
 Piloting Notes!         
#6 � Area Federations 

 

 
Welcome to the sixth edition of  Piloting Notes!, a series 
of short documents providing guidance for the pilot 
testing of certain refinements to CCF�s program model.  

Piloting Notes! #2 described the structure that is being 
tested in pilot countries.  Two very important elements o
this structure, shown on page 2 of Piloting Notes! #2, 
are the �Area Parents Federation� and �Area Federation 
of Youth & Children.� 

f 

                                                

For many CCF countries, the idea of these Federations 
will be new.  So this edition is focused on how Area 
Federations � of parents, of youth, of children � will 
be CCF�s main partners in pilot Areas! 
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 An Area Federation ??? 
Generally speaking, CCF�s Family Helper 
Project approach has been implemented 
across the world through affiliated �projects.�   
These community-level �projects� usually 
have Governing Boards, elected by the 
members of �project� Parents� Associations. 

As we saw in Piloting Notes! #2, pilot testing 
will build on the Family Helper Project model: 
in particular, the existing Parents� 
Associations in CCF�s �projects� will elect 
representatives to Area Federations. 

So, in effect, CCF�s existing �project� 
Parents� Associations will join together to 
form an Area Parents Federation. 

This is an important step: Parents� 
Associations �join together . . . to address 
larger issues and to strengthen the 
communities� ability to further their common 
interests.  (They begin to) . . . form direct 

relationships with external partners, including 
donors and local government agencies.1�   

In this light, Area Federations can be 
considered as membership interest groups, 
representing the views, priorities, and goals 

 

 
Piloting Notes!      #6 � Area Federations 
Draft                              Page 1 

1 Extracted from �From the Roots Up, 
Strengthening Organizational Capacity through 
Guided Self-Assessment�, Gubbels & Koss, World 
Neighbors,  



of the parents, youth, and children enrolled in 
the CCF program.   

CCF�s goal is to build better futures for 
children in the Area, and part of this effort will 
involve strengthening the capacity of the 
existing �project� Parents� Associations and of 
the new Area Federations. 

 

What Will The Area 
Federations Do? 

During pilot testing, Area Federations will 
be CCF�s primary partner in an Area.   
 
Area Federations will plan program 
activities, through the Area Strategic 
Planning2 process.  

• Based on the Strategic Plan that 
emerges from the Area Strategic 
Planning Process, CCF will 
establish a �Memorandum of 
Understanding� with the Area 
Federation, setting forth the 
activities to be funded and 
establishing the rights and 
responsibilities of both partners. 

Once the Area Strategic Plan has 
been approved, Area Federations 
will manage all CCF-supported 
activities in the Area.  Funds will flow to the 
Area Federations directly from CCF. 

• Area Federations will have bank 
accounts. 

• Funds will no longer flow directly from 
CCF to the existing �projects.�   

• In a few cases, Area Federations may 
fund the existing �projects� for specific 
activities that might be best carried out by 
the �projects.� 

                                                 

latrine prog   

(Piloting Notes! #8 will focus in 

The Area Federations will ensure 

 

 

• dership, 
and de

• 

• r�s program 

• 
years.  

Remember, the Area Federations will be 

2  Extensive guidelines for �Area Strategic 
Planning in CCF� are available from Victoria 
Adams at the Richmond Office. 

Various program partners will implement 
specific program activities.   

• These partners may include local NGOs, 
local government bodies, contractors, or 
local community-based organizations 
such as the existing �project�-level 
Parents� Associations. 

• For example, the Area Federation might 
implement a program with the district 
health service to improve quality and 
access to primary health care in affiliated 
communities across the Area.  The Area 
Federation might work with a local NGO 
to train families on behavior changes 
needed to prevent infection from the HIV 
virus, or might contract a local drilling 
company to drill for water.  And local 
community associations (�project� 
parents� associations) might implement a 

ram in one community.

more detail on partnership.) 

that program implementation is 
accountable and transparent by:
• holding regular meetings of the 

entire �membership� (that is, all 
families with enrolled children
in the Area), 
periodic rotation of lea

mocratic selection of new leaders,  
planning activities through the highly 
participatory and integrated Area 
Strategic Planning process, 
reporting results of each yea
implementation in a public forum, and  
participatory review and reflection 
exercises held at least every three 

made up from representatives of the 
existing community-level �project� 
associations. 
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What Are The Advantages Of 
Having Area Federations? 
Firstly, it is likely that many program 
activities will be implemented at Area 
level.  This is because many sustainable 
solutions to child poverty and adversity will be 
found at Area level. 

