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1.0 OBJECTIVES

The multi-dimensional concept of rural development makesit imperative that
resources other than government are also selected and systematically
channelised. Voluntary effort, which represents one such resource, is
increasingly gaining importance in organising and mobilizing support for the
rural development programmes. After reading this unit you will be able to :
e describethefeatures of voluntary organisations,

e delineatetheir roleinrural development;

e assessgovernment’spolicy onvoluntary effort;

e listthestrengthsand limitations of voluntary organisations;

e  describe some of the problemsfaced by voluntary organisations; and

e suggest measures for promotion and strengthening of voluntary effort.

1.1 INTRODUCTION

Voluntary effort in Indiahasawaysbeen anintegral partitssocial and cultural
tradition. Voluntary organisations (V Os) have their rootsin the people and, as
aresult, can respond to the needs and aspirations of the community effectively.
It is important, therefore, that you are able to make a realistic assessment of
the voluntary effort. In this unit, we shall take a brief look at the concept of
voluntary effort, the development of voluntary organisation (VOs) inIndia, the
role of VOsin rural development and some of the problems faced by them in
the course of their work. We shall also deal with the governmental policy on
voluntary effort and suggest what steps can be taken to strengthen and improve
the work of VOs.
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1.2 CONCEPT

Voluntary effort, asthe term implies, is an effort from one’s own volition for
thewelfare of other fellow beings. It involves an active participation of people
initsendeavour of socia and economic well-being of the community. Voluntary
effort aims at helping people to help themselves by mobilizing their own
resources, tapping their potential, collectively finding solutions to their
problems and implementing them to realize their goals. It is often the outcome
of efforts of leaders and activists to mobilize people and motivate them to
achieve certain growth oriented goals. Voluntary effort need not alwaysbein
conformity or consistency with the current policies and programmes of the
State. Quite a number of such voluntary efforts are of the nature of social
activisminwhich individualsand groups organi se themsel vesin protest agai nst
unjust national, state or regional policiesand programmeswhich neglect issues
of development, especially related to the marginal groups, and, at the same
time seek an alteration in the current social and economic systems and
structures. Let us discuss some of the characteristics of voluntary effort.

i) People' sParticipation

Theterm * peopl €' s participation’ issometimes used in the sense of participation
in response to the call of an external agency, whether governmental or non-
governmental, for supporting its policies and programmes. In this sense it
conveys the same meaning as public cooperation. However, in its true sense,
people’s participation implies participation at all stages, i.e planning,
programme formul ation, implementation, decision making, sharing of benefits,
monitoring and evaluation.

Devel opment programmes concelved and devel oped with peopl € sparticipation
are closer to the ground realities. They are rooted in the community and
perceived asitsown activity. Peopl€ s participation isadvocated on the ground
that it is a potent instrument for empowering people and bringing in an
improvement in the situation which is sustainable.

Voluntary effort issometimes used i nterchangeably with people' sparticipation.
However, thetwo terms have much in common but they are not quiteidentical.
Can you say how peopl€’ s participation isdifferent from the voluntary effort ?
Isthereany differenceat all ?Let ustake an exampletoillustratethis. A group
of people may decideto work for the programme of adult education and set up
aV O to undertakethis programme. Thiswill beregarded asavoluntary effort.
The organisation would plan programmes and map out the strategies. It may
not involve the peoplein the process of planning, programme formul ation and
for devel oping tools of monitoring and evaluation. However, if the programme
of the VO isto becomeeffective, it will need the active participation of members
and representatives of the community i.e. peopl€e’ s participation at all stages,
from project formulation, management to evaluation.

i) TheThird Sector

In a societal context, VOs constitute the “third sector”, the first and second
being the* government” and the market” or private business. The*third sector”
(VOs) is aso known as the “independent sector”, emphasizing the important
roleVOs play asindependent force outside the realm of government and private



business, though, in financial terms, this sector depends heavily on both the
government and private business.

Asfar aslaw is concerned the various Trust Acts, the Societies Registration
Act and the Income Tax Act only refer to a“charitable purpose”. A number of
V Osthough forced to register under some of these rather archaic Acts, do not
quite identify themselves as “charitable” or their work as being “charitable
purpose’. Thisis particularly so with regard to devel opment-oriented VOs.

It isafact that more than one and half century old Societies Registration Act,
of 1860 and the Indian Trusts Act 1882 operating in various states are not
broad enough to cover regulations regarding organisations working in areas of
developmental support and activities. Perhapsit would be better to have anew
and separate |l egidation to cover these organisationsthat work for humanitarian
causes, but do not fit suitably under the traditional mould of a “charitable
purpose”. Devel opment organisations, today, encompass awide-ranging field
of activities, including designing and implementing innovative devel opmental
programmes in various sectors of development, in various areas of research,
reporting, documentation and training to support grassroot initiatives and also
involves high technical and technological outputs.

