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INDIA

ORISSA TRIBAL EMPOWERMENT AND LIVELIHOODS PROGRAMME

APPRAISAL REPORT

ANNEX 4

PARTICIPATORY DEVELOPMENT AND COMMUNITY INSTITUTION BUILDING

I. BACKGROUND

1. For the success of development programmes it is necessary that the beneficiaries and their local organisations should be associated with the identification, design, execution, monitoring and evaluation of the programme. People’s participation can contribute to the achievement of four main objectives – effectiveness, efficiency, empowerment, and equity. 

2. Participation should include the notions of contributing, influencing, sharing or redistributing power and of control, resources, benefits, knowledge, and skills to be gained through beneficiary involvement in decision-making. Participation is a voluntary process by which people, including the disadvantaged (in income, gender, caste, or education), influence or control the decisions that affect them. The essence of participation is exercising voice and choice, and developing the human, organisational and management capacity to solve problems as they arise in order to sustain the improvements.

3. It must, therefore, be understood as a process by which the people are able to organise themselves and, through their own organisation, are able to identify their own needs, and share in the design, implementation and evaluation of the participatory action. Thus various elements of participation are decision making at various stages; control and management of funds and resources; sharing in economic benefits; and certainty of benefits. In other words, participation should not stop at information sharing or consultation, but decision-making and initiating action are important and essential components of participation.

4. Outcome of participation.  Participation in decision making is an important capacity building process. As people participate in making new decisions and solving problems, learning takes place. This learning is internalised, because it is accomplished experientially. It therefore leads to changes in attitude, behaviour, confidence, and leadership. Newly acquired knowledge is therefore the first outcome of participation.

5. Empowerment is an important outcome of participation involving control over decision making for a range of activities. An empowered group is one which can take initiative, exert leadership, display confidence, solve new problems, mobilise resources, and undertake new actions. Hence empowerment is a leading outcome of successful capacity building at the individual and institutional levels.

6. The third outcome is organisation building. Decentralised programmes require strong local organisations. When local organisations get the opportunity to manage resources and support development, they can become stronger. 

7. Community participation, especially in government run projects, is often neglected or ineffective due to inadequate attention. To achieve true participation, new attitudes and skills are needed, besides building the capabilities of the already existing people-centred organisations.  In the context of the tribal communities where the binding power of the clans is still very strong, any intervention without the participation of the community risks being temporary and dysfunctional. This, plus the fact that participation is most effective amongst a small and cohesive population, as local knowledge and trust are the key determinants of success, favours the selection of the smallest statutory unit of the natural (or revenue) village, as the basic unit for planning. The palli sabha
, the grassroots institution at this level, is most suited to take the responsibility for its own development.  

II. OBJECTIVES AND STRATEGY

A. Objectives

8. The objectives of community mobilisation and participatory planning would be to:

· Promote community self-reliance;

· Empower the community to establish viable, equitable and sustainable village institutions, capable of continuing the development process and integrating into the Panchayati Raj Institutions;

· Reinforce women as partners in development, address the needs of women and give women a stronger voice in community decision making processes;

· Realign the traditional and modern power structures so that they reflect the interests of the entire community in general and marginalised groups in particular;

· Contribute to a people centred planning process based on people’s decisions;

· Generate a sense of ownership of the development process by the community.

B. Strategy

9. The Programme would adopt a sequential (‘development ladder’) approach to community mobilisation and community institution building starting with the development of activities with small interest groups of marginal households in the hamlet and villages – savings and credit self-help groups (SHGs), producer groups, NTFP collectors, health groups, etc. – thereby allowing the poor to participate and gain experience of management and building their capacity and confidence prior to the larger micro-planning exercise for the watershed development activities and the formation of a Village Development Committee (VDC) to manage formulation and implementation of the Palli Sabha Resource Management Plan. This would help in transferring higher responsibility of managing community activities to groups who are performing and cohesive and would also avoid the risk of  a takeover of community organisations, particularly the VDC, by vested interests and  the better-off sections of the society. 

10. The strategy would focus on performance and organic growth. The  steps of the development ladder strategy to ensure effective participation of communities would be:

· Strengthening existing SHGs
/specific interest groups and forming new ones where necessary, and monitoring their performance;

· Assisting leaders of performing SHG/specific interest groups to form the nucleus of a VDC thereby placing leadership roles with persons who have performed and are within the community;

· Integrating traditional village councils into the village management structures, allowing each VDC to formulate its own regulations on composition, role of traditional leadership, tenure, election/selection, periodicity of meeting,  book keeping, auditing and other rules of business, within certain guidelines;

· Restructuring existing activity-specific committees into sub-committees of the VDC, to fall in line with the rules of business formulated by the VDC;

· Exploring avenues to link the VDC at the natural village level with other organisations e.g. PRIs.

11. In order to overcome the disaffection of communities with past development efforts and to involve communities more fully in development, the Programme would devolve as much responsibility as possible to the communities including planning, management of implementation and management of funds, with appropriate guidance and support.

12. The Programme would train the school dropouts in the village in SHG mobilisation and bookkeeping, and micro-planning and engage them as Animators and village planners (through the NGOs)  to assist the community. This would help in integrating the school dropouts into the village setting and also remove the dependency of the villagers on external development agents. 

13. The Programme would promote convergence of Government and NGO activity. Convergence would make the micro-planning exercise meaningful by helping the community to access resources from all available sources. It would also help the Government departments and NGOs to avoid duplication of efforts and to enable Government departments to utilise performing groups mobilised by the NGOs for the delivery of other services. 

14. The Programme would also focus on capturing and utilising indigenous knowledge and would contribute to the documentation of traditional practices, especially agriculture and natural resource related, and would develop systems for putting this knowledge into the public domain.

Gender Strategy

15. The Programme would seek to strengthen the involvement of women, particularly in community level processes and procedures from which they are traditionally excluded. Empowered women’s groups have been the initiators of the most successful community level actions in India and the Programme would seek to build on this experience. The greatest asset is that rural women, as compared to men, are less stratified based on political lineage or other factors. This is a major factor which makes participation amongst women much easier. Whilst excluded historically from decision-making processes, tribal communities are demonstrably more inclined to welcome their participation in new activities and the community generally sees women as a vibrant force with superior management skills. However, to build on this the Programme needs to address two issues: (a) raising the confidence and self-esteem of women; and (b) gender sensitisation amongst the facilitating/support agencies.

