

Program 
impact / 
implement-
ation. 

CCF IA 
Members look 
for impact. 

Streamlining 
and 
professionalizi
ng structures 

Grants and 
program 
technical 
support and 
capacity 
building from 
/ via country 
level, area 
level, 
regional and 
international 
levels. 

Regional 
support role 

PDO offers 
support and 
assistance. 
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 Theme 1: 
Understand-

ing of 
Poverty 

Theme 2: 
Closer 

Support to 
Develop-

ment 

Theme 3: 
Parents, 
Youth, 

Children as 
Protagon-

ists 

Theme 4: 
Stronger 
Linkages 

Theme 5: 
Changes to 
Corporate 
Systems 

Theme 6: 
HR Support 

from the 
beginning 

How can / do 
we get out. 

 

Brazil 

Education 

Work with 
poverty 

Inscription/ 
school 

Gender 
equality 

Income 
generation 
and 
occupation 

Impacts 

Analyzed 
situation via 
immersion in 
community 

Approach 
practices 

CCF works 
near the 
communities 

Limited time of 
permanence 

Empower-
ment 

Actuation Area 

Accomplish 
work with the 
families 

Children's 
diagnose 

Children's 
participation 

Parents / 
communities' 
participation 
and 
development 

Partnership/ 
participation 

Realized 
diagnoses 

Budget 

How the 
projects' 
administration 
is 

How the 
project / 
team's 
organization is 

Technical 
support 

CCF's basic 
components 

 

Mexico 

The lack of a 
good health 
limits our 
human 
development 

Children�s life. 
Change in the 
children�s life 

Economic 
capacity. Job, 
the earth does 
not produce. 

Participative 
Education, 
first sep to 
attack poverty. 

Feed women�s 
self-esteem to 
achieve an 
integral 
development. 

The 
community 
makes its 
own process. 

The 
community is 
trained and 
ready to fly. 

How we come 
and go. In 
CCF we have 
a history and a 
future. 

Achieve 
different 
impact. 
Dreams come 
true with 
strategies, will 
and 
commitment. 

CCF team is 
close to the 
community. 
Get support 
from others as 
contributors at 

 Alliances and 
relationship 
with other 
organizations 
strengthen 
us.  

Impact in 
other levels, 
vision, 
incidence in 
other levels. 

Diagnosis 
participative 
process, 
planning and 
evaluation.   

We become 
more 
professional 
with a new 
scope. 

Good 
organizational 
climate. 
Promote an 
adequate work 
environment 
guarantees 
the goal 
achievement. 
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 Theme 1: 
Understand-

ing of 
Poverty 

Theme 2: 
Closer 

Support to 
Develop-

ment 

Theme 3: 
Parents, 
Youth, 

Children as 
Protagon-

ists 

Theme 4: 
Stronger 
Linkages 

Theme 5: 
Changes to 
Corporate 
Systems 

Theme 6: 
HR Support 

all levels 
strengthen us. 

 

India 

Empower-
ment of 
women is key 
to 
development.  
Women�s 
Bank, Self 
Help Groups 

Strategic 
management 
for changing 
environments 
in 
globalization 

Solution of 
problems and 
social issues 
that exist in 
the community 

Staff creating 
enabling 
environment 
and 
responding to 
changed 
situations 

Talk about 
sustainability 
goals and 
phase-out 
plans with 
communities 
from the 
beginning 

Resource 
Mobilization 
& Utilization 

Village unity, 
Developing 
social 
cohesion and 
social capital 

Our rights � 
rights of the 
children need 
to be 
gratified by 
their forum � 
active role 
and 
participation 
of children 

People�s 
ownership of 
programs 
with no/little 
external 
support 

Community is 
capable of 
deciding their 
development 
priorities and 
change � 
people�s 
participation is 
central to the 
change 
process, 
People�s 
participation & 
empowerment 

Reaching out 
� working 
jointly with 
other 
stakeholders, 
working with 
other 
institutions / 
Government 

CCF needs 
information 
and data to 
identify 
problems and 
track results 

Building 
organizational 
culture with 
relation to its 
vision and 
mission 

Anxieties and 
concerns are 
part of a 
change 
process 

Angola Pending Pending Pending Pending Pending Pending 
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Attachment 6: Draft Outline of the CCF Program 
Practices Guide 

The following draft outline of the CCF Program Practices Guide was prepared during Phase 1.  
Inevitably, this outline will evolve during the initial startup and assessment activities envisioned 
as part of Phase 2. 

Volume Chapter Content 
1.1 Introduction to 

the Handbook 
• What is the purpose of the Handbook?   
• How will staff be trained to use it?   
• How will it evolve and be updated as CCF learns and 

grows?   
• Linkage with strategic directions. 

1.2 CCF�s Purpose • From existing materials. 
1.3 Introduction to 

Volume 1 
• What is a �program approach?�   
• How is this Volume of the Guide structured?   
• How to use this Volume of the Guide. 

1.4 Values of CCF 
Employees 

• What do we expect from CCF employees?   
• Immersion 
• Respect for the poor 
• etc. 

1.5 The Causes 
And The 
Effects Of Child 
Poverty 

• What is poverty?  How is it manifested? 
• A coherent description of the causes and effects of child 

poverty, including an articulation of child well-being.  
• The dimensions of poverty: 

• Lack of education, health, income 
• Voicelessness and powerlessness 
• Vulnerability 

• CCF�s Choices. 
• The MDGs that relate directly to CCF�s work with children.  

Why it is important to link with the MDGs (relates to the 
section on Scaling-Up and Linking.) 

1.6 Working With 
Parents  

• CCF�s primary partners. 
• Why is it important to work with parents? 
• How to work with parents  

• An overview is provided here; specifics come in Volume 
2. 

