
 Piloting Notes!         
#9 � Growing The Capacity Of Area Federations

 

 
Welcome to the ninth 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, and Piloting Notes! 
#6 went into detail on Area Federations.   

This edition focuses on how the capacity of 
Area Federations can grow and develop over 
time. 

Research and publication on capacity building is 
voluminous; some references are provided at the 
end of this edition of Piloting Notes!, and 
reviewing these references will help CCF offices 
understand the concept.   

But the purpose of this edition of Piloting Notes!, on the other hand, is to place capacity-building in 
the context of the Bright Futures program model, and to examine the concept as applied to Area 
Federations.  How can the capacity of Area Federations grow and develop over time? 

 

Some Basics 
To start, we will need a common definition, a 
framework for analysis, and an understanding 
of the overall process of how Area 
Federations will develop over time. 

�Capacity building� is a term used to mean 
different things by different people, and many 
different definitions have been proposed.  In 
this edition of Piloting Notes!, we will use the 
following definition of organizational capacity 
building:  

�Capacity building can be understood as an 
explicit effort to improve an organization�s 
performance in relation to its purpose, 

context, resources, and sustainability.  The 
aim is to develop a more effective, viable, 
autonomous and legitimate local organization 
by creating the conditions in which change 
can take place from within the group or 
organization.� 1 

When strengthening an organization�s 
capacity to perform, we will need a framework 
for assessing strengths and weaknesses.  A 
good framework is to review the 
organization�s abilities to be, to do, and to 
relate2: 

                                                 
1   World Neighbors (2000).   

 
Piloting Notes!   #9 � Growing the Capacity of Area Federations 
Draft � 8 Jul/04                              Page 1 

2   Fowler et al (1995). 



• To be: the internal order of the 
organization, how it is managed, its 
structure, culture, norms, legal form, etc. 

• To do: how the organization performs, its 
impact and effectiveness, policies, etc.  

• To relate: linkages with external 
organizations and constituencies, donors, 
government, etc. 

Finally, we need to place an organization�s 
strengths and weaknesses in an overall 
context of change and development.  Like a 
tree, organizations can be viewed as moving 
through stages, growing from seeds through 
to maturity: 

 

 
See Attachment 1 for more information . . .  

 

From World Neighbors (2000) 

Here are examples of what such a process might look like in a CCF 
Bright Futures program: 

In the beginning, Area Federations are forming . . . 
 

To Be: 
• The Federations are not legally registered entities. 
• Members select Federation officers, but have little clarity on 

their role and few expectations. 
• Children and youth do not participate or are very passive. 

 

To Do: 
• The CCF Area team carries out all aspects of program 

planning, implementation monitoring, and evaluation. 
• The Area Strategic Plan is focused on service delivery, partly 

through partners. 
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To Relate: 
• All funding comes from CCF. 
• Federation Officers have little understanding of how social 

services are provided.   
• Partners are unaware of the Area Federation, and insist on 

working with CCF. 

 

 
. . . then they begin to function in a limited fashion . . .  

 

To Be: 
• CCF begins the process of legally registering the Federations. 
• Initial membership meetings take place, but interest is minimal.  
• Children and youth are included, but are not very active. 

To Do: 
• The Area Federation participates in program planning, 

implementation monitoring, and evaluation, under the 
leadership of the CCF Area team. 

• The Area Strategic Plan is focused on service delivery, mostly 
through partners. 

 

To Relate: 
• CCF helps the Area Federation learn how to approach non-

CCF sources for funding.  But non-CCF funding is minimal. 
• Federation Officers have some initial interaction with 

providers of social services, guided by CCF, mainly to gather 
information for planning purposes. 

• Federations begin to visit potential partners, with CCF.   
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. . . take on increasingly ambitious tasks . . . 

 

To Be: 
• The Federations are legally registered entities. 
• Federations circulate regular communications to the 

membership, interest grows and attendance at general 
meetings increases. 

• Children and youth begin to take active roles in some project 
activities. 

To Do: 
• The Area Federation manages some aspects of program 

planning, implementation monitoring, and evaluation, 
guided by the CCF Area team. 

• The Area Strategic Plan is mainly focused on service delivery 
(through partners), but now begins to include some policy 
advocacy efforts.   

