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Program Practices Guide - Quarterly Report #41 

Quarter:   Jan � Mar/04 

Report Prepared by: Mark McPeak, with contributions from APP Taskforce Members 

Date Prepared:  21 Apr/04 

 

Highlights 

• In the Philippines, preparation for pilot testing concluded successfully as foreseen last 
Quarter, and pilot operations began. 

• Area Strategic Plans were submitted and approved for the Cordillera and Southern 
Luzon Areas.  The Executive Summary sections of these two ASPs are included here as 
Attachments 2 and 32. 

• Detailed implementation plans for projects to be implemented during 2004 were 
submitted, approved, and entered into FIT. 

• Pilot operations began in the Philippines, about two months behind schedule. 

• In Ecuador and Uganda, preparation continued, but did not conclude during the 
Quarter; pilot implementation in these countries slipped slightly. 

• Uganda prepared and submitted Area Strategic Plans for both pilot Areas during the 
Quarter.  Detailed implementation plans were also developed for several projects 
contemplated in the ASPs. 

• Preparation of pilot ASPs in Ecuador was nearing completion at the end of the Quarter.   

• Both Ecuador and Uganda are thus about three months behind schedule3, a further 
delay of about two weeks compared to the prognosis made last quarter.   

• Support and monitoring visits took place to all three pilot countries.  Relevant visit reports 
are attached to this Quarterly Report � see Attachments 4, 5, and 6. 

• Progress was made drafting the three Management Baseline Reports. 

• Consideration of wider rollout began, with the preparation of two documents: one 
summarizing a set of �do�s and don�ts� for non-pilot areas, and the other outlining a 

                                            
1  This report provides a summary of progress during the Jan � Mar/04 quarter.  It also collects, as 
attachments, much of the documentary output produced during the quarter.  
2   Copies of the complete ASPs are available from Victoria Adams. 
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�certification� process for countries.  These documents are included here as Attachments 7 
and 8. 

• A name was chosen for the APP model � the Bright Futures Program4. 

• A set of clear outcomes for Bright Futures Programs was prepared � see Attachment 
9.  A presentation of these outcomes was given to a global CCF International marketing 
meeting in Germany.  

• Two more Piloting Notes were prepared, giving guidance related to Area Federations and 
Partnerships; see Attachments 10 and 11.  They were released as drafts to pilot countries. 

• Updated guidelines for Area Strategic Planning and Detailed Implementation Plans 
were issued5. 

• Draft guidelines for preparing Country Strategy Papers were developed and circulated.   

• Draft #8 is included here as Attachment 12. 

• Guidelines for designing Memoranda of Understanding between CCF and Area 
Federations were issued6. 

• The preparation of model project agreements is now urgently required. 

• Urgent attention needs to be given to building competencies for working with 
children and youth.  In particular, guidelines for working with Area Federations of youth 
and children are required as soon as possible. 

• Draft PDFs were produced, but not finalized, for all six Areas.  A home visiting system, 
linked to a child �safety net�, was designed.  Uganda and the Philippines produced 
sponsor relations plans to assure continued high-quality SR performance; Ecuador�s plan 
was pending. 

• FIT implementation training, using approved budget data, was carried out in the 
Philippines7. 

• The former APP Taskforce was reconfigured, and now contains three groups, matching 
the main outputs of the Bright Futures model: accountability, sponsorship, and program. 

 

Looking Ahead to the April/June Quarter 

• Area Strategic Plans for both pilot Areas in Ecuador and Uganda had been received as this 
Report was being finalized, and should be approved early in the April � June Quarter.  

                                            
4   Future Quarterly Reports will adopt �Bright Futures� terminology. 
5   These extensive documents are not attached here; they are available from Victoria Adams. 
6   MOU guidelines were included in Quarterly Report #3, as Attachment 17. 
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• Six DIPSs for Uganda were also received and are pending approval. 

• DIPs for relevant projects should also be approved early in the April-June Quarter.  

• FIT implementation training in Uganda and Ecuador should take place early in the April-
June Quarter.  This represents a delay � for these two countries � from the schedule 
reflected in the last Quarterly Report. 

• Pilot operations should begin in Ecuador and Uganda. 

• Management Baseline Reports should be produced for all three pilot countries. 

 

Emerging Concerns 
Where concerns identified in the last Quarterly Report have been addressed, they are not 
repeated here. 

• Competencies in detailed implementation planning, budgeting, and partnership development 
are weak in some pilot countries.  (New.) 

• The ASP process is intensive and requires more time and resources than expected.   

• A review of the ASP process, to simplify the method wherever possible based on 
experience in the pilot Areas, should be undertaken before further replication in new 
Areas.  (New.) 

• With the reconfiguration of Richmond-based APP taskforce groups, some gaps in 
coordination and communication were observed.  (New.) 

• Consideration should be given to creating a policy of enrolling either one child per family, or 
all children meeting a specific set of criteria.  (New.) 

• Policy has often allowed the enrollment of up to four children per family.  This might have 
been suitable where specific direct benefits accrued to enrolled children, but such a 
policy should be reviewed in light of the intention of the Bright Futures model to achieve 
specific impact on enrolled children through an approach directed at the causes of child 
deprivation. 

• The Bright Futures model seeks to build the �agency� of parents, youth and, particularly, 
children.   

• Yet, while CCF has strong experience working with parents in this way, building the  
�agency� of children and youth requires particular skills and competencies that are 
uncommon.  National Office and Area staff need to develop skills and competencies in 
this area.  (Carried forward from Quarterly Report #3.) 

• Another fundamental component of the Bright Futures model is an emphasis on forming 
Area Federations, comprised of the parents� associations that typically govern �project� 
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affiliates.  In a parallel fashion, with some variations, similar federations of youth and 
children are being introduced in some pilot Areas8.  

• Yet, while CCF has strong experience working with parents associations at �project� 
level, working with associations and federations of children and youth may offer distinct 
challenges.    (Carried forward from Quarterly Report #3.) 

• CCF has less experience scaling up parents� associations, federating them to a higher 
level.  Understanding how to make these federations function in an accountable and 
effective way will be a challenge.    (Carried forward from Quarterly Report #3.) 

• New competencies are needed at the National Office, particularly related to linking with 
national-level partners and to program development and documentation (related to 
programs that are emerging from Area Strategic Planning.)  (Carried forward from 
Quarterly Report #3.) 

• Some indications of overload were found in pilot countries.  Additional, non-pilot-related 
activities in these countries should be minimized to the extent possible as they prepare for 
the commencement of pilot operations.  (Carried forward from Quarterly Reports #2 and 
#3.) 

• Area staff may need training in project-cycle management.  (Carried forward from 
Quarterly Reports #1, #2, and #3.) 
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Moving Towards Rollout 
This section contains summaries of some major lessons learned9 that may be important when 
rolling out the Bright Futures model across CCF. 

Moving Towards Rollout 
Background 

 
Lessons Learned 

Program activities in the Bright Futures 
model are implemented mainly through 
partners � local institutions, NGOs, 
government agencies, etc.  The intention is 
to build the capacities of local agencies to 
address the causes of child poverty and 
adversity.   
When beginning to implement the Bright 
Futures model, local partners may not be 
familiar with CCF.  It may take time for them 
to commit to collaborative action with CCF 
and the Area Federations.  Also, their 
administrative systems (fiscal year, etc.) may 
not necessarily be in sync with CCF�s 
operational requirements.  This may delay 
the establishment of operational 
agreements. (New.) 

Initial planning may be less precise than 
expected.  Flexibility to move funds, once 
concrete agreements are reached, will be 
required, within clearly defined levels of 
authority.  

The Bright Futures model includes elements 
that can be new for CCF staff, as budgeting, 
detailed implementation planning, and 
partnership development are emphasized.  
(New � although a similar point is made 
below, referring to a slightly different set of 
competencies.)  

These competencies will need to be enhanced 
at Area and National Office levels.   

Many parallel and complex steps (training, 
HR changes, ASP activities, etc.) are 
involved in preparing for Bright Futures 
implementation.  Where responsibility for 
coordinating Bright Futures preparation has 
been assumed by a dedicated manager, 
progress has advanced more rapidly than 
where these duties have been handled by 
staff along with their other ongoing tasks. 
(New.) 

It is unlikely that existing staff with fulltime 
responsibilities can feasibly assume the 
additional burden of Bright Futures 
implementation support duties.  Consideration 
should be given to naming a dedicated Project 
Manager in each country during rollout, to 
ensure that details are coordinated, decisions 
are made in an opportune manner, lessons 
learned are documented, etc.   
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Moving Towards Rollout 
Background 

 
Lessons Learned 

The Bright Futures model works in �areas,� 
defined as contiguous geographic zones with 
a degree of social, economic, and cultural 
homogeneity, matching the level of 
governmental service delivery.  
In the Philippines and Uganda, the �Areas� 
selected included existing CCF �projects.�  
To ensure that these Areas contained a 
sufficient number of enrolled children, for 
budgetary purposes, they have 
encompassed a certain number of existing 
�projects.�  This, in turn, has resulted in very 
large Areas, especially in the Philippines, 
where movement between communities in 
an Area requires more than 6 hours by car.  
Even in Ecuador and Uganda, pilot Areas 
are quite extensive.  (New.) 

Areas should be formed which are fairly 
compact, working with communities that are 
fairly continuous. 
 
Where existing �projects� are being combined 
into an Area, a growth plan should be prepared 
to fill in gaps, forming fairly continuous 
coverage. 

Where possible, the introduction of this new 
program model should be done in locations 
where the growth is not required in the 
immediate short term.  
An initial period of building relationships, building 
the Area Federations, carrying out the ASP 
process, etc., without pressure to increase 
caseload would be a great advantage and, in 
fact, should be a part of the model.  

CCF Ecuador is pilot testing the Bright 
Futures model in two new Areas, where the 
organization has not worked in the past.  
Management has emphasized this growth, 
both because of CCF�s financial model in 
which funds are available only when 
sponsors are assigned, and because 
(originally) it was needed to replace 
caseload from Colombia. (New.) 

CCF�s financial model implies that funds are not 
available until sponsors are assigned to children 
in a given area.   
This model may have been appropriate in the 
previous program approach, which emphasized 
service provision by CCF itself.  In the Bright 
Futures model, however, when operations 
begin, it would be better to have a small amount 
of funding available.  Consideration should be 
given to averaging sponsor contributions over a 
specific period, so that some funds are available 
when commencing operations. 

An �Area Finance Officer� position is 
included in the standard Bright Futures 
model.  (New.) 

In some situations, particularly where Area 
Federation staff carry out bookkeeping 
functions, a full-time Area Finance Officer 
position may not be required.   
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Moving Towards Rollout 
Background 

 
Lessons Learned 

Some reduction of staffing levels is likely as 
Areas are formed from existing �projects�.  
This staff reduction is not a requirement of 
the Bright Futures model; rather, it tends to 
occur as a result of the �clustering� effect 
that occurs as Areas replace �projects.�  
(Included in Quarterly Report #3.) 

Any reduction in staffing should be made while 
ensuring that on-going operations can continue 
without any loss in quality.   

• In particular, SR performance must be 
maintained.  Staffing levels must evolve to 
ensure this, and management must give 
attention to this issue during the transition. 

The direct provision of services, such as 
school fees and medical checkups, is a 
component of many CCF-supported 
programs.  Experience to date with Area 
Strategic Planning indicates that the 
provision of such services can often be 
assured in a more sustainable manner 
through, for example, partnerships with local 
government. (Included in Quarterly Report 
#3.) 

Some dependency on CCF service provision 
may have been created over time.  Therefore, 
any transition of program approach away from 
such services should be gradual, to avoid 
disruption and to minimize risk to CCF. 

• Some level of strictly targeted direct services 
may need to be retained during the 
transition, phased down over time. 

• The �safety net� and home visitation system 
should provide additional safeguards. 

Significant changes to field working practices 
are introduced in the Bright Futures model.  
(Included in Quarterly Report #3.) 

Sooner or later, changes to field working 
practices will have an effect on the role, function, 
and structure of the National Office.  Of course, 
pilot testing is, at present, limited to certain 
Areas only.  It seems clear that, once pilot 
testing is concluded and rollout begins, unless 
National Offices begin to adjust their roles and 
structures, certain inefficiencies could emerge.  

• National Office roles and structures should 
be monitored and adjusted as required once 
Bright Futures rollout begins.  This kind of 
organizational development needs to be 
undertaken carefully. 

• As rollout takes place, it is likely that similar 
effects will cascade upward to regional and 
international levels in CCF.   

Related to the �significant changes to field 
working practices� mentioned above, at least 
three areas of competency that are included 
in the Bright Futures model may be 
somewhat new to many CCF programs: 

• Moving beyond participation to building 
the true involvement and empowerment 

These competencies will need to be enhanced 
at Area and National Office levels. 
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Moving Towards Rollout 
Background 

 
Lessons Learned 

(�agency�) of children and youth. 

• Building civil society by �scaling up� the 
current CCF-supported parents� 
associations into Area Federations. 

• Networking and partnering at Area and 
National levels. 

(Included in Quarterly Report #3.) 

Delays encountered so far in the pilot 
process are mainly related to Area Strategic 
Planning.  Two reasons can be seen: 
Firstly, training in participatory methods is 
proving to be necessary. 
Secondly, the ASP method itself, while 
proving to be successful in initial trials, is 
taking more time than expected. 
(Included in Quarterly Report #3.) 

Sufficient time needs to be allocated for training 
in participatory methodologies prior to beginning 
Bright Futures implementation.   
A review of the ASP method should be 
undertaken, taking into account feedback from 
pilot countries.   

 

Major Tasks � Completed This Quarter 
Task numbers in this table refer to the pilot Gantt Chart � see Attachment 1.  Substantial 
revision to this Gantt Chart, which dates from the Apr/03 planning workshop, is planned for the 
next Quarter. 

Task Comments 
The Philippines went �live� on FIT (Task 149). Ecuador and Uganda were scheduled to �go live� 

early in the April/June Quarter. 
Draft guidelines for Country Strategy Papers (Task 
181) were produced and issued. 

Uganda has expressed interest in using these 
Guidelines, as revision of their CSP is imminent. 

ASPs for the two pilot Areas in the Philippines 
(Task 227) were completed. 

ASPs from Uganda were submitted for approval as 
this Report was being prepared.  Ecuadorian ASPs 
were nearing completion. 

Pilot implementation began in the Philippines (Task 
236). 

Ecuador and Uganda should begin implementation 
during the April/June Quarter. 

 

Major Tasks � Slipping 
Task numbers in this table refer to the pilot Gantt Chart � see Attachment 1.  Substantial 
revision to this Gantt Chart, which dates from the Apr/03 planning workshop, is planned for the 
next Quarter. 
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Slipping critical tasks, indicated in red font, are those that are essential to the successful test 
of the APP-Bright Futures model.  Pending urgent tasks, now delaying implementation, are 
indicated in pink font. 

Task  Comments 
Training of Program Managers on CSP 
methodology (Tasks 19, 24, and 27). 

Postponed until countries initiate revisions in their 
CSPs.   May be relevant to CCF/Uganda in the near 
future. 

Preparation of the Program Practices Guide (Tasks 
35 through 52). 

Replaced by the �Piloting Notes� series and a 
sequence of specific guidelines (for example, the 
completed ASP Guidelines.) 

Internal communications activities (Tasks 75 
through 82). 

These tasks are dormant. 

All external communications tasks are slipping 
(Tasks 104 � 108). 

Updating of the PDF format took place, and draft 
PDFs for the six pilot Areas were produced (but not 
finalized.) 

Development of core competencies for Area staff 
(Task 114). 

This task is dormant. 

Development of HR and OD Guidelines (HR 
Manual)(Task 115 � 116) 

This task is dormant. 

Set up bank accounts as needed (Task 142). Pending in Uganda.  This task is urgent. 
Final FIT implementation (Tasks 144 � 149) has 
been delayed in all three pilot countries, to coincide 
with production of detailed implementation plans. 

Complete in the Philippines, delayed in Uganda 
and the Philippines, pending ASP approval there. 

Development of Model MOU and Project 
Agreement (Task 166). 

The model MOU has been completed.  The model 
Project Agreement is delayed, and is urgent � see 
above. 

Development of child and youth participation 
guidelines (Task 168). 

Not started.  This continues to be a critical issue � 
see above. 

Finalization of new AIMES indicators, and training 
of staff in survey methodologies (Tasks 172 � 177), 
was scheduled to take place in the third quarter. 

These tasks are in progress. 

National and international research (Tasks 187 � 
189) had been scheduled for the third quarter, but 
was delayed. 

Indefinitely postponed.  Needs to happen before 
Country Strategic Plans are produced. 

Preparation of the Management Baseline Reports 
(Tasks 211 � 215). 

These tasks are in progress. 

Area Strategic Plan development (Task 226) is 
slipping.   

Completed in the Philippines.  Submitted in 
Uganda, and close to submission in Ecuador.  This 
is an urgent task in Uganda and Ecuador. 

Country Strategic Plan work (Tasks 228 � 234) is 
significantly delayed. 

Indefinitely postponed.  Draft guidelines for 
preparing Country Strategy Papers have been 
issued. 

Implementation (Task 236) has slipped by about 3 
months as compared to initial planning. 

Implementation has begun in the Philippines and 
is imminent in Ecuador and Uganda. 

 

 
Preparation of a CCF Program Practices Guide  Quarterly Report #4 
January � March 2004  Page 11 



Field Updates 
Ecuador 

Pilot Areas in Ecuador focused on ASP preparation and enrollment.  Most of the Tungurahua 
Parents� Association board resigned, citing the heavy time commitment and lack of 
compensation.  The San Miguel Finance Officer resigned, and was replaced. 

A project coordinator to support Bright Futures implementation was named, and extended 
support to ASP finalization was provided.  A final Association structure was agreed. 

See the complete Ecuador updates, Attachment 13. 

The Philippines 

Area Strategic Plans were finalized and approved for both pilot Areas, and FIT was installed 
using approved ASP data.  Preparation for project implementation intensified, and policies, 
systems, and procedures for SR and Finance were put into place. 

One Area staff member was terminated and replaced. 

Work progressed on the Management Baseline report, and the ND gave an extensive update on 
piloting progress to the Asia Regional Meeting. 

See the complete Philippines update, Attachment 14. 

Uganda 

This Quarter was dedicated to finalizing Stages 2, 3, and 4 of the ASP process, with community 
validation in January, detailed planning in February, and budgeting in March.  Preparation of the 
Management Baseline Report accelerated, and some support positions in the Area offices were 
filled.  Bringing program implementation partners on board is proving to be a challenge.  

See the complete Uganda update, Attachment 15. 

Richmond Updates 
Finance 

The FIT implementation team assisted with budget preparation and FIT implementation in the 
Philippines.  The first request for funds to support program activities in Philippines pilot Areas 
was made, and funds were successfully transferred.   

A budget package for Area programs was drafted and issued.   

See the complete Finance Update, Attachment 16. 

Communications 

A letter and PDF for distribution to sponsors in pilot Areas is being prepared.  A set of criteria to 
be used to review sponsorship in pilot Areas is being finalized.  
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Human Resources 

No activity reported � see individual country updates. 

Program Development 

A Planning, Monitoring, and Evaluation Officer was hired.  Guidelines for producing Country 
Strategy Papers were issued; CSP production is delayed, to allow Pilot Countries to focus on 
Area implementation for now.   

Extensive support was given to Pilot Countries through the review of budgets, DIPS, and 
program plans.  Meetings were coordinated in Richmond to review Bright Futures 
implementation issues, briefing departments on the impact of the model related to sponsor 
relations, finance, communications, marketing and donor services.   

A final version of ASP guidelines was issued, along with details for preparing Detailed 
Implementation Plans.  A document giving practical guidance on developing partnerships was 
produced.   

See the complete Program Development Updates, Attachment 17. 

Child Sponsorship 

A set of guidelines for home visiting was produced, along with a definition of a child �safety net� 
which would be operationalized during home visits.  Draft PDFs were created for each pilot 
Area, but not finalized.  Sponsorship plans were produced for the Philippines and Uganda; 
Ecuador is pending. 

See the complete Child Sponsorship Update, Attachment 19. 
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Note: 

Task � Not Started Milestone � Not Complete Partly Completed Task

Current DateCompleted Milestone Completed Task 
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Attachment 2 � Executive Summary of the Cordillera 
ASP10 

1. EXECUTIVE SUMMARY 
Improving the quality of programs that would achieve broader, deeper and more lasting impact 
child poverty is the rationale behind the change of direction of Christian Children�s Fund Inc. 
(CCF) and its Project Affiliates now referred to as communities in the Area Partnership Program 
(APP). Cordillera Area and its counterpart, Southern Tagalong Area as APP pilot for the 
Philippines are testing this new direction starting with the development of an Area Strategic Plan 
(ASP). 

The Cordillera ASP is in line with the development interventions of the Cordillera Administrative 
Region (CAR) towards alleviating poverty and increasing the standards of human and social 
development. CAR which is located at the central most part of Northern Luzon Philippines, 
having 75 municipalities and 1,175 barangays is endowed with natural beauty with its cool 
mountain environment and dramatic sceneries including its rice terraces that attracts local and 
international tourists. Agriculture remains to be the dominant livelihood of the people. Though 
rich in natural and cultural resources, development in the region has been steady but very slow. 
Of its seven (7) provinces, four (4) are among the forty four (44) poorest provinces in the 
country. CAR ranks eleventh among the regions with highest incidence of poor families. This 
means that more and more families in the region are unable to meet and sustain their minimum 
basic needs. 

The Cordillera Area is operating in two (2) of the 4 poorest provinces namely Ifugao and 
Mountain Province and including the chartered city of Baguio serving at least 3,925 enrolled 
children with their families and communities in 10 municipalities and 73 barangays. With the 
new strategy of program delivery that would cause a rippling effect to the community, this ASP 
hope to impact on more children & families in more communities/ barangays.  

This ASP was developed through a bottom-up process using the ASP guide, involving a wide 
range of community people representing various sectors; the youth, children, men, women and 
from local organizations including representatives from government institutions. Because of its 
participative approach, it took the area federation 3 months to come up with this development 
plan. 

As a result of the community reflections, there are five (5) synthesized Faces of Child Poverty 
and Adversity which was common in all communities where the study was conducted. These 
are the Children with no permanent house, malnourished, haggard, working and not going to 
school. 

As a summary of the root causes of these faces of child poverty, low income of parents in 
almost all the faces was identified. Low income is further attributed to the lack of skills of 
parents, low education, big number of families, no own farm lot to till thus parents results to odd 
jobs and low agricultural productivity due to inadequate or even non- existence of facilities like 
irrigation, farm to market roads, etc and the poor marketing systems. Other causes of child 
poverty are that of low quality of education due to far distance/ poor road condition, and 
inadequate school facilities. There is also the lack of access to health services due to non-
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existence of health centers, limited health facilities and services and the insufficient water 
supply, all contributing to the current conditions of poor children, families & Communities.  

Different types of resources were identified by the community and these are human, material 
and organizational resources that could help them improve their lives and cope with adversities. 
Human resources includes the skills and strengths of people which they actually have. Material 
resources are those that the people use and benefit from including the natural resources that is 
abundant in the area. Various services especially those from government are also existing in the 
area. A lot of programs and services are available however awareness and access of the 
community of these services especially the poorest of the poor are limited. Its also a reality 
recognized by the community people and the government themselves that while there are 
existing programs and services, these are not adequately delivered to the community because 
of the limited resources especially funds. 

To address the root causes of child poverty, building on existing resources, the area federation 
through the inputs of technical experts, came up with the following program goals: 1) To 
improve the quality of life of communities through better hygiene, health, sanitation and 
environment thru its Water and Sanitation Program. 2) To increase income of poor families 
through its skills and Livelihood Development programs and Integrated Agricultural 
Development programs. 3) To improve quality of life thru sustained health and nutrition and 4) 
To facilitate access of children/youth in target communities to quality education. 

The new method of managing programs require special skills the area federation need to 
possess for effective and efficient delivery of programs to impact on the lives of poor families. 
Thus part of the ASP are capability building goals identified by the area federation and 
community association members which could be attained through various appropriate activities.  

This ASP also includes a block budget needed to implement the programs. It was based on the 
expected subsidy receipts of the area each year for three years.  

Attachments include the CAR map, details of results of community reflections and the planning 
process, prioritized projects, project outlines and resources available. 

Lastly, we sincerely appreciate and recognize the synergized physical, mental, emotional efforts 
and financial support invested by the communities; children, youth and parents, as well as staff, 
consultants and the CCF National Office led by the National Director in the development of this 
Area Strategic Plan.
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Attachment 3 � Executive Summary of the Southern 
Luzon ASP11 

EXECUTIVE SUMMARY 
The Area Strategic Plan (ASP) supports CCF�s goal of achieving broader, deeper and more 
lasting impact on child poverty. The three-year Area Strategic Plan of Southern Luzon hopes to 
respond to the root causes of poverty and build the resources within communities in order to 
catalyze the long lasting impact on the lives of poor children in the area. This was developed as 
a result of the community reflections, community validation and inputs through several 
consultations, workshops, meetings with children, youth and parents, including the marginalized 
/vulnerable groups, representatives from other organizations both GOs and NGOs, LGUs, and 
potential partners from 106 barangays of six communities (covering 11 municipalities and 3 
provinces) of Southern Luzon Area. Taking the lead role in the entire ASP process is the 
federation members from the group of children, youth and parents.  The four stages of the ASP 
process were followed in coming-up of the Area Strategic Plan as follows:  

• Community reflections on child poverty and adversity 

• Area synthesis and draft planning 

• Community validation and project prioritization 

• Detailed planning and finalization. 

This ASP is guided by several key principles which can be mirrored in the three year Program 
Goals. These principles are: Understanding Poverty, Leading Role, Linkages, Accountability 
and Learning.  

The Area Federation members with equal representation from children, youth and parents took 
the lead role in the whole process of developing this Area Strategic Plan.  The Area staff 
assumed the support and guide role from the start up to the finalization of this Area Strategic 
Plan. It took us five months to complete the entire ASP process.    

The faces and root causes of child poverty, experienced by children in the six communities were 
identified through the use of various Participatory and Learning Approach (PLA) tools and 
principles. Thereafter, resources to build to address the root causes of child poverty were laid 
down. Synthesizing and prioritization were conducted both at the community and federation 
level. The federation members came-up with a draft of proposed program responses and 
projects after getting the input of the six communities. With the assistance of the technical 
consultants, the federation members were able to come-up with a finalized appropriate program 
responses and projects that will address the root causes of child poverty. Summary results of 
the above processes and program goals for the three-year period are enumerated below.  