1.7 Children and 
Youths As 
Protagonists In 
The Change 
Process 

• CCF�s primary partners. 
• Why is it important to work with children and youth? 
• How to work with children and youths. 

• An overview is provided here; specifics come in Volume 
2. 

 
Volume 

One: 
CCF�s 

Program 
Approach 

1.8 The Project 
Implementation 
Cycle �  
Achieving 
Impact 
Together 

• A full description of this cycle, with tools and reference 
materials. 

• PME cycle. 
• Immersion and reflection. 
• Participatory processes. 
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Volume Chapter Content 
1.9 The Program 

Cycle � 
Achieving 
Defined 
Change In A 
Defined Period 
 

• A full description of this cycle, with tools and reference 
materials. 

• Program Area Development Structure. 
• Life Cycle.  Entry and Exit. 
• A general statement on capacity building.  More specifics 

come in Volume 2. 
• An overview is provided here; specifics come in Volume 2. 

1.10 Linking And 
Scaling Up Our 
Work To 
Address 
Causes Of 
Child Poverty 
At Higher 
Levels 

• A full description of this cycle, with tools and reference 
materials. 

• This would include outlines of the current ODA environment 
(PRSP�s, SWAP�s, priorities for the bi-laterals and multi-
laterals, etc.) 

• Some indications of how to partner with these organizations, 
how to link up with national processes. 

 
1.11 Systems That 

Strengthen 
Ownership, 
Accountability, 
Impact, And 
Sustainability 

• A redesign of the AIMES system. 
• MDGs without targets at the organizational level; 
• MDGs with targets at National level, measured in a 

sample survey each year in CCF working areas; 
• MDGs with locally-set indicators at Province level.  

MDGs measured in a sample survey each year in CCF 
working areas.  Locally-set indicators measured each 
year by communities themselves.  

• The Strategic Planning process, linked with the redesign of 
the AIMES system: 
• Community Strategic Plans, principles, guidelines, 

formats. 
• Province Strategic Plans, principles, guidelines, formats. 
• Country Strategy Papers, principles, guidelines, formats. 

• A redesign of financial flows in CCF. 
• Eliminate the concept of �subsidy� and go towards 

program funding. 
• Disbursement approval based on programmatic 

advances. 
• A new budgetary system. 

• Block funding for 3 � 5 years. 
• Enhanced financial control and accountability levels. 

• An HR system which: 
• Facilitates the measurement of staff behaviors and 

performance consistent with principles and procedures 
contained in the Guide. 

• Supports the training and development of field staff, 
particularly front-line staff, to implement principles and 
procedures contained in the Guide.  

• Builds accountability of CCF towards communities and 
partners. 

 
Volume 

Two: 

2.1 Introduction to 
Volume 2 

• What is a �program issue?�   
• How is the Volume structured?   
• How to use the Volume. 
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Volume Chapter Content 
2.2 Working with 

Parents 
• Policy statement. 
• How to work with parents.   
• How to form parents� associations at community and 

Province levels. 
• Tools, methods, practical guidelines, and references are 

included here in Volume 2. 
2.3 Child 

Participation 
• Policy statement 
• How to work with children and youth.   

• Tools, methods, practical guidelines, and references are 
included here in Volume 2. 

• How to form child and youth associations at community and 
Province levels. 

2.4 Child rights • Policy statement. 
• What is a child-rights approach, and CCF�s position. 
• How child rights form part of CCF�s program. 

2.5 Participatory 
processes 

• Policy statement 
• Tools, methods, practical guidelines, and references are 

included here in Volume 2. 
2.6 Building 

Institutions Of 
The Poor and 
Service 
Providers 

• Policy statement 
• Tools, methods, practical guidelines, and references are 

included here in Volume 2. 

2.7 Gender • Policy statement 
• Tools, methods, practical guidelines, and references. 

2.8 Sustainability • Policy statement 
• Tools, methods, practical guidelines, and references are 

included here in Volume 2. 
2.9 The Natural 

Environment 
• Policy statement 
• Tools, methods, practical guidelines, and references are 

included here in Volume 2. 
2.10 Reproductive 

Health 
• Policy statement 

• Family Planning 
• Safe Motherhood 
• HIV/AIDS 

• Tools, methods, practical guidelines, and references are 
included here in Volume 2. 

2.11 Early 
Childhood Care 
and 
Development 

• Policy statement 
• Tools, methods, practical guidelines, and references. 

2.12 Nutrition • Policy statement 
• Tools, methods, practical guidelines, and references. 

2.13 Basic 
education 

• Policy statement 
• Tools, methods, practical guidelines, and references. 

2.14 Vocational 
Education and 
Training 

• Policy statement 
• Tools, methods, practical guidelines, and references. 

2.15 MED • Policy statement 
• Tools, methods, practical guidelines, and references. 

2.16 Water and 
sanitation 

• Policy statement 
• Tools, methods, practical guidelines, and references. 

Program 
Issues 
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Volume Chapter Content 
2.17 Housing and 

Human 
Settlements 

• Policy statement 
• Tools, methods, practical guidelines, and references. 

2.18 Urban Contexts • Policy statement 
• Tools, methods, practical guidelines, and references. 

2.19 Children 
affected by war 
and violence 

• Policy statement 
• Tools, methods, practical guidelines, and references. 

2.20 Emergencies • Policy statement 
• Tools, methods, practical guidelines, and references. 

2.21 Sponsorship as 
a development 
tool 

• Policy statement 
• Tools, methods, practical guidelines, and references. 

2.22 Working with 
consortia, 
institutional 
partnerships 

• Policy statement 
• Tools, methods, practical guidelines, and references. 
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