• But . . . not all solutions are at Area level, 
many can be found in the local 
community, or within families.  This is why 
it is important to see the Area Federations 
as complementing and building upon the 
existing �project� Parents� Associations3. 

Secondly, strength comes from unity!  
Linking the local, �project� Parents� 
associations together will enable them to 
learn from each other, and will allow them to 
have greater impact on other stakeholders 
(such as local governments, etc.) 

Finally, developing the kind of �civic society� 
that the Area Federations represent, as 
interest groups that can effectively interact 
with policymakers and governmental decision 
makers, is a big step forward towards 
building a just and equitable society, one 
that puts children first. 
 
 

What Will Happen To The 
Existing �Project� Parents� 
Associations? 

They will continue, at least during pilot 
testing!   

CCF will still be dedicated to building the 
capacity of the existing �project� Parents� 
Associations, as these Associations are the 

link between the Area Federations and 
enrolled families, and are therefore the real 
basis of legitimacy for the Area Federations.   

                                                 

3 And, some solutions are national in nature, but 
we�ll leave a discussion of the role of the CCF 
National Office for a future Piloting Notes! 

• They may still implement some 
community-level activities! 

• And they will certainly play a key role in 
monitoring program implementation and 
ensuring accountability! 

However, the �Project� Parents Associations 
will no longer be CCF�s primary partners in 
the Area. 

• No Letter Of Agreement will be signed 
between CCF and the �Project� Parents� 
Associations.  Instead, CCF and the Area 
Parents� Federation will sign a 
Memorandum of Understanding based on 
the three-year Area Strategic Plan. 

• While the �Project� Parents Associations 
may continue to own a bank account, 
CCF funds will no longer be transferred to 
this account.  Instead, CCF will transfer 
funds to the Area Parents� Federation 
account, based on program 
implementation requirements.  (See 
Piloting Notes! #7.) 

A future edition of Piloting Notes! will focus in 
more detail on the role of the community-level 
Parents� Associations. 
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What About Area 
Federations Of Youth And 
Children? 

CCF is pilot testing program refinements 
designed to enhance the leading role of 
parents, youth, and children4.  In pilot 
countries this �leading role� will mean that 
Area Federations of youth and children will be 
established, working in the same way as the 
Parents� Federations.   

Slightly different models are being tested: 
• In Ecuador, children and 

youth will be incorporated 
together with parents as full 
members of an Area 
Federation.  Here, then, 
there will be only one 
Federation per Area. 

• In Uganda, children and 
youth will form a separate 
Area Federation, working 
alongside the Parents� 
Federation.   

• In The Philippines, children 
and youth will each have separate 
Federations, working alongside the 
Parents� Federation.   

Area Federations of youth, and of children, 
will plan, implement, and evaluate activities in 
the same way as the Area Parents� 
Federations.   

In practice, we will be learning how to build 
the leading role of children and youth, helping 
them play a much more active and engaged 
role in the development of their communities 
and the Area.   

It won�t be easy, but initial experiences 
with Area Strategic Planning led by 
children and youth has been very 
promising! 

                                                 
4 See Piloting Notes! #1 and #4 for more details. 

 

Inclusive or Exclusive? 
Parents� Associations at �project� level in 
most countries are comprised exclusively of 
parents of children enrolled in the CCF 
sponsorship program.   

Some feel that the membership of these 
Associations should be more broadly based, 
including representatives from all 
stakeholders in the community. 

During pilot testing, the Area Federations 
and community associations will remain 
formed exclusively of parents, youth, and 

children of families enrolled in 
CCF�s program.   

Why?  If we view the Area 
Federation as an interest group, 
representing (ideally) the poorest, 
most excluded, least powerful 
people in the Area, we know that 
these groups are often not taken 
into account in governmental 
planning processes.  Other 
groups (less poor, more powerful) 
have various methods to exert 

influence and to capture benefits, but the 
poorest, weakest, most excluded often have 
no such influence.   

Therefore, Area Federations offer one 
mechanism through which the poorest can 
gain influence. 

Of course, this does not mean that the Area 
Federations should be isolated from the rest 
of the Area.  One of the basic principles that 
is being piloted is that of �linkages� � the Area 
Federations must plan with, implement with, 
evaluate with all other relevant stakeholders 
in the Area.   