16. The approach to the former under the Programme will be to build up women’s own activities through women’s groups, particularly savings and credit SHGs which attract women, in order to increase their confidence and managerial capabilities and to increase their standing in the community. The key role envisaged for leaders of SHGs in the VDC and community processes will automatically draw women into the public domain. However, it will still be necessary to work with women separately in the participatory planning process in order to ensure that women’s different perceptions and priorities find expression in the planning process.

17. For the facilitating and support agencies, gender sensitisation would be incorporated in all their training modules, not so much as a specific module, but as a thematic content underlying the discussion of all issues. Provision is made under Programme management (see Annex 12) for a gender consultant whose principal task would be to devise an appropriate gender strategy for the Programme and appropriate methodologies for deepening the awareness and understanding of the NGOs and other Programme partners (e.g. line departments) on gender issues. In addition, the facilitating NGOs would be encouraged to employ more female staff who can deal directly with women’s issues in the villages, finding ways of using women within the communities if it proves difficult to recruit female professionals to work in the tribal areas.

18. In addition, the Programme would move the emphasis in addressing gender concerns away from the current stress on numbers of women in groups/committees towards identifying and addressing strategic gender interests (workloads, access and control over productive resources, particularly common property resources, economic interests, etc.) within the Programme’s core activities. 

19. The NGOs would also try to improve the effectiveness of the women members of the panchayats, as experience shows that they have a great deal of potential which can be enhanced when backed up by active women’s groups in the village.

III. PARTICIPATORY DEVELOPMENT PROCESS

20. The participatory develop process would involve a number of fundamental building blocks:

(a)
Community mobilisation - directed towards making the community aware of its ability to be involved in decision making and to take responsibility for deciding strategies for development, as individuals and as a community;
(b)
Community institution building – directed towards building the capacity of various community organisations to manage their own development, focusing initially on the development of SHGs and specific interest groups and subsequently helping empowered and performing groups to organically form a Village Development Committee and sub-committees to take on other activities for the benefit of the entire community;
(c)
Participatory planning - directed towards involving the communities in identifying their priority areas of development, analysing the constraints to be overcome and formulating their own development proposals at the household level and at the community level;
(d)
Participatory monitoring and evaluation – directed towards assisting communities to evaluate their implementation performance, analyse their strengths and weaknesses and consider ways of making improvements in implementation. 
21. Since leadership capabilities may emerge as a result of the micro-planning process, the Programme may experiment and explore the benefits of leaving the appointment of the VDC until after the diagnostic analysis of the village has taken place and the village plan has been prepared. In the interim, the focus would be on identifying community members demonstrating interest and initiative and developing them as village planners through giving them training in the micro-planning processes. This would help to generate a greater sense of ownership of the planning process at the village level, with the trained village planners conducting participatory exercises with their communities, assisted by the facilitating NGO. This could provide another role for the youth of the village and will also contribute to empowering the community and internalising the process. 


A. Community Mobilisation

22. Community mobilisation would be directed towards addressing a number of key constraints in the present community structure. Firstly, although communities remain socially cohesive, changes over recent years have resulted in considerable economic stratification and growing marginalisation of the resource poor groups within the community, including the traditional leadership. Secondly, attitudes of the communities have been spoilt by the welfarist approach to development practised during the last three decades. This approach has undermined the initiatives for community action and generated a sense of dependency amongst the communities. Thirdly, the government’s adoption of the household as a unit to deliver target and expenditure oriented schemes has further complicated adoption of community based participatory processes. 

23. NGOs would be contracted by the Programme management to create awareness of the need for participation to improve the livelihood of the communities based on the principles of self-reliance and to guide and assist communities in the implementation of participatory processes. The NGOs would initially select village youth and train them in SHG mobilisation and bookkeeping, and micro-planning and engage them as Animators to assist the community. They would assess the strengths and weaknesses of the existing groups (including those formed under the Mission Shakti) and committees and establish a plan for their revival and restructuring. Wherever necessary new SHGs/user groups would be established. The SHGs (both existing and new) would be provided with capacity building training.

B. Community Institution Building

24. The SHGs/specific interest groups would be the main vehicle for development and the first building block of the development of community institutions. Once SHGs/specific interest groups have gained experience and established their credentials, assumed to be after about nine months, the leaders of performing SHGs would form the nucleus of the Village Development Committee. The SHGs would be evaluated on a quarterly basis
 and the leaders of those SHGs who get a score of more than 60 out of 100 would be eligible to participate in the VDC.

25. Village Development Committee.  For social harmony, the VDC needs to be broad based and representative of all sections of the community. It is suggested that the VDC would comprise around 11 members and should include the ward member of the palli sabha and one other member from the PRI (the sarpanch if desired by the community). Of the remaining 9 members, two-thirds would be drawn from leaders of the performing SHGs/specific interest groups (including both old and new) and one-third would be elected by the palli sabha in its open meeting. It would be the objective to include the traditional leadership of the village in the VDC but this would be at the discretion of the palli sabha.  Members of the VDC will then elect the Chair-person from amongst those members of the VDC who are voters in that particular palli sabha – this is to exclude non-stakeholders from grabbing this office. The VDC would then elect a Vice-Chairman, Secretary and Treasurer and these along with the chair-person would have executive powers and would form the Management Committee of the VDC. The VDC in collaboration with the facilitating NGO would decide the procedures to be followed by the VDC. The palli sabha would approve the formation of the VDC and its procedures. The facilitating NGO would provide leadership training and book-keeping training to the VDC members (see below).

26. The salient features of the Articles of Association of the VDC would comprise:

· at least 50% of the VDC membership, and also Management Committee membership, should be women;

· regular elections of VDC members (yearly); 

· limited tenure (not exceeding two one year terms) of office for Management Committee members;

· a bias towards the resource poor households in development works, land distribution and access to forest resources;

· accountability to the entire community for its actions;

· a transparent management pattern including a regular audit of accounts and performance which is accessible to the entire community.

27. The VDC would be responsible for managing the Village Development Fund (VDF) through which the ITDA would channel funds for financing the activities planned under the Palli Sabha Resource Management Plan (PSRMP). Rules and procedures to manage the VDF would be drawn up (with the guidance of the facilitating NGOs) and approved by the entire community at a Palli Sabha meeting to ensure complete transparency. 