What is the key factor that distinguishes an ordinary organisation from a
“voluntary organisation” ?1n our opinion, itisthe significant input that volunteers
give to the management and operation of the organisation. It isthisfactor that
gives VOs the other commonly used name “non-profit” or “not-for-profit”
organisation (NPO). “Non-profit” or “not-for-profit” emphasizes the fact that
the organisation does not exist primarily to generate profits for its owners,
managers or members.

“Non-profit” or “non-for-profit” does not mean that the organisation must run
at a perpetua loss and never even dream of income, surplus or profits. Far
fromit the NPO may certainly derive profitsfrom extension of servicesor sale
of products, etc. What it cannot do isto distribute the profits among trustees,
members of the managing committee, etc. In other words, the NPO may be
“income-generating” or “ profit-making”, but it cannot be“ profit-distributing”.

SomeV Osal so prefix theterm “ private” and call themselves Private Voluntary
Organisations (PVOs). Private, here, indcates that the organisation is
institutionally separate from the government. Hence, government-formed
organisation like National Dairy Development Board (NDDB), Council for
Advancement of People’s Action and Rural Technology (CAPART) etc., do
not fall under the PV O category.

SomeV Osliketo call themselves non-governmental organisation (NGOs). This
IS, once again, to emphasize that the organisation is not controlled by the
government or any other outside agency.

So we have VOs that call themselves NGOs, PVOs, NPOs and a relatively
new bread that choosesto designateitself as“civil serviceorganisation” (CSO).
One wonders, what's next? However, there are certain common factors that
characterize these organisations. These include:

Formal I.e., ingtitutionalized to some extent — if not registered, at
least having a definite programme or aims and objectives,
as also rules and regulations of governance.

Voluntary Effort in Rural
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Private I.e., institutionally separate from the government.

Self-governing  i.e, not controlled by the government or any other outside

entity.

Not-for-profit i.e., involving some meaningful degree of voluntary

participation; either in the actual conduct of the
organisation’sactivitiesor in the management of itsaffairs.

Non-religious i.e., not primarily involved in the promotion of religious

education-this automatically excludes temples, churches,
synagogues, mosgues, religious congregations, where
religiousworship takes place but includesall not-for-profit
service organisations affiliated to religiousinstitutions, e.g.
schools run by the Arya Samaj or Christian missionaries,
etc.

Non-political i.e., not primarily involved in promoting candidates for

elected office, etc.

In other words, religious institutions/congregation, political parties,
cooperatives (at |east those controlled by the government), mutual saving banks,
mutual insurance companies and government agenciesfall outsidethe purview
of our definition of NGO, PVO, NPO, CSO, etc.

i) Features

Voluntary effort and peopl€’ s participation are often institutionalized through
the setting up of aVO. You may have by now some notion of the features of
VOs. Let us now try and enumerate them :

VOsareformed through theinitiative of personsinterested in the welfare
and development, particularly of the disadvantaged sections of society.
These persons have asense of commitment and dedi cation and are spurred
by social consciousness.

Membership of VOsis purely voluntary.

While some VOs may have specific areas of interest, others have macro-
level and more global objectives.

VOs are neither formed nor run for profit-making.

VOs are governed by their own set of rules and regulations and do not
function under the administrative control of the government. Some do,
however, seek grants-in-aid from government for which they arerequired
to fulfill certain conditions indicated in the grants-in-aid rules.

Most of the VOs are registered under the Societies Registration Act of
1860 or similar Acts of the state governments. Such registration entitles
them to receive grants-in-aid from the government.

Therole of VOsin promoting national development has been considered vital
on the following grounds :

V Os have afirst-hand experience and knowledge of needs, problems and
resources at the grassroot level.



e VOsarecloser to the people.

e Thecommitment and zeal of voluntary actionisin striking contrast to the

rigid bureaucratic systems.

e The voluntary sector is more responsive and can operate with greater
flexibility. It learnsmore easily from past experience. Voluntary actionis
far more cost-effective as it can reduce overheads and does not have an

elaborate bureaucratic set-up.
VOsand NGOs

Y ou have probably heard of theterm Non-governmental Organisation or NGO.
How do you differentiate an NGO from a VO? Some people use the two
Interchangeably while others use the term NGO to mean awider entity which
encompasses VOs. Both the VOsand NGOs, areinvolvedin activitieswhich
are outside the government sector; however, all NGOs are not voluntary in
nature. Let us now take alook at some of the differences between NGOs and

VOs.
VOs

i) VOsareinitiated by individuals
or groups of individuals for
welfare and development. They
frame the memorandum of
association, rulesand regulations
and system of governance. VOs
may or may not be registered
under an appropriate Act.

i) VOs receive funds from donor
agencies which may include
NGOs.

i) VOs formulate their own
strategies, policies and
programmes.