 

To Relate: 
• Some funding begins to come from non-CCF sources. 
• Federation Officers begin to approach service providers, 

seeking opportunities to work together to improve service 
quality. 

• Area Federations begin to approach partners, trying to 
coordinate activities.  CCF supports. 

 



. . . manage all functions, with support from CCF . . . 
 

To Be: 
• The Federations are legally registered entities, complying with 

local tax and labor law.  Audits are successful. 
• Federation leadership begins to rotate, and new officers take 

office � selection of officers creates a lot of interest from 
membership.  Officers come from different communities, and a 
gender mix is maintained.  

• Children and youth manage some projects on their own. 

To Do: 
• The Area Federation manages all aspects of program 

planning, implementation monitoring, and evaluation, 
supported by the CCF Area team. 

• The Area Strategic Plan contains a balance of service-delivery 
and policy advocacy efforts.  

 

To Relate: 
• Significant funding comes from non-CCF sources. 
• Federation Officers succeed in improving the quality of some 

aspects of the provision of services to poor people.  
• Partners are very aware of the Area Federations. 

 
. . . and, finally, are fully-functioning effective organizations. 

 

To Be: 
• The Federations are legally registered entities, complying with 

local tax and labor law.  They pass successfully through crises 
� financial, public-relations, etc. � without major disruption. 

• Leadership continues to rotate normally, with members coming 
over time from all communities, castes, economic classes, 
ethnic groups, etc.   

• Children and youth participation is equivalent in most ways to 
that of adults. 

To Do: 
• The Area Federation manages all aspects of program 

planning, implementation monitoring, and evaluation, with 
sporadic oversight from the CCF Area team. 

• The Area Strategic Plan mainly focuses on policy advocacy 
efforts.  Strong partners are handling service provision now. 

 

To Relate: 
• Most funding comes from non-CCF sources. 
• Federation Officers have regular interaction with service 

providers, supporting the improvement of service quality. 
quality, achieving significant improvements for poor people. 

• Partners directly approach the Area Federation. 
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Capacity Building in Bright 
Futures! 

As mentioned in Piloting Notes! #2, CCF 
seeks to build capacity of Area Federations 
over a period of (roughly) four three-year 
planning periods, at the end of which they 
should be fully functioning and effective 
organizations, working on the causes of 
child poverty at various levels, and largely 
self-financing:  

 

That is, CCF�s goal should be that, at the 
end of four three-year cycles, Area 
Federations have grown and developed 
to the �mature� stage in most respects. 

Of course, Area Federations will not 
necessarily move in a linear fashion, in all 
respects, from �embryonic� to �mature� 
stages � in some ways, an Area Federation 
may be fully �mature� while only performing 
at a �growing� level in some other aspects.   

• For example, it is possible that an 
Area Federation could be legally 
registered very quickly (equivalent to 
the �Growing� first Stage) but still 
remains unable to involve children 
and youth (back in Stage 1, 
�Embryonic�.)   

• Or, perhaps significant funding 
comes from another source early in 
the Area Federation�s life (Stage 4, 
�Well-Developed�), even while the 
Area Strategic Plan is still focused 
on service provision (back in Stage 
2, �Emerging�). 

Nevertheless, the framework presented 
above will help the diagnosis and targeting 
of capacity-building support appropriate to 
each stage.   

For example . . . Attachment 2 outlines an 
set of possible trainings that can be 
considered for Area Federation officers.   
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• CCF Area teams, and Federation 
officers themselves, should assess 
the capacities of Federation officers 
using the framework outlined above, 
and consider the kinds of training 
activities shown in Attachment 2.  

• An upcoming revision of the ASP 
guidelines will describe how Area 
Federations and the CCF Area 
Team can work together to assess 
Federation capacity.  The guidelines 
will also indicate how to choose a 
suitable set of capacity-building 
activities for inclusion in the Area 
Strategic Plan. 

  

Some Suggestions and Tips!3  

Although pilot testing of the Bright Futures 
model is in early phases, some interesting 
and important lessons have been learned 
already! 