28. The VDC would be responsible for:

· planning of village development activities;

· management of the implementation of development initiatives;

· management of grant funds for infrastructure and other activities including payments to community members for development works;

· organisation of inputs supply;

· helping the NGO in improving delivery of the already existing government schemes;

· extension through training of Village Volunteers as local resource persons;

· monitoring and reporting progress on development works to the Programme management.

29. Prior to development of the Palli Sabha Resource Management Plan, the VDC would be required to enter into a Memorandum of Understanding (MOU) with the facilitating NGO (on behalf of the Programme) signifying acceptance of the basic principles of the Programme, namely to:

· ensure that the majority of the benefits accrue to the marginalised groups and resource poor households in the community; 

· involve all sections of the community (and in particular women) in formulating the development plans for the village; 

· establish a Management Committee (approved by the entire community) from amongst the VDC members to manage the Village Development Fund;

· establish transparent management and accounting procedures open to inspection by the community;

· contribute voluntary labour to the implementation of development activities;

· be responsible for the operation and maintenance of community assets created under the programme.
30. Sub-Committees.  The VDC would elect a Social and Financial Audit Sub-Committee to monitor expenditure and also establish additional technical sub-committees, wherever necessary, or restructure existing committees – such as a Watershed sub-committee, a Participatory Forest Management sub-committee, etc. – as the need arises, by co-opting members for planning and implementation of the Programme activities involving the entire village. These would include VDC members, co-opted members from the community, Village Volunteers, government village level workers, NGO field workers, other officers of the respective line departments, etc. The statutory requirements of the line departments, especially with regard to the Forest Department, with regard to the composition of committees may need to be taken into account while forming sub-committees.

31. Village Volunteers. The community would select community members to be trained as Village Volunteers in a broad range of disciplines – watershed development, agriculture, livestock, etc. - as required by the community to implement its PSRMP through providing technical services to the community members and interfacing with the support agencies. VVs may receive some initial payment from the Programme (depending on the nature of the services provided) with the amount determined by the VDC (within guidelines) and payment routed through the VDC and paid on performance to ensure that the VVs are accountable to the community. But in most instances, after 1-2 years, remuneration of the VVs would be through service charges or from community contributions. Details in different cases are given in the different technical annexes.

1. Participatory Planning Process

32. The participatory planning exercise aims to involve all households in the villages in the process, with both husband and wife representing each household. The planning process is more important than the actual plans which are generated. The planning process will bring together villagers to discuss areas of common concern and find possible solutions and lay out future development trends. It will foster consensus building and empower the villagers to assume responsibility and decide their own future. The empowerment process is meant to lead to self-reliance.

33. In order to ensure an environment for genuine participation by the households, it may be beneficial to undertake the detailed planning exercise in smaller groups, e.g. neighbourhood/hamlet groups, SHGs or occupation groups, where all can contribute to the discussion. Separate meetings should initially be organised for women to explain the objectives and process and to facilitate discussions on their priorities and strategies for development. This exercise should also identify some more articulate and confident women who can present the women’s plans in the context of the wider village meetings. 

34. The planning process will be facilitated by the NGO facilitator and Watershed Development Team (WDT) who will be trained in the relevant techniques and approaches. It is important that facilitators do not impose views and solutions during the process. It is also important that the facilitators encourage marginalised groups and women to participate.

35. Community briefing. The process would commence with a community briefing to be held in each village to explain possible Programme interventions, the participatory planning process and the basic data which the community needs to assemble in order to consider the development of its natural resource base. In order to ensure that the village plan is realisable, the community would also be informed of the ceiling of Programme investment funding within which the community can plan or itself seek additional resources from other sources. The financial resources available per village would need to be adjusted to the size of the village, but indicatively for a village of 70 households the funds allocated for land and water management and ancillary agriculture, livestock, forestry, and rural infrastructure development (excluding credit, training, technical support) amounts to around INR 2 million per village. 

36. Community participatory needs assessment.  The village planners, assisted by the NGO facilitators and WDT, would use a range of techniques, based on what is judged to be most appropriate within the context of each community, to conduct a community participatory needs assessment. The objective would be to assist the community to:

· Examine the nature of the problems faced by poor households and by the wider community;

· Prioritise the needs both as individual households and as a community;

· Consider the strategic options which could be pursued to meet these needs;

· Identify the constraints to be overcome in the process and hence the areas in which some guidance and assistance would be required from the Programme to help the community to overcome the constraints which it is facing.

37. This problem diagnostic exercise may make use of standard PRA techniques such as:

· Time line – to know the history, major events and government programmes in the village.

· Social map – to analyse the demography of the village, access of government programmes by different households and village infrastructure.

· Mobility map – to identify the services and facilities accessed by villagers. 

· Venn diagram – to understand the relationship between different village institutions.

· Well being analysis – to identify the resource poor households of the village.

· Resource map and transect walk – to identify and understand the different resources in the village, analyse access and control over the resources by different groups.

38. The following themes should in particular be investigated: hunger periods and coping measures, poverty incidence, land alienation, migration, wage system, bonded labour system, etc.  Examples of data to be collected are: description of livestock, fodder, milk, rainfall pattern, water storage, water harvesting, surface water, run-offs, agriculture activities, farming systems, forestry, craft, social activities, etc. This data collection would also be guided by the requirements of the village profiles to form the baseline information for impact assessment (see Annex 12). It will be beneficial for the planning process if the facilitators have prepared formats for enumerating data. Mapping is also important for identification and clarification of the location of activities (agricultural activities, grazing areas, common land, etc.). These interactive exercises, masterminded by the village planners/WDT, are helpful in focusing the attention of the community. 

39. Gender concerns.  In addition, the investigative process would stress gender concerns through identifying and to the extent possible, quantifying the potential gains and losses to women as a result of any proposed intervention. Specific issues to be considered would include:

· Pre-project benefits likely to be foregone by women and their households, with special attention to female headed households e.g. when food crops are replaced by cash crops;  when common land is utilised for tree plantations depriving women of access to previously accessible resources such as grazing and fuelwood, etc.

· Workload implications for women e.g. longer distances to be walked for gathering fuel, fodder and other products previously obtained from land now brought under a different production regime; the extent of added labour required of women for Programme activities (such as watering, weeding, protection), and the effect of such additional labour requirements on women’s time and labour allocation and on women’s and household welfare (e.g. curtailing of time allocated to other tasks, increasing reliance on child labour).