No islands will be created!  But Area 
Federations should represent the interests of 
the poorest, most excluded, least powerful, 
which (ideally) should be the families enrolled 
in CCF�s sponsorship program. 
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Some Basic Guidelines 
CCF offices have vast experience with 
Parents� Associations, and the lessons you 
have learned in working with them will be 
useful when thinking about Area Federations.   
Here are a few ideas:   

• The work of Area Federations must be 
transparent.  They must take minutes of 
meetings and circulate the minutes to 
their membership (all enrolled families in 
the Area.) 

• Also, financial management (including 
contracting) must follow generally-
accepted principles.  For example, best 
value for money should be ensured, 
through obtaining multiple bids for any 
significant purchase, conflicts of interest 
must be avoided (no family members 
should be involved), official receipts must 
be obtained, budgets should be 
communicated to all members, etc. 

• Area Federations will have �members� 
and �officers.�  �Members� are families 
enrolled in CCF.  �Officers� are selected 
by �members� for specific duties: for 
example, President, Secretary, Treasurer. 

• Area Federation Officers must be 
selected democratically, through secret 
ballots with several candidates for each 
position.  All members (that is, all families 
enrolled in the CCF program) should be 
encouraged to vote. 

• To be practical, each Area Federation 
should not contain more than around 25 
officers.  Officers should be elected from 
each community roughly in proportion 
to the number of Federation members in 
the community � that is, to the number 
of families enrolled in CCF in each 
community. 

•  Members of the governing board of the 
Federations must have limited terms.  
Qualifications for Area Federation Officers 
should be fashioned in a way that does 
not exclude the poorest, illiterate, etc 

• A balance of genders in the governing 
board must be ensured. 

• Area Federation Officers will be spending 
a lot of time carrying out their duties.  A 
way to motivate or compensate them 
for this burden (which can be very heavy 
for a poor person) should be found 
without resorting to payment of salaries. 

• Area Federations should be registered, 
legal entities. 

 

For More Information! 
The academic literature does not contain 
many resources for helping us learn how best 
to build the capacity of these kinds of 
Federations.  CCF is breaking new ground! 

The attached table shows some elements of 
effective grassroots associations; comments 
comparing each element with current pilot 
testing are also included in the table. 

If you would like to know more about Area 
Federations, or about effective grassroots 
associations in general, we have a number of 
good references from inside CCF and from 
the academic community, including a paper 
specially commissioned for CCF5!   

Just send an email to Victoria Adams in 
Richmond � veadams@ccfusa.org 
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5 Krishna, Anirudh (2003), �Going From a Resource-
Drive to an Information-Based Organization: Roles, 
Responsibilities and Milestones for Staffs at Different 
Levels.�  



Attachment � Elements of Effective Grassroots 
Associations 

 
Elements of Effective  

Grassroots Associations6 
In The Pilot Areas . . . 

�Recruits mainly peer members (people 
with a common problem, interest, or 
background), leading to substantial 
homogeneity. � 

At the community and Area levels, it is important 
that poorer parts of the population become 
Members of associations and Federations.  It�s likely 
that their concerns will be somewhat similar. 

�Involves members in face-to-face 
interaction in meetings and other group 
activities.� 
�Promotes high member participation 
levels or mobilization within the group.� 
�Creates high internal cohesion and 
solidarity among the members, providing 
social support to members.� 
�Avoids internal divisiveness and 
factionalism, especially of an intensity 
that may split the group.� 

• Frequent meetings and other activities are 
important, at both community and Area levels.   

• An ambitious training program for Federation 
members will be necessary. 

• Open, democratic processes for leadership 
selection and decision-making (particularly 
relating to budget allocation and program-activity 
selection) will be crucial. 

• Leadership positions should be rotated 
frequently. 

�Develops an effective ideology 
explaining the situation of the members 
and what the group will do to improve 
this situation, providing purposeful 
incentives to members.� 

Area Strategic Planning will be an effective tool, and 
process, to build a common understanding of child 
poverty and adversity, and to mobilize members to 
take action together with other stakeholders in the 
community and Area. 

�Persists over time (at least one or two 
years) so that its goals of effecting 
change in its members can be achieved, 
at least gradually.� 

CCF�s life cycle concept envisions community 
associations participating in the Bright Futures 
Program for around 12 years. 

�Creates and maintains cooperative 
relationships with external groups and 
organizations in the community and at 
higher territorial levels.� 

Area Federations and community associations will 
be linked with all other relevant stakeholders, 
through the Area Strategic Planning process, and by 
implementing program activities together. 
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6 Italicized text in this table, in the left-hand column, is from Smith (1999), �The Effective Grassroots Association II: 
Organizational Factors that Produce External Impact,� in �Nonprofit Management & Leadership, vol. 10, no. 1, Fall 
1999.   
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