• First steps are important!  At the 
beginning, the idea of the Area 
Federation will be new.  Everybody in 
the Federation (that is, all enrolled 
families in the Area) needs to have a 
good understanding of the role and 
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were included in Piloting Notes! #6.  



functions of the Federation.  This will 
help members make a good selection of 
Federation officers. 

At the same time, as the Area 
Federations are formed, officers will 
need intensive training.   This is 
because, in early stages, they will need 
to establish byelaws, articles of 
incorporation, etc., and finalize �rules of 
engagement� with CCF, which is likely 
to provide the bulk of the Federation�s 
funding, at least at the beginning.   

• Very frequent communication 
between Area Federation officers and 
membership is necessary.  It is very 
important that Federation officers 
remain accountable to the membership, 
so frequent, transparent communication 
is essential. 

• A constant stream of information 
should flow between Federation 
officers and the governing boards of 
the previously existing, CCF-
supported community associations 
(former �projects�), and also directly 
to the membership (all enrolled 
families in the Area.)   

• Communication should be through 
written form (reports, etc.), via 
general assemblies, in village or 
community meetings . . . the more 
the better!  Home visiting is another 
good way to ensure that members 
are aware of the actions of the Area 
Federations. 

• Some topics for these frequent 
updates from the Federation officers 
to members might include: 
information on program 
implementation; budget allocations 
and spending trends; staffing;  

• Area Federation officers need lots of 
training and preparation for their 
work.  CCF Area teams should review 
the information outlined in this edition of 
Piloting Notes!, particularly Attachment 
2, and see how capacity can be built 

over time, starting with the most critical 
aspects. 

• For example, in the early stages of 
Federation formation, training in 
PRA methods, ASP preparation 
guidelines, etc., will need to be 
complemented with guidance on 
basic management topics, public-
relations skills, etc. 

• Area Federation officers will be 
spending a lot of time on Federation 
duties, particularly during planning 
phases.   

• Their time is valuable, and certainly 
they should not incur expenses out 
of their own pocket.  Also, in addition 
to reimbursement for any expenses 
they incur, some sort of 
compensation (but not a salary!) 
should be considered.   

• Take care to schedule activities so 
that Federation officers can 
participate.  This will be especially 
important during the planting and 
harvest seasons, and (for child and 
youth Federation officers) during the 
school year.  Area staff will need to 
be very flexible! 

• CCF Area Teams must carefully 
prepare Area Federation officers for 
interaction with partners and other 
stakeholders in the Area.   

• Officers should be thoroughly 
prepared to negotiate support for 
project activities.  They will not 
normally be prepared to negotiate as 
�donors� with partners, and they 
should be prepared so that they are 
not taken advantage of, and to 
ensure that interactions are positive 
and constructive. 

• When sharing the results of Area 
Strategic Planning with local 
authorities, they should be careful to 
present any negative findings with 
care and tact, describing the �faces 
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of child poverty�, in positive or at 
least neutral terms.  When meeting 
with the Ministry of Education, for 
example, instead of dwelling on the 
�low quality of education�, 
Federation members could quickly 
focus on possible areas of 
partnership to improve the 
effectiveness of the school.   

• Most CCF offices have experience 
with �Governing Boards� of parents� 
associations.  Experience over time 
with these entities will be helpful 
when supporting the Area 
Federations.  Consider experience, 
for example, with: 

• Making sure that leadership rotates. 

• Ensuring gender balance within 
leadership. 

• Building financial transparency and 
accountability. 

• Maintaining relations with family 
clusters and committees, etc. 

• Don�t be complacent!  Sometimes an 
Area Federation can be 
�comfortable� in an early stage of 
growth.  For example, it might seem 
easier if all funding comes from CCF, 
instead of having to seek additional 
funding from other sources. 

• Make sure that the Area Federation 
understands that growth and 
development � including seeking 
additional funding sources � is the 
only way to sustain their work. 

 

A Final Word 

At its core, growing the capacity of Area 
Federations is much more about human 
relations than it is about techniques and 
hardware.  So it is important that staff and 
officers appreciate and stress the 
importance of group-dynamic processes 
and the growth of trust, respect, equity, 
fairness, integrity, listening, etc.   