· Probable gains to women from planned interventions e.g. improved agricultural production, availability of drinking water; increased availability of forest products (but check for potential conflicts arising between men and women, between commercial and subsistence users), etc.

· Differences, and potential conflicts, between probable gains and losses for women and those anticipated for men, the household in general or the community as a whole e.g. men’s strong preference for timber species crowding out women’s  need for fuel and fodder trees; etc.

40. Once the development actions are identified to address the problems, an interactive session with the community would be held to discuss the feasibility of the interventions. While planning for interventions, the facilitating NGO and the WDT members would assess the techno-economic viability of the proposed interventions and present a menu of cost-effective solutions and development opportunities.

41. Palli Sabha Resource Management Plan.  The outcome of the participatory planning exercise would be a list of development actions covering household based activities and community level activities, together with the resources to be provided by the households/community and the areas in which assistance (financial, technical guidance, training, etc.) is required from the Programme. These plans may initially be drawn up at the hamlet level and consolidated into the long term Palli Sabha Resource Management Plan (PSRMP) for 3 to 5 years. The PSRMP would, however, be a flexible, rolling programme which would be reviewed periodically (at least annually) and revised as new possibilities for community advancement are perceived and new aspirations arise. The PSRMP should contain the following chapters: profile of the village; objectives and description of planned activities within a three year period; bar charts indicating the timing of major events and steps during preparation and implementation; resource requirements and funding.  The latter should include internal as well as possible external resources.  The PSRMP may include activities not included in the Programme e.g. health, literacy, etc. and these would become the focus of convergence with other programmes.  

42. The PSRMP would be presented to the palli sabha for approval. It would then be submitted to  the ITDA for accessing Programme funds and to  the panchayat for inclusion in the panchayat plan for drawing on other resources. The facilitating NGO together with the VDC would work out a clear timetable of operations taking into account the other demands on the community’s time. The PSRMP would be presented as an activity sequencing chart giving a clear calendar of operations for the community to follow. This would be used as the basis for monitoring by the community. Responsibility for management of implementation of the PSRMP would be delegated to the Management Committee of the VDC, which would in turn delegate responsibility to various sub-committees and specific interest groups. The ITDA would channel funds through the Village Development Fund and its managing body.

C. Participatory Monitoring and Evaluation

43. The Programme would assist the communities to develop systems for monitoring and evaluating their performance. First of all, the SHGs would be monitored on a monthly basis and evaluated on a quarterly basis. The SHGs would be rated so as to identify the SHGs that would graduate to form the VDC. A system of self-evaluation would be adopted. 

44. The activity-sequencing chart for implementation of the PSRMP would form the basis for monitoring community level activities. Periodic village level meetings would be held, attended initially by NGO animators and coordinators, to note the progress of works and constraints faced by the community in execution of its programme. The representatives of ITDA would attend some of the meetings. This would also provide a forum for the community to provide feedback to the ITDA management on problem areas that require further investigation. The communities would also be encouraged to evaluate the progress on wider issues such as attitudinal and social change within the communities including the position of women and equity issues and on health, hygiene, education, and malnutrition as measured by stunting and wasting of children under five years of age. 

D. Role of NGOs

Facilitating NGOs

45. The facilitating NGOs would play the key role in mobilising communities and providing training in institution building. The specific tasks of the NGOs are outlined below:

0 - 3 Months

· Prepare a Village Profile for village/hamlet.

· In consultation with Resource NGO establish a system for SHG mobilisation, book keeping and evaluation.

· Train the village level government staff (Anganwadi workers, and Gram Sevaks) along with the NGO Animators.

· Establish rapport with the people through regular visits, staying overnight in villages, accompanying people to their work site, inter‑acting in common places.

· Identify existing SHGs, including those not involved in savings and credit operations, and prepare a plan for restructuring and revitalising them including assisting them to start savings and credit operations. 

· Start new SHGs consisting of self-selected members.

· Train the SHG members on managing savings and credit activities and undertake joint exploration of other group activities.

· Undertake quarterly evaluation of the SHGs.

3 to 12 Months

· Identify Village Volunteers from among the performing SHGs and provide them leadership and book-keeping training. 

· Conduct technical training programmes for the Village Volunteers.

· Initiate efforts and start establishing linkage of SHGs with the formal financial institutions.

· Establish a VDC consisting of leaders of the SHGs which have graduated to the linkage stage and other members elected by the palli sabha and develop Articles of Association for the VDC.    

· Conduct training programmes for the VDC members and organise exposure visits for the VDC and SHGs.

· Attend the SHG and VDC meetings regularly during the first year. Share further information about the Programme's objectives with special focus on the poor, jointly identify possible areas of conflict in advance and initiate step to resolve them, discuss issues regarding women's involvement in decision making roles and introduce topics concerning the environment and the impact of large families.

· Assist the village to draw up the PSRMP - both short‑ and long‑term. Moderate the requirements of the community by: (i) identifying the core causes for the constraints of the society based on the constraints analysis emerging from the initial PRA preceding the preparation of PSRMP; (ii) discussing with the community cost effectiveness of the options proposed in the plan with techno-economic viability dimensions; (iii) harnessing traditional knowledge available with the community to find solutions to the problems; and (iv) assessing and undertaking interventions with the community’s own resources. 

· Initiate the process to form sub-committees to undertake community level activities such as watershed development, Collaborative Forestry Management, etc.

· Interact regularly with the ITDA.

· Ensure that records and accounts of the VDC are adequately maintained and accessible to all.

· Help to conduct a quarterly evaluation of performance in a participatory way; and to maintain records of the meetings.

· Motivate the VDC to access funds from other government programmes and to lobby for change in policies and practices that inhibit the process of democratisation of village institutions, restrict their powers, exclude women from decision making bodies and marginalise the poor.

Resource NGOs/Institutions

46. The facilitating NGOs would draw on the support of Resource NGOs/institutions to provide technical guidance and support. These institutions would also help in:

· undertaking a Training Needs and Strengths Assessment (TNSA) of the NGO, ITDA and line department staff for undertaking Programme implementation;

· training of Trainers to help in developing a critical mass of trainers at the district level;

· developing guidelines for savings and credit operations of SHGs, book-keeping requirements of  VDCs, etc;

· training of NGO staff and village level government staff in social mobilisation, savings and credit activities of SHGs,  book keeping for VDC, etc. 