NGOs

NGOs are initiated, sponsored and
constituted in India generally by
government as autonomous bodiesfor
pursuing some specific development
objectives. As per government
directives they too have their own
memorandum of association, byelaws
etc. NGOs are registered under an
appropriate Act.

NGOs receive funds mainly from the
government multilateral/bilateral
funding agencies and channelisethem
to VOsfor implementing programmes.

Policies, programmes and strategies of
NGOs are influenced by government
directives. Inclusion of government
representativesin the governing body
often as Chairman, or in the Executive
Committee as President, facilitates
this. The government thus exercises
some degree of control in the
functioning of NGOs constituted by
it. NGOs are required to obtain
clearancefrom government in several
matters of policy and programme
formulation.

Voluntary Effort in Rural
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Iv) VOs show a wide variation in
terms of size, scale of operation,
organisation and structure. Most
aresmall organisations, theseare
characterized by a large degree
of non-formal style of
functioning.

v) VOs have usually motivated
leadership and committed. Their
main promotersare honorary and
are spurred by thedesireto serve
society.

vi) VOscan beboth non-political as
well as politically or
ideologically oriented.

vii) VOs can be of the nature of
activist organisations which
challenge and protest against the
unjust and unresponsive
established social and economic
structures and institutions.

Code of Conduct

NGOs are usually much larger and
complex in their organisational
structures. They are formal
organisations, and rules, regulations
and procedures characterize their
functioning.

NGOs depend on professional paid
functionaries and a hierarchical
structureto carry out the programmes
and activities.

NGOs are usually non-political in
nature and are guided by professional
and not political compulsions.

NGOs work within the framework
of established social and economic
structures. They seek changes
through the prescribed institutional
framework.

While service, welfare and developmental organisationsplay avita roleinthe
progress of the country, there are afew that tend to give the entire sector a bad
name. Organisational ethics are the pillars of moral order and discipline.
Therefore, our basic and fundamental expectation would be:

e All office-bearers, staff and volunteers of the organisation should maintain
high standards of integrity and ensure that funds are not utilized for their
benefits or for the benefit of their relatives and friends.

e No activity of the organisation should be used to promote the business or
political interest of its office-bearers, staff or volunteers.

e A person holding an elective officein the government should abstain from
being an office-bearer of aVO.

e  Thereshould be complete accountability and transparency inthefunctioning
of the organisation.

With theliberalisation of the Indian economy, the enhanced focus on the softer
sector of development and theincreasing awareness of theimportance of Human
Resource Development, specially women and children, there is a growing
awareness amongst the government and the general public that the government
machinery alone cannot create an outreach adequate to meet all the demands
of the society. NGOs should not, however, be seen as the “extended arm of
Government”. Their roleisto create awareness and be the pathfindersin solving
peopl€e’s problems. They can and should innovate, as also experiment, with
solutions. They shall continueto play avital rolein accelerating the process of
social and economic development in the country.



In the next section, we look at the organisation, structure, and activities of a
very important NGO, viz. CAPART.

Note: Inrecent yearstheterm NGO has been loosely used to denote those
development agencies which work outside the government. Hence,
more often VOs and NGOs are treated as same type of organisations
dealing with a voluntary effort to bring in change and secure
sustainable devel opment.

1.3 CAPART

The Council for Advancement of People’s Action and Rura Technology
(CAPART) was set up as apioneer organisation in September, 1986 as anodal
agency by merging two organisations, namely, People' sAction for Devel opment
(India) PAD(l) and Council for Advancement of Rural Technology (CART)
with a mandate to promote voluntary action and propagate appropriate rura
technol ogiesfor the benefit of rural masses. Sincethen, it hasbeen contributing
itsmite by involving peoplein the devel opment process through the medium of
V Os to supplement Government efforts.

PADI had itsoriginin the ‘ Freedom from Hunger’ campaign launched by the
FAQO in 1960. It was registered as a society under the Societies Registration
Act in 1973. PADI mainly funded agricultural and animal husbandry
programmes. Its funds came mostly from foreign agencies. PADI also helped
small and marginal farmers, landlesslabourersand rural artisans by providing
them integrated services for increasing employment, production and income,
and organisational servicesfor distribution of agricultural inputs.

CART, the organisation which merged with PADI to form CAPART, promoted
development of appropriate technology