Faces of Child Poverty prioritized in the Area      

• Sickly Children 
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• Not Schooling 

• SAD 

• Children on the Streets 

• Dilapidated house  

Causes of Child Poverty prioritized in the Area    

• Insufficient Income 

• Poor water system for potable water  

• Lack of KAVS in Parenting and child-rearing 

• Low Quality and Access of children to Education 

Main resources that the Area programs will build on are: the Department of Agriculture (DA), 
Dept. of Environment and Natural Resources (DENR), Department fo Trade and Industry (DTI), 
Technological Educational Skills and Development Authority (TESDA), Bureau of Fisheries and 
Aquatic Resources (BFAR), Dept. of Education (DEP-ED), United Nations International 
Children�s Emergency Fund (UNICEF), National Youth Commission (NYC), Dept. of Health 
(DOH), Dept. of Social Welfare and Dev�t. (DSWD), Rural Health unit (RHU), Local Water 
Utilities and Administration and Australian Aid (AUSAID) and other local government units 
(LGUs).  

PROGRAM GOALS  

Goal I.  Improved the economic condition of families in six communities. 

Goal2.  Empowered and developed children and youth through access to quality education and 
participation in local governance. 

Goal 3. Improved KAVS on Family Health Care and Nutrition of families. 

Goal 4. Improved Quality of life of the community and better access to potable water. 
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Attachment 4 � Visit Report, CCF/Ecuador 

Date of Visit: 12 � 21 Feb/04 
 
Visitor:  Mark McPeak 
 
Visited: 1. CCF Ecuador 

2. The Tungurahua Pilot Area. 
3. The San Miguel Pilot Area. 

 
Visit Report Written By:  Mark McPeak 
 

My visit to Ecuador had two main objectives:  

• to support and monitor ongoing preparation for the commencement of pilot operations, 
including visits to the National Office and both pilot Areas; 

• together with Gilberto Mendez, to support the preparation of ASP Stage 4 in San Miguel de 
los Bancos. 

Victoria Adams and Lucy Lainfiesta visited at the same time; a summary report of their visit to 
Tungurahua pilot Area is included below as Annex 1. 

Some illustrations of the visit are contained in Annex 2 

Ecuador Status 

• Both pilot Areas are functioning, enrolling families and building relationships with local 
communities and institutions. 

• During this visit, both Areas were focused on Area Strategic Planning and, mainly, on 
fulfilling their enrollment quota. 

• The San Miguel de los Bancos Finance Officer resigned some weeks ago; her 
replacement will join CCF soon, having attended a meeting at the National Office during 
our visit. 

• Both pilot Areas have completed Stage 3 of Area Strategic Planning.   

• Some variations in the application of Stage 3 were identified; see below. 

• Stage 4 was not carried out as had been planned for this visit, because neither pilot Area 
was ready.  Stage 4 is now scheduled for mid-March, with FIT training in mid-April. 

• The 11 zones (clusters) that comprise the rest of CCF Ecuador are also finalizing Area 
Strategic Plans using a similar methodology.  

• Some clarifications of the Bright Futures model were made. 
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• For example, it appears that at least one project was removed from an ASP because 
another institution is engaged in similar work.  In fact, of course, this would be a strong 
motive to retain such a project, not remove it, as it provides an excellent opportunity for 
partnership. 

• Other projects were added, reflecting current national programs. 

• Carlos should follow this matter up, to ensure that programs and projects are in fact 
emerging from the ASP process as designed.  

• A final Association structure was agreed. 

• Most of the officers of the Tungurahua Association resigned during this visit.   

Discussions in the National Office 
I had brief discussions with Carlos Montúfar and Nila Guevara before traveling to Tungurahua. 

• Carlos expressed some concern that ASP-related guidelines and formats had not been 
provided in time, and that these were evolving as they being used.   

• I explained that some materials are being developed parallel with implementation, which 
is to be expected when pilot testing such an ambitious change. 

• I furnished him with the latest copies of the DIP and ASP guidelines.  I also gave him a 
copy of my rough-draft CSP guidelines (see below). 

• Some delays are experienced as documents are translated to Spanish. 

• FIT training was postponed to mid-April, partly due to delays in the ASP process, and partly 
due to the scheduling of a two-week-long Country Strategic Planning workshop.   

• These delays have, in turn, caused a delay in the launch of pilot operations until after 18 
Apr/04. 

• To help ensure a coordinated approach to Country Strategic Planning, I gave Carlos a 
copy of my rough draft CSP guidelines, and attempted to coordinate the adjustment of 
the CSP workshop to fit with the Bright Futures pilot � see below.  

Visit to the Tungurahua Pilot Area 
I visited Tungurahua during a particularly intense period of work for the Area team: they were 
focused on finalizing enrollment of 2000 families and concluding the ASP process.   

So, in addition to discussions regarding the progress of the Bright Futures pilot, I was able to 
attend four community meetings: two enrollment sessions, during which enrollment forms were 
filled out12 and photos taken; one session in which photos were verified; and one orientation 
session with a possible new community13. 

                                            
12   I participated by conducting interviews and filling out a number of F2 forms. 
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These meetings were useful both as an opportunity to understand CCF�s method of enrollment 
and, more importantly, for me to understand how the Bright Futures model was being introduced 
to families at the beginning of their experience with CCF. 

Regarding the Bright Futures pilot test, we discussed the following points: 

• ASP Stage 3 did not function as planned � participants were passive and did not provide the 
kind of feedback expected.  The Area Manager speculated that perhaps this was because 
CCF is new in the region, and poor people tend to seek any support available.  Therefore, 
he decided to use a differing methodology, consulting during Stage 3 with key informants 
rather than continuing with broader consultations. 

• This variation should have been checked with Richmond before it was introduced, as 
another way of ensuring broad reflection could have been devised.   

• It is important that all pilot Areas strictly follow the ASP guidelines at this point, to ensure 
the validity of the pilot test. 

• The Governing Board of the Association is in a critical state: most members appear to have 
joined at least in part because of an expectation of pay.  Since it is now clear that payment 
will not be forthcoming, members of the Board have become less motivated and there may 
be some resignations14. 

• We brainstormed adjustments to the structure of the Governing Board, and agreed to 
bring this matter up at the National Office for discussion. 

• It appeared that some projects that had been identified through community reflections might 
have been discarded from consideration because �other organizations are already doing 
this.�   Other programs and projects appeared that bear some resemblance to current CCF 
programs.  See Annex 3 for comparisons. 

• The existence in the Area of other organizations with a similar project approach might 
have been seen as an obstacle in the context of a program approach centered on the 
provision of services by CCF itself.  However, in fact a situation in which possible 
partners exist for projects that respond to a prioritized root cause of child poverty is very 
positive and advantageous for the Bright Futures approach. 

• As this matter is of fundamental importance in the Bright Futures model, I suggested that 
we bring it up in discussion with the National Office15. 

• During a meeting with the Governing Board, I noted that members were assuming that the 
Association would be implementing activities itself.  Jorge managed the discussion astutely, 
patiently, and in the end members did realize that they needed to at least coordinate with 
other institutions. 

• As this again is a fundamental aspect of the Bright Futures model, I suggested that we 
bring this matter up in discussion with the National Office. 

                                            
14   Indeed, later in the visit the majority of the Board resigned; see below. 
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• At the end of the meeting, the Board decided that they could only meet again the 
following Friday afternoon, despite the fact that Victoria Adams and Lucy Lainfiesta were 
scheduled to visit Tungurahua to work on ASP Stage 4 during the entire week.  At the 
same time, the fact that the Tungurahua team did not seem to have a clear idea of the 
purpose of the upcoming visit prompted me to propose a coordination meeting for the 
first day of the visit of Victoria and Lucy.  Carlos agreed. 

• Jorge indicated that Bright Futures-related materials (visit reports, guidelines, etc.) were not 
reaching Tungurahua.   

• Before leaving, I left copies of key documents with the Tungurahua team  

Despite being focused almost exclusively on reaching their quota of affiliations, Bright Futures 
piloting is going fairly well in Tungurahua, with the proviso that the ASP guidelines should be 
followed as closely as possible.   

I was impressed with the Tungurahua team, in particular with the facilitation abilities of the Area 
Manager, Jorge. 

Many thanks to Jorge, Gladys, and Patricia for their warm hospitality during my visit. 

Visit to the San Miguel de los Bancos Pilot Area 
Gilberto Mendez and I had planned to participate in ASP Stage 4 in San Miguel de los Bancos.  
However, as explained above, this was not possible.  Instead, we attended a meeting of the San 
Miguel de los Bancos Association at the hospital of Nanegalito, health promoters, and various 
other community members, during which they scheduled visits to partners as part of ASP Stage 
4. 

During this meeting, a schedule for visiting various institutions that could collaborate with the 
Association was determined.  A number of institutions were added during this discussion, in 
particular by the Area Manager and the Director of the hospital where we were meeting. 

I noted with concern the use of language inconsistent with the poverty framework that emerged 
from the CCF Poverty Study, used in the ASP method.  In particular, the Area Manager 
repeatedly used terms such as �problems� and �needs� that reflect a very different 
conceptualization of poverty and development. 

• It is important that pilot Areas approach their work with communities using a framework 
consistent with the Bright Futures model. 

Later in the visit, we visited Paisaje del Rio Blanco and Pedro Vicente Maldonado for the 
purpose of matching photos with F2 forms, while at the same time also preparing some F2 
forms. 

Many thanks to Javier and Maria Augusta for their warm hospitality during our visit. 

Discussion at the National Office 
We had planned to carry out Stage 4 in Tungurahua and San Miguel de los Bancos the 
following week.  However, as indicated above, the Governing Board of the Tungurahua 
Association was not able to meet until the end of that week; in San Miguel de los Bancos, the 
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Governing Board had been requested to come on Tuesday and Wednesday, but was only able 
to attend on Tuesday. 

In light of these scheduling problems, I asked Carlos to convene a meeting with the Area teams 
and National Office managers, together with myself, Victoria Adams, Lucy Lainfiesta, and 
Gilberto Mendez, to discuss some of the matters highlighted above. 

Both Area Managers made short presentations of progress to date, and I gave an overview of 
the basic premises of the Bright Futures model.  A lengthy discussion followed, with the 
following results16: 

Decisions: 

• Structure: We had a lengthy discussion about the structure of the Governing Boards, and 
agreed that they would be comprised of family members of enrolled families only (including 
adults and youth).  In addition three �ex-oficio� members would be included: one from the 
municipality, one from the �junta parroquial�, and one from �notable� members of the public 
in the communities.  The function of these �ex-oficio� members will be to ensure good 
linkages with local authorities. 

• We reviewed the structure that had been included in the budget.  This implies that four 
positions are established under the Association, and one in each major grouping of 
communities, as shown below: 

Ecuador Pilot Structure
National
Director

Area
Manager

Sponsor
Relations

Officer

Finance 
Officer

Area
Association

CommunityCommunity

Community

� 1 S.R. Officer
� 2 Technical

Officers
� Bookkeeper

Area

� 1 S.R. & 
Mobilization 

Officer

Community

� 1 S.R. & 
Mobilization 

Officer

� 1 S.R. & 
Mobilization 

Officer

� 1 S.R. & 
Mobilization 

Officer

 

• Staffing.  We agreed that CCF/Ecuador should develop profiles for these positions, and that 
they would start to hire these staff as needed, and that in the meantime if they don�t have 
time to hire people, they could begin to pay for temporary support in affiliation, using the 
funds from the SR & Mobilization officer. 

• Neither pilot Area felt it necessary to hire staff now; staff will be necessary once regular 
operations begin.  However, they did see the need to contract temporary support for 
affiliation-related duties. 
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• One Child Per Family.  In Nov/03, the Bright Futures Taskforce agreed to limit enrollment 
to one child per family.  Previous policy in Ecuador had been to enroll up to 4 children per 
family, which is an understandable approach in a model in which CCF provides services to 
enrolled children.  Under the Bright Futures approach, however, in which impact is sought 
for all children in participating communities in the Area, working together with partner 
service-provision agencies, a more suitable policy would be either to enroll only one child 
per family, or alternatively all children in every eligible family. 

• This change in policy had unforeseen consequences in Ecuador, making it much more 
difficult to fulfill quota needed to replace Colombian phase-out caseload.   

• The San Miguel de los Bancos Area team decided to remain with one child per family.  
They were confident of reaching their quota of 2000 without changing policies. 

• The Tungurahua Area team proposed two children per family, as they felt it would be 
impossible to reach their quota of 2000 without changing this policy.  Victoria Adams 
agreed in principle that the policy could be changed, but indicated that confirmation from 
Richmond on this change would take about a week. 

• The feasibility of reaching quota in future years was not discussed. 

• ASP Schedule.  A lengthy discussion of timing for completing Area Strategic Plans in each 
pilot Area took place.  More time, and support resources (in the form of an extended visit of 
Jon Kurtz) was offered. 

• In the end, both Area Managers felt that no additional resources were needed, and that 
they could deliver the ASP on 19 Mar/04.  Their confidence in meeting this date, and 
their rejection of additional support resources, were both probed and repeatedly 
reconfirmed17 by all. 

Wrap-up Meeting  
Key issues discussed with Carlos included: 

• Communication.  Communication within CCF/Ecuador needs to improve.  Documentation 
is not being circulated in time, different versions of decisions are heard, etc.   

• Coordination.  We discussed the need for a person to coordinate and monitor Bright 
Futures implementation on a daily basis.  Carlos agreed that the Areas need more support 
and that somebody should be assigned to this who understands the pilot process and the 
basic operational variables of CCF. 

• We discussed several names, but agreed that Victoria would provide an outline of a 
TOR for this position before appointing a person. 

• A summary of pending action items from this visit, prepared by Victoria Adams, is included 
below as Annex 4. 
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Discussion with Luis Alfredo Cevallos 
Before leaving Quito, I was able to discuss the Country Strategic Planning workshop scheduled 
for the weeks of 8 and 15 Mar/04.   

• The first week will cover training in logframe methods, using 5 or 6 actual projects from 
Areas or zones.  The output will be project profiles. 

• The second week will yield a Country Strategic Plan, with strategic directions, a vision, 
mission, and projects for the country, using CCF�s functional areas and the four basic 
domains of the CRC (rights to survival, development, protection, and participation.)   

I had sent my draft CSP outline to Luis Alfredo, and he confirmed that the methodologies were 
similar, just employing different tools.   

• The only exception he noted was that the Bright Futures CSP method seemed to attempt to 
produce national programs by summing Area programs, a procedure fraught with 
methodological risk. 

• In fact, the Bright Futures CSP method does not attempt to identify national-level 
programs, leaving this to Area Strategic Plans. 

We agreed that Luis Alfredo would discuss this situation with Lucy Lainfiesta and, if necessary, 
suspend the Ecuador workshop until such time as South America and Richmond can jointly 
develop a common CSP methodology. 

Thanks 
Despite our inability to conclude ASP Stage 4, the visit was very useful, constructive, and 
opportune.   

Many thanks to Carlos, Jorge, and Javier, and their teams, for hosting my visit and for spending 
so much time with me.
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Annex 1 - Visit to the Tungurahua Pilot Area, Feb. 17-
19, 2004 

Prepared by Victoria Adams. 
Lucy Lainfiesta and Victoria Adams had planned to participate in ASP Stage 4 in Tungurahua.   
However, as explained in the Ecuador report, this was not possible as the Area was not quite at 
Stage 4.  Instead, we attended a child enrollment session, toured the community areas and met 
with part of the Tungurahua Area Association. 

The Area Association members who attended the meeting very strongly voiced their concern 
over lack of payment for their services.  Most felt that they had been working steadily (almost 
daily) since the formation of the Area in November.  They all attended many weeks of full time 
training in PRA and full time work on the ASP.  They continue to be enlisted to help in the 
validation of the ASP several times a week.  The Association members voiced concern that they 
had been promised transportation expenses (which they had not received) and that they felt 
they should be paid for their past and future work.  It was arranged that after the meeting they 
would receive funds for transportation.  It was further clarified that payment for services was not 
forthcoming and that the role of an Association member was voluntary and on a volunteer basis.  
Six of the eight attending members resigned their positions after detailed individual explanations 
that they had to work to take care of their families and did not have the time to volunteer so 
steadily.   

It was noted by the visiting team that the Area office staff have worked diligently on setting up 
the Area.  A concern is that the staff are not receiving adequate training and mentoring in their 
new positions.  This issue will be raised with the National Director. 

Many thanks to Jorge, Gladys, and Patty for their warm hospitality during our visit.
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Annex 2 � Illustrations of the Visit 
 

Area Manager Meeting With Tungurahua
Board 

Area Manager Meeting With Tungurahua
Board 

San Miguel de los Bancos Area Manager 
Filling Out Form F2, with Local Community 
Members

San Miguel de los Bancos Team, With 
Gilberto Mendez 

Meeting of Association Board, And Others, In 
Nanegalito 

Children In Paisaje Del Rio Blanco 
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Identifying Photos in Pedro Vicente 
Maldonado 

Photo Session In Mindo 

 
Visit Report � CCF/Ecuador  Mark McPeak  
Included in Quarterly Report #4  Page 37  
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Photo Session In Mindo Photo Session In Mindo 



Annex 3 � Comparison Between the December ASP Workshop and Current 
Draft Planning 

For Tungurahua:  
Sources: Visit Report, Jon Kurtz, 29 Dec/03; Document provided by the Area Manager for Tungurahua, entitled �Validación del Plan 
Estratégico del Área Tungurahua.� 

From ASP Workshop � Dec/03 Current Draft � Feb/04 
Programs Projects Programs Projects 

Comments From Mark 
McPeak 

Nutrition activities, 
including:  
• Training on safe 

water consumption,  
• Development of 

orchards and 
gardens 

Access to nutritious food. 
• Provision of vegetable seeds 
• Implementation of school and 

family gardens 
• Training on nutrition and 

preparation of balanced 
diets. 

Provision of vegetable 
seeds might not be 
sustainable. 
Good introduction of 
nutrition training.  

Growing Strong and 
Healthy Children 

Renewal of the vital 
water sources, including:  
• Infrastructure / 

machinery 
• Conservation of the 

hillsides 

Growing Strong and 
Healthy  

Access to safe water 
• Carry out reforestation and 

agro-forestry activities. 
• Reconstruction of potable-

water infrastructure  
• Training on the 

administration, operation, 
and maintenance of potable 
water systems. 

Good. 
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From ASP Workshop � Dec/03 Current Draft � Feb/04 
Programs Projects Programs Projects 

Comments From Mark 
McPeak 

 Improvement of health 
services, including:  
• Training health 

workers on 
appropriate attitudes 
and treatment of 
clients  

Prevention and Attention To 
Child and Family Health  
• Provision of medicine and 

basic equipment according to 
the needs of the zone and 
the state health centers. 

• Training on the prevention of 
illnesses. 

 

Is the provision of 
medicine sustainable? 

Family planning 
Adult literacy 

Promotion of the 
Family 

Alcoholism concealing / 
treatment 

Family Promotion Spaces of participation in the 
family. 
• Create child and youth 

groups to discuss themes 
such as family values, 
culture, psycho-social, and 
self-esteem. 

• Train parents on themes 
such as child rights and early 
childhood education. 

• Carry out workshops on the 
importance of the family unit 
in society. 

Why were the projects 
of this program changed 
so significantly? 

Education of Parents 
for Creating Work 
Opportunities 

IG skills training courses, 
e.g:  
• Animal breading 
• Carpentry  
• Baking  

Generation of 
Employment for 
Parents 

Diversification of agricultural 
production through the adoption 
of innovative and sustainable 
technologies. 
• Training in the management 

of traditional and new crops 
in the zone. 

• Introduction of improved 
species. 

Good, as long as a good 
partner is available. 
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From ASP Workshop � Dec/03 Current Draft � Feb/04 
Programs Projects Programs Projects 

Comments From Mark 
McPeak 

 Training for conservation 
of the environment, 
including:  
• Reforestation   
• Conservation of 

water sources  
• Organic agriculture  
• Family orchards 

Alternative marketing and 
commercialization channels 
• Form and train interest 

groups in post harvest, 
commercialization, and micro 
enterprise. 

• Implement a savings and 
credit scheme adapted to the 
needs of the beneficiaries in 
the zone. 

The savings and credit 
scheme should follow 
best practices, avoiding 
subsidized interest, etc. 

Projects for children:  
• Sociological support  
• Formation of student 

counsels  
• Recreational 

activities, e.g. music, 
sports, and crafts 

• Advocate in / with the 
school leadership 

School that Treat 
Children with 
Respect and Equity 

Projects for teachers:  
• Improve teaching 

qualifications  
• Improving teaching 

methods, behaviors 
and communication 
with children  

Schooling with 
Respect and Equity 

Improvement of the Quality of 
Education. 
• Educational evaluation 

workshops with parents and 
teachers. 

• Provision of equipment and 
didactic materials according 
to the needs of each sector. 

• Provision of snacks to 
students. 

 

This program has been 
significantly changed, 
limited in scope, and 
might be less 
sustainable than the first 
proposal.   
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From ASP Workshop � Dec/03 Current Draft � Feb/04 
Programs Projects Programs Projects 

Comments From Mark 
McPeak 

Project for parents: 
• Training parents on 

community 
organization,  

• Training on rights of 
the children 

Project for the schools:  
• Improved food / diet 

plans in schools  
• More recreational 

play and appropriate 
materials / furniture 
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Annex 4 - Pending Action Items 
Prepared by Victoria Adams. 
 

Action Responsible Due Date 
Need guidelines for developing Federations (including 
identifying members, recruiting members, role of 
federation).  

Mark � via Piloting 
Note #6 

April 1 

Need Guidelines on how to identify and select 
partners for programs. 

Mark � via Piloting 
Note #8 

Jon Kurtz � guidelines 

April 1 

Need guidance on how to empower Federations when 
CCF owns the bank account.  

Daniel May 1 

Need guidance on enrollment of more than one child 
per family.  What guides this decision.  

Victoria March 15 

Need guidelines for Area selection.  When/how do we 
enter an Area. 

Daniel and/or Mark July 1 

Need ToR for Area Pilot Coordinating Officer. Victoria April 1 
Need clarification on role of CCF when they hold bank 
account versus role of Association, i.e. implementer, 
administrator, etc.  

Victoria March 15 

Identification of person in Ecuador CCF who will act 
as Coordinating Officer or back-up to Carlos to ensure 
smooth communication, mentoring of 
Area staff, and ongoing support.  

Carlos April 1 

Clarification with Finance team on the upcoming FIT 
training.  Dates considering Easter and who is training 
team.  

Victoria March 15 
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Attachment 5 � Visit Report, CCF/Uganda 

Date of Visit: 8 �17 Mar/04 
 
Visitor:  Mark McPeak 
 
Visited: 1. CCF Uganda 

2. Jinja Pilot Area 
3. Mbale Pilot Area 

 
Visit Report Written By: Mark McPeak 
This support and monitoring visit included attending the Jinja Area Stage 4 workshop (with Jill 
Coleman), working on the Management Baseline Report, and supporting the preparation of 
Area Strategic Plans during visits to both pilot Areas. 

My visit started immediately after the Mbale Stage 4 workshop, which had been co-facilitated by 
Daniel Wordsworth.  On the first day of the visit, Jill, James, John, Joe and I met with Daniel to 
review the results from Mbale, and agree on any adjustments required for the Jinja Workshop.   

After participating in the Jinja Stage 4 workshop, and visiting both pilot Areas, a wrap-up 
meeting took place in Kampala.  Some images of the visit are included in Attachment 1. 

Many thanks to James Ameda, the CCF/Uganda team, and the Area Teams in Jinja and Mbale, 
for the warm welcome and support during the visit. 

Stage 4 Workshop � Jinja Pilot Area 
Area Strategic Planning culminates in Stage 4, in which the research and reflection that is 
carried out in Stages 1, 2 and 3 is used to create a three year Area Strategic Plan (ASP).  This 
Plan contains programs and projects that address the causes of child poverty in the Area, and 
build the capacity of local organizations, along with associated block budgets.  After Stage 4, 
the ASP is submitted for approval. 

The Jinja ASP Stage 4 Workshop was held over three days in Iganga town.  Participants 
included three staff members from the National Office, along with the Jinja Area Team, parent 
and youth members of the Area Federation, community mobilizers, and a number of local 
government officials and potential partners.  No children participated. 

An unedited logical framework, containing many of the adjustments completed by the end of the 
Stage 4 Workshop, is included below as Annex218. 

Day One: 

First, the Jinja Area Manager (Johnson) presented the objectives of the workshop as follows: 

• Sharing the CCF planning process with key stakeholders; 
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• Identifying roles that the various partners can play in the development process; 

• Sharing best practices with and among development partners; 

• Budgeting for the ASP. 

Joseph Akol facilitated a review of the ASP process; I was impressed that participants 
demonstrated a very good understanding of the method.  Then Joe Wangolo reviewed the 
Bright Futures model, sharing this new name for the first time.  He emphasized the role of the 
Area team, focusing on their role of supporting the Federation. 

The group then divided into five teams for the rest of Day One and most of Day Two, to discuss 
each of the five programs proposed for the Jinja BF Program, along with their proposed 
projects: 

 

 
Pre-Stage-4 Proposed Program Framework � Jinja Bright Futures Program 

 
Programs 

 

 
Projects 

Water and Sanitation 
Malaria Prevention in Communities 

1.  Improve Community Health 
and Sanitation Services 

Family Planning and Immunization; Reaching Out To People 
Animal Traction Technology 
Wood Energy-Saving  Technology and Tree Planting 
Community Business Initiatives Support 

2.  Strengthening Sustainable 
Farm Production Capacities 
and Family Business Initiatives 

Beyond Traditional Varieties of Crop and Animal Breeds 
Functional Adult Literacy 
School Facilities and Learning Improvement 

3.  Improve Access to Quality 
Education 

Infrastructure Development and Equipment Provision 
Vocational Skills Training for Vulnerable Youth 
Early Childhood Care and Development 
Girl Child Education Advocacy 

4.  Promotion of Child/Youth 
Rights 

Scholarships for Very Vulnerable Children 
HIV/AIDS Affected and Other Vulnerable Children Care and 
Support 
Home-Based Care and Psycho-Social Support 

5.  HIV/AIDS Prevention and 
Mitigation 

Establishing Voluntary Counseling and Testing Centers 

• I worked with Group 2 over the first two days, reviewing the livelihood program. 

Firstly, each group reviewed the extensive and detailed logical framework that had been 
prepared based on the work carried out in Stages 1, 2, and 3, understanding the meaning of 
each project, its activities, inputs, outputs, etc., and reviewing internal consistency and 
completeness.  Then, any gaps in activities, outputs, inputs, etc, were filled in, and best 
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practices for project approaches noted.  Finally, lead implementation partners and the lead 
managing Federation were identified19. 

At the end of Day One, each Group presented its findings and recommendations to the plenary, 
and agreements were reached for fine-tuning the logical framework.  Finally, the day was 
evaluated. 

• The groups reviewing the first and third programs did good jobs in eliminated some 
redundant activities, in particular construction of various centers where suitable facilities 
already exist. 