IV. PROGRAMME INPUTS

47. The Programme inputs would comprise:

· Engagement of facilitators (NGOs, etc.)

· Capacity Building 

-
NGOs

-
Government partners 

-
Community institutions

· Start-up investment support.

A. Engagement of Facilitators

48. The Programme would contract facilitating NGOs to provide field workers to mobilise SHGs and strengthen the capacity of existing groups
. Whilst the facilitating NGOs would be free to determine their own operational modalities in line with their own experience (within the broad budgetary allocations), an indicative operating pattern is described as the basis for costing. Under this it is envisaged that one NGO Animator (recruited from the local communities) would service two villages. However, NGOs may prefer one Village Animator per village paid a lower honorarium. From the fifth year of the programme onwards, the responsibility of paying the honorarium of the Village Animator would be shifted to the VDC. This would facilitate preparing VDCs for take over of the developmental responsibility without external agents. The field workers of the NGOs, where possible, would be selected from out of the school dropouts of the village. This is to build local capacity and also to constructively engage local youth. 

49. Three NGO Animators would be supervised by a Cluster Coordinator. The main functions of the Cluster coordinators would be to: (i) provide backstopping to the NGO Animators in social mobilisation and micro-planning; (ii) monitor performance of SHGs; (iii) monitor performance of NGO Animators; and (iv) ensure required co-ordination between the NGO Animators at the village level and the NGO Watershed Development Team members at the block level. 

50. The facilitating NGO will in many instances also provide the technical support services to the communities either through recruiting its own technical staff for the Watershed Development Team or forming partnerships with the line departments. The options are discussed in Annex 12. 

B. Capacity Building

Training Needs and Strengths Assessment (TNSA)

51. A resource NGO/institute would be contracted to undertake a Training Needs and Strengths Assessment (TNSA) for all Programme partners covering the facilitating and resource NGOs, ITDAs, other participating government departments and the PRIs in order to identify their strengths that may be used for cross-group learning as well as needs for their own strengthening. For the facilitating NGOs some of the key areas for strengthening likely to be identified are building their capabilities for conducting PRA and participatory planning, undertaking TNSA for the beneficiaries, preparing training curricula and materials and conducting management training for the beneficiaries. The TNSA would enable the training provided for the different partners to be tailored according to the needs assessed.  Allocation is made for engaging a consultant for one month for undertaking this activity. The TNSA would also make recommendations on the partner organisations to deliver the training programmes and also the course content.

NGO Capacity Building

52. Training of NGO Animators and Cluster Coordinators.  Adequate training would be provided to the NGOs in the key areas of assistance. It would cover two broad areas. These are: (i) SHG development which would cover social mobilisation, accounts and book-keeping, monitoring and evaluation and institutional linkages; and (ii) participatory processes in community institution building; micro-planning and preparation of the PSRMP. 

53. SHG development training would cover the following major topics:

· gender sensitisation;

· participatory processes and social mobilisation;

· methods of communication and importance of feedback ;

· wealth ranking and identifying resource poor households;

· assessing compatibility;

· exploring the credit needs, credit sources and savings ability of the group members;

· facilitating SHGs to evolve their own rules and modifying rules with experience - important aspects to remember while framing rules of the SHGs and to make the group own the rules;

· accounting system for SHGs;

· building group control over common fund;

· establishing linkage with formal financial Institutions;

· monitoring system and self-evaluation of SHGs.

54. Participatory Processes and Micro-planning training would cover:

· participatory Rural Appraisal techniques;

· participatory poverty analysis;

· social mapping techniques

· seasonality Analysis;

· time line preparation;

· resource mapping;

· mobility map preparation;

· constraints analysis.

55. Allocation would be made to train all NGO Animators and Cluster Coordinators in the above two training programmes. The SHG development module would be a 14-day training programme with visits to performing SHGs. It is expected that these training programmes would be conducted within the districts.  The module on participatory processes and micro planning would be of seven days duration with hands-on training in village level micro planning. 

56. In addition, the Cluster Coordinators would be trained in two additional modules of three days each. These are: (i) SHG and Animator Evaluation; and (ii) Management Information System (MIS) and documentation. Each course would be for 3 days and training would be provided by the Resource NGO for the SHG evaluation and by the ITDA Monitoring Officer and M&E Agency for the MIS course. The content of the SHG evaluation would include techniques for ranking the performance of  SHGs, strategies for up-grading weak SHGs and staff appraisal techniques. The course content of the MIS and documentation course would include selection and application of monitoring indicators for different activities, concurrent evaluation techniques, reporting techniques and compilation of village profiles. 

57. The Village Animators would also receive training in SHG and VDC management and book-keeping. This would include the maintenance of simple ledgers and summary accounts by the SHGs and VDCs, group management skills including conflict resolution, and operational procedures such as running of meetings, agendas, minute taking, record keeping, reporting to the Palli Sabha, etc.  Each course would be for 7 days and training would be provided by the facilitating or resource NGO with the training held at the NGO training centre. 

58. Training of NGO Senior Management and Watershed Development Team. The capability of NGOs in undertaking watershed development activities is limited. Allocations would be made to train representatives of the senior management and of the Watershed Development Team (WDT) employed by the facilitating NGO in a range of skills. Services of experienced watershed development experts and institutions such as MYRADA and SEARCH in Bangalore, MANAGE and NIRD in Hyderabad, and Watershed Organisation Trust (WOTR) in Ahmednagar would be utilised. Allocations would be made to train staff of each facilitating NGO contracted under the Programme. This training would cover two main areas – management skills and technical skills. Under management skills training, provision would be made for: (a) two persons per NGO to be trained in grassroots management for 15 days including evaluation and capacity building of community institutions, coping with elitism and social stratification, etc.; (b) training of all WDT members and key head office staff in micro-planning techniques for 7 days; (c) training of all WDT members and key head office staff in the MIS system for 7 days covering similar topics to the course provided for the field staff; and (d) training of two persons within the NGO in conflict management to act as trainers for internal training programmes for Programme staff in order to equip them with the necessary skills to deal with these issues. 

59. The technical training for the WDT would include land and water management techniques, agricultural development, forestry, micro-finance, etc. for the appropriate team members – training would frequently be provided together with the relevant government officers. The details of the training is provided in the respective technical annexes. In addition, allocation would also be made for exposure visits by the NGO staff. 