 

 

 

 

For More Information! 
There are many references on capacity-
building.  Here are four to get started: 

• Eade, Deborah (1997), �Capacity-
Building, An Approach To People-
Centred Development.� 

• Fowler, Alan, et al (1995), �Participatory 
Self Assessment of NGO Capacity,� 
Occasional Papers Series, Number 10, 
INTRAC.  

• World Neighbors (2000), �From The 
Roots Up, Strengthening Organizational 
Capacity Through Guided Self 
Assessment.�  

• �Civil Society Capacity Building � 
International Practice of Experience,� a 
PowerPoint presentation prepared by 
Alan Fowler. 

For copies of these references, just send 
an email to Victoria Adams in Richmond 
� veadams@ccfusa.org
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Attachment 1: Five Stages Of Organizational 
Development 

From World Neighbors, 2000: 

 

This illustration helps clarify and illustrate the milestones Area Federations and CCF Area teams 
will move through as they seek to build capacity. 

Remember, however, that organizations do not move in a linear fashion from one stage to the 
next � at any given time, they may exhibit characteristics of various stages, and may jump 
ahead several stages at a time . . . or even move backwards. 
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Attachment 2: Some Suggested Topics For Training 
and Development Of Area Federation Officers 

 
Development 

Phase 
 

Selected Training Topics � For Consideration Only! 
 

To Be: 
• Role and function of the Area Federation.  (For officers and all 

members.) 
• Leadership. 
• Financial management, accounting and bookkeeping. 
• Organizational skills: recordkeeping, preparing minutes of 

meetings, rules of order, facilitation. 
• Teambuilding. 
• Gender sensitivity. 

To Do: 
• PRA methods. 
• Area Strategic Planning. 
• DIP preparation. 
• Working with children and youth. 

 

To Relate: 
• Negotiation, conflict resolution.   

To Be: 
• Legal framework for NGOs in the country. 
• How to prepare byelaws, articles of incorporation, etc. 
• Leadership. 
• Basic business management. 
• Financial management. 
• Organizational skills: recordkeeping, preparing minutes of 

meetings, rules of order, facilitation. 
• Teambuilding. 

To Do: 
• Project cycle management.  Monitoring. 
• Gender and development. 
• Child development. 
• Working with children and youth. 
• Livelihood � MEDI, etc. 

 

To Relate: 
• Public relations, partnership, negotiation, networking, conflict 

resolution. 
• Government policy in key areas. 
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Development 
Phase 

 
Selected Training Topics � For Consideration Only! 

 

To Be: 
• Leadership. 
• Basic business management. 
• Financial management. 
• Organizational skills: recordkeeping, preparing minutes of 

meetings, rules of order, facilitation. 
• Teambuilding. 

To Do: 
• Project cycle management.  Monitoring and evaluation. 
• Technical training in key areas of the ASP. 
• Working with children and youth. 

 

To Relate: 
• Public relations, partnership, networking, conflict resolution. 
• Government policy in key areas. 
• The ODA environment � priorities of key multi- and bi-lateral 

agencies. 
• Proposal writing. 
• Resource mobilization. 

To Be: 
• Leadership. 
• Basic business management. 
• Financial management. 
• Organizational skills: recordkeeping, preparing minutes of 

meetings, rules of order, facilitation. 

To Do: 
• Project cycle management.  Monitoring and evaluation. 
• Technical training in key areas of the ASP. 
• Working with children and youth. 

 

To Relate: 
• Public relations, partnership, advocacy, negotiation, 

networking, conflict resolution. 
• Government policy in key areas. 
• The ODA environment � priorities of key multi- and bi-lateral 

agencies. 
• Proposal writing. 
• Resource mobilization. 

To Be: 
• Leadership. 
• Basic business management. 
• Financial management. 
• Organizational skills: recordkeeping, preparing minutes of 

meetings, rules of order, facilitation. 

To Do: 
• Project cycle management.  Monitoring and evaluation. 
• Technical training in key areas of the ASP. 
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Development 
Phase 

 
Selected Training Topics � For Consideration Only! 

 

To Relate: 
• Public relations, partnership, advocacy, negotiation, 

networking, conflict resolution. 
• Government policy in key areas. 
• Proposal writing. 
• Resource mobilization. 
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