• The concept of partnership seemed unclear to participants.  Their interpretation, perhaps 
influenced by the current program approach in the existing �projects,� seemed to be 
closer to �who can help us implement� rather than �who will implement.�  Whether this 
attitude results from a lack of clarity, or reflects disagreement with the concept, is 
unclear. 

• Despite the challenging nature of the day�s task, the evaluation of the day was very 
positive, with improvement desired in certain logistical aspects of the meeting.  �CCF 
have good vision for Uganda, keep it up� was the summary. 

• From my point of view, the day was very successful.  This was the first time that I had 
gone through Stage 4 in a real situation, and seeing it come together was exciting.   

• The participation of governmental partner organizations was very useful and practical. 

Day Two: 

On Day Two, each group reviewed their program, and carried out block budgeting.  While this 
process was cumbersome and quite difficult, once the groups got the hang of it, they were more 
successful than I had expected � the calculation of rough block budgets was challenging, but 
doable with the information they had. 

• Groups used the agreed activities for budgeting.  Unit costs were estimated and 
multiplied by the number of outputs found in the logical framework.  

• In some cases, Federation members or Community Mobilizers were able to estimate 
costs.  More frequently, Area staff had relevant experience and were able to suggest 
costs.  Quite often, partner staff had practical costs that they shared � in numerous 
cases, they phoned their offices to ask for guidelines. 
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Budgeting Results20: 

 

Program / Project Year 1 Year 2 Year 3 Total 
Program 1:  Improved Community Health and Sanitation Services 
Water and Sanitation 162.3m 397m 433.4m 992.7m 
Malaria Prevention in 
Communities 

64.6m 67.8m 74.8m 207.2m 

Family Planning and 
Immunization: Reaching Out 
To People 

20.8m 22.3m 23.8m 66.9m 

Total 247.7m 145.8m 272.6m 1266.8m 
(32%) 

Program 2: Strengthening Sustainable Farm Production Capacities and Family Business 
Initiatives 
Community Business Initiative 
Support 

41.4m 43.4m 5m 89.8m 

Beyond Traditional Varieties 
of Crops and Animal Breeds 

0m 17.5m 17.5m 35m 

Animal Traction Technology 52m 39m 21m 112m 
Wood Energy Saving 
Technology and Tree Planting 

52.4m 74m 67m 193.4m 

Total 145.8m 173.9m 110.5m 430.2m 
(11%) 

Program 3:Improve Access to Quality Education 
Infrastructure Development 27.2m 22.3m 16m 65.5m 
Basic Education Learning 
Performance Enhancement 

142.4m 167.4m 127.4m 437.2m 

Functional Adult Literacy 76m 71m 54m 201m 
Total 272.6m 287.7m 201.4m 761.7m 

(19%) 
Program 4: Rights Promotion and Skills Development for Vulnerable Children and Youth 
Early Childhood Care and 
Development 

114.5m 92m 92m 298.5m 

Girl Child Education 
Advocacy 

46m 43.6m 45.2m 134.8m 

Vocational Skills Training for 
Vulnerable Youth 

59.8m 59.8m 62.8m 182.4m 

Scholarships for Every 
Vulnerable Children 

27m 26m 21m 74m 

Total 247.3m 221.4m 221m 689.7m 
(17%) 

Program 5: HIV/AIDS Prevention and Mitigation 
HIV/AIDS Affected and Other 137.3m 195.9m 36.8m 369.9m 

                                            
20  This table reflects results after some adjustments were made following the workshop.  The 
initial grand total at the end of the Stage 4 Workshop, for example, was 4623.9m. 
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Program / Project Year 1 Year 2 Year 3 Total 
Vulnerable Children Care and 
Support 
HBC and Psychosocial 
Support 

103m 55.4m 29.4m 187.8m 

VCT Counseling and Testing 
Centers 

88m 94.1m 68.5m 250.6m 

Total 328.3m 345.4m 134.7 808.3m 
(20%) 

Grand Total    3956.7m 

A discussion of these results ensued. 

• Available CCF Funding is KSh 1.9b over three years, net of operational and direct-support 
costs.  This represents about 48% of the required budget21. 

• This deficit seemed to worry participants.  We explained that this was actually a good 
result, as it leaves space for fundraising and local resource mobilization, while still 
ensuring that CCF funds are sufficient to get going immediately. 

• Again, participation of governmental partners was very useful.  In our group, the delegate 
from the agriculture department even contacted his office on a number of occasions to ask 
colleagues to estimate unit costs, etc. 

Finally, the day was evaluated. 

• The evaluation of the day was very positive, despite the challenging nature of the task, 
with improvement desired in certain logistical aspects of the meeting.   

• From my point of view, the day was very successful.  This was the first time that I had 
undertaken block budgeting in a real situation, and seeing it come together was exciting.   

• The participation of youth members was fairly good during the first two days of the 
Workshop. 

Day Three: 

Federation members returned home, while we continued with partners to review each project, 
activity by activity, examining again the approach implied and the costs calculated.  The process 
was extremely detailed, resulting in some adjustments (these adjustments are reflected in the 
budget table, above). 

One type of direct support was included as part of program 4, through which scholarships are to 
be provided �for the very vulnerable.�  This had been budgeted at a constant level, over the 
three years of the ASP, of around USh18m.  It was suggested that this amount could decline 
over time, and so an adjustment was made: year 1, Ush 20m; year 2, Ush 15m; year 3, Ush 
10m. 

During discussion of the Livelihood Program, a participant from the National Office suggested 
the addition of the long-standing �heifer project� into the program, arguing that it was a 
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successful project that had attracted a lot of interest, and which was included in the Country 
Strategic Plan. 

• Including a new project in this manner at this point in the planning process seems 
inconsistent with the spirit of Area Strategic Planning.  Community members were 
presumably aware of the �heifer project� but had not specified it.  Therefore, its insertion 
at this point in the planning process was debatable. 

I also noted with some concern a tendency to retain certain unsustainable project approaches: 
for example, providing textbooks and constructing new classrooms. 

• Ideally over time these practices can be adjusted, particularly as partners help introduce 
new and more sustainable approaches. 

Other than this, the process was productive, though tiring � we basically finished Stage 4! 

Observations: 

• Overall, budgeting went well, the results were good.  The methods used for Stage 4 seemed 
appropriate (with the exception of the logical framework � see below.) 

• My main concern is that no primary health care component is included in the program, 
even though this is clearly called for in the causal analysis done in Stage 2. 

• Both in Jinja and Mbale, an extensive, detailed logical framework had been prepared, 
comprising all five programs and related projects.  This was an impressive achievement.  
However, according to the current ASP Guidelines, no logical framework is required; rather, 
current Guidelines require the preparation of �project outlines,� which are much simpler.  

• This is understandable, as staff were using methods from earlier versions of the 
guidelines, on which they had been trained.  

• The logical frameworks were useful during block budgeting and DIP preparation. 

• I noted that the concept of partnership was not fully understood or accepted � for example, it 
seemed apparent that Federation members and staff viewed partners as �organizations that 
will help us implement� rather than �organizations that will implement.�  We spent some time 
discussing this issue, reinforcing the Bright Futures requirement that projects are 
implemented through partnerships, but I am not confident that we reached full 
understanding or acceptance. 

• It seems possible that using the logical framework exacerbated this problem, because 
participants had gone into great detail describing implementation � inputs, outputs, etc.  
This may have reinforced a �do it ourselves� attitude. 

• Using the �project profile� instead might have avoided this problem.  An advantage of the 
�project profile� is that it can serve as a TOR for discussion with potential partner 
organizations. 

• Even the concept of �contracting� is inadequate in some cases, because to achieve the 
�rippling effect� that we seek in the Bright Futures model, whenever possible we need to 
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partner with institutions that have (or can build) the institutional capacity to continue the 
intervention. 

• Ideally, then, at least during pilot testing, a lead implementation partner should be 
designated for each project  

• Similarly, the concept of �lead managing Federation� was not well understood.  In Uganda, 
two Federations exist � of parents, and of children and youth � one of which should be 
named as the �lead� for each project.  Groups struggled with this concept, mostly naming 
both Federations as lead; I felt that in part this was due to an assumption that adults need to 
manage implementation.  This change in role was either not understood or not fully 
accepted. 

• Building the leading role of children, youth, and parents is a fundamental aspect of the 
Bright Futures model.  As such, naming a �lead managing Federation� � which should 
include (in Uganda) the children and youth Federation in some cases � is quite 
important.  Ideally, then, at least during pilot testing, a lead managing federation 
should be designated for each project 

• Based on this discussion, it seems unlikely that the children and youth federation will be 
engaged in active management; more probably, they will participate, at best. 

• We must be attentive to not automatically continuing unsustainable approaches, searching 
instead for solid partners that can help improve practices. 

Review of Management Baseline Report 
Joe Wangolo and I reviewed progress preparing the Management Baseline.  Joe gave me 
documents containing statements of cause and effect from the four �control� �projects�, and the 
results of some focus group discussions with enrolled families. 

See Annex 3 for a summary of the status of input to the Management Baseline. 

Visit To Mbale Pilot Area 
Preparation for piloting has gone well in Mbale, with Area Strategic Planning having succeeded 
to a great degree in developing a solid understanding of child poverty and adversity, and in 
outlining a relevant program approach.   

In general terms, the Federation has come together in a positive way.   

Preparation of the logical framework was helpful, though the participation of the Area 
Federations in this was somewhat limited � the logframe is of good quality, and is attached 
below as Annex 422.  The District-level consultations (part of Stage 3) were also very helpful in 
articulating a good program approach and building a solid foundation for future partnership. 

Challenges remain, however.  The role of the community associations (former CCF �Projects�) 
is unclear.  The Area Federations still do not have legal status and, as a consequence, the Area 
bank account has not been opened.   
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• This has impeded smooth management of logistics.  The Mbale bank account should be 
opened as soon as possible, perhaps with CCF as the account holder if Federation 
registration will be further delayed. 

The Mbale team and I, together with Joe Wangolo, reviewed requirements for ASP submission, 
going point by point through the format.  We also reviewed DIP guidelines. 

• I offered my ongoing support, via email, as they prepared the Mbale ASP and DIP. 

I participated in a meeting with five District Officials23 and the representatives of one two NGOs, 
during which we examined each project and discussed potential �lead� partner organizations.  
This meeting was very productive and interesting � it was clear that the level of interest and 
commitment coming from local government was high, and from their discussion of various 
potential partners and recent experiences, their desire that CCF find transparent and competent 
partners was evident.   

• This bodes well for on-going partnership in the Mbale Area. 

Visit to Jinja Pilot Area 
I paid a similar visit to the Jinja Pilot Area, working through the detailed guidelines for ASP 
preparation with the team, discussing DIP preparation, and reviewing critical issues related to 
staffing, partnership, and finance management. 

• Good understanding of the ASP format was reached. 

• We discussed the employer of the Community Mobilizers at former �project� level.  At 
present, they are employees of the former �projects.�   

• This needs to change to the Area Parents Federation. 

• A �program assistant� has been hired, to provide all-round support � driving, messenger, 
etc.  CCF employs this person, and I was not sure if this position had been included in the 
Bright Futures budget. 

• We reviewed in detail how financial management could function, in a manner supportive of 
the empowerment of the Area Federations, even in the case of Jinja where CCF owns the 
bank account.  We reached similar conclusions as had been agreed for the San Miguel de 
los Bancos, in Ecuador: 

• Even though CCF will own the bank account in Jinja, the Area Federations can still be 
making financial decisions � approving purchases, partnership agreements, 
disbursements to implementing partners, etc.  CCF would then provide payment as a 
�service� to the Area Federations. 

• We discussed capacity-building milestones for the Area Federations, in particular as related 
to their supervision of Area Technical Officers.  As the Federations are new, a �progressive� 
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approach was agreed, through which the Area CCF Team would seek to incrementally 
involve the Federations in management and oversight of these professionals over time. 

• Both Pilot Areas are moving towards implementing micro-finance-related programs.   

• It might be worthwhile to involve Christie Scott in supporting partner selection and 
technical-officer contracting. 

• As in Mbale, the bank account in Jinja has not been opened.  In this case it is difficult to 
understand the delay, as there is no need to await Federation registration. 

Wrap-Up With James Ameda 

• Bright Futures implementation is going well in Uganda. 

• The ASP process has nearly been completed, and results are positive. 

• Area Teams are functioning, as are the Area Parents� Federations. 

• Several challenges were noted during the visit: 

• As noted above, some national programs were introduced into the ASP process.  This 
should be handled with care.  Ideally, national programs will result from commonalities 
found in Area programs.  And where CCF has a technical capability, it should seek to 
transfer this to local implementing partners wherever feasible, rather than implementing 
directly. 

(The CCF ECD program offers a particular possibility for partnership, where CCF�s 
undoubted institutional capacity can be transferred to local partners.  It is not necessarily 
a requirement that CCF implement the ECD project itself, even though CCF has 
developed the project in a technical sense.) 

• The Child and Youth Federations are not functioning as well as expected.  It is 
necessary to identify projects in which the child and youth Federations can play leading 
roles. 

• We discussed the role of the community associations, and agreed that their role might be 
reconsidered after the end of the pilot year. 

• We need to open bank accounts in Mbale and Jinja as soon as possible.   

• In the short term we should consider opening a CCF bank account in Mbale, to avoid 
delays related to Federation registration.  I agreed to follow this suggestion up with 
Victoria Adams upon my return to the US. 

• In light of their significant investment of time and energy, careful consideration should be 
given to providing some sort of incentive to Area Federation members � short of salary.  

• James, and most staff feel that, after the pilot year concludes in Jan/05, the rest of Uganda 
should transition to the Bright Futures model.  This is partly because the model is seen in a 
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positive light so far, and partly because there are risks involved in keeping the rest of 
CCF/Uganda in a holding pattern. 

• I suggested discussing this proposal with the Regional Representative. 
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Annex 1 � Some Images of the Visit 

Participants in the Jinja Stage 4 
Workshop 

CCF/Uganda Program Manager 
Explaining The Bright Futures Structure

Members of the Jinja Area 
Parents� Federation 

Jill Coleman at the Jinja Stage 4 
Workshop

Partners Share Their Perspective at 
the Jinja Stage 4 Workshop 

Budgeting - Jinja Stage 4 
Workshop
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The Mbale Area Office 

Partners and Staff at the 
Mbale Area Office

Budgeting - Jinja Stage 4 
Workshop 

Budgeting - Jinja Stage 4 
Workshop

Budgeting - Jinja Stage 4 
Workshop 



Annex 3 � Management Baseline Status 
Management Baseline  

Report Section 
Observations Schedule (per Oct/03 Visit 

Report) 
Updated Status 

1 � Summary. • • • To be prepared by 
Joe at the end of 
the process. 

To be prepared at the 
end of Feb/04. 

Not yet 
required. 

2.1 - A summary of 
statements of cause and 
effect of poverty found in 
the existing Country 
Strategic Plan. 

• • • I will prepare this 
section.  I have the 
CSP already. 

To be prepared at the 
end of Jan/04. 

Done, by 
Mark 

2.2 - A summary of 
statements of cause and 
effect of poverty found in 
existing �project� level 
documentation. 

• • 

• 

• I will prepare this 
section, with 
documents 
provided by Joe. 

Documents will be 
brought to the Nov/03 
international program 
conference. 
To be completed by the 
end of Jan/04. 

Documents 
provided to 
Mark in 
Mar/04. 

2.3 - A compilation of the 
results of the reapplication 
of the Poverty Study 
questionnaire, 
disaggregated at National 
Office, Area Staff, and 
�Project� staff Followup 
levels. 

• 

• 

• 
• 

• 

• 

• 

• 

• Joe will prepare 
this section, using 
the existing Poverty 
Study 
questionnaire, 
surveying around 
30 people at NO, 
Area, and �project� 
levels. 
16 people at the 
NO. 
6 Area staff. 
Around 8 people in 
the four �control 
projects.� 

Survey to be sent out to 
the ~ 30 participants 
during the week of 10 
Nov/03. 

Results will be tabulated 
during the week of 17 
Nov/03. 

Analysis completed by 8 
Dec, sent to Mark for 
comments. 

I will respond with 
comments by 12 Dec/03. 

Documents 
provided to 
Mark in 
Mar/04. 

3.1 � An analysis of the 
functioning of the Parents� 
Associations.  Frequency 
of meetings, participants, 
gender, and age of 
participants. 

• • 

• 

• 

• Joe will prepare 
this section, using 
monthly reports 
already provided by 
the �projects.� 

Grace will tabulate 
aspects of parents� 
committee functioning 
during the week of 17 
Nov/03. 
Joe can analyze the 
tabulation during the 
week of 1 Dec/03, and 
send a draft analysis to 
me by 8 Dec/03. 
I will respond with 
comments by 12 Dec/03. 

Documents 
provided to 
Mark in 
Mar/04. 
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Management Baseline  
Report Section 

Observations Schedule (per Oct/03 Visit 
Report) 

Updated Status 

3.2 - An analysis of the 
findings of focus group 
discussions with randomly 
selected groups of 
parents, youth, and 
children to assess (in a 
disaggregated manner) 
their level of participation 
in program development, 
planning, implementation, 
monitoring, and evaluation. 

• Documents 
provided to 
Mark in 
Mar/04. 

3.3 - An analysis of the 
findings of focus group 
discussions with randomly 
selected groups of 
parents, youth, and 
children to assess (in a 
disaggregated manner) 
their level of perceived 
influence on how their 
community is developing.  
Findings regarding 
statements of cause and 
effect of poverty in the 
existing Country Strategic 
Plan.   

• 

• 

• 

• 

• 

• 

• 

• 

• 

• 

• 

• 

• 

• 

• 

3.2 and 3.3 will be 
done together. 
Joe will prepare 
this section. 
Focus groups will 
be organized and 
discussions carried 
out by an external 
consultant. 
Contracting 
guidelines (TOR) 
for potential 
consultants have 
been provided by 
Tracy Dolan. 
Tracy is requested 
to send the TOR for 
FGD support to Joe 
ASAP. 

Joe will meet with 
potential FDG support 
organizations from 10 � 
12 Dec/03.   
The selected FGD 
company will prepare 
survey instruments by 17 
Dec/03. 
Joe will share the FGD 
design with VEA, DWW, 
and I by 19 Dec/03. 
Participants (randomly 
selected) will be identified 
by 3 Jan/04. 
FGDs will be carried out 
from 5 � 9 Jan/04. 
FGD results will be 
analyzed by the company 
from 12 � 16 Dec/03. 
Joe will add his analysis 
to this and prepare a draft 
of sections 3.2 and 3.3 by 
23 Jan/04. 
VEA, DWW, or I give 
feedback by 30 Jan/04. 
Joe will request support 
for FG cost from Victoria, 
if required. 

Documents 
provided to 
Mark in 
Mar/04. 

4.1 - An analysis of each 
program activity over the 
last three years, 
comparing the objective of 
each with the location of 
program implementation: 
child, family, community, 
Area, country. 

• 

• 

• 

• 

• 

• Joe will prepare 
this section. 
�Project� staff will 
organize a table of 
the relevant 
information, using a 
template provided 
by Joe. 

�Project� staff will 
organize the table from 
17 � 30 Nov/03. 
Analysis and final tables 
completed by 5 Dec/03. 
Draft to be sent to VEA, 
DWW, or myself by 8 
Dec/03. 

Documents 
provided to 
Mark in 
Mar/04. 

5.1 - An analysis of partner 
involvement in each 
program activity carried 
out over the last three 
years prior to Bright 
Futures pilot 
implementation in the 
�projects� that will be 
formed into Bright Futures 
Pilot Areas. (For Ecuador, 
four existing �projects� in 
locations similar to the new 

• • • Joe will prepare 
this section, which 
is to be combined 
with 4.1, using the 
same data 
collection table, etc.

Same schedule as 
4.1,above. 

Documents 
provided to 
Mark in 
Mar/04. 
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Management Baseline  
Report Section 

Observations Schedule (per Oct/03 Visit 
Report) 

Updated Status 

Areas should be chosen 
for this purpose.) 
5.2 - A compilation of 
CCF�s programmatic 
engagement, at national 
level, with other 
development agencies 
(including government, 
multi- and bi-laterals, other 
INGOs and NGOs, etc.) 

• • 

• 

• Joe will prepare 
this analysis. 

To be completed on 9 
Jan/04. 
Draft to be sent to VEA, 
DWW, or myself by 10 
Jan/04. 

Pending. 

6.1 - An analysis of the 
use of AIMES in each the 
�projects� that will be 
formed into Bright Futures 
Pilot Areas, over the three 
years before the pilot, 
assessing the extent to 
which the building of 
sustainable community 
capacity was considered 
and addressed in program 
activities. 

• To be 
provided 
today. 

6.2 - An analysis of each 
program activity carried 
out over the last three 
years prior to Bright 
Futures pilot 
implementation in the 
�projects� that will be 
formed into Bright Futures 
Pilot Areas, assessing the 
extent to which program 
activities evolved 
(changed) over the three 
years prior to the pilot, and 
why: were changes due to 
AIMES, due to other 
learning and reflection 
processes, external 
effects, etc.? 

• To be 
provided 
today. 

6.3 - An analysis of the 
evolution in the capacity of 
the Parents� Associations. 

• 

• 

• 

• 

• 

• 

• 

Joe will prepare 
this section. 
6.1, 6.2, and 6.3 
will be done 
together. 
Several people 
from each control 
�project� will be 
brought together to 
reflect on these 
issues. 
In one day, the 
group will discuss 
and document the 
issues implied in 
points 6.1, 6.2, and 
6.3. 

Reflection session � 5 
Dec/03. 
Draft to be sent to VEA, 
DWW, or myself by 12 
Dec/03.  

To be 
provided to 
me today. 
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Management Baseline  
Report Section 

Observations Schedule (per Oct/03 Visit 
Report) 

Updated Status 

7.1 - An analysis of the 
amount of time spent by 
CCF staff in communities 
in the pilot Areas over the 
three years before the 
pilot, and of the activities 
undertaken during these 
visits. (For Ecuador, four 
existing �projects� in 
locations similar to the new 
Areas should be chosen 
for this purpose.)  

• Pending. 

7.2 - An analysis of the 
range of participatory tools 
used in planning, 
monitoring, and evaluation 
of program activities. (For 
Ecuador, four existing 
�projects� in locations 
similar to the new Areas 
should be chosen for this 
purpose.) 

• 

• 

• 

• 

• 

Area teams will 
prepare sections 
7.1 and 7.2, 
together.  They 
provide an 
objective view of 
this, as they have 
not been involved. 
A group reflection 
session will be 
organized to 
discuss these 
issues, mainly with 
parents and 
�project� staff. 

Reflection session � 30 
Jan/04. 
Draft to be sent to VEA, 
DWW, or myself by 10 
Feb/04. 

Pending. 

8.1 - A summary of the 
monthly cash flow into 
existing �projects� over the 
three years before the 
pilot.  (For Ecuador, four 
existing �projects� in 
locations similar to the new 
Areas should be chosen 
for this purpose.) 

• • • John Okello Okello 
will handle this 
section. 

Draft to be sent to VEA, 
DWW, or myself by 10 
Feb/04. 

Done. 

9.1 - A summary of fund 
allocations (budgets) for 
National Offices and for 
the �projects� that will be 
formed into Bright Futures 
Pilot Areas, over the three 
years prior to Bright 
Futures pilot 
implementation, according 
to three categories: salary 
and salary related, 
operations, and program 
activities.  (For Ecuador, 
four existing �projects� in 
locations similar to the new 
Areas should be chosen 
for this purpose.)  Budget-
execution trends for the 
same categories 

• • • John Okello Okello 
will handle this 
section. 

Draft to be sent to VEA, 
DWW, or myself by 10 
Feb/04. 

Pending with 
John Okello-
Okello. 

9.2 - Summary (by year) of 
the number of employees 
for National Offices and for 

• John Okello Okello 
will handle this 
section

• Draft to be sent to VEA, 
DWW, or myself by 10 
Feb/04

• Pending with 
John Okello-
Okello



Management Baseline  
Report Section 

Observations Schedule (per Oct/03 Visit 
Report) 

Updated Status 

the �projects� that will be 
formed into Bright Futures 
Pilot Areas, over the three 
years prior to Bright 
Futures pilot 
implementation. (For 
Ecuador, four existing 
�projects� in locations 
similar to the new Areas 
should be chosen for this 
purpose.)   

section. Feb/04. Okello. 

9.3 - A summary of 
sponsorship performance, 
in the �projects� that will be 
formed into Bright Futures 
Pilot Areas, over the three 
years prior to Bright 
Futures pilot 
implementation. (For 
Ecuador, four existing 
�projects� in locations 
similar to the new Areas 
should be chosen for this 
purpose.)   

• • • Livingston (with 
support from John 
Okello Okello) will 
handle this section. 

Draft to be sent to VEA, 
DWW, or myself by 10 
Feb/04. 

Pending with 
John Okello-
Okello. 
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Attachment 6 � Visit Report, CCF/Ecuador Area 
Strategic Planning 

Note: this report is inserted here as received in draft form from Jon Kurtz on 31 Mar/04.   

Dates:  March 8 - 24, 2004 
 
Visitors: Jon Kurtz  
 
Visited:  Tungurahua and Los Bancos Pilot Areas, and Ecuador National Office  
 
Reasons:  Support and monitor Stage 4 of the Area Strategic Planning process 
 
Report by:  Jon Kurtz 
 

I. Introduction  
Objectives of the visit:  
 
• Support the pilot Areas in the stage 4 of Area Strategic Planning (ASP), specifically with 

clarifying project designs, developing block budgets and finalizing their ASP reports.  
 
• To monitoring the ASP process and ensure that it is being done in accordance with the ASP 

principles, and the schedule determined.  
 
• Provide guidance to the pilot Areas on completing detailed implementation plans (DIPs) for 

the initial projects.  
 
Schedule of the visit: 
 
• Mar 9:  Briefings on status of ASP in both Areas. Determined the agenda for the visit. 
 
• Mar 10:  Assistance to Tungurahua to develop block budgets for Area programs / projects.  
 
• Mar 11: Meeting with Tungurahua Area Association to discuss draft block budget.  
 
• Mar 12:  Assistance to Los Bancos to develop block budgets for Area programs / projects. 
 
• Mar 13:  Meeting with Los Bancos Area Association to discuss draft block budget.  
 
• Mar 15-17: Assisting Tungurahua Area team to complete their ASP, compile the report, and   

  plan for priority actions within the Area.  
 
• Mar 18: Exchange of experiences and lessons on ASP with Area Managers. 
 
• Mar 19: Presentations of Los Bancos and Tungurahua ASPs to Regional Rep, et al.   
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• Mar 22-24: In Los Bancos participating in Area Association meetings with partners, and  
  assisting in finalizing the ASP report. Debriefing on visit with National Director.  