60. Training of Resource Persons/Trainers. Development of resource persons for delivering programmes at the district level in essential. Such an effort would improve cost effectiveness of training. The Programme would identify resource persons belonging to the NGO sector (facilitating or resource NGOs), government training institutions and/or private sector organisations and provide a training of trainers programme. Three areas are identified for training: community mobilisation, micro planning and grassroots management. Allocations would be made for providing 15 days training for two resource persons per district.  

61. Conflict management.  In addition, a resource NGO/institute would be trained in conflict management in order to be able to act as a trainer of trainers for the facilitating NGOs.  The primary training to be delivered would include experiential and pragmatic training in the principles and tools of conflict management, the development of locally understandable decision rules about when and when not to intervene in conflicts, and, above all, how to develop confidence, experience and sources of support. Hence, the objective would be to design a relevant training through a combination of case studies, training-room based workshops and actual field work to develop the ability of the various Programme implementers to:

· conduct practical stakeholder and conflict analyses relevant to the Programme context;

· analyse the relative merits of various individual and institutional approaches to managing natural resources conflicts present in the Programme areas and relevant contexts elsewhere;

· develop approaches to building and maintaining effective relationships for the purpose of analysing and managing conflict;

· develop communications and creative thinking skills;

· develop skills and tools in facilitation, negotiation, mediation and brokering;

· develop processes for monitoring and managing conflict in the context of the Programme;

· develop confidence and experience with decision rules about intervening (and if so, how) or not intervening (and if so, how not to intervene), in a conflict situation.

Training of Government Partners


62. The Programme intends to train and reorient the village level government staff (anganwadi workers and village level workers (gram sevaks)). These staff members are used by the government organisations to deliver anti-poverty programmes. These government staff would be actively engaged by the facilitating NGOs to ensure that the anti-poverty government programmes are delivered as planned in PSRMP. The Programme would make allocations for training all the village level government staff of the Programme villages.  They would undergo training programmes similar to that of NGO Animators. 

63. In addition, selected district level and block level technical staff e.g. Soil Conservation and Irrigation engineers, Junior Agricultural Officers, etc. would be included in the technical training courses provided for the WDTs. This would ensure that the new approaches and technologies introduced under the Programme spill over into the wider watershed development activities implemented within the districts. Where disciplines are not included in the WDT, e.g. livestock, the line departments would provide the frontline staff for assisting the communities. Training would be provided to Forestry Department staff in the Participatory Forest Management concepts to be introduced under the Programme (see Annex 6 for details). Training would also be provided to Soil Conservation Officers (see Annex 5 for details); Agricultural Officers (see Annex 7 for details), to the Livestock Inspectors in improved animal husbandry (see Annex 8 for details). These costs are included in the cost table on Capacity Building of Support Agencies (see Annex 13, Appendix 2, Table 3.)
Training of Communities

64. Training would be provided for: (a) SHGs; (b) members of VDCs and sub-committees; and (c) Village Volunteers. The facilitating NGOs would be responsible for coordinating and undertaking these training activities.

65. Training for SHG Members. Training of all the community members is required in order to assist the community to obtain a new perspective on the equity issues and also rights of the community. SHG meetings would be the focal point to deliver these training programmes. The objectives of the training would be to:

· raise the awareness of the entire community to the need for their involvement in development programmes and to their ability to participate effectively at every stage, namely in identifying, planning, budgeting and implementing such programmes;

· provide them with information relating to legal rights and also different schemes of the  government;

· raise awareness of the community on forest degradation, impact of podu cultivation on the environment, and the linkage to forest degradation to depletion of water sources;

· revisit the traditional culture of interdependence amongst communities, identify the interests of various groups in the community and to initiate mechanisms that can reconcile conflicting interests;

· equip the community with the basic skills in health and hygiene and also skills required to manage programmes as well as natural resources.

66. Training of the SHG group members would be an essential part of the empowerment process.  Seven general training modules, each lasting one-day, have been provided for each SHG in the village. These would cover:

· gender sensitisation;

· group dynamics and management;

· leadership;

· maintenance of village infrastructure;

· Panchayati Raj System of decentralised governance;

· tribal rights;

· communication and self-evaluation.

67. These modules would be supplemented by regular inputs by the NGOs in the course of their interactions with the village in informal meetings. Simple materials, based mainly on visual supports with simple language, will be prepared for these modules.

68. Grassroots Management Training.  Thereafter the facilitating NGOs would develop training programmes and training modules and undertake management training, consisting of four modules of 2 days, for the group members.  Each module would be delivered with a gap of about three months so that the group members are exposed to operational issues to make the training programme more participatory.  Trainers would engage the women/men in role play and skits; solicit proverbs or songs to make a point and use story boards, images and drawings instead of words on paper. Trainers would lay no emphasis on lecture but would facilitate discussion amongst the participants.  Questions would be asked during the training programme to provoke debate so as to draw out the vast store of collective knowledge of the group members.

69. Other Needs-based Training.  Provision is also made for training in other areas identified as needs by the SHGs which could include health, nutrition, functional literacy, entrepreneurship, environmental issues, etc.

70. The details of training programmes for SHGs on savings and credit management are detailed in Annex 9.

71. Training for Executive Members of the VDC and the Sub-committees.  Executive members of the VDC and also the sub-committee members would undergo training, which would enable them to:

· introduce the concept of self-reliance and working together for the benefit of all;

· accept change as an integral part of institutional growth;

· introduce change within the institution in order to make it more representative of all sectors and its functioning more transparent and accountable;

· introduce adequate checks and balances so that power does not become concentrated in the hands of a few;

· improve their skills in information gathering, negotiation, persuasion, conflict resolution and problem solving;

· important procedural aspects required for the efficient operation of institutions viz. meeting procedures, voting procedures, record keeping, agenda and minutes, accounts and basic financial analysis;

· preparation of financial reports and statements for submission to the programme  management and for accountability to the community;

· banking procedures;

· preparation of cost estimates and budgets, financial monitoring, auditing, monitoring of programmes;

· train the remaining members of the VDC and its sub-committees; 

· preparation of progress reports for programme management and for the community;

· collection of monitoring statistics. 

72. These modules would be held partly at training centres and partly in the village. Simple training packages would be provided to the trainees to facilitate those trained to train other members of the community. Such village level training would be backstopped by NGO Animators. A six-day training is proposed for six persons per watershed. 