 

II. National Office Visits  
Initial Meeting  
On March 9, a meeting was held to update me on the status of ASP in the two Areas and to 
plan the agenda for my visit. Participating in the meeting were:  
 
• Carlos Montúfar (National Director),  
 
• Javier Cueva and Jorge Altimirano (pilot Area Managers),  
 
• Mauricio Burbano (National Office-designated support person for the APP piloting).  
 
Prior to the visit, both pilot Areas had completed Stage 3 of ASP. They had also begun Stage 4, 
including initial meetings with possible partners, and refinement of project designs. 
 
Major questions and concerns from the Area Managers included24:  
 
• To what extent should Area staff and Association members be involved in Stage 4 

activities? For example, should Area Association members meet with possible partners on 
their own, or should staff accompany them. And vice versa.   

 
• How to do block budgeting for programs and projects when basic information is not yet 

available, such as possible partner contributions, or exact project targets (e.g. number of 
families or children to be reached). 

 
• After the ASP, what are the specific roles of the Area Association in project implementation 

and management? What type of structure within the Association is needed to clarify their 
roles and ensure participation, especially of children and youth?  

 
Reflection on ASP Process  
On March 18, upon completing their ASP reports, the two Area Managers shared several of 
their outstanding questions and concerns about the ASP process. These included:  
 
• The process can be more concise, for example by doing PRAs in a representative sample of 

communities (as opposed to all), and conducting validation at a later stage, once project 
designs have been refined.  

 
• The section on developing capacity building goals needs to be finalized. As in The 

Philippines, Los Bancos went through their own version of the process, but felt it could have 
been more useful with clear guidance.  

 
• Areas are expected to begin identifying and developing relationships with partners from the 

very beginning of ASP. However, by the end of the process they still have only initial ideas 
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about partners possible roles in Area projects. They expressed a need for clear guidance on 
how to move from consultation to concrete project agreements with partners.  

 
• What happens when new communities become part of the Area between now and the next 

ASP process (which will be necessary to meet affiliation targets)? We agreed that the if that 
are in the same Area, the original ASP should be reflective of their concerns and priorities. 
They should be given an explanation of the ASP process and allowed to prioritize certain 
projects for their community. During the following ASP cycle, they will be involved in the 
whole process, including PRAs.  

 
• We also had an opportunity to discuss Detailed Implementation Planning (DIP). When going 

through the DIP guidelines, there was a clear that for additional guidance on the DIP 
process itself -- i.e. how to develop DIPs together with partners. (The DIP original guidelines 
included mainly just the reporting format.) A rough first draft of guidelines for the DIP 
process were developed as part of the 'Practical Guidance for Developing Partnerships' 
document.  

 
ASP Presentations 
On March 19, the two Areas submitted their ASPs to the National Director. The Area Managers 
also gave presentations of their plans to the Regional Representative, and other Regional and 
National Office staff who were working on the Country Strategic Plan (CSP)25. This provided a 
good opportunity for the Area Managers to get initial feedback on the ASPs.  
 
Apparently, several of the Area programs matched the strategic directions being developed 
within the CSP, including working to improve government health services through advocacy and 
capacity building, and stemming teachers' physical abuse of students through training on 
children's rights and alternative communication and conflict resolution techniques. 
 
III. Tungurahua Visits 
Block Budgeting  
On March 10, Mauricio and I worked with the Tungurahua Area staff to develop a draft block 
budget that included percentages and estimated costs for all Area programs and projects over 
the 3-year period26. The draft block budget is included below: 
 

Program / Projects 2004 2005 2006 Total 
(USD) 

% of 
Budget 

Growing Strong and 
Healthy Children 

55000 55000 70414 180414 33 

Access to nutritious food 10000 15000 15414 40414.63 7 
Access to safe water 24000 27000 42000 93000 17 
Prevention and attention 21000 13000 13000 47000 9 

• 
• 
• 

                                            
25 The CSP planning team also spent a day discussing the APP process, which they compiled in 
a 'lessons learned' document.  
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to child and family health 
Schooling with Respect 
and Equity 

40000 40000 62144 142144 26 

Project for children 17000 24000 24544 65544.86 12 
Project for teachers and 
schools 

23000 16000 37500 76500 14 

Family Promotion 0 25000 40605 65605 12 
Promotion of participation of 
children and youth 

0 10000 15000 25000 5 

Parent�s skills for child 
development 

0 15000 25605.32 40605.32 7 

Generation of Employment 
for Parents 

0 25000 57006 82006 15 

Diversification of agricultural 
production  

0 19000 37006.65 56006.65 10 

Alternative marketing and 
commercialization  

0 6000 20000 26000 5 

Capacity Building 25000 25000 26539 76539 14 

Total for all Area programs 120000 170000 256711 546711 100 

• 
• 

• 

• 

• 

• 

 
To develop the block budget we used a 'management approach' to budgeting, as described in 
the ASP guidelines. This essentially involved:  
 
1. Determining 'ceilings', or the estimated amounts of the 3-year budget to be used for each 

program, and for capacity building of the Area Association and Community Committees.  
 

• The estimation was done based on the priorities of the communities and the relative 
costs of each program.  

 
• A decision was made not to involve the Area Association in this activity because the 

Area Manager already had a clear idea of project priorities from the stage 3 validation 
activities. In addition, there was a fear of wearing out the Area Association members 
during the (often tedious) process of estimating costs27. (Several members had resigned 
the previous month, mainly due to the amount of work being required of them and the 
lack of compensation.)  

 
• However, this proved to be an inappropriate approach. Since the Area Association was 

not involved in developing the initial estimates, they were not able to  
 
2. Clarifying and estimating costs for the major activities for each project to come up with 

overall projects costs for each year.  
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• The combined experience of the people present enabled us to come up with reliable 
estimates. In addition, Area Manager made calls to people within and outside of CCF to get 
more accurate costs in several instances.  

 
• Unlike the block budgets developed for the pilot Areas in Uganda28, we kept the budget 

within the allotted amount for each of the three years ($120,000 for the first year, $170,680 
for the second, and $256,031 for the third, for a total of $546,711). This was mainly because 
CCF Ecuador has little experience raising money from grants. In addition, since the pilot 
Areas are new, it was felt that CCF funds should be brought in gradually and increased over 
the coming years as the capacity of the Area to absorb and effectively use the funds 
increases. 

 
• To come up with reliable estimates we found it necessary to detail out the project budgets 

per year. Keeping the project budgets within the bounds of the yearly Area budget involved 
going back and changing the 3-year program budgets and percentages.  
 

• Going through each project in detail helped to clarify the project activities and strategies, 
making sure they were complete and in line with the goals of the APP approach29. Still, a 
certain amount of flexibility was built in, activities are expected to be further refined based on 
input from partners and technical experts, which the pilot Areas are planning on soliciting 
when developing their DIPs.   

 
• Funds for 'direct support' were rarely included, since the Areas and affiliated families are 

new to CCF, and thus not accustomed to receiving such assistance. Where funds were 
budgeted for emergency cases, or 'families in crisis', they were included within specific 
projects, not as a separate program line. 

 
Area Association Meetings  
On March 11, a meeting was held with the Tungurahua Area Association to share the block 
budget, allow them to discuss, further refine it based on their input. Six out of the remaining 
seven members of the Association attended, including two youth and three women. The main 
points and observations from the meeting were: 
 
• Since it was the first time the Association members had been informed of the Area budget, 

Jorge Altimirano gave an explanation of how the amount (for each year, and the 3-year 
total), and the source (i.e. based on child enrollment in the Area).  

 
• Jorge also shared how we had divided the budget amongst the various programs and 

projects. He reinforced that this was an initial attempt based on their priorities and out best 
estimates of project costs, and that it was very much open to chances based on their ideas.  

 
• The Association members were asked to discuss and give their input on the draft block 

budget. Their feedback included:  
 
- Thoughtful questions about the need for certain amounts of money we had set for specific 

activities. For example in a water infrastructure line, the Association agreed that the amount 

                                            
28 See Mark McPeak's report of March 2004 for details. 

 
Visit Report � CCF/Ecuador          Jon Kurtz 
Included in Quarterly Report #4                                                                                                         Page 64

29 Ideally this clarification should be done prior to block budgeting. See 'Validation and 
Budgeting' section under 'Overall Observations and Recommendations' below for a discussion.  



would be too much, and better used for other project activities, such as capacity building of 
the local water management committees.  
 

- Discussions about other existing funds available in their communities / Areas, and how CCF 
resources might be used to complement or leverage such funds.  

 
- Questions about the flexibility of the estimated budgets, for example: Could budgets be 

adjusted in subsequent years when Areas have more clarity on their specific needs? (See 
below under 'Next Steps and Support / Clarification Required' for discussion.)  

 
- Association members forwarded the idea that not all the projects needed to be implemented 

in every community.  
 

• Following up on the above point, the Association members we asked which projects they felt 
should be implemented in which communities. This information would help in estimating the 
location and quantity of the targets groups, which could help refine the budget estimates for 
each project.  

 
• The Association members represented only 6 out of the 30 + communities. They decided 

that they should consult their communities to agree on the priority projects, and report back 
on March 23. This consultation, however, seems to duplicate the Stage 3 validation 
activities. However, the Area team took this as an encouraging sign of the representatives of 
the Association members, which was a concern since they were selected rather than 
elected by their communities, mainly due to time constraints in the piloting schedule.  

 
• During the meeting, we were not able to cover two additional points that were part of the 

agenda: the likely lead implementation partners for each project, and the roles of the 
parents, youth and children of the Association in managing various projects. These points 
were to be taken up in the next Area Association meeting on March 23.  

 
Structure of the Tungurahua Area Association  
Following the Area Association meeting, we worked to resolve outstanding questions regarding 
the structure of the Tungurahua Area Association. Mark McPeak had helped them clarify the 
overall staffing structure and relation of the Area staff to the Area Association (see his report 
from March 2004 for details). Our discussions helped to clarify the internal working structure of 
the Association, especially how to ensure a genuine role for youth and children, and the its 
relationship of the Association to the Community Committees (to be established) it represents. 
Important decision made included:  
 
• The Association would be comprised of 11 adults, 5 youth and 5 children.  
 
- The youth and children would consist of one from each sub-area.  

 
- While legally, only the youth and adults can be part of the Association, the children will have 

equal decision making roles. 
 

• Within the Association, there will be several decision-making committees:  
 
- A Coordination Group consisting of a Coordinator, Assistant Coordinator, Secretary, and 

Treasurer, all of whom will be elected by the Association.  
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- An External Relations Committee to manage relationships with partners.  
 
- A Financial Committee to manage the Area budget and expenses.  
 
- A Monitoring and Evaluation Committee.  
 
- A Child and Youth Committee.  
 
• The community-level committees (to be established) will consist of at least 25% youth and 

children, and 25% men. These and the other community committee members will be elected 
or chosen by the affiliated families within one community.  

 

IV. Los Bancos Visits 
Block Budgeting  
On March 12, Mauricio and I assisted the Los Bancos staff to develop their draft block budget, 
following the same process as in Tungurahua (see above). The draft block budget is included 
below: 
 

Program / Projects 2004 2005 2006 Total 
(USD) 

% of 
Budget 

Lets' Learn Together  71.000 88.000 101.000 260.000 48% 

• Let's Play to Learn 41.000 45.000 47.000 133.000 24% 
• Getting to Know my 

Sexuality 10.000 16.000 20.000 46.000 9% 

• Learning to Teach 20.000 27.000 34.000 81.000 15% 

Produce to Prosper 24.000 51.026 102.052 177.078 32% 

• Improving my Farm 10.000 18.000 38.000 66.000 12% 
• Learning New 

Occupations 14.000 33.026 64.052 111.078 20% 

Spaces for Participation  9.112 13.668 13.668 36.448 7% 

• My Community in Action  9.112 13.668 13.668 36.448 7% 

Capacity Building  15.888 28.648 28.648 73.184 13% 

Total for all Area programs 120.000 181.342 245.368 546.710 100% 
 
Area Association Meeting 
On March 13, we meet with the Los Bancos Area Association to share the block budget and to 
further refine it based on their input. 15 Association members, including 3 youth and 3 children 
attended. Main points and observations from the meeting included: 
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• After explaining the draft block budget, the Association members gave their input, including:  
 

- They discussed possible partners for various projects, and felt that it would be difficult to 
accurately estimate budgets without knowing the contributions that partners may make.  

 
- Javier clarified this by describing the DIP process, wherein other contributions would be 

taken into consideration. At this point, he stressed, it was important to focus on 
allocating the budget available through CCF.  

 
• To get the detailed information needed to finalize the budget, the Association was divided 

into three groups, based on the 3 sub-areas within the Area. For each project, the groups 
were asked to consider30:  

 
- In which communities should it be implemented?  
 
- An estimate of the number of families, children, or other target groups. 

 
- Who are the most likely partners?  

 
• Upon noticing that the children were not fully participating in the mixed groups, we broke 

them out into their own group. As with other stages of ASP, a clear method for working with 
children in this step is needed. However, through discussing the various projects, probing 
them about which were most important and why, and exploring their knowledge of existing 
activities and possible partners, the children were able to give valuable input.  

 
• In presenting back, the small groups were able to articulate their reasons for prioritizing 

certain projects. However, they used varying formats to present their outputs, and as a 
result it was difficult to combine their products.  

 
• Javier asked the Association to meet again on their own to compile their findings on which 

communities, number of target groups, and proposed partners for each project. Their 
consolidated product was to be presented to CCF in the form of a proposal on March 22 
(see below for details). Javier felt that the Association was ready to take such decisions on 
their own, and that allowing them do so would build their capacity and autonomy. His aim is 
to have CCF as a major, but the only partner of the Area Association, which I agree with.   

 
On March 22, the Area Association met again. Highlights are included below:  
 
• The Association had been unable to come up with estimates for the target communities or 

number of groups for each project. They sited not having a clear idea on the possible 
contributions of partner organizations, and the lack of detailed diagnostic assessments in 
each community.  

 
• It was clarified that this level of detail would come out during the DIP process, and during 

the initial stages of project implementation, and that at this point, we needed to get an 
agreement on of the approximate amounts to allocate for each Area project. However, no 
agreement was reached during this meeting, partially due to the absence of representatives 
from one of the three sectors (sub-areas) within the Area.  
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• Other questions emerged about the roles and structure of the Association. Several members 

felt they needed more clarity on their specific responsibilities, as well as the Associations' 
level of dependence / independence from CCF, e.g. in decision making regarding budgeting. 
(See below under ' Structure of the Los Bancos Area Association' for details.)  

 
Meetings with Possible Partners  
On March 22 and 24, the Area Association and staff met with local organizations to discuss 
coordination and possible partnerships in the areas of health and education.  
 
• During the first meeting on March 22, each organization described their projects, activities, 

target communities and groups. This was helpful in identifying overlapping activities and 
themes.  

 
• In contrast, the Area Association member who presented the Los Bancos ASP gave only 

general descriptions of the Area programs, perhaps because the target locations and groups 
were not yet finalized.  

 
• The March 24 meeting was held to follow up on the information shared on the 22nd, and to 

explore opportunities for possible partnerships in the areas of health and education31.  
 
• The Area Manager facilitated discussions within each major activity area, or theme, based 

on the table below. These discussions were not only aimed at assisting CCF identify 
partnership opportunities, but to advance the collaboration between other organizations in 
the Area.  

 

Theme 
Active 

Organizatio
ns 

Specific 
Activities

Target 
Areas 

Target 
Groups

Support 
Require

d 

Opportuniti
es for 

Partnership

      

      

e.g. 
repro-
ductive 
health       

 
• To a certain extent, the discussions enabled local organizations (even beyond CCF and the 

Area Association) to explore areas where coordination could be improved or partnerships 
developed. However, the discussions remained on too general a level to tangibly further the 
Association's relations with potential partners.  

 
• We agreed that in the future, meetings would be more fruitful if held with fewer partners and 

focused on a narrower set of activities, ideally limited to one project within the Area program.  
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would require having at least tentative agreements with partners. Since these were not yet developed, we 
decided the agenda for the meeting should be more exploratory, focusing on furthering relationships and 
discussions with partners about specific projects.  



Structure of the Los Bancos Area Association 

Similar to the discussions in Tungurahua, Javier and I worked to further clarify the internal 
working structure of the Los Bancos Area Association:  
 
• The Association would be comprised of 9 adults, 6 youth and 6 children. This includes 3 

adults, 2 youth, and 2 children from each sector (sub-area). While legally, only the youth and 
adults can be part of the Association, the children will have equal decision making roles. 
 

• Within the Association, there will be 3 committees: adults, youth, and children.  
 
• There will also be a Coordination Group consisting of a Coordinator, Secretary, and 1 

representative, or 'speaker', from each committee.   
 
• An outstanding question about roles was: Who should sign contracts with partners? CCF, 

the Association, or both?  
 

V. Overall Observations and Recommendations 
Progress with the ASP is going well in both Areas. Despite some setbacks in Tungurahua, the 
Area Associations are established and participating effectively in the ASP process. 
Observations and recommendations are included below under several main themes: 
 
Partnerships  
• Both Area Managers and Associations seem clear about the concept of partnerships as 

reinforcing existing activities, and providing financial and technical assistance to other 
organizations. The Areas are actively engaging in discussions with local organizations about 
collaboration, and have some concrete ideas on partnerships for the initial projects. 
However, more support is needed to help Area staff and Association members develop 
agreements with partners.  

 
• In Tungurahua, we had a chance meeting with a director of a local organization promoting 

women's and children's rights in the Area. Their programs were very complimentary to the 
Tungurahua Association's ASP, and the potential for partnering with them seems strong. 
However, due to their low visibility this is an example of an organization that would not easily 
be identified by the local communities as a possible partner. This experience points to the 
need for the National Office and Area staff to search out and contribute suggestions on 
available resources, including funding and possible partnering opportunities. 

 
• Some concerns arose that working through partners meant that CCF would not have a 

significant role in project implementation. This misinterpretation was clarified as follows32:  
 

- Partners are likely to carry out many of the project activities in communities, e.g. health 
education sessions, vocational training, and sanitation infrastructure repair.  
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- The role of CCF and the Area Association in project implementation will often be to 
provide technical and management assistance to partners, as a way to build their 
capacities to implement activities with high levels of quality and effectiveness. 

 
- For almost all programs and projects, the Area Association will recruit and hire technical 

specialists, mobilizers and other needed staff to provide such assistance to partners and 
to assure their accountability to the target communities.  

 
• Other concerns were expressed about CCF not gaining the visibility is seeks when working 

though partners. Such recognition, it was felt, can be more easily gained through 
implementing projects directly. Some suggestions for ensuring CCF's visibility while working 
through partners included:  
 
- Including visibility clauses in partner agreements stipulating that they must communicate 

(both verbally and visually) CCF's role and contributions in all project discussions, 
presentations, documents and signage.  

 
- The National Office should consider brining on a PR Officer to document and 

disseminate information on CCF's work (with partners) in the country.  
 
Affiliation Levels and Budgeting  
• Some initial confusion existed about how the Area Program funds would be divided and 

used within the Area. Comments from a few staff and Association members suggested that 
they thought budget allotment would be based on the amount of enrollment in a community 
and that project activities would be primarily focused on affiliated families. 

 
• This issue was clarified, stressing that Area funds would be used according to the level of 

need, not the amount of enrollment. For example, within the Area a 'small' community (in 
terms of the number of enrolled families) in need of costly water infrastructure repair could 
receive a larger share of program resources than a 'large' community whose development 
requirements could be met with less money.  

 
• Determining the specific target families or groups will be based on project-specific eligibility 

criteria. Again, such criteria will be needs-based, and not based on enrollment.  
 
Block Budgeting Process 
The approach of first developing block budgets only with Area staff proved inappropriate. It was 
expected that the Area Association would then be able to review and change the draft block 
budget as they saw fit. However, since they were not involved in developing the initial estimates, 
they were not able give the expected input.  
 
In the future, it is recommended to follow the ASP guidelines and involve Area Association 
members throughout the block budgeting process. budgeting is a critical step, and excluding 
them from, or even brining them in later as we attempted, risks losing their ownership and full 
understanding of the ASP process.  
 
Validation and Budgeting  
Developing accurate budget estimates requires information that was not available when we set 
out to do block budgeting. Specifically: 
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• Clarity on project activities: As discussed above, we spent a great deal of time during block 

budgeting refining the set of activities for each project. During the subsequent discussions 
with partners, additional activities were recommended. These were not last minute ideas 
unrelated to the project, rather well founded activities that would make the projects more 
complete and effective.  

 
• The estimated quantity of targets groups for each project: Both Areas tried to solicit this 

information from the Association members, but found it difficult. Project prioritization and 
target group estimation might be better done by individual communities committees than by 
their Area representatives. This overlaps with the purpose of the stage 3 validation.  

 
• Possible partner contributions to specific projects: Only in a few cases had the initial 

discussions with partners generated such information. A few Association members were 
aware of additional projects and funding in the Area.  

 
A proposed amendment to the ASP process is included below that would ensure Areas had the 
all this necessary information to develop accurate block budgets, without unnecessary 
duplication of activities:  
 
1. Before doing validation in communities, Area staff and Association members should refine 

project designs together with the possible partners identified, and with technical experts. 
This should involve:  

 
- Clarifying the set of project activities, ensuring that they are coherent, comprehensive, 

and based on best practices. 
 
- Getting an idea of possible contributions from potential partners.  

 
- Estimating project costs per unit, e.g. for each family or child.  

 
2. Validate refined projects with communities, sharing activities and possible partners. Get 

input from communities on:  
 

- Project priorities, including which projects should be implemented where, and when.  
 
- Estimated number of target groups in the community for each project. (This may require 

addition time and effort to come up with.) 
 

- Other possible partners, i.e. not identified or incorporated during Stage 2. 
  
3. Develop block budgets for each project based on:  
 

- The total number of target groups.  
 
- The cost per unit. (Of course, this would also consider the costs not dependent upon the 

number of units, e.g. staff.) 
 

- Possible contributions from partners / other sources.  
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Block Budgeting Format  
Pilot Areas in all three pilot countries found it necessary to determine yearly estimates for 
program and project budgets. The block budget format should be amended as follows:  
 

Program / Projects Year 1 Year 2 Year 3  Total % of 
Budget 

      

 

 

VI. Next Steps and Support or Clarification Required  
Los Bancos 

Included below are several Areas that should receive attention in Los Bancos over the coming 
weeks:  
 
• Further relations and agreements with prospective partners: 
 

- Follow up on initial discussions with possible partners to outline tentative agreements for 
joint implementation, including overall roles and responsibilities of CCF and the partner. 

 
- Co-develop DIPs for initial projects with partners and Association members. The DIPs 

can serve as an attachment to the partnership agreement, specifying the quantities and 
schedule of specific outputs and activities.  

 
• Train Area Association members in operational project planning and budgeting.  
 

- This should essentially focus on the concepts and methods needed to develop DIPs 
 
- Such training might be contracted out to a experienced, local partner. 

 
- Some of the Los Bancos Area Association members seemed to be familiar with basic 

project concepts. Consider involving these people in the training as facilitators.  
 
• Begin recruiting Area Association and Community Committee staff, as well as project-

specific positions (e.g. technical officers):  
 

- Get support from the National Office in developing job descriptions for the positions.  
 
- Also build the work already done by The Philippines of Uganda in developing job 

descriptions. Also consider their approach of hiring technical consultants to assist with 
the project design and DIP processes.  

 
Tungurahua 

In addition to the points listed above for Los Bancos, the Tungurahua Area should prioritize:  
 
• Strengthen / increase participation in the Area Association:  
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- New members are needed to replace those who resigned. Also, attempts to include 

children's participation should be made.  
 
- It is recommended to first establish representative community-level committees. These 

committees should then be allowed to elect representatives to the Area Association.  
 
- A visit to Los Bancos could be useful for exchanging experiences on developing 

community committees and involving children in the Association. 
 
National Office Support 
• The designation of a person to support the implementation of the APP piloting process is an 

important step by the National Office. This role is expected to be full time, not only in the 
ASP process, but well into implementation of Area Programs. A job description for the APP 
Project Coordinator has been drafted, and the position should be filled as soon as possible 
to continue to extend needed support to the pilot Areas.   

 
• As mentioned above, the National Office can assist Area Managers in clarifying the 

responsibilities and developing generic job descriptions for the Area Association and 
Community Association staff positions. Some of these could be based on existing job 
descriptions, for example of the community-level SR officers.  

 
Richmond Support  
• Working through partnerships is largely new to CCF Ecuador, and the other pilot countries. 

Clear guidance in this area appears necessary. This should cover, a.o.: orientation on 
partnership approaches, how to select partners, and tips for developing partnership 
agreements and DIPs with partners. The draft versions of 'Piloting Notes #8' by Mark 
McPeak, and 'Practical Guidance on Developing Partnerships' by Jon Kurtz are possible 
resources to build on. 

 
• Questions on the flexibility of the Area budgets and levels of authority of Area staff need to 

be clarified. These have been shared with the Richmond Program and Finance 
Departments, who are in the process of making decisions on these issues.  

 
• Assistance in further defining the roles of Area Association members in project management 

and implementation is needed.  
 

VII. Thanks 
Many thanks to Carlos and the rest of CCF Ecuador for hosting my visit. I especially appreciate 
the time Mauricio, Nila, Jorge, and Javier were able to spend with me, and the efforts they put 
into making my visit productive.  
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Attachment 1:  Images from the Visit 
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Refining the block budget with Association 
members in Tungarahua 

Sharing the draft block budget with 
Association members in Los Bancos 

Refining the block budget with Association 
members in Los Bancos 

Children validating the draft block budget 
in Los Bancos 

Discussion between Area Association and 
local partners  

Presentation of ASPs to a group of 
National and Regional office staff 



Attachment 7 � Program Evolution During Bright 
Futures Pilot Testing, Some Do�s and Don�ts 

A year ago, certain concrete refinements to CCF�s program approach were proposed to 
management.  These refinements have been integrated into a coherent and systemic program 
approach known, for now, as the �Area Partnership Program� (Bright Futures) model � see 
Annex 133. 

Over the next year, CCF will pilot test the Bright Futures model in parts of Ecuador, the 
Philippines, and Uganda.  Pilot testing will enable CCF to: 

• Refine the Bright Futures model through a rigorous and comprehensive process of learning 
and reflection. 

• Better understand how National Offices should prepare to implement the new model. 

• Learn how best to transition from current program approaches to the Bright Futures model. 

To this end, an intensive process of pilot testing has been designed, pilot countries have 
prepared, and pilot operations will commence soon.  

Ideally, then, it would be better if major programmatic or structural changes were avoided in 
non-pilot countries34 until initial pilot testing is complete.  This would help avoid unnecessary, 
costly, and possibly counter-productive disruptions while the final Bright Futures model is being 
readied. 

However, it is likely that adjustments to CCF�s program approach in various countries will be 
considered in coming months, as a result of ongoing improvement efforts.  Also, as the 
principles and practices of the Bright Futures model become more widely understood, managers 
will be drawn to aspects of the new model that seem particularly exciting, and will want to begin 
to move towards implementation as opportunities arise. 

Therefore, the present document seeks to outline a set of guidelines for non-pilot countries 
during the initial pilot period.  These guidelines set forth allowable changes, along with changes 
that should be avoided, during this phase of Bright Futures pilot testing. 

When countries and Regions are contemplating any changes to their program approach, 
organizational structures, work processes, or operational practices, the guidelines contained in 
the following table should be consulted and followed. 

More important than the details contained in this table is the following general, common sense 
rule:  

 

 

                                            
33  Details are included in the �Report on Phase 1 of the Preparation of a CCF Program Practices Guide,� 
10 Mar/03, by Mark McPeak.  
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Area of 
Change 

Changes That May Be 
Considered 

The administrative �clustering� 
existing �projects� is allowable. 
 
If administrative �clustering� is 
undertaken, consideration shou
be given to likely final �Areas� in
the country, so that �clustering�
can be carried out consistent w
the final Area structure. 

Contacts and networking with 
government line ministries, mul
and bi-lateral agencies, INGOs
and NGOs on programmatic an
policy issues related to child 
poverty can be enhanced. 

The formation of associations o
children and youth from enrolle
families, at �project� level, is 
allowable. 

 
Structure 

Using participatory methodolog
during staff visits to �projects� is
encouraged. 

Gener
During the piloting pro  

should make as few

 
Program Evolution During Bright Futures Pilot Testin
Included in Quarterly Report #4                                
 

al Rule: 
cess, non-pilot countries 
 changes as possible. 
Changes That Should Be 
Avoided 

of 
 

ld 
 

 
ith 

Staffing reductions related to 
administrative �clustering� should 
be gradual, paying particular 
attention to the management of 
ongoing programmatic and 
sponsor-relations efforts.   
 
Dramatic or sudden staffing 
changes at �project� level should be 
avoided. 

ti- 
 
d 

Significant changes to the National 
Office structure and staffing should 
be avoided; the existing structure 
should be modified as little as 
possible.  This is because some 
evolution in National Office 
structure may take place, as a 
result of changes in field practices 
that are introduced with the Bright 
Futures model. 

f 
d 

The formation of �Federations� � 
joining together existing �project� 
parents� associations at a �cluster� 
or �Area� level � should be avoided 
until learning from initial 
experiences can be taken into 
account. 

ies 
 

Decentralizing CCF staff by 
locating them in field locations 
should be avoided until Bright 
Futures implementation begins. 

g � Some Do�s And Don�ts Mark McPeak 
                                                                         Page 76



Area of 
Change 

Changes That May Be 
Considered 

Changes That Should Be 
Avoided 

The introduction of participatory 
planning tools consistent with 
Participatory Rural Appraisal 
(PRA) is allowable (and 
encouraged.)   
 
Training in PRA methods is 
encouraged. 

All significant changes to program 
planning processes should be 
avoided.  This is because major 
changes to AIMES are being pilot 
tested. 

The use of these participatory 
tools during monitoring visits (as 
part of existing work processes) is 
allowable. 

Establishing new planning, 
monitoring, or evaluation processes 
should be avoided. 
 
Non-pilot countries will continue to 
use existing versions of AIMES, 
PMT, TUFF, etc. 

Program 
Planning, 
Monitoring, 
and 
Evaluation 

The use of sampling 
methodologies for the 
measurement of optional National-
Office-determined impact 
indicators can be considered. 

Introduction of any new program 
impact indicators should be 
avoided, as revised indicators are 
being pilot tested. 

Partnerships with government or 
other NGOs to deliver existing 
program services consistent with 
the existing program approach 
can be considered. 

Avoid the introduction of any new 
program services, especially those 
provided by CCF directly (i.e., not 
provided through partnerships with 
government or NGOs.) 
 
Significant changes to CCF�s 
program approach should be 
carefully considered, and checked 
with Program Development / 
Richmond before moving toward 
implementation. 

Program 
Approach 

Staff training in methods through 
which children and youth can be 
mobilized and empowered is 
allowable. 

Avoid introducing these methods 
except as ways of complementing 
existing work processes.  Do not 
establish new work processes with 
children and youth. 
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Annex 1 � Six Themes Included in the Area Partnership Program 
Approach 

 

• 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.   

• Theme 2: CCF will provide closer support to development processes.   

• Theme 3: 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.   

• Theme 4: 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.   

• Theme 5: Changes will be made to corporate systems such as AIMES, program funding, 
strategic planning and budgeting, human resource management and development, and 
sponsorship communications.   

• Theme 6: Substantial support to frontline staff, partner institutions, and communities will be 
required to make the change.  
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Attachment 8 � Moving Towards Bright Futures 
Rollout 

Introduction 
As Ecuador, the Philippines, and Uganda finalize their preparation, and begin to pilot test the 
Bright Futures model, it is now opportune to begin to reflect about rolling out the model across 
CCF.  

A number of relevant lessons have already emerged: 

• Much of the Bright Futures model is built on CCF�s existing practices and structures.  
However, the change implied is by no means superficial.  Nor can parts of the Bright Futures 
model be implemented independently � the model is systemic and holistic, with a number of 
interconnected components.   

• While many changes to operational practices and field structures are introduced with the 
Bright Futures approach, the biggest and most fundamental changes relate to how staff and 
partners view poverty and adversity, how they view their work, and how they link their work 
with the efforts of others.  We are introducing a new �mental model.�  

• Implementation of the Bright Futures model requires coordinated management action on 
numerous fronts at the same time, in addition to the normal operational burden.  National 
Offices are overly optimistic about their capacity to manage the level of change required.   

The three pilot countries have had nearly constant support from the Richmond Office as they 
prepare for Bright Futures implementation.  At the same time, their experiences have enriched 
the model, and the lessons they have learned will be very valuable as CCF moves towards 
global rollout. 

To ensure that the Bright Futures approach is implemented in an efficient and effective manner, 
to maximize the probabilities of success and minimize risks during the transition, a rigorous and 
comprehensive process of �certification� is outlined below.  Through this mandatory process, 
National Offices would be accompanied until gaining �certification,� as being fully prepared for 
Bright Futures implementation. 

The Process of Certification 

• Working as a team, the Regional Representative, National Director, and Director of Program 
Development will manage the process of certification.  All three must concur that a National 
Office is ready before Bright Futures implementation can begin.   

• This agreement represents �certification,� and must be formally documented, in writing. 

• A CCF National Office that is already implementing the Bright Futures model will accompany 
and �mentor� each new country.   

• Three pilot countries are currently moving towards implementation: one in Asia, one in 
Africa, and one in Latin America.  Therefore, assuming a one-year preparation process, 

 
Moving Towards Bright Futures Rollout  Mark McPeak 
Included in Quarterly Report #4  Page 79 



three more countries could prepare during CY 2005, six more in CY 2006, and another 
twelve (for a total of 24) in CY 200735.   

• Each National Office would transition first in two Areas.  �Certification� would be provided 
contingent upon successful implementation in these two Areas, and then national rollout 
could move forward.  

• The Richmond Program Development Department and Regional Office would train National 
Offices in Area Strategic Planning. 

• Preparation for Bright Futures implementation could include36: 

Step Activity Approximate 
Duration 

1 Orientation efforts for National Office staff.  Responsible: National 
Director. 

2 days 

2 Study visit to a nearby National Office that is already implementing the 
Bright Futures model. Responsible: Program Manager. 

2 weeks 

3 Training of the National Director, Program Manager, Finance 
Manager, and Sponsor Relations Manager in the Bright Futures 
model.  Responsible: Richmond Program Development Department. 

2 weeks 

4 Preparation of a plan of action for Bright Futures implementation, 
including required budget.  Responsible: National Director, Program 
Manager, Finance Manager, and Sponsor Relations Manager.  

1 week 

5 Definition of �Areas� nationwide, and selection of two Areas for initial 
implementation.  Responsible: Program Manager. 

1 week 

6 Orientation to enrolled families, �project� associations and staff in the 
first two Areas.  Responsible: Program Manager. 

1 month 

7 Formation of Area Federations of parents, youth, and children, or 
some combination of the three, in the first two Areas.  Responsible: 
Program Manager. 

2 months 

8 Recruitment of Area staff in the first two Areas.  Responsible: National 
Director. 

2 months 

9 Physical establishment of Area office, bank accounts, purchase of 
fixed assets, etc., in the first two Areas.  Responsible: Program 
Manager, Area Managers. 

1 month 

10 Orientation of new staff and Federation members in the first two 
Areas.  Responsible: Program Manager, Area Managers. 

1 month 

11 Identification of sources for PRA training.  Check suitability with the 
Richmond Director of Program Development.  Responsible: Program 
Manager, Training Manager, or HR Manager. 

2 weeks 

12 Training of Area Federations and staff, and Area staff in the first two 
Areas, National Office staff, and others on PRA methods.  
Responsible: Program Manager, Area Managers. 

1 week 

13 Training of Area Federations and staff, Area staff in the first two 2 weeks 

                                            
35  If preparation were shortened to, say, six months, this schedule could be accelerated significantly.  
The burden on �mentor� countries would be increased, however. 
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Step Activity Approximate 
Duration 

Areas, National Office staff, and others on Area Strategic Planning.  
Responsible: Regional Office, and Richmond Program Development 
Department. 

14 Training of National Office and Area staff, and Area Federations (as 
appropriate) in the first two Areas in Bright Futures financial systems 
and procedures.  Responsible: Regional Office, and Richmond 
Finance Department. 

1 week 

15 Training of National Office and Area staff, and Area Federations (as 
appropriate) in the first two Areas in Bright Futures Sponsor Relations 
systems and procedures.  Responsible: Regional Office, and 
Richmond Sponsor Relations Department. 

2 weeks 

16 ASP Stage 1 in the first two Areas.  Responsible: Program Manager. 1 month 
17 ASP Stage 2 in the first two Areas.  Responsible: Program Manager. 1 week 
18 ASP Stage 3 in the first two Areas.  Responsible: Program Manager. 1 month 
19 ASP Stage 4 in the first two Areas.  Responsible: Program Manager. 1 week 
20 Preparation of the final Area Strategic Plans for the first two Areas.  

Responsible: Program Manager. 
2 weeks 

21 Review and approval of the Area Strategic Plans for the first two 
Areas.  Responsible: National Director, Regional Representative, 
Richmond Director of Program Development. 

1 week 

22 Preparation of Detailed Implementation Plans in the first two Areas.  
Responsible: Program Manager. 

1 week 

23 Support and monitoring visit.  Responsible: Richmond Director of 
Program Development, Regional Representative, and National 
Director. 

1 week 

24 Certification. Responsible: Richmond Director of Program 
Development, Regional Representative, and National Director. 

1 week 

25 National rollout plan preparation.  Responsible: National Director, 
Program Manager, Finance Manager, and Sponsor Relations 
Manager. 

1 week 

• A simple checklist for �certification� is included as Annex 1, below. 
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Annex 1: Simple Certification Checklist for Bright Futures 
Implementation 
 

National Office: _____________________ 

 
Variable For Certification 

! when completed, 
noting date of completion

Areas defined properly. " Date: _____________ 
Initial Areas selected. " Date: _____________ 
Bright Futures training of the National Director, Program 
Manager, Finance Manager, and Sponsor Relations Manager 
carried out.  Concepts understood. 

" Date: _____________ 

Bright Futures implementation plan of action submitted and 
approved by the Regional Representative and the Director of 
Program Development.  Budget approved. 

" Date: _____________ 

Area staff recruited. " Date: _____________ 
Area Federations established. " Date: _____________ 
Area office and fixed assets in place. " Date: _____________ 
PRA trainers selected suitably. " Date: _____________ 
PRA training carried out for Area Federations and staff, and 
Area staff in the first two Areas, National Office staff " Date: _____________ 
ASP training carried out for Area Federations and staff, and 
Area staff in the first two Areas, National Office staff " Date: _____________ 
SR training carried out for Area Federations and staff, and 
Area staff in the first two Areas, National Office staff " Date: _____________ 
Financial training carried out for Area Federations and staff, 
and Area staff in the first two Areas, National Office staff " Date: _____________ 
ASP implemented in first two Areas.   " Date: _____________ 
Area Strategic Plans for the first two Areas approved.   " Date: _____________ 
Support and monitoring visit made by Richmond Director of 
Program Development and Regional Representative. " Date: _____________ 
 
Certified for national Bright Futures rollout. 
 
Signature of Certifier:  ______________________ 
 

 
" Date: _____________ 
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Attachment 9 � Bright Futures Outcomes 

In a continuing effort to strengthen accountability, fortify sponsorship, and achieve broad, 
deep, and long-lasting impact, Christian Children�s Fund is pilot testing a refined program 
approach, known as �Bright Futures.� 

Bright Futures: Strengthened Accountability 

• Rigorous Financial Tracking and Control: CCF will track and control the use of funds 
down to the activity level, with funding provided as and when required during program 
implementation. 

Activities Deliverables Results 
Funds will be requested by 
program, project, and activity. 

A revised general ledger 
system with the ability to track 
disbursements at international, 
national, Area, program, 
project, and activity levels. 

The ability to track fund use 
down to the activity level. 

Funds will be provided 
consistent with approved Area 
Strategic Plans and Detailed 
Implementation Plans. 

Mechanisms to ensure 
consistency between fund 
requests and approved plans. 

Funds provided to support 
approved activities, consistent 
with an approved Area 
Strategic Plan and Detailed 
Implementation Plan.   

Funds will be provided to 
support program 
implementation when they are 
required, once evidence of 
proper use of previously 
provided funds is provided. 

A system of fund disbursement 
upon request, including cash 
management at Richmond. 

Funds flowing as required for 
program implementation.  

CCF staff at Area level will 
review and approve fund 
transfer requests. 

A formal system of delegation 
of authority. 

More flexible financial funding, 
with enhanced accountability. 

Programs will be audited on a 
regular, periodic basis, to 
ensure proper use of funds at 
the activity level. 

An audit plan suitable to the 
Bright Futures program 
approach. 

Rigorous financial control of the 
use of funds provided by CCF. 

•  Empowering the Frontline: CCF staff will be decentralized, close to communities, to 
ensure on the spot follow-up, using participatory methods and strict project management 
discipline to ensure effective program implementation. 

Activities Deliverables Results 
An Area team will be 
established. 

A model staffing structure, with 
suggested job profiles, 
competencies.  

Closer and more opportune 
support to communities as they 
implement programs. 

The Area team will use 
participatory methods, and 
project cycle management 
techniques. 

Guidelines for the use of 
participatory methods, and 
project cycle management 
techniques. 

Far greater accountability � to 
sponsors, donors, and 
communities.  Greater 
congruence between plans and 
actual implementation.  More 
effective programming. 
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• Precision Implementation:  Bright Futures programs will be implemented according to a 
detailed implementation plan, discretely fundable by community, program, project, or family, 
allowing for a rich set of alternative funding mechanisms, including grants. 

Activities Deliverables Results 
Each program Area will 
develop an Area Strategic Plan 
covering three years, and 
Detailed Implementation Plan 
for each successive year. 

Area Strategic Plans and 
Detailed Implementation 
Plans, broken down by 
community, program and 
project, amenable to 
funding by component. 

Significantly increased funding 
possibilities. 
 
Ability to utilize both sponsorship 
funds and grant funds within one 
coherent CCf program. 

 

Bright Futures: Fortified Sponsorship 

• A Safety Net For Children: A home-visitation system will allow CCF to ensure that enrolled 
children are present and participating in programs, and will also pick up critical issues that 
threaten the well-being of enrolled children and their siblings.  The system will also track the 
impact of the Bright Futures program on enrolled children.  

Activities Deliverables Results 
Enrolled families will be visited 
periodically. 

A home visitation system. Assurance that the enrolled 
child is present. 

The home visitation system will 
include a �safety-net� 
mechanism, helping ensure 
that critical life-threatening 
issues affecting enrolled 
children are discovered and 
acted upon. 

Definition of the �safety net� 
� criteria for what issues are 
�critical� and �life-
threatening.� 

While CCF cannot ensure that 
enrolled children will not face 
life-threatening situations, or 
indeed that they will not die, the 
chances that these situations 
will be discovered and acted 
upon will increase. 

The home visitation system will 
include a mechanism for 
tracking benefits related to 
enrolled children.  

A benefits-tracking system. Assurance that the enrolled 
child is benefiting from the 
program. 

• Sponsorship as a Catalyst for Child Development: Expanding and enriching activities so 
that children have regularly scheduled opportunities to engage in creative activities that 
promote their social, emotional and cognitive development, and even more � to take on 
leadership roles within their community to address the faces of poverty. 

Activities Deliverables Results 
Communities and CCF will 
engage in a deep process of 
reflection about child poverty, 
its causes, and ways of 
achieving brighter futures.  

Area Strategic Plans with 
clear descriptions of child 
poverty in the Area, its 
causes, and proposed 
actions. 

Deeper sponsor understanding 
and commitment.  

Communities and CCF will 
reflect periodically about how 
program implementation is 
proceeding. 

Processes of review and 
reflection as the Area 
Strategic Plan is 
implemented. 

Enhanced sponsor retention. 

Every three years, the strategic 
planning process will repeat. 

Guidelines for Area 
Strategic Planning. 

 

After around four three-year Mechanisms for linking  
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Activities Deliverables Results 
cycles, communities will phase 
out of their partnership with 
CCF. 

sponsors to new 
communities. 

• Wealth of Information: As CCF and communities plan and implement Bright Futures 
programs, a vast array of authentic information will be produced, ranging from more familiar 
documents describing the situation for children, programs being implemented, and 
information about the community, to innovative forms of information such as drawings, 
hand-drawn maps, stories, dreams, songs, etc.  

Activities Deliverables Results 
Bright Futures programs will 
generate a broad array of 
information describing the 
situation for children and 
actions being taken to reduce 
child poverty. 

A planning, implementation, 
and evaluation system that, 
while not standardizing or 
constraining program 
processes, produces 
information that can be 
used in communicating with 
sponsors and donors.  

A flow of a wide variety of 
authentic information from 
community to the CCF 
International Office for 
distribution to sponsors where 
possible or desired. 

CCF will take advantage of this 
information to enhance funding 
possibilities. 

Protocols for taking 
advantage of the wide 
variety of information 
generated through Area 
Strategic Planning, program 
implementation, and review 
and reflection processes, 
for fundraising and sponsor 
retention purposes. 

A broadened range of funding 
possibilities. 

 

Bright Futures: Broad, Deep, and Long-Lasting Impact 

• Analysis and Focus:  A rigorous process of study and reflection will allow CCF and poor 
people to understand both the causes of child poverty and the highest potential avenues for 
poverty reduction, in order to focus and prioritize actions.  Targeting programs to address 
the causes of child poverty will enable CCF to improve the lives of specific enrolled children 
while also achieving broader positive effects on many other children.  

Activities Deliverables Results 
Three-year strategic program 
plans will be developed that are 
based on a deeper 
understanding of the critical 
issues faced by children and 
their families.  

Each Program Area will have 
an Area Strategic Plan that 
includes: 
• Comprehensive situation 

analysis 
• Map of existing strengths, 

assets and resources that 
can be built on 

• A set of specific project 
outlines that show what will 
be implemented in each 
area 

• A three-year block budget 

A strategy for program delivery 
that addresses the critical 
issues facing children through a 
comprehensive and integrated 
set of projects that have clear 
objectives and outcomes that 
can be monitored for efficiency, 
effectiveness and long-term 
impact. 
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Activities Deliverables Results 
Projects will be implemented 
where the causes of child 
poverty and deprivation are 
found, whether at child, family, 
community, or area levels. 

Programs will be implemented 
where the causes of child 
poverty are found.  

More sustainable impact on 
child poverty, and broader 
effects in the Area, beyond 
enrolled communities. 

• Building Towards Self-Sufficiency:  Programs will be designed to reinforce local 
competencies and organizations (of adults, youth, and children), so that communities can 
continue their efforts to build bright futures for their children long after CCF has phased out 
of their communities.  

Activities Deliverables Results 
Programs will include activities 
designed to enhance the 
competencies of parents, 
youth, children, and local 
organizations. 

Area Strategic Plans that 
identify the competencies 
needed to ensure continued 
efforts after CCF has phased 
out of particular communities. 

Continued impact in 
communities where CCF has 
phased out. 

Programs will be implemented 
in partnership with groups of 
parents, youth, and children. 

Mechanisms and tools for 
implementing programs with 
groups of parents, youth, and 
children. 

Broader and sustained impact 
in future generations.  The 
creation of a cadre of future 
leaders capable of advancing 
development in their 
communities. 

In the third and fourth Area 
Strategic Plans, local funding 
possibilities will be identified. 

Area Strategic Plans that 
specify non-CCF funding 
possibilities. 

Increased local funding. 

• Integration and Linkages:  CCF will achieve impact by building upon the programs and 
activities of others working in the area, whether they are governmental, non-governmental, 
or community-based, thereby ensuring longer-lasting impact.  

Activities Deliverables Results 
Programs will be implemented 
in partnership with local 
organizations. 

Protocols for selecting suitable 
local partner institutions, and 
guidelines for building their 
capabilities. 

Stronger local organizations, 
capable of continuing their 
efforts after CCF has phased 
out. 

Bright Futures programs will 
be linked with the programs, 
initiatives, and priorities of 
other development agencies 
in the country. 

Area and Country Strategic 
Plans that identify potential 
programmatic linkages with 
other organizations and 
agencies. 

Stronger local institutions, 
longer-lasting impact, 
stronger CCF profile in the 
country, and enhanced 
possibilities for local funding.
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 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! 

 

 An Area Federation ??? 

Area Federations
(Parents, Youth, Children)

Community 
Associations

(Parents, Youth, 
Children)

Area

Community 
Associations

(Parents, Youth, 
Children)

Community 
Associations

(Parents, Youth, 
Children)

Community #1

Community #2

Community #3

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.37�   

In this light, Area Federations can be 
considered as membership interest groups, 
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representing the views, priorities, and goals 
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 
Planning38 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.� 

                                            

ll 
ren 

38 See Piloting Notes! #5.  Extensive guidelines 
for Area Strategic Planning have been prepared. 

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 

latrine program in one 
community.  

(Piloting Notes! #8 will focus in 
more detail on partnership.) 

The Area Federations will ensure 
that program implementation is 
accountable and transparent by: 

• holding regular meetings of the 
entire �membership� (that is, a
families with enrolled child
in the Area), 

• periodic rotation of leadership, and 
democratic selection of new leaders,  

• planning activities through the highly 
participatory and integrated Area 
Strategic Planning process, 

• reporting results of each year�s program 
implementation in a public forum, and  

• participatory review and reflection 
exercises held at least every three years.  
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Remember, the Area Federations will be 
made up from representatives of the 
existing community-level �project� 
associations. 



 

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� Associations39. 

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.   

                                            
39 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 children40.  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, as described in Piloting Notes! 
#5.   

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! 

                                            
40 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, 
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which (ideally) should be the families enrolled 
in CCF�s sponsorship program. 

 

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 CCF41!   

Just send an email to Victoria Adams in 
Richmond � veadams@ccfusa.org 
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Drive to an Information-Based Organization: Roles, 
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Levels.�  



Annex � Elements of Effective Grassroots 
Associations 

 

Elements of Effective  
Grassroots Associations42 

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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Piloting Notes! 
            #8 � PARTNERING   
 
 

 

Welcome to the eighth edition of �Piloting Notes!�, a series of short documents providing 
guidance for the implementation of a set of refinements 
to CCF�s program model. 

This edition of Piloting Notes! is focused on 
partnership:   

• The word �partnership� is used so often, in so many 
situations, and the gap between rhetoric and 
practice is so large, that it is often difficult to 
remember what partnership really is, why it is s
important, and how to do it.   

o 

Here are some helpful hints on this important, yet 
sometimes mysterious topic!  

 

Who Partners With Whom, 
and How? 

CCF has seen that, to make a sustainable 
difference in the lives of poor children, we 
must build two kinds of stronger and better 
local institutions:  

# Those that can represent the interests 
of excluded people, to change policies 
and increase the accountability of 
local power structures � Area 
Federations of poor parents, youth, 
and children; 

% Those that can effectively implement 
solutions to issues facing poor 
children: Project Implementation 
Partners. 

 
 

Figure 1 illustrates relations between these 
institutions, and with CCF.  

 

Piloting Notes! #6 described the Area 
Federations, and CCF�s relation with Area 
Federations, in detail.   

Now . . . the rest of this edition of Piloting 
Notes! is focused on the second relationship 
shown in Figure 1: Project Implementation 
Partners. 
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Figure 1: Partnering in CCF

 

Partnering in CCF

CCF

Area Federations 
of Parents, Youth, 

and Children

Implementation 
Partners

# %
This will be an authentic 
partnership between CCF and 
Area Federations #. 
In general, authentic partnership can be defined 
as: 

• a flexible and long-lasting interdependent 
relation of equals, with a shared mission in 
pursuit of a better future for children, 

• a relation of trust and transparency, in which 
all partners take action, make decisions, 
assume risks, and learn together on issues 
that are important to each.   

Partners share in decisionmaking and risktaking, 
each provide resources, and each participates 
actively in activities according to their strengths.   

This is the kind of authentic partnership that 
CCF will aspires to build with Area Federations 
of Parents, Youth, and Children � see Piloting 
Notes! #6. 

Clearly it will take time and patience to build this 
kind of relationship!   
 
Piloting Notes!   
Included in Quarterly Report #4           
Various kinds of partner relations can 
exist here %. 
Area Federations establish relations with Project 
Implementation Partners to carry out project activities 
contemplated in the approved Area Strategic Plan. 

Three kinds of relationships can be considered between 
the Area Federations and Project Implementation Partners:

• Service Provision.  There will be cases in which Area 
Federations wish simply to purchase certain services 
from a local contractor.   

• Subcontracting.  In other cases, Area Federations 
might find a local organization that is suitable for 
implementing certain projects.  Here the relationship 
might be short-term or long-term, there is no 
expectation of joint decisionmaking once the contract 
has been agreed, nor is there any particular 
requirement for joint action.   

• Authentic Partnership.  An authentic partnership, as 
described in the box to the left, could be appropriate 
where an organization exists in the Area with capacity 
in a sector of great interest to the Federation, with 
congruent objectives and values, and with some level 
of independent funding.   
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Why Should CCF Partner 
With Others? 

As you will recall from the first two editions 
of these Piloting Notes!, three important 
principles of CCF�s piloting are that 
programs will be: 

• Designed to enhance the leading role 
(agency) of parents, youth, and children 
in poor communities, by ensuring that 
they are the primary protagonists in 
program implementation. 

• Integrated with relevant efforts of the 
government and other development 
agencies, at local and national levels. 

• Implemented with a range of partners. 
 

Why are these principles important?  Simply 
because it is likely that, by working with 
other organizations, improvements in the 
lives of poor children will be broader, 
deeper, and longer-lasting: 

• Broader: as partner organizations learn 
from their work with CCF, impact will 
spread to other places where the 
partner works.  This �ripple-effect� can 
be particularly powerful when the 
partner is a government agency, or a 
national NGO � in these cases, impact 
can spread nation-wide. 