73. Training of Village Volunteers. The programme would also fund training of Village Volunteers in areas of specific interest emerging from the PSRMP. These are likely to encompass training of Watershed Master Trainers, Livestock Link Workers, Participatory Forest Management (PFM) workers, Village Agricultural and Horticultural Volunteers, and Non-Timber Forest Products (NTFP) processing volunteers. The details of the Village Volunteer training are given in the respective technical annexes.    

74. Development of Training Modules. Allocations are made for engaging resource NGOs/institutions to develop training modules particularly for grassroots management training and for developing the VDC accounting system. In addition, a micro-finance consultant would be engaged to prepare guidelines for SHG evaluation linkage programme, savings and credit activities, etc.  

75. Exposure Visits. Visits to areas where participatory processes have brought benefits to the community can bring about significant changes in the mindset of communities. It would reduce the risk perceptions of the community members in the interventions and practices proposed and help in technology adoption. The Programme would provide for such exposure visits to areas where participatory development processes have been adopted, new institutions created to perform non-traditional functions effectively or where uptake of new technology in agriculture, horticulture and related activities have significantly improved the standard of living. Initially, these visits would need to be to other areas within the country but, as the Programme progresses, visits would be made to successful Programme communities within the Programme districts. Allocations are made for three-day exposure visits for the SHG leaders and VDC members. 

C. Start-up Investment Support

76. Start-up Kits for VDCs and SHGs.   The programme would assist the VDCs and SHGs with the basic materials required for them to function effectively including a strong cash box with double key locking system (as access to banks for deposit of money is limited), steel trunk for storage of documents and records, accounts and minute books, and other miscellaneous requirements.  

V. IMPLEMENTATION ARRANGEMENTS

A. Selection of Implementing Partners

77. The Programme would bring NGOs as partners for assisting grassroots institutions in implementing their programmes. One facilitating NGO per block to cover 12 micro-watersheds would be contracted by the ITDA, in line with the criteria agreed for implementing their programme. These NGOs would be supported by resource NGOs and/or other private service providers, for specific technical support. The resource NGO or the private service providers would be brought as Programme partners mainly with the objective of obtaining technical and specialist services in the areas of watershed planning, livestock management, etc. They would be selected on the basis of technical competence, their understanding and experience of tribal communities, professionalism, accumulated knowledge base in evolving solutions best suited to the communities, awareness and sensitivity to gender issues, and poverty focus and concern for equity. 

Facilitating NGOs

78. The ITDA would invite proposals from NGOs interested in collaborating in the implementation of the Programme (see Appendix 1 for indicative terms of reference). This would be done by advertising and inviting expressions of interest from suitably qualified and experienced NGOs to provide the required services. The expressions of interest would be reviewed and a short list made of NGOs who would be requested to provide a technical and financial proposal for undertaking the tasks proposed under the Programme. The NGOs would be expected to clearly define their exit strategies in their proposals to ensure a focus on building self‑reliance within the communities assisted. These proposals would be evaluated and one facilitating NGO would be identified to handle development activities in the villages covering 12 micro-watersheds. 

79. The selection of NGOs would be guided by the following criteria:

· the NGO should be a registered body under the relevant Law.  It should maintain its accounting records and, preferably, have properly audited annual statements of income and expenditure with at least 3-5 years of experience in implementing programmes funded by the donors;

· ability and orientation to constructively engage the government in developmental efforts; 

· the orientation and philosophy of the NGO should conform to the essential features of the programme design viz. adherence to participatory processes; belief in the objective of self‑reliance and empowerment of village institutions, bias towards the marginalised groups; experience in the formation of affinity groups, preferably groups managing credit and involved in income generating activities, and experience in capacity building of grassroots institutions including the basic systems required - namely, records, accounts, formal meetings and feedback systems. If an NGO has the requisite orientation and a good track record but lacks specific experience in institution building and other technical aspects, it can be provided with adequate exposure and training;

· the NGO should demonstrate an openness to learn and absorb new strategies and ideas;

· the NGO is either based or amenable to establishing a base in the Programme area, has field experience in the area and has an adequate number of field level staff with a clear understanding of the socio‑economic, cultural and political situation of the area.  The NGO should also have excellent communications skills and good rapport with the community;

· as the NGOs participating in the Programme  would be part of a larger effort involving other NGOs, as well as public and private institutions, the NGO should be able to work as a team and adjust to varied operational modalities;

· the NGO should have internal stability so as to ensure long‑term support to the Programme.  It should function with transparent accounting systems which are open to inspection;

· the NGO should be engaged in secular operations (i.e. development activities of religious NGOs should not be associated with proselytising) but should not be affiliated with any political organisation;

· the NGO should be willing to sign a memorandum of understanding (MOU) with the government, committing itself: (i) to pursue the objectives of the Programme; (ii) to make changes to its strategy and systems if they obstruct the achievement of Programme objectives; and (iii) to attend meetings and to contribute to the feedback systems and procedures required by government including regular reporting. The signing of the MOU is a precondition to entering into a contract with the NGO for the programme outlining clearly its role and function.

80. The facilitating NGOs would be contracted for social mobilisation for undertaking:

· community mobilisation and awareness raising on legal and land issues;

· assessing strengths and weaknesses of existing community institutions and SHGs and negotiating necessary modifications in their structure and establishing new SHGs where necessary;

· training SHGs in savings and credit activities and other joint income generating activities;

· evaluating their performance and establishing bank linkage programme;

· establishing VDCs and providing necessary inputs for their capacity building;

· training VDCs and SHGs in management skills;

· ensuring the participation of the marginalised groups in all programme activities;

· undertaking micro-planning exercise;

· supervision to help VDC to implement interventions. 


81. Selection of NGOs with the right orientation and experience is crucial for the success of the Programme. It is therefore necessary to evaluate the performance, outlook and attitudes of the NGOs that wish to participate. Before selecting an NGO, the ITDA needs to make sure not only that the NGO is reliable and committed, but that it has the potential to achieve the Programme’s objectives and is in harmony with the Programme’s emphasis on participatory processes and institution building. 

82. The Watershed Mission, Orissa has issued detailed guidelines for selection of NGOs as PIAs (project implementation agencies) in November, 2000. This is to ensure that NGOs are selected on objective criteria, and element of bias and subjectivity is eliminated to the extent possible. These guidelines may be kept in mind while evolving indicators for selecting the NGO. The selection of the NGOs by the ITDAs would require the approval of the PSU.