• At the same time, CCF will learn 
from its experience with partners � 
learning new methods, approaches, 
and skills. 

In addition to helping achieve broader 
impact through their role in 
implementing projects, partners can also 
help Area Federations in another sense 
� through working together on 
influencing and advocacy.   

• Partners can offer a way for Area 
Federations to scale-up impact on 

children�s lives through impact on 
policies and practices.  As outlined 
in Piloting Notes! #4, it is hoped that 
Area Federations will become key 
members of a wider platform to take 
forward issues affecting poor people 
and their children, and partners can 
help make this happen43. 

• Deeper: through partnerships, CCF can 
easily work on the causes of child 
poverty wherever they are found: at 
community, district, or national levels.  
And through developing strong local 
institutions, poor people can gain an 
effective voice to influence local and 
national policy in favor of children. 

• Longer-lasting: the capacities built by 
partner organizations through their 
collaboration with CCF can endure for 
many years, long after the partnership 
might have concluded, thus benefiting 
poor children for decades.  

Also, in many places it will simply be more 
efficient to work with partner organizations 
with particular expertise, instead of trying to 
do everything ourselves.   

 
Options For Project 
Implementation  
During pilot testing, Area Federations will 
consider a broad range of organizations as 
Project Implementation Partners. 

The first, best, and preferred option is to 
implement project activities through partners 
with the capacity to address the causes of 
child poverty and adversity identified in the 
Area.     
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the country, or even across the region, might 
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children. 



• For example, in one pilot Area, 
HIV/AIDS was seen as a root cause 
of child poverty and adversity.  A 
strong local NGO, with a good 
approach and a strong track record, 
works in the same Area, and was 
selected as the lead implementing 
partner by the Area Parents� 
Federation. 

But, in some cases, no suitable project 
implementation partners will exist in the 
Area.  Perhaps possible local partners lack 
capacity.  Or maybe a suitable partner 
exists, but does not currently work in 
affiliated communities, or in the Area.   

Then the CCF and the Area Federation 
might consider a second option: to build 
the capacity of a potential partner, for 
example through training, or to reach an 
agreement with the potential partner to 
establish operations in affiliated 
communities. 

• For example, in another pilot area 
the need for an ECD program was 
identified through Area Strategic 
Planning.  Donor-funded ECD 
projects had been implemented in 
the Area in the past, leaving a 
number of possible local partners, 
but none of these possible partners 
were using CCF�s ECD model. 

So it was agreed that the best local 
partner would be trained in CCF�s 
model, and this organization would 
then serve as the lead project 
implementation partner. 

In rare cases, a third, last-resort option 
exists: if no suitable project implementation 
partners can be found, and none can be 
trained or brought into the Area, the Area 
Federation or CCF itself may need to 
manage project implementation directly. 

 

 

 

What is the Role of CCF? 

So does CCF become, essentially, a donor 
organization?  Not at all!  The role of CCF is 
clearly that of an authentic partner of the 
Area Federations, accompanying, 
supporting, and adding value through 
technical expertise, monitoring, and 
oversight. 

The role of the CCF Area Team has been 
explored in previous editions of these 
Piloting Notes!  The primary function of the 
Area Team is to work with Area Federations 
in the process of program planning, design, 
implementation, monitoring, and evaluation, 
with two overall objectives: ensuring that 
program implementation is appropriate and 
of high quality, and building the sustainable 
capacity of the Area Federations.  To do 
this, relevant technical expertise will be 
required at the Area level. 

Current pilot testing does not include 
changes to the National Office role in the 
Bright Futures model.  However, with 
regards to CCF�s programmatic function at 
National Office level, one general 
observation can be made: over time, certain 
programs will emerge across a number of 
Areas.   

• For example, Water and Sanitation may 
be an issue in several Areas, improving 
the quality of primary education may be 
important in another set of Areas, and 
so forth.   

Where similar programs emerge across the 
country, through Area Strategic Planning or 
Country Strategic Planning, the National 
Office will be likely to develop technical 
competencies in this sector in order to 
enhance program quality, build strong 
national partnerships, support Area 
Federations in accessing donor funds, etc. 
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Types of Project 
Implementation Partners 

In most cases, project implementation will 
be carried out through partners.  Several 
kinds of organizations can be considered as 
Project Implementation Partners, as shown 
in Figure 2.   

Local Governmental Agencies: in many 
cases, local government will be a natural 
choice as a Project Implementation Partner.  
This is because, in nearly every country, 
government bears the primary responsibility 
for fulfilling the rights of children, with the 
statutory obligation of providing certain 
related services, such as health, education, 
and agricultural extension, for example. 

• For this reason, partnership with 
local government is a preferred 
option, wherever feasible. 

But working with local government can be 
challenging.  In many cases, governmental 
authorities will not be used to working with 
Federations of poor people in a way 
consistent with good partnership principles.  
Sometimes, accountability can be difficult to 
ensure. 

• So CCF Area Staff will need to 
support Area Federations in 
establishing true partnerships with 
local government. 

Quasi-NGOs.  Over the last few decades, 
many governments have moved towards 
privatizing the delivery of certain services, 
setting up quasi-non-governmental 
organizations (Quangos).   

• Quangos can offer many of the 
advantages of partnering with local 
government, often with fewer 
disadvantages.  They can be 
suitable Project Implementation 
Partners in many cases.  

Local and National NGOs: if local or 
national organizations exist that have 

expertise in themes that have been 
identified as priorities in the Area Strategic 
Plan, the Area Federation may want to 
consider partnering with them for project 
implementation. 

• Working with local and national 
NGOs as Project Implementation 
Partners is a very good option.  
However, their capacity needs to be 
carefully reviewed � see below. 

Private Sector Organizations: Area 
Federations will frequently consider working 
with private companies, particularly when 
contracting for the delivery of certain 
services. 

Also, it is very likely that a variety of donors 
will approach Area Federations with funding 
proposals.  For example, the national 
government, a bi-lateral agency, another 
international NGO, or an international 
foundation might seek to partner with Area 
Federations for joint implementation of 
certain programs or projects.  These funding 
partnerships will be increasingly important 
as the Area Federations gain capacity over 
time, and can play a key role in sustaining 
impact. 

• Note: Federations must not establish 
relations with other sponsorship-
based organizations, as this could 
lead to conflicts of interest.   
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Figure 2: The Relation Between Area Federations and Project 
Implementation Partners 

 
 

 Authentic Partnerships 
Sub-Contracting

Service Provision

Service provision will normally 
be carried out through a 
�contracting� relationship with a 
private sector organization or a 
local NGO. 

• For example, if the Area 
Strategic Plan calls for the 
installation of wells in a 
number of communities, the 
Area Federation might 
contract with a local well-
drilling company. 

Authentic Partnerships and Sub-contracting 
relationships are the preferred options for project 
implementation.  Taking the examples used in the 
boxes to the right, alternative options might include: 

• The Area Federation could find a national NGO that 
has experience managing ECD projects.  This NGO 
could then be trained by CCF, and sub-contracted 
to manage ECD centers in the Area. 

• Or maybe national government has privatized 
potable-water services, and a local �Quango�, with 
some government funding, exists to carry out water 
and sanitation programs, and that also drills wells.  
A long-term partnership could be explored 
between this Quango and the Area Federation, for 
joint action to achieve higher levels of access to 
clean water in the Area.  

�Do It Ourselves�

In rare cases, no suitable 
partner may be found for a 
particular project, and CCF 
or the Area Federation 
might have to manage 
implementation. 

• For example, perhaps no 
organization exists in the 
Area that can implement 
ECD activities.  In this 
case, perhaps the local 
community associations 
can establish and 
manage ECD centers 
with support from CCF. 
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This Is An Unusual Kind Of 
Partnership! 

Agencies such as those listed above will 
not, normally, have experience building on-
going partnerships with community-based 
organizations of poor parents, youth, and 
children. 

• It will be especially unusual for them to 
receive funding from CBOs!  But it is 
precisely this �leveling of the playing 
field� that is a key aim 
of the program model 
that CCF is pilot testing. 

In fact, despite the great 
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attention that has been 
given to the concept of 
partnership for 
development, th
variation has receiv
little study.   

Implementation Pa  

Partner selection is one of the most cru
steps in program implementation: the 
experience and commitment of the righ
partner will make implementation much 
easier, and more likely to succeed.  
Conversely, it can take years to reco
from choosing the wrong partner. 

Federations in this sensitive task.   

survey of potential organizations needs t
be conducted, assessing them in some of 
the following areas: 

the potential partner consistent with the
objectives of the Area Federation?  

Does the potential partner have 
successful experience working w
community-based organizations? 

agency have experience and expertise
in the program approach being 
discussed?  Does it have the ab
means to implement the program, in 
particular with this specific kind of 
population?  Does it have sufficient
management, financial and operation

systems and 
controls? 

potential partner
agency transpare
willing openly to 
share details of it
financial situation an
legal status with the 
Area Federation?  
Does it have pendin
legal demands, 

particularly from partner organizations? 

potential partner agency accept fu
or carry out activities, that conflict with 
the aims of the Area Federation?  Is it 
active in partisan politics?  Make sure 
that there are no conflicts of interest 
between the potential partner and 
members of the Area Federation. 

sustainable?  Do they have a long-term
track record?  Are they legally 
registered?  Are they growing, o
shrinking?  Dependent on one sou
funding?  Nearing bankruptcy . . .? 

partners are included below in Attachm
1, and in �Practical Guidance on Developing
Partnerships,� by Jon Kurtz, which is 
available from Victoria Adams. 

 
Piloting Notes!                #8 � PARTNERING 
Included in Quarterly Report #4                          Page 101 



The Agreement 
Partnerships will be established through 
legal agreements, specifying the rights and 
obligations of both parties.   

When negotiating these agreements, here 
are some helpful hints! 

• Especially during early stages of 
negotiations, the Federation should not 
reveal the amount of budget allocated to 
the specific program being considered.  
This is because the block budgets 
included in Area Strategic Plans are 
flexible; also, partnerships involve 
contributions from all parties. 

• Reconsider any potential partner that is 
overly focused on the available budget! 

• Check references!  Make sure that 
potential partner is who it says it is! 

• How does it feel?  Do Federation 
Officers feel comfortable with their 
counterparts in the potential partner 
agency? 

• Draw up an agreement.  Although a 
relation of trust characterizes good 
partnerships, a solid legal agreement is 
still needed, and should be welcomed 
by both sides. 

• The Richmond Office will soon 
design a model partnership 
agreement. 

• The agreement should describe how 
decisions will be made (jointly), how 
resources will be provided and 
managed, and will specify basic rights 
and responsibilities, and accountabilities 
for both parties. 

• Reconsider any potential partner 
that resists a legal agreement that 
protects both sides! 

• The agreement should also specify the 
visibility of the various partners, 
including CCF.  Issues such as signage, 
recognition, etc., are important. 

• Negotiating with government partners 
can be sensitive, and the CCF Area 
Team will need to provide support here.   

• Partnerships, like other kinds of 
relationships, can be subject to 
inappropriate pressures.  Zero tolerance 
is recommended: 

• Eliminate any potential partner that 
engages in any sort of corrupt 
practice. 

 

 

Some Background 
Information on Partnering  
For further information, here are some 
helpful references on partnership, available 
from Victoria Adams: 

• Ashman, Darcy, 2000, Strengthening North-
South Partnerships: Addressing Structural 
Barriers to Mutual Influence, IDR Reports. 

• Brinkerhoff, J., 2002, Partnership for 
International Development: Rhetoric or 
Reality? 

• CARE Partnership Field Guide, May/02. 
• CARE USA Partnership Manual, 1997. 
• Eades, Deborah, 1997, Capacity Building, 

by Deborah Eades, chapters 6 and 7. 
• Fowler, Alan, 1997, Striking A Balance. 
• Leach, Mark, 1997, Models of Inter-

Organizational Collaboration in 
Development, IDR Reports. 

• Lewis, David, 2001, The Management of 
Non-Governmental Development 
Organisations, chapter 6. 
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Annex 1 � Some Additional Criteria For Partner 
Selection 

The following criteria for partner selection are adapted from Brinkerhoff, 2002, �Partnership for 
International Development: Rhetoric or Reality?� 

Partnering with NGOs: 

Does the potential NGO partner organization have: 

• a clearly-articulated definition of development, mission, institutional goals, and 
constituencies, and evidence of desired comparative advantages? 

• technical and institutional capacities specific to the partnership, including analytic capacity, 
relations with key stakeholders, and credibility and legitimacy with key stakeholders? 

• legal status and good government relations? 

• a long-term track record? 

• solid management systems? 

• a set of current priorities, activities, and methodologies that are compatible with CCF and 
other partners? 

Partnering With Government 

Does the potential governmental partner organization have: 

• political viability?   

• suitable policies in the sectoral area of potential cooperation, with respect to sector 
objectives, development priorities, and participation and democratic processes? 

• a track record of cooperation with non-governmental actors and follow-through on 
commitments? 

• workable and proven mechanisms for dealing with corruption in government overall and in 
individuals occupying critical positions for the partnership? 

• appropriate administrative procedures, with reasonable amounts of red tape and 
procedures, and appropriate regulations relevant to partnership objectives and actors? 

• political will to support the partnership: in the agency, in government overall and in 
individuals occupying critical positions? 

• institutional capacity: both generally and specific to proposed partnership role?
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Attachment 12 � Guidelines for Preparing Country 
Strategy Papers, Draft #8 

This document presents guidelines for producing Country Strategy 
Papers in the context of Bright Futures Programs, including a step-
by-step description of the preparation process, along with an outline 
of the Country Strategy Paper (CSP) itself, and procedures for 
approval.  

ggestionsGuidelines contained here are su  only � experimentation 
and innovation are encouraged! 

 

Introduction 
Country Strategy Papers outline CCF�s understanding of child poverty and adversity in a 
country, articulate the organization�s niche and role, and describe its links with other key 
stakeholders.  Details of the resources and structure required to achieve these aims and to 
support Area operations are also included.  

Please note: 

• Country Strategy Papers are not Country Strategic Plans � they do not contain detailed 
descriptions of activities over the long term, precise budgets, etc.  This is because the fast 
pace of change today in the countries where CCF works would quickly reduce the 
usefulness of such details.   

• Activities and budgets, consistent with commitments made in the Country Strategy 
Paper (CSP), will be detailed on a yearly basis. 

• Also, Country Strategy Papers are not Area Strategic Plans � CSPs do not contain 
program implementation details, project summaries, etc.  Guidelines for the preparation of 
Area Strategic Plans are found elsewhere. 

CCF�s Country Strategy Papers aim to build unity of purpose for the organization, helping focus 
CCF�s efforts at national level without constraining the organization�s agility in achieving long-
term goals in rapidly changing circumstances, and leaving program planning to Area Teams. 

Some Principles 

When preparing Country Strategy Papers, keep in mind: 

• Be Inclusive.  To make the right choices for CCF in the country, a lot of information is 
required, many voices should be listened to, many opinions heard, and many options 
considered.  So when preparing the CSP, we need to work with the widest possible range of 
stakeholders � community members (including enrolled families, children and youth, the 
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poorest and most-excluded people as well as those that are better off, etc.), staff, partners, 
government, etc.   

Also, since much of the benefit that comes from strategic planning comes from the unity of 
purpose that it produces, the more people who are involved the better. 

• But Be Practical!  This desire to be inclusive and participatory, which is common within 
NGOs, can at times make it difficult to bring important and sensitive processes to a 
conclusion.  This is especially true for strategic planning because, as mentioned above, 
inclusiveness is so important.  It can be hard to know when �enough is enough.� 

But the process of analysis and reflection must end, and the Country Strategy Paper must 
be actually written and approved!   

• The estimates of time needed to produce the CSP that are shown below should be 
enough to balance participation and inclusiveness with practicality. 

• Challenge Assumptions!  Use the process constructively to challenge and question what 
CCF has been doing in the country � �don�t take the future as simply a continuation of the 
past.�44  Only in this way can we be confident that the final Country Strategy represents the 
best possible choice for the organization and for the poor children it serves.  

Make an effort to bring in voices that challenge, that offer opinions that might be different 
from what we normally hear.  And don�t just limit yourself to input from development 
organizations: invite representatives from the private sector, artists, musicians, retired 
people, etc.   

• Finally, Use Your Common Sense when making choices, and stay true to what CCF 
stands for.   

How is the CSP Produced? 

CSPs are the result of a structured process of research, consultation, review and reflection, with 
five main inputs: 

Country
Strategy Paper

Area
Strategic Plans

AIMES

PRSP

MDGs
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• CCF�s Strategic Plan, Mission, etc. � the documents that establish the basic identity, 
purpose, and strategies of the international organization. 

• Area Strategic Plans, whose guidelines are presented elsewhere.  These Plans include 
structured input from poor adults, children, and youth. 

• National Research, including discussions with partners, NGOs and INGOs, government, 
multi- and bi-laterals, etc.  Global and National AIMES data also are reviewed here, as is the 
legal framework for civil society organizations. 

• International Research, to document the priorities of external agencies.  

• These inputs are themselves inputs to a Capacity Assessment of CCF itself. 

What Will The CSP Include? 

Covering a period of five years, the CSP will contain summaries of: 

• A definition of the role and niche of the CCF National Office, along with a formulation of 
strategic directions and objectives for the next five years. 

• The most important manifestations of child poverty and adversity facing children across 
the different geographical zones and population groups in the country, and their root 
causes.   

• The resources existing at national and sub-national levels that can be utilized in addressing 
child poverty and adversity, and the key linkage points between CCF and national 
stakeholders.   

• The specific geographical zones and populations where CCF will focus. 

• The structures and financial, human, and operational resources necessary to achieve 
the strategic directions of the National Office, implement national activities, and to support 
Area operations. 

How Is The CSP Linked With Other Documents? 

The CSP contains important links with other national-level documents, as shown in the following 
figure: 

• Area Strategic Plans provide important grass-roots input to the Country Strategy Paper.  
They will include detailed analyses of child poverty and adversity, the identification of key 
resources and partnerships at local level, and sets of programs and projects agreed by CCF 
and its partners. 

• Millennium Development Goals (MDG) are key foundations for Poverty Reduction 
Strategy Papers (PRSP), produced in most countries where CCF works.   

• Also, several of CCF�s AIMES indicators are formulated to be consistent with MDG 
indicators. 
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• Trends in national and global AIMES indicators, and the analyses and goals contained in 
the PRSP, are both analyzed as part of Step 2 of CSP preparation.   

Who Approves The CSP? 

The National Director endorses the CSP, for submission to the CCF Management Team 
(Regional Representatives, Vice Presidents, and President) for final approval. 

• CSP preparation is led by the Program Director.   

A bottom-up process of assessment will take place before the CSP is presented to the National 
Director, including the visit of a Review Team:  

• This Review Team will be comprised of the Regional Representative, the Regional PDO, 
the National Director and Program Director from a neighboring CCF country, and the 
Richmond-based Director of Program Development. 

Thus, there is an element of �peer review� in the process of CSP preparation.   

What Is A Good CSP? 

A good CSP will: 

• Contain a very clear description of the situation for children in the country; 

• This description will be gender aware; 

• Define CCF�s niche in the country, and its key relationships  

• Set objectives for organizational focus and development;  

• Identify priority areas of investment, in terms of organizational capacity building, and for 
program focus (geographic areas and population groups);  

• Specify the structure and resources required.  

Definitions 

The following definitions are used in this document: 

Strategic Direction: A major initiative, related to the purpose of the National Organization, 
which will take several years to accomplish. 

Objective:  A measurable indicator of accomplishment of the Strategic Direction.  
Should be �SMART.� 

Niche and role:  A qualitative description of the unique contribution of the National Office 
(as distinguished from the contribution of the Area Partnership Programs) 
to the improvement of the lives of children in the country.  Should include, 
but not be limited to, supporting the Area Partnership Programs and 
should reference complementarities with other organizations. 
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Manifestation: A clear and evident sign.  This document uses the term �manifestation of 
child poverty� instead of the term �face� of poverty, which is used in ASP 
documentation. 

 

Some Icons Used In This Document: 

 

                �Pay careful attention to this: a mistake here could be dangerous.� 

 

                �Don�t forget to do this.� 

 

               �This is a helpful hint.� 

 

               �Here is a tool that will be useful in your work.� 
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CSP Preparation Guidelines  
Details of each of the Steps shown below are presented in the following sections of this 
document.   

CSP preparation might take around 4½ months, from beginning to end.   

 

Steps 
 

Activities Estimated 
Duration 

Step 1: Form 
the CSP Team 

Step 1a: Form the CSP Team One Week 

Step 2a: Collect CCF Documentation 
Step 2b: National Research 
Step 2c: International Research 
Step 2d: Synthesize Global/National AIMES data 

Step 2: Carry 
Out National 
and 
International 
Research Step 2e: Summarize Step 2 

 
Three 
Weeks 

Step 3a: Child Poverty and Adversity 
Step 3b: Agency 
Step 3c: Assets 
Step 3d: Gender 

Step 3: Prepare 
the Situation 
Analysis 

Step 3e: Summarize Step 3 

 
One Week 

Step 4a: Prepare the Organizational Capacity Assessment 
Workshop 
Step 4b: Carry Out the Organizational Capacity Assessment 
Workshop 

Step 4: Assess 
Organizational 
Capacity 

Step 4c: Produce Workshop Report 

 
Three 
Weeks 

Step 5a: Prepare the Draft Country Strategy Paper 
Step 5b: Consult with CSP Team and National Director 

Step 5:  Prepare 
the Draft 
Country 
Strategy Paper 

Step 5c: Prepare Presentation of Draft Country Strategy 

 
Two Weeks

Step 6a: Carry Out Reflection Sessions With Selected 
Community Groups 
Step 6b: Carry Out Reflection Sessions With Selected Groups of 
Children and Youth 
Step 6c: Carry Out Reflection Sessions With Government 
Representatives 
Step 6d: Carry Out Reflection Sessions With Selected Partner 
Organizations (international, national) 
Step 6e: Carry Out Reflection Sessions With CCF Staff 

Step 6:  
Reflection and 
Validation 

Step 6f: Summarize Key Reflections and Suggestions from Step 
6. 

 
Four 

Weeks 

Step 7a: Revise and Finalize the Draft Country Strategy Paper 
Step 7b: Prepare for the Visit of the Review Team 
Step 7c: Visit of the Review Team 

Step 7:  Prepare 
the Final 
Country 
Strategy Paper, 
and Submit for 
Approval 

Step 7d: Final Revisions to the CSP, and Submission for 
Approval 

 
Four 

Weeks 
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Step 1: Form the CSP Team 
 

During Step 1, the CSP Team will be formed, and the Team will produce a plan of action and 
budget for CSP preparation.  

Duration:    One Week. 

Output:  CSP Team formed, Plan of Action finalized, budget agreed. 

Responsible:  Program Manager. 

 

The Program Manager is responsible for leading the preparation of the CSP, working with a 
team that will manage the process.   

The CSP team should be comprised of: 

• The Program Manager, as overall Task Manager; 

• 1 (or more) staff member of the NO Program Department; 

• 1 or 2 Area Federation Staff; 

• 1 or 2 Area Parents� Federation Members; 

• 1 or 2 Area Child / Youth Federation Members; 

• The Regional PDO; 

• External (national) consultant; 

• Expert on child participation; 

• Possibly representatives from one or two key national partners; 

• Others, as required. 

As their first action, the team should meet to review this document, and prepare a detailed plan 
of action and budget for the production of the CSP.  This plan of action should designate 
managers for each activity, specify due dates, and identify participants.   

The National Director should review and approve this plan of action and budget. 

A number of key stakeholders will attend the Organizational Capacity Assessment 
Workshop (Step 4, below) and the National Reflection Workshop (Step 5, below.)  To 
ensure their availability, invitations should be prepared as soon as tentative dates are 
identified.  Suggestions for suitable participants are included below.   

It is important that the CSP Team is gender balanced, that the CSP is gender aware, 
and that the final document includes gender issues. 
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Extensive reference is made below to �From the Roots Up: Strengthening 
Organizational Capacity through Guided Self-Assessment,� by World Neighbors.  
Several copies of this document should be obtained45 as soon as possible. 

 

 
Checklist for Step 1: 
 

CSP Team is formed. Date Completed:  ____________

As their first action, the team should meet to review these 
guidelines, and prepare a detailed plan of action and budget for 
the production of the CSP.  This plan of action should designate 
managers for each activity, specify due dates, and identify 
participants.   

 
Date Completed:  ____________

National Director approval of CSP Plan of Action and budget. Date Completed:  ____________

A number of key stakeholders will attend the Organizational 
Capacity Assessment Workshop (Step 4, below) and the National 
Reflection Workshop (Step 5, below.)  To ensure their availability, 
invitations should be prepared as soon as tentative dates are 
identified.  Suggestions for suitable participants are included 
below.   

 
Date Completed:  ____________
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Step 2: Carry Out National and International Research 
 

During Step 2, members of the CSP Team will gather and summarize an extensive set of 
documents related to child poverty and adversity, as well as the strategies and approaches of 
key national and international agencies.   

Duration:    Three Weeks. 

Output: Documentation of the analyses, priorities, plans, objectives, approaches, 
experience working with civil society organizations, etc., of various 
development agencies.  Documentation of the legal framework for civil 
society organizations. 

Responsible:  Program Manager. 
 

 

 

Step 2a: Collect CCF Documentation 
Collect all existing Area Strategic Plans.  Compile the manifestations of child poverty and 
adversity, their root causes, the key human, material, and organizational resources identified, 
and the programs and projects agreed in each Area.  Use formats as shown in Tables 1 � 3.  

First, the manifestations of child poverty and adversity identified during the ASP process in all 
Areas should be collected and consolidated.  Their related root causes should then be listed as 
shown46. 

 

 
Table 1: Manifestations of Child Poverty and Adversity, and Root Causes 

 
Consolidated Priority manifestations of 
Child Poverty & Adversity in All Areas 

 

 
Related Priority Root Causes 

 •   
•   

 
 
 

•   
•   

Also, the human, material, and organizational resources included in ASPs should be collected 
and consolidated as shown. 
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Table 2: Assets and Resources From ASPs 

 
Human 

 

 
Material 

 
Organizational 

•  •  •  

•   •  •  

 

Collect and compile the programs and projects included in Area Strategic Plans using a table 
like this: 

 

 
Table 3: Programs and Projects From ASPs 

 
Programs 

 

 
Projects 

 
 
 

 

 
 
 
 

 

 

 

Next, collect copies of CCF�s International Strategic Plan, Mission, etc.  

 
 

Step 2b: National Research 
Visits should be made to four key constituency groups.  The purpose of these visits is to 
understand each agency�s situation analysis, analysis of poverty and the causes of poverty in 
the country, the gender analysis, country strategy, priority programs, likely funding priorities, 
experience working with civil society organizations, analysis of indigenous knowledge and 
practices and coping mechanisms, expansion plans, etc.: 

• The national offices of relevant multilateral and bilateral organizations, such as UNDP, 
UNICEF, the World Bank, AUSAID, CIDA, DFID, EU, US/AID, etc. 

• National line ministries � health, education, agriculture, etc. 
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• The country offices of INGOs such as ActionAid, CARE, the Ford Foundation, Oxfam/GB, 
Save/UK, Plan, World Vision, etc. 

• The country offices of key related local and national NGOs. 

 

Make sure to obtain copies of the approved (or interim) Poverty Reduction Strategy 
Paper (PRSP) when visiting the World Bank.  This is a crucial document. 

 

During visits, obtain copies of relevant documentation.  

 

Make sure to gather information about the geographical distribution of poverty, 
especially child poverty, and its distribution across different populations.   

 

Prepare two-page summaries of each agency�s situation analysis, program strategies and 
priorities, analysis of indigenous knowledge, practices, and coping mechanisms, and their 
experience working with civil society organizations.  See Attachment 1 for a sample outline of 
such a summary. 

Prepare a similar summary of the PRSP and other significant national statements of priority for 
poverty alleviation. 

Next, the legal framework for civil society should be compiled.  In particular, regulations 
governing the establishment and functioning of non-governmental organizations and 
community-based organizations, of adults, youth, and children, should be collected. 

 

Support from legal counsel may be needed to carry out this research. 

 

Prepare a two-page summary of key aspects of the legal framework for civil society � 
for example, how parents� Federations should be registered, reporting requirements, tax 
implications, etc. 

 

 

Step 2c: International Research 
Visits should be made to the following organizations47.  The purpose of these visits is to 
understand each agency�s situation analysis, analysis of poverty and the causes of poverty in 
the country, country strategy, priority programs, likely funding priorities, expansion plans, etc.   
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• The World Bank, in Washington, DC. 

• UNICEF and UNDP, in New York. 

• The related regional development bank (ADB in Manila, IDB in Washington, DC, the African 
Development Bank in Abidjan, etc.) 

 

Obtain copies of all relevant documentation from these agencies. 

 

Prepare two-page summaries of each agency�s situation analysis, program strategies, and 
priorities.  The format shown in Attachment 1 may be useful. 

Also, a review of contemporary literature should be carried out, documenting current 
international thinking regarding child poverty and adversity, and gender.  A suggested reading 
list can be obtained from the Program Development Department in Richmond. 

 

  

Step 2d: Synthesize Global / National AIMES data  
AIMES data for the country should be compiled and trends analyzed. 

Prepare a summary of trends of each AIMES indicator.  

 

 
Step 2e:  Summarize Step 2 
The CSP team should meet to compile the following information into folders for each participant 
in the next two Steps of CSP preparation: for the CSP Team for use in Step 3, and for all 
participants in the Organizational Capacity Assessment that takes place in Step 4. 

 

 
Document 

 

 
Probable Size 

1 CCF Organizational Strategic Plan, 
Mission, etc. 

~ 10 pages 

2 Summary of Area Strategic Plans, using 
formats similar to Tables 1, 2, and 3, above.  

~ 20 pages 

3 Summaries of national and international 
research (including the PRSP.) 

2 pages per organization; 
around 20 organizations.  

Total: ~ 40 pages 
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4 Summary of contemporary thinking 
regarding child poverty and adversity. 

~ 10 pages 

5 Summary of the legal framework for civil 
society. 

~ 2 pages 

6 Summary of AIMES synthesis. ~ ½ page per indicator.   
Total: ~ 5 pages 

 
Also, the following information should be available for ready reference during Steps 3 and 4: 

 

 
Reference Documents 

 
All documents collected during visits to National and International organizations.
The PRSP. 
Documents showing the geographical distribution of poverty, particularly of child 
poverty. 
Copies of the legal framework for civil society. 
Background data on AIMES indicator trends. 
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Checklist for Step 2: 
 

Collect all existing Area Strategic Plans.  Compile the 
manifestations of child poverty and adversity, their root causes, 
the key human, material, and organizational resources 
identified, and the programs and projects agreed in each Area.  
Use formats as shown in Tables 1, 2, and 3. 

 

Date Completed:  ____________ 

Also collect copies of CCF�s International Strategic Plan, 
Mission, etc. 

Date Completed:  ____________ 

Prepare two-page summaries of the situation analysis, program 
strategies, and priorities of the agencies visited in Steps 2b and 
2c � see Attachment 1 for a sample outline.   These summaries 
should include each agency�s situation analysis, gender 
analysis, program strategies, and priorities, and their 
experience working with civil society organizations.   

Date Completed:  ____________ 

Prepare a ten-page summary of contemporary research 
regarding child poverty and adversity, and gender. 

Date Completed:  ____________ 

Prepare a two-page summary of key aspects of the legal 
framework for civil society � for example, how parents� 
Federations should be registered, reporting requirements, tax 
implications, etc. 

Date Completed:  ____________ 

Prepare a similar summary of the PRSP and other similar 
documents at national level. 

Date Completed:  ____________ 

Prepare a summary of trends of each of the global / national 
AIMES indicators. 

Date Completed:  ____________ 

Prepare folders for each participant in Step 3, as described 
Step 2e, above. 

Date Completed:  ____________ 
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Step 3: Prepare the Situation Analysis 
 

During Step 3, working together, the CSP Team will formulate an analysis of the situation of 
child poverty and adversity in the country, using the data gathered and synthesized in Step 2, 
above.   

The formulation will be structured according to CCF�s poverty framework of adversity, agency, 
and assets. 

Duration:    One Week. 

Output: Three tables, summarizing child poverty and adversity, the environment 
for �agency�, and the potential for meaningful partnership.  

Responsible:  Program Manager. 

 

 

Note: Step 3 employs terminology and structure that are very similar to aspects of Area 
Strategic Planning.  However, while they are very important, ASPs are only one of a 
number of sources of input to Step 3.   

 

 

Step 3a: Child Poverty and Adversity 
After reviewing the documentation gathered in Step 2, the CSP team should prioritize the most 
crucial manifestations of poverty and adversity for children in the country.   

The root causes of each 
manifestation of poverty and 
adversity for children should be 
identified. 

Each key manifestation of 
poverty and adversity for 
children should be quantified 
using indicators found either in 
the PRSP or in CCF�s global / 
national AIMES system, to 
facilitate consistent 
measurement as well as 
linkages with other 
development agencies.   

Each key manifestation of 
poverty and adversity for 
children should be 
disaggregated by population 

 
Guidelines for Country Strategy Paper
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Child Poverty and Adversity 

Child poverty is normally viewed as a lack of access to basic 
requirements, such as adequate water, food, housing, and 
education. CCF has learned that child poverty is also related to 
social and psychological aspects of young people's lives. To 
reduce child poverty, we must not only improve access to 
services. We must also address issues such as children's 
participation and capacities. 

The concept of adversity helps to understand poverty more 
broadly. Adversities are forces that seriously reduce the quality 
of people's lives. Adversities can build up slowly, for example 
as soil erosion decreases a family's food production. Or 
adversities can be shocks, like a flood or war. People can also 
face adversity simply based on who they are, for example 
someone who is disabled or born into a low caste. Poverty 
results when a family is overwhelmed by adversities and can 
no longer protect their wellbeing. 
s, Draft #8  Mark McPeak 
    Page 118 



group (class, caste, ethnicity, gender, age, etc.), and by geographic region.   

Present the results of this analysis using a format like the following: 

 

 
Table 4: Child Poverty and Adversity, Root Causes and Indicators 

 
Key Manifestation of 

Child Poverty and 
Adversity 

 
Root Causes 

 
Population 

Group 

 
Indicator (Status) 

•  •  
•  •  

  

•  •  
•  •  
•  •  

  

•  •  
 
 
 

 
Step 3b: Agency 
A key aspect of the Bright Futures model is that CCF forms partnerships with Area-level 
Federations of parents, youth, and children.  These Federations are formed from equivalent 
community-level associations, whose members are 
enrolled families48. 

Using the legal framework for civil society analyzed 
in Step 2, and the real experience of CCF and 
other organizations also collected in Step 2, the 
CSP Team should identify and list the key 
opportunities and obstacles for the establishment 
and effective functioning of the Bright Futures
structure of Federations and associations, 
particularly for childre

 

n and youth.   

                                            

Agency 

One definition of �agency� is �leading 
role.�  CCF seeks to build the capacity of 
poor men, women, youth, and children to 
take �leading roles� in development 
processes.  

 
Guidelines for Country Strategy Papers, Draft #8  Mark McPeak 
Included in Quarterly Report #4      Page 119 

48 This structure is described in �Piloting Notes� numbers 1, 2, and 6. 



 

 
Table 5: The Establishment of CCF�s Bright Futures  Structure of  

Federations and Associations 
 

Opportunities 
 

Obstacles 

•  •  

•  •  

 

 

 

Step 3c: Assets 
Another key aspect of the Bright Futures 
model is that CCF seeks to build the 
assets (or resources) that poor people can 
draw upon to improve their lives. 

Of particular interest here are institutions 
with which the National Office can form 
partnerships to work together to address 
issues related to child poverty and 
adversity.    

Using the data collected in Step 2, the 
CSP Team should develop and prioritize a 
listing of the key assets and resources for 
CCF in the country:  

Assets and resources  

Assets, or resources, are what help people improve 
their lives and cope with adversities.  CCF classifies 
assets into three types: human, material, and 
organizational. 

Some examples, looking from a national 
perspective, could include: 

• Human: specific aspects of indigenous 
knowledge and tradition, and coping 
mechanisms, that help address child poverty 
and adversity. 

• Material: national infrastructure (roads, 
electricity grid, canals, telephone, internet, etc.)

• Organizational: the key governmental and non-
governmental partners with which CCF can 
work to address child poverty and adversity in 
the country; the national political and legal 
framework; relevant programs of key agencies.
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Table 6: Key National Level Assets and Resources 

 
Human 

 

 
Material 

 
Organizational 

•  •  •  

•   •  •  

 
Step 3d: Gender 
Gender-related issues are crucial in child development.  Using the data collected in Step 2, the 
CSP Team should prepare a brief analysis of gender-related issues in the country. 

 

 

Step 3e: Summarize Step 3 
Tables 4, 5, and 6 summarize the output from Step 3.  
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Checklist for Step 3: 
 

Prepare a summary of the key manifestations of child poverty 
and adversity that have been identified through the research 
carried out in Step 2, along with root causes and key indicators 
disaggregated by population group and geographic region.  
Use the format of Table 4. 

 

Date Completed:  ____________ 

Prepare a summary of the key gender-related issues related to 
the country.   

Date Completed:  ____________ 

Prepare a summary of the opportunities and obstacles related 
to the establishment of CCF�s Bright Futures structure of 
Federations and associations found in the research carried out 
in Step 2, using the format of Table 5. 

Date Completed:  ____________ 

Prepare a summary of the key human, material, and 
organizational assets and resources found in the research 
carried out in Step 2, using the format of Table 6. 

Date Completed:  ____________ 
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Step 4: Assess Organizational Capacity  
 

During Step 4, the CSP Team will prepare and lead a workshop during which the capacity of the 
National Office will be assessed, in the context of the situation analysis carried out in Step 3, 
above. 

Duration:    Three Weeks. 

Outputs:  Workshop Report. 

Responsible:  Program Manager. 

 

 

The capacity being assessed in Step 4 is that of the National Office only.  This 
means, for example, that the capacity to implement programs, which under the Bright 
Futures model is the responsibility of the Area Federations, is not assessed here. 

Before preparing the Workshop, all members of the CSP Team should read 
�From the Roots Up: Strengthening Organizational Capacity through Guided 
Self-Assessment,� by World Neighbors49. 

 

 

Step 4a: Prepare the Organizational Capacity Assessment Workshop 
The Organizational Capacity Workshop will last around one week � see Attachment 2 for a 
sample agenda.   

Participants should include: 

• The CSP Team.  The CSP Team will lead the Workshop; 

• All CCF employees in the country; 

• Representatives of the Area Federations; 

• A representative from the Regional Office; 

• Other guests. 

The CSP Team should meet to finalize the Workshop agenda, based on the sample in 
Attachment 2, and assign roles and responsibilities for the management of each session to 
members of the Team. 
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In addition to finalizing the Workshop content, the CSP Team will need to make sure that a 
suitable venue is selected, logistical support is arranged, a Documentation Officer is designated 
and prepared, necessary materials are obtained, required background documentation is 
available, etc. 

Participants should read the documents indicated in the first table shown in Step 3e, above, 
before the workshop.  Also, all participants should review copies of �Piloting Notes� numbers 1 
and 2. 

 

 
Step 4b: Carry Out the Organizational Capacity Assessment 
Workshop 
Good luck! 

 

 
Step 4c:  Produce Workshop Report 
The Workshop Report does not need to be distributed widely, as its primary use is in preparing 
the draft Country Strategy Paper.  Thus, the Report will be used mainly by the Program 
Manager as a key reference in Step 5. 
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Checklist for Step 4: 

Before preparing the Workshop, all members of the CSP Team 
should read �From the Roots Up: Strengthening Organizational 
Capacity through Guided Self-Assessment,� by World 
Neighbors. 

 

Date Completed:  ____________ 

Background reading materials prepared and distributed to 
Workshop participants.  Include documents listed in Step 2e, 
above, and �Piloting Notes� numbers 1 and 2. 

Date Completed:  ____________ 

Workshop agenda finalized. Date Completed:  ____________ 

Venue booked. Date Completed:  ____________ 

Logistics prepared, including equipment, supplies, 
photocopying of background material, etc. 

Date Completed:  ____________ 

Documentation Officer designated and prepared. Date Completed:  ____________ 

Workshop carried out. Date Completed:  ____________ 

Workshop Report is issued. Date Completed:  ____________ 
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Step 5: Prepare the Draft Country Strategy Paper 
 

During Step 5, the Program Manager will prepare a complete draft Country Strategy Paper, with 
the participation of and input from the CSP Team. 

Duration:   Two Weeks. 

Output: Draft Country Strategy Paper. 

Responsible:  Program Manager, working with the CSP Team. 

 

 

 

Step 5a: Prepare the Draft Country Strategy Paper 
The Program Manager will prepare a complete draft of the Country Program Strategy, using as 
input the results of the Organizational Capacity Assessment Workshop (Step 4).   

Concentration and focus will be required for this task; consideration should be given to working 
away from the National Office.   

Participation of members of the CSP Team may be appropriate in drafting most sections.   

• For example, during the preparation of Section 8, on the Growth Plan, the participation of 
the Sponsor Relations Manager may be necessary. 

 

The Organizational Capacity Assessment Workshop is not structured to produce 
input for Section 9, on Required Structure and Resources.  The preparation of 
Section 9, therefore, will almost certainly require the participation of the entire CSP 
Team, and perhaps others as well.  

 

The total length of the CSP must not exceed 40 pages, plus attachments.   

The following summary outline is required50: 
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Section  
(Length) 

 

 
Content 

Preface • Acknowledgments. 
• List of acronyms. 

Section 1: Executive 
Summary  

(~ 2 pages) 

• A short summary of the main findings and conclusions, to 
be written after completion of the main body of the CSP. 

 
Section 2: Introduction  

(~ 2 pages) 

• Purpose of the CSP. 
• Outline of the document. 
• A description of the process of preparation of the CSP.   

• Dates, events, locations. 

• What went well, what did not go well.  

• Suggestions for the next cycle of CSP preparation.  What to 
do differently. 

• A list of the participants in the process. 

 
Section 3: The Country 

Context  
(~ 10 pages) 

• A description of national historic, political, economic, 
social, cultural, natural resources, and environmental 
context. 

• A short history of CCF in the country. 
• Summarize the PRSP (and other similar documents). 
• Outline the relevant strategies and programs of line 

ministries. 
• Outline the relevant strategies and programs of the key 

multi- and bi-laterals, and of other INGOs, NGOs, etc. 
• Outline key indigenous knowledge and practices in the 

country that are relevant to work with child poverty and 
adversity.   

Section 4: Child 
Poverty and Adversity  

(~ 4 pages) 

• The key manifestations of child poverty and adversity, their 
causes, and associated indicators. 

• The distribution of these manifestations across population 
groups and geographical regions. 

Section 5: Country 
Resource Map  

(~ 5 pages) 

• Cite prioritized resources from Area Strategic Plans, and 
trends. 

• Outline key resources and partnerships in the country that 
are the most relevant to work with on the key 
manifestations of poverty and adversity affecting children 
in the country. 
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Section  
(Length) 

 

 
Content 

Section 6: The Scope 
for Agency  
(~ 2 pages) 

• Describe the opportunities and obstacles related to the 
establishment and functioning of the Bright Futures   model 
of Area Federations of parents, youth, and children. 

 
Section 7: Roles and 
Strategic Directions  

(~5 pages) 

• Definition of CCF�s niche and role in the country.  Purpose 
of the National Office. 

• Current strengths and weaknesses of the National Office. 
• The key areas of organizational focus and development for 

the National Office. 
• National Office strategic directions and objectives for the 

next five years. 
 

Section 8: Growth Plan  
(~5 pages) 

• Description of current caseload distribution and age.  
• Ideal distribution of caseload. 
• Projected changes in overall caseload over the next five 

years. 
• Proposed evolution of caseload over the next five years: 

• In current Areas. 
• New Areas. 

Section 9: Required 
Structure & Resources  

(~5 pages) 

• The organizational structure required for the next five 
years. 

• Resources (human resources and competencies, budget, 
infrastructure, operational capacities, etc.) required for the 
next five years. 

 
Attachments 

• Map of the country, with program Areas indicated, 
indicating transitional Areas (new, old, entering, leaving). 

• Tables 1 � 6 from Steps 2 and 3. 
• Capacity Assessment Workshop Report. 

 
 

 
Step 5b: Consult with CSP Team and National Director, Plan Next 
Steps 
Before going any further, the Program Manager should share the draft CSP with the CSP Team 
and the National Director, to ensure that the basic outlines of the document are agreed before it 
is shared more broadly.  

Once these discussions have taken place, the CSP Team should select participants and dates 
for the reflection and validation workshops that will occur in Step 6. 
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Also, at this point it should be possible to schedule the visit of the Review Team51.  
Make sure to check with the Review Team so that their expectations can be met.  For 
example, they may want to attend some of the reflection and review and validation 
workshops that will take place in Step 6.  They may want to meet with partners, with 
Federation members, etc. 

 

Consider sending a copy of the draft CSP to the Review Team at this point. 

 

 
 

Step 5c: Prepare Presentation of Draft Country Strategy Paper 
As part of Step 6, the draft Country Strategy Paper will be shared with various stakeholders.  

To prepare for this, after completing the draft CSP and consulting with the CSP Team and 
National Director, the Program Manager should now prepare a presentation that summarizes 
key elements of the new Strategy. 

 

 

 
Checklist for Step 5: 

Draft CSP is completed. Date Completed:  ____________ 

Draft CSP is shared with CSP Team and National Director. Date Completed:  ____________ 

Schedule reflection and validation workshops (see Step 6, 
below).  Issue invitations to participants. 

Date Completed:  ____________ 

Schedule the visit of the Review Team.  Make sure that their 
expectations are taken into account. 

Date Completed:  ____________ 

Presentation of key elements of the new Country Strategy 
Paper is prepared. 

Date Completed:  ____________ 
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Step 6: Reflection and Validation 
 

During Step 5, the CSP Team will conduct short workshops with various stakeholders, 
presenting the draft CSP and generating feedback and suggestions for improvement. 

Duration:   Four Weeks. 

Output: A consolidated set of suggested changes to the draft CSP. 

Responsible:  CSP Team. 

 

Reflection workshops will be held with five groups of key stakeholders, led by different members 
of the CSP Team.  Make sure that each session has a balanced gender composition, and 
consider segregating participants if necessary to avoid domination of particular groups. 

 

Note: some of these workshops could be combined, to save time, as long as methods are 
used to ensure full participation. 

 

epending on the group, it may be worthwhile to forward the draft CSP to participants 

onsider involving the CSP Review Team in these workshops, to save time in Step 7. 

The presentation prepared in Step 5c, above, should be used to orient participants at 
the

• d by participants are documented, consolidated, and 

• orkshop design is shown below: 

D
before the workshop. 

 

C

 

• 
 beginning of each Workshop. 

Make sure that changes suggeste
retained for Step 7. 

A sample one-day w
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Session 

 

 
Description 

 
Time 

Introduction • Ice-Breaker 
• Introduction of Participants 
• Introduction to Workshop Purpose 
• Workshop Agenda 

One hour 

Presentation 
of Draft CSP 

• Use the presentation prepared in Step 5c. One hour 

 Break 15 minutes 
Identification 
of Main Areas 
of Feedback 

• Brainstorm and synthesize main areas of feedback.  An 
�affinity� exercise may be used for this purpose. 

• Form groups for afternoon session, by main area of 
feedback. 

1 ½ hours 

 Lunch One hour 
Group Work • Groups prepare recommendations for change of draft CSP. 

• Each group should write up their main findings. 

Two hours 

 Break 15 minutes 
Presentation 
of Suggested 

Changes 

• Each group presents their recommendations. 
• Discussion. 

Two hours 

Closure • Description of Next Steps 
• Thanks to participants 

15 minutes 

 

 

Step 6a: Prepare for the Workshops. 
Based on the sample agenda shown above, the CSP Team should finalize the Workshop 
design, set up the logistics, and invite the participants.    

 

Different members of the CSP Team can lead the workshops. 
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Workshops should be carried out with at least the following stakeholder groups: 

 

 
Step 

 

 
Group 

Step 6b Selected Community Groups 
Step 6c Selected Groups of Children and Youth 
Step 6d Selected Government Representatives.  Involve the 

National Director in this session. 
Step 6e Selected Partner Organizations (international, national).  

Involve the National Director in this session. 
Step 6f CCF Staff.  Involve the National Director in this session. 
 
When carrying out Step 6c, be sure to use methods that are appropriate for children 
and youth. 

 

Make sure to collect and retain the findings of each group, along with the main points from the 
discussion. 

 

 
Step 6g: Summarize Key Reflections and Suggestions from Step 6. 
The CSP Team should meet for two days to prepare a summary of the comments and 
suggestions collected during Steps 6b through 6f. 

If suggestions have been received from the Review Team, make sure to include these in the 
summary. 
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Checklist for Step 6: 

Consider forwarding the draft CSP to some participants before 
the workshop. 

Date Completed:  ____________ 

Finalize agenda, assign responsibilities, and prepare logistics 
for Step 6 workshops. 

Date Completed:  ____________ 

Carry out workshops. Date Completed:  ____________ 

Collect documentation from each workshop. Date Completed:  ____________ 

Include any comments received from the Review Team. Date Completed:  ____________ 

CSP Team meets to summarize content and suggestions from 
workshops. 

Date Completed:  ____________ 
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Step 7:  Prepare the Final Country Strategy Paper, and 
Submit for Approval  
 

Now the Program Manager will prepare the final draft CSP.  After a visit from a peer Review 
Team, the CSP will be submitted to the National Director for approval.  Once the ND has 
approved the CSP, it will be forwarded to the Regional Representative and CCF President for 
final approval. 

Duration:   Four Weeks. 

Output: The final CSP. 

Responsible:  National Director. 

 

 

 
Step 7a: Revise and Finalize the Draft Country Strategy Paper 
Based on the input collected in Step 6, the Program Manager will prepare a final draft of the 
Country Program Strategy.  Concentration and focus will be required for this task; consideration 
should be given to working away from the National Office.   

The total length of the CSP must not exceed 40 pages, plus attachments, and must use the 
summary outline format shown above in Step 5a. 

The Program Manager may decide to involve other members of the CSP Team in this Step. 

During this Step, the National Director should coordinate the upcoming visit of the Review 
Team, ensuring that the activities planned meet the expectations of the Team. 

 

 

Step 7b: Prepare for the Visit of the Review Team 
This visit has been scheduled in Step 5b, above.  Final preparations should now be made for 
the visit, ensuring that required materials are on hand, meetings are confirmed, etc. 

 

 

Step 7c: Visit of the Review Team 
This visit may have been timed to coincide with some of the reflection and validation workshops 
that take place in Step 6. 
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At the end of the Review Team visit, make sure to document all of their suggestions 
and feedback. 

 

 
Step 7d: Final Revisions to the CSP, and Submission for Approval 
Based on feedback from the Review Team, the National Director should now make any final 
revisions to the CSP before forwarding it to the Regional Representative and the CCF President 
(through the Richmond Director of Program Development) for approval. 

Good luck, and congratulations! 
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Checklist for Step 7: 

Based on the input collected in Step 6, the Program Manager 
will prepare a final draft of the Country Program Strategy.   

Date Completed:  ____________ 

Coordinate the upcoming visit of the Review Team, ensuring 
that the activities planned meet the expectations of the Team. 

Date Completed:  ____________ 

Submit the final draft CSP to the National Director Date Completed:  ____________ 

Final preparations made for the Review Team, ensuring that 
required materials are on hand, meetings are confirmed, etc. 

Date Completed:  ____________ 

Suggestions from the Review Team are documented. Date Completed:  ____________ 

National Director makes final revisions to the CSP, and submits 
it to the Regional Representative and the CCF President 
(through the Richmond Director of Program Development) for 
approval. 

 

The CCF President approves the CSP. Date Completed:  ____________ 

 

 

 
Guidelines for Country Strategy Papers, Draft #8  Mark McPeak 
Included in Quarterly Report #4      Page 136 



Annex 1: Sample Outline Visit Report (for Step 2) 
This sample outline can be used to structure summary analyses of the information collected 
during the national and international research (Steps 2b and 2c.) 

The reports should be about two pages in length, with the following recommended structure: 

1. Organization visited 

2. Date of visit and visitors 

3. Author of this summary report 

4. Summary of the organization�s situation analysis.  Key aspects of the national 
context, poverty context, gender analysis, ODA context, priority manifestations of 
poverty, indicators, and causes.  Indigenous knowledge, practices, and coping 
mechanisms that seem relevant to the organization. 

5. Summary of the organization�s strategy.  Priority programs and projects, 
geographical and population focuses.  Linkages with other organizations.  Working 
structure in the field, in the country office.  Working methods, including working with 
civil society organizations. 

6. Funding priorities.  Where will the organization target its fundraising efforts? 

7. Key aspects of the visit.  Summary, highlights for the CCF CSP Team to keep in 
mind, potential for collaboration with CCF or with CCF�s partners. 

8. List of documents obtained.  For future reference. 
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Annex 2: Suggested Agenda for the Organizational 
Capacity Workshop (for Step 4) 
• Page numbers included below are from �From the Roots Up: Strengthening Organizational 

Capacity through Guided Self-Assessment,� by World Neighbors.   

• Where �CSP Link� is indicated, material produced in the Workshop session is used in the 
CSP section indicated. 