Resource NGOs/Institutions

83. The PSU/ITDA would also identify capable Resource NGOs/Institutions to provide requisite backstopping and training support. Specific contracts would be provided to Resource NGOs/Institutions to undertake studies, preparation of guidelines and conducting training programmes. The PSU/ITDA would initially carry out a pre-qualification of Resource NGOs available in the State and also outside the state which would involve compilation of the technical capabilities of the Resource NGOs/Institutions and short listing them after assessing their experience and core strengths. Thereafter, terms of reference for a particular task/activity would be circulated to pre-qualified Resource NGOs and Institutions for submission of a technical as well as a financial proposal. The technical proposal would consist of the processes to be employed for undertaking the specified activity. The financial proposal would contain the cost estimates and mode of payment. The PSU/ITDA would evaluate the proposal and a contract would be provided to the Resource NGO/Institution submitting the best proposal. All selections of Resource NGOs/Institutions would be approved by the PSU in the case of ITDA selection and by the Management Committee in the case of PSU selection.   

Contractual Arrangements 

84. A formal contract would be signed between the contractor (facilitating NGO/Resource NGO/Institution) and the PSU/ITDA clearly specifying the objectives and the underlying principles and spirit of the Programme together with a clear statement of the tasks of the contractor incorporated in a detailed terms of reference. The contract would also stipulate the reporting requirements on progress expected from the contractor and its obligation to attend review and planning meetings for the Programme as requested. The contractor would be expected to submit a quarterly work plan accompanied by a progress report of the previous quarter. Initial payment would be made in advance for amounting to around 33% of the annual salary and administrative costs. The release of the second and subsequent instalments would depend on submission of utilisation certificates and review of the Programme implementation by the ITDA
B. Formulation of the PSRMP

85. The facilitating NGOs/WDT would work in partnership to assist the communities in the formulation of the PSRMP. The NGOs (and their partners) would be completely responsible for supporting all activities from social mobilisation, micro-planning to implementation of the interventions proposed under the micro-plans. The Programme Technical Officers based in ITDA would provide necessary backstopping to the NGO coordinators and would provide an assessment of the feasible development opportunities for the community based on the physical parameters of the location and marketability of crops from the area. The NGO facilitator would assist the community in the process and in particular would ensure that all the marginalised families in the community are fully involved. Once formulated, the PSRMP would be approved by a meeting of the Palli Sabha before submission to the ITDA. The ITDA would aggregate the PSRMPs of the Programme villages to form the Annual Work Plan and Budget for the ITDA which would be approved by the Governing Body of the ITDA and submitted to the Programme Steering Committee for final sanction. The VDC should get a preliminary response from the ITDA, either confirming tentative approval or suggesting revisions, within 30 days of receipt by the ITDA.

C. Implementation of the PSRMP

86. The community would be responsible for executing all the programmes of works planned for the village. First, the PSRMP would be prioritised and the activities which the community can undertake without funding or using funds from the SHGs would be separated and efforts would be initiated to implement these activities. These activities are mostly household focussed.  Activities benefiting the entire community would be undertaken by the sub-committees established by the VDC. Details of the implementation arrangements for such community level activities are given in the individual component Annexes.  The VDC would establish specialised sub-committees to undertake community level activities. For communal works, such as village roads, drinking water, community buildings, etc., the Community Infrastructure Sub-Committee would be responsible for managing implementation of the schemes. In the case of watershed development, a Watershed Development Sub-Committee would be responsible. 

D. Funds Management

87. The responsibility of funds management would be devolved to the Palli Sabha. The VDC of the Palli Sabha would establish a Village Development Fund (VDF), for administering grant funds for implementation of the PSRMP activities. The Chairman, Secretary and Treasurer would be the sole signatories for the VDC account with two signatures required for any transaction. An initial tranche of funds, equivalent to 3 months estimated expenditure, would be released to the VDF by the ITDA based on the quarterly expenditure projections made in the PSRMP budget. The specialised sub-committee would be responsible for implementing the activities. These sub-committees would submit progress report on works undertaken by members of the community and submit a check measure report to the VDC. The Executive Committee would review the progress and check measure report and release funds to the sub‑committee. The VDC would thereafter, on a monthly basis submit accounts to the ITDA providing details of the works undertaken and expenditure incurred. ITDA would reimburse the amount spent to the VDC. 

88. The VDC would appoint a Social and Financial Audit Sub-Committee to undertake social audit of the accounts. The committee would audit the accounts and place the details twice a year before the Palli Sabha. The facilitating NGOs would assist the audit sub-committee to undertake this task.  

89. The Accountant in the ITDA would make thorough checks of the statements and make investigations with the communities to verify the figures and receipt of payments before releasing the subsequent tranche of funding. The Accountant would also seek a report from the facilitating NGOs on utilisation of funds. The Accountant of the ITDA along with the accountant of the facilitating NGO would audit the accounts of the VDC and also inspect the works.

90. The ITDAs would also appoint Chartered Accountants to audit the VDC accounts. The flow of funds as well as Programme activities would be stopped to any VDC with audit remarks about misappropriation.

VI. MONITORING INDICATORS

91. Whilst the final indicators to be used for monitoring participatory development would be established through participatory processes involving the communities at the commencement of Programme implementation, an indicative list of indicators is provided below.

Performance Indicators

92. The following performance indicators would be considered:

· No. of SHGs that have graduated to form VDC

· Proportion of women and men members in VDC

· No. and type of sub-committees formed

· No. of PSRMPs drawn up

· Level of assistance required for book-keeping and funds management

· No. of NGO staff and government staff trained in participatory processes, gender and technical skills.

Impact Indicators

93. The following impact indicators would be considered:

· No. and types of interventions undertaken without Programme assistance
· Women have become accustomed to participating on an equal footing in the public domain.
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Appendix

1.
Terms of Reference for NGO

� 	The palli sabha comprises all the voters (i.e. adult males and females) in the village


� 	This would include SHGs formed by the Mission Shakti


� 	Evaluation process is outlined in Annex 9 on Rural Financial Services


� 	Alternative arrangements where suitable NGOs are not available are described in Annex 12


� 	Costs are included in the cost table on Capacity Building of Support Agencies (Annex 13, Appendix 2, Table 3)