 

 
Day 

 

 
Time 

 
Activity 

 
Morning 

• Ice-Breaker 
• Introduction of participants 
• Purpose and objectives 
• Review of agenda 
• Building a common understanding of capacity building (pg 95), 

organizational development (pg 97) and self-assessment (pg 
98).  

• Review of CCF International Mission and Strategic Plan.  
• Review of �Piloting Notes� numbers 1 and 2.  The objective 

here is to gain a thorough understanding of the purpose and 
structure of the Bright Futures model. 

 
Afternoon 

• Organizational Timeline exercise (pg 102.) 

• CSP Link: National Office history � CSP Section 3. 

• Strengths & Weaknesses (pg 110). 

• CSP Link: strengths and weaknesses � CSP Section 7. 

• Purpose Mapping: Key Words (pg 106.)  It will be very 
important here to envision the National Organization relative to 
the Bright Futures model outlined in �Piloting Notes� numbers 
1 and 2, as the role and purpose of the National Office will 
change appreciably as the Bright Futures model is rolled out. 

• Before arriving, participants must have studied the 
summaries of the National and International Research 
produced in Step 2. 

• CSP Link: National Office purpose statement � CSP 
Section 7. 

 
Monday 

(Foundations) 

Evening • Team-Building Exercise 
• CSP Team Meeting (to review Day One and plan Day Two.) 
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Day 

 

 
Time 

 
Activity 

 
Morning 

• Ice-Breaker 
• Review of the results of CSP preparation Steps 2 and 3. 
• Discussion 
• Agreement on the key manifestations of child poverty and 

adversity, root causes, gender issues, indicators, key 
resources and partners, and opportunities and obstacles for 
implementing Area Partnership Programs. 

• CSP Link: key manifestations of child poverty and 
adversity, their causes, and associated indicators � CSP 
Section 4.  

• Agreement on priority population groups and geographical 
areas. 

• CSP Link: relates to the Growth Plan � CSP Section 8. 

 
Afternoon 

• Agreement on most critical partnerships and opportunities for 
influencing.  

• CSP Link: key resources and partnerships in the country 
that are the most relevant to work with on the key 
manifestations of poverty and adversity affecting children in 
the country � CSP Section 5.  

• Relationships Assessment (pg 142).  Make sure to include the 
key partnerships identified in Step 2 in this exercise.  

 
Tuesday 
(Program 
Focus) 

Evening • CSP Team Meeting (to review Day Two and plan Day Three.) 
 

Morning 
• Ice-Breaker  
• Donor Assessment (pg 146). 
• Fundraising Strategy Assessment (pg 148).  
• Identifying Organizational Capacity Areas (pg 96.) 

• CSP Link: key resources and partnerships in the country 
that are the most relevant to work with on the key 
manifestations of poverty and adversity affecting children in 
the country � CSP Section 5. 

 
Afternoon 

• Initial Assessment of Capacity Areas (pg 100.) 
• Synthesis of Critical Issues (pg 164). 

 
Wednesday 

(Capacity 
Assessment) 

Evening • CSP Team Meeting (to review Day Three and plan Day Four.) 

 
Guidelines for Country Strategy Papers, Draft #8  Mark McPeak 
Included in Quarterly Report #4      Page 139 



 
Day 

 

 
Time 

 
Activity 

 
Morning 

• Ice-Breaker  
• Identifying Capacity Areas (pg 168). 
• Prioritizing Capacity Areas (pg 170).   

• CSP Link: key areas of organizational focus and 
development for the National Office � CSP Section 7. 

Afternoon • A Baseline Assessment of Priority Capacity Areas (pg 172). 
• Developing Capacity Indicators (pg 174). 

 
Thursday 
(Capacity 

Assessment) 

Evening • CSP Team Meeting (to review Day Four and plan Day Five.) 
 

Morning 
• Ice-Breaker 
• Formulating Support Activities & Action Plans (pg 176). 

• CSP Link: National Office Strategic Directions and 
objectives for the next 5 years � CSP Section 7. 

Afternoon • Continuation of Action Planning 
• Closure of Workshop 

Friday 
(Action 

Planning52) 

Evening • Social Activity 
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Attachment 13 � Update from CCF/Ecuador 

TUNGURAHUA AREA 

The Area Association members fully prepared for the community validation. They reviewed with 
the support of the Area Team and made sure everyone has a full understanding of the draft 
programs defined in the second week of December 2003 in Ambato during the ASP.  The Area 
Association members presented the draft programs to the communities. 

The Association members selected the programs and projects to be implemented in the next 
three years, as a projection for the future. 

During February and March, the area association and the area manager had several meetings 
with possible partners.  In the same period, the elaboration of the ASP report was carried out; 
the area manager was the main responsible in this matter. 

The Block Budget was elaborated, using the results from the validation, the block percentages 
for each program was developed. 

Mauricio Burbano (the Program Officer of Imbabura Area) and Jon Kurtz (external consultant) 
supported the elaboration of the ASP of Tungurahua area. 

Marcia Jovanovic, our Regional Representative, Lucy Lainfiesta Regional PDO and Jon Kurtz 
the external consultant attended to the ASP Report Presentation in Quito. 

As preparation for the first DIP, both area association and area manager established an 
appointment with the Director of the Ministry of Heath in Tungurahua. 

About the Enrolment process, F2 and pictures in the five selected communities was performed 
by the area team during all this period. 

LOS BANCOS AREA  

The management completed the foreseen activity, which was to reinforce the poverty faces, 
especially at Nanegal Parish.   But also made contacts with community leaders of Pedro Vicente 
Maldonado in order to involve them to the piloting area. 

All the staff of Los Bancos attended to the workshop in Quito focused on themes concerning to 
the organizational process of CCF. 

We incorporated new communities to the Parish of Pacto, as an expressed request made by 
them.  We made registrations and took photos of children. 

We completed PRA and continued with F-2, with new registers and the corresponding 
reviewing.  We also elaborated the area map as a requirement for the ASP.  We replicated the 
PRA at the new communities of Pedro Vicente Maldonado and Los Bancos.   

The Area Management made an outline of the programmatic proposal with the following actors: 
Communities, possible partners (Parish Board, INNFA, Utopia, Area hospitals, Esquel 
Foundation). 

The Sponsor Relations Officer carried out the reviewing of F-2 at Pedro Vicente Maldonado. 
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In the Community assemblies at Los Bancos were focused themes such as profiles and 
programmatic scheme.  The management supported in the strategic part and Communications 
in the operative one. 

Meeting with partners at the validation stage and definition of possible working activities. 
Programmatic validation proposal and fulfilling of community indicators.  

The management worked in the consolidation of the association and had meetings with possible 
partners.  The management supported the F2 and photo process carried out by the Sponsor 
Relations Officer at Pedro Vicente Maldonado. 

Programmatic Outlining proposal between the association and management to establish 
partners and the activities to be developed. 

Mauricio Burbano (the Program Officer of Imbabura Area) and Jon Kurtz (external consultant) 
supported the elaboration of the ASP of Los Bancos area. 

Marcia Jovanovic, our Regional Representative, Lucy Lainfiesta  Regional PDO and Jon Kurtz 
the external consultant attended to the ASP Report Presentation in Quito. 

Projects� profiles validation with partners, association and management. Presentation of the final 
ASP report to the National Office. 
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Attachment 14 � Update from CCF/Philippines 

Prepared by Nina Hamili. 

January 2004 - The whole month of January was a very busy time for both Area Offices as well 
as the National Office staff providing them with technical and moral support. Consultations with 
various resource persons concerning the identified projects occupied the greater bulk of the 
time as well as drafting the ASP. The draft ASPs of both Areas were presented to Daniel 
Wordsworth and Circe on January 27-29. Daniel also provided additional inputs and deepening 
of understanding re the new program approach. 

February  2004- The ASP�s of both Areas were approved. Efforts were continued for the DIP 
especially in the preparation for the forthcoming FIT installation. Signing of the CAR MOU and 
the Southern Luzon MOU was done after thorough discussions of the contents were undertaken 
by the NO Department Managers and the ND. FIT training and installation was held with 
Charles (from CCF Kenya) on February 23-27. Southern Luzon Area was set up. 

March 2004 � Southern Luzon, CAR and the National Office met with the Consultant for the 
Access to Quality Education project and discussed the flow of initial activities with Southern 
schools and the 6 communities. Southern Luzon continued child tutoring and child development 
sessions every Saturday. They also trained 281 additional SR volunteers. Trained barangay 
health volunteers and ECCD facilitators continued with their regular sessions. Water consultant 
was hired on March 19. Local government prepared the project design for nine water systems in 
CAR as part of their contributions to the project. The Federation with the Area Office staff 
drafted basic policies, systems and procedures for SR and Finance found essential for orderly 
implementation of the ASP. CAR Area- pre-implementation activities were undertaken on all 
projects proposed.  

The project for the construction of the Health Center in Bantey is proceeding as planned with 
the local government coming up with a resolution allocating the amount for their counterpart. 
Capacity building activities were also undertaken.  

For both Areas, SR concerns have been receiving attention with the re-organization of SR 
Committees with children and youth representation and other activities. 

The SR Officer of the Southern Luzon Area Office was �terminated� based on findings of funds 
mismanagement when she was given �cash advances� for the trainings conducted. The NO 
Program Officer providing assistance to the ND in the CAR area applied for the position. He is 
now occupying said position. He has been with the APP from the beginning and is quite 
prepared for the job. He is being oriented and supervised on SR tasks. 

The baseline study has been completed and submitted to Mark. ND gave updates on the APP 
pilot in the Philippines during the Asia Regional Meeting held in Bangalore, India last March 24-
27.  

So far, most of the funds disbursed are for staff support. Staff have been busy holding meetings, 
visiting homes and attending to child development activities and mobilization of resources on 
both areas. Settings up of the offices continue with the purchase of equipment and other 
administrative requirements.  
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Attachment 15 � Update from CCF/Uganda 

Prepared by Joe Wangolo. 
  

January, February and March were mainly months for the preparation of the Area Strategic Plan 
(ASP) especially stages 2, 3 and 4.  The following was done: 

Area synthesis and draft planning: 

With community reflections completed in December 2003 and faces and root causes of child 
poverty identified from different communities, Area Federations for the 2 areas put together 
reports from different communities to come up with area wide visions in the first half of January 
2004. Possible programs and projects to address the root causes were also identified. 

Community validation 

Took place in the 2nd half of January 2004. At this stage draft program responses and projects 
were presented to the District leaderships, technical heads and partners to seek their input based 
on their technical expertise, best practices and existing activities. The polished draft program 
responses were then shared with community representatives in all the 10 communities for Mbale 
and the 8 communities for Jinja for their comments, input and validation. This was also the time 
for the communities to define their visions for the future on all the faces of child poverty defined in 
stage 1. 

Detailed planning and finalisation of plans 

This was the main activity in the 2nd and 3rd weeks of February. It involved re-examining and re-
evaluating projects and activities based on inputs from the communities, district leaders/technical 
heads and partners by the Area Parents Federations, Area staff and Country Office staff. 
Programs, Projects and Activities were further put in a logical framework. This was done in a one-
week workshop for each Area. 

Block Budgeting 

Block budgets were developed together with partners for the programs and projects and also 
possible implementing partners were identified in separate workshops for Mbale and Jinja Areas 
in the weeks of 2nd �5th March and 9th �12th March 2004 for Mbale and Jinja respectively. 
Colleagues from Richmond Daniel Wordsworth and Christie Scott joined for the Mbale workshop 
while Mark McPeak and Jill Coleman joined for the Jinja meeting. Their thoughts and insights 
were very useful. Daniel further briefed the Country Office staff about the broader issues and 
thoughts behind the Bright Futures Program, which again was a very useful meeting. Mark took 
time off to follow up the partnership concepts in both Areas. 

Baseline Survey 

This activity finally took off and the first drafts shared with Mark. The consultants contracted to 
ascertain community participation in the four control communities started their work and are 
expected to produce their report shortly. Other sections of the baseline are still being develop-
ed having been delayed by unavoidable circumstances. 
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Recruitment 

A program Assistant and Janitor were recruited for the Jinja office. The position of Program 
Assistant had not yet been filled in the Mbale Office. 

Challenges 

Partnership- The concept of partnership is still challenging. There�s little understanding of how 
program implementation through partnership works amongst the Federation members and even 
getting partners to implement the projects for us is still a challenge. 
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Attachment 16 � Update from Finance / Richmond 

Prepared by Victoria Adams. 

 
February 23 � March 5 

FIT Implementation Team members spent two weeks in Philippines assisting with budget 
preparation and FIT implementation.  (Marlyn Zabala, Charles Kariuki) 

March  

Finance finished Area Program Budget package.  This package was first piloted with the 
Philippine Area Offices during their FIT Implementation.  The package was then revised to 
reflect needs identified during the Philippine budgeting period.  Final package sent out to two 
other Pilot countries.   (Charles Kariuki) 

Philippine Area offices submitted their first working fund request and funds were transferred to 
appropriate offices with no problems recorded.  This milestone is noteworthy because this is the 
first office and the first time CCF has sent out program subsidy funds using the new method of 
�funding as needed� versus regular wires of subsidy each month. 

Pending Items 

April 1 New staff starts work with CCF in the position of International 
Finance Manager.  This position will be responsible for audit follow-
up, internal controls, and National Office and Project level finances.  
(Brian Allen)  

April 5-9 FIT Implementation in Uganda (Charles Kariuki) 
April 12-16 FIT Training and Implementation in Philippines (Charles Kariuki, 

Olga Marchan, Brian Allen) 
June 1 Finance guidelines and procedures fully documented (Brian Allen) 
April 30 Financial Indicators for asessing pilot performance are still in draft 

form and need to be finalized. 
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Attachment 17 � Update from Program Development / 
Richmond 

Prepared by Victoria Adams 

 
Activity Due 

Date 
Accomplishments Comments 

STRATEGIC  
PLANNING 
Recruit PME 
Officer 

June 
2003 

Position has been offered and 
accepted by candidate.  New 
officer will start April 19th 
pending his visa approval.   

This task was severely 
delayed but has since been 
accomplished.   

Country 
Strategic Plan 
Outline and 
Guidelines 

August 
2003 

Consultant has prepared a draft 
outline of Country Strategic Plan 
including baseline and 
measurement matrix.  

The CSP has been 
postponed in order to allow 
the Pilot Countries to focus 
full energies on preparing for 
and implementing the Pilot 
Program. 

Program 
Baseline Study 
Outline & 
Guidelines 

August 
2003 

Draft prepared and 
disseminated to all Pilot 
countries that have started to 
gather their baseline 
information. 
Still pending Finance indicators. 

Baseline matrix completed 
and agreed upon with 
exception of finance matrix.   
Finance will need to provide 
approval for finance 
indicators. 

Area Strategic 
Plan 

August 
2003 

All three Pilot Countries have 
completed their PRA and ASP 
training.  Philippines ASP and 
DIPS are approved and they 
have implemented their plans.   
Uganda has submitted their ASP 
and limited number of DIPS, 
these are pending review.  
Ecuador has submitted their 
ASP and limited number of DIPS 
and they are pending review.   

Philippines entered 
implementation March 1.  
Uganda estimated 
implementation in April. 
Ecuador estimated 
implementation in April.  

Recruit 
Community 
Participation 
Officer 

June 
2003 

Position was initially posted.   
Hiring of this position is on hold. 

On hold. 

 
• Program staff coordinated completion of Area Budget package with appropriate finance 

persons.  
• Program staff continue to provide ongoing support in the area of Pilot budgeting.  The 

reviewing of budgets, DIPS, and program plans continues on a daily basis.  
• Weakness has been identified in the area of DIP development, partner identification and 

budget resourcing. 
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• A review of costs involved with planning and implementing Area Programming has 
revealed that the ASP process is intensive and sufficient resources need to be allocated 
to cover the costs of Area implementation.   

• Meetings were coordinated with a small working group to review Sponsor and Donor 
relations issues.  Letters were prepared to inform sponsors of coming changes.  PDF�s 
were reviewed by program, communications, marketing and donor services to ensure 
accountability.   

• Program staff visited Philippines, Uganda and Ecuador to assist and support Stage 4 
activities 

• Program Staff provided an extended support visit to Ecuador (3 weeks) to provide 
additions support in Stage 4 and budgeting activities.   

• Program Staff continue to meet with Communications group and small group meetings 
with executive staff members to update and provide more detailed information on impact 
of Area Programming.   

 

Update on Planning, Monitoring, and Evaluation Enhancement 

Prepared by Jon Kurtz 
 

Main Activities Dates Accomplishments  Comments 

Support to pilot countries in Area Strategic Planning (ASP) 
Visit to Ecuador 
to assist with 
Stage 4  

  

March 
2004 

Worked with both pilot areas to 
complete Stage 4 of ASP, and 
gave guidance on developing 
partnerships and project detailed 
implementation plans (DIPs)  

See visit report for details.  

Development of Guidelines on Planning, Monitoring and Evaluation (PME) components 
Finalized a 
version of the 
ASP guidelines 
for piloting 

Jan 
2004 

Made final revisions to ASP 
process, including clarifying block 
budgeting process and adding a 
detailed reporting format. 

Minor additional changes to 
the ASP process were 
proposed after March trip to 
Ecuador (see visit report for 
details). 

Developed 
Detailed 
Implementation 
Plan (DIP) 
Guidelines 

Early 
Feb 
2004 

Outlined a process and format for 
project DIPs based on the familiar 
NSP formats. This includes 
general plans for the life of the 
project planning, and more 
detailed annual operational plans 
and budgets.  

Guidelines are still being 
tested and may be refined / 
simplified based on 
experiences in the field. 

Developed 
Monitoring, 
Evaluation and 
Reporting 
Guidelines  

Late 
Feb 
2004 

Clarified key M&E structures and 
components. Developed detailed 
guidance on 'routine' and 'action' 
monitoring plans and reporting 
formats.  

Original guidelines for 
'Participatory Program 
Reviews' available (from 
7/03). However, guidelines for 
'End of Project Reviews' not 
yet designed.  
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Main Activities Dates Accomplishments  Comments 
Developed 
document on 
'Practical 
Guidance on 
Developing 
Partnerships' 

March 
2004 

Outlined suggested process for 
advancing relationships with 
project implementation partners, 
involving: identification, making 
initial contact, background 
research, selection, formalization, 
and joint action planning.  

Document is still in draft form. 
Needs more guidance on 
designing agreements, 
including a model partnership 
agreement that pilot Areas 
can build on.   

Refining Global Impact Assessment / Revised AIMES component 
Clarifying 
outstanding 
questions  
 

Jan 
2003 
 

Clarified enhanced AIMES sample 
methodology, scope, frequency 
and relationship to 'Family Card' / 
safety net.  

Finalization of revised AIMES 
indicators on hold for pilot 
year.  
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Attachment 18 � Update from Child Sponsorship / 
Richmond 

Prepared by Jason Schwartzman. 

The following are the three areas that were the focus of further Bright Futures work this past 
quarter for Child Sponsorship. 

Defining the Safety Net and Home Visits: During the November Bright Futures meeting in 
Richmond�the one that took place on the heels of the International Staff Conference�one of 
the issues that emerged was the need to define a �safety net� for enrolled families.  With the 
increased size of the area in which CCF works, there is a risk that an enrolled family might �fall 
through the cracks.�  A group was assigned the task of designing a way of preventing this from 
happening.  During the quarter, the safety net was designed (see the Appendix for the full 
design).  Key components of the safety net are the following: 

• Home Visitors will be CCF�s eyes and ears to ensure that no enrolled child/family�s well 
being is threatened as a result of slipping through the menu of Bright Futures programs.   

• Every CCF enrolled child�s household will be visited at least twice a year. 

• Home Visits will seek answers to three basic questions about the family�s well being, and will 
track �benefits� that accrue from program participation.   

• The safety net questions are: 

• Are school-aged children in the household enrolled and attending school?  If not, what�s 
the reason?  

• For those children who are of preschool age, are caregivers accessing early childhood 
development programs for them?  If not, is this something that might be desirable?   

• Are the children in the household within the normally accepted boundaries of good 
health?  

• Is there a clear and present threat to the well being of any of the household members?  
If so, what is it?  

• The Family Card will continue to be used, and will be amended to capture responses to the 
three questions and track program participation/benefits.  

• To track program participation and benefits, the Family Card will contain a list of each of the 
Bright Futures programs.  For each program, the family will be asked if they are in fact 
participating, and when appropriate connections can be made, they will be. 

• The Parent Federation will create a �reserve fund� to cover the expenses needed to address 
the needs of families who are found to be falling into the safety net.  The intention is to 
address crises as they arise.  
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Creating PDF�s For Each Area Program: During the quarter, PDF�s were written for each Area 
Program.  Our original intention was to think creatively about what a PDF might say, perhaps 
even by including photographs, poems, drawings, and quotes from young people and parents.  
These ideas were inspired by the fact that the PRA process produces such a rich pool of 
information about a community.  In fact, in its full blown possibilities, PDF�s might even become 
multi-media, web-based presentations of a community�one that can be added to through time.  
A number of attempts were made by Child Sponsorship to draft such a document so that it could 
serve as an example, but we were not happy with any of these attempts.  So, while the concept 
is compelling, reality fell quite short of the mark.   

At the same time, through discussions with Donor Services, it became clear that the PDF needs 
to be thought of as a marketing tool because it is a document that potential sponsors receive.  
From this perspective, what the PDF says and how it is said needs to convert a potential 
sponsor into an actual one, and Donor Service�s best formula for doing this is to focus on 
community need and programmatic response.  The six PDF�s are now being finalized. 

Bright Futures Sponsorship Plans: While the Bright Futures pilot experience was designed to 
keep intact traditional sponsor relations structures and processes, questions emerged at the 
previously mentioned November meeting in Richmond.  For example, with the consolidation of 
affiliated projects into single area programs, how many sponsor relations staff are required?  
What responsibilities, if any, is the Area Office to take one that the National Office has 
traditionally taken on?  To address these and other questions, each National Office was asked 
to create a sponsor relations plan during this quarter, and to date, Uganda and the Philippines 
have done this. 

 

Appendix 
Area Pilot Programs Safety Net Design 

• Home Visitors will be CCF�s eyes and ears to ensure that no enrolled child/family�s well 
being is threatened as a result of slipping through the menu of programs that are being 
implemented.  Every enrolled child�s household will be visited at least twice a year, and 
through what is learned and follow up steps that are taken, will create what we�re calling a 
safety net. 

• Home Visits will seek answers to three basic questions about the family�s well being, and will 
track �benefits� that accrue from program participation.   

• The role of Home Visitors is two-fold: 1) To check and make sure that the child/family is not 
slipping through program cracks; and 2) To connect children/families to programs that they 
may or may not know about. 

• Home Visitors may be incorporated into an ongoing health, early childhood development, or 
other type of program.  If so, their responsibilities will go beyond what is discussed in this 
document.  However, whether home visiting is or is not integrated with other program 
interventions, their responsibilities will include those that are described in this document. 
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• The APP will recruit a cadre of Home Visitors.  These may be older youth or adults, and in 
either case, will likely be volunteers who receive modest incentives for their time and energy. 

• Home Visitors will be responsible for maintaining contact with a cluster of households, 
preferably the same households over time so that they will become familiar with the families 
and vice versa. 

• Home Visitors will be trained in how to conduct a home visit, covering such issues as 
appropriate behavior, confidentiality, recording and reporting procedures, reflecting on what 
is learned, and conducting appropriate follow up.  Home Visitors will be oriented to the 
purpose and design of home visits so that they are able to exercise good judgment in 
determining if the child/family is optimally involved in CCF programs.  Lastly, meetings of 
Home Visitors will be organized to review what�s working and what�s not, share resources 
and solutions, and reflect on what�s being learned.   

• The questions and answers will be recorded on the Family Card (or an attachment to it) for 
every enrolled child/family.   The information will be updated every six months through home 
visits.   

• For the purpose of this document, the presumption is that the enrolled child/family continues 
to reside in the area and is available.  If upon visiting it is learned that the child/family has 
moved, the home visitor will immediately notify the Area SR Officer so that appropriate child 
departure procedures are followed. 

Area Pilot Program Family Card Amendment: Information To Gather  

The Family Card should be amended from its current design so that information from the 
following three areas of inquiry will be systematically and regularly gathered. 

A. Home Visit Safety Net Questions 

Education 

• Are school-aged children in the household enrolled and attending school?  If not, what�s the 
reason?  

• For those children who are of preschool age, are caregivers accessing early childhood 
development programs for them?  If not, is this something that might be desirable?   

Health 

• Are the children in the household within the normally accepted boundaries of good 
health?  (There should be a definition of normally accepted boundaries - it is not that the 
child has a cold at the moment). 

Other 

• Is there a clear and present threat to the well being of any of the household members?  If 
so, what is it?  (There should be a definition of what is meant by �clear and present threat� 
as it is not intended to create a list of family needs, but is intended to highlight serious 
issues that require follow up). 
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B. Benefit Tracking 

The Family Card will contain a list of each of the APP programs in which a family may 
participate.  For each program, the family will be asked if they are in fact participating (Yes/No), 
and if �Yes�,  �How�.  This will ensure that all families are acquainted with all programs, and 
where connections can be made, the Home Visitor will make them.  Home Visitors should 
therefore be knowledgeable about the different programs that are available through their training 
and ongoing meetings, and they should be armed with appropriate outreach flyers or other 
literature. 

C. Notes 

The Family Card should leave room for the Home Visitor to note the date of their visit, what 
happened, and what follow up is recommended.  

Analyzing and Responding To Information Gathered During Home Visits  

Each Home Visitor should complete a tabulation form that counts the number of 
children/families that were �red flagged,� lists their names, and identifies the recommended 
follow up.  These forms should be compiled and reviewed by the Sponsor Relations Officer and 
Area Program Manager to determine appropriate follow up.  The basic analysis should 
determine if the �red flag� is part of a wide spread problem that requires a systematic program 
response, or if the program is confined to individual families that require a case management 
response.   

Decision trees should be created for Home Visitors and APP staff so that appropriate follow up 
procedures are clear.  For each question, there are two basic decisions to be made.   

1.  Has a �red flag� been raised for a particular child/family?  If so: 

2a.  Is the �red flag� one that is being raised across families, and therefore requires a systematic 
response?   

2b.  Is the �red flag� one that requires a case management response for the particular 
child/family? 

In all cases, the Area Manager is responsible for making sure that the results of home visits are 
reviewed by the Parent Federation and key staff, and that appropriate follow up is made. 

Safety Net Reserve Fund 

The Parent Federation should have available a �reserve fund� to cover the expenses needed to 
address individual family �red flags.�  This may be used, for example, to ensure needed medical 
treatment, food, clothing, school fees, books, etc. are provided in those cases where there is a 
clear and present threat to the well being of a child/family.  The intention is to address crises as 
they arise.  It is estimated that $5,000 should be set aside in the reserve fund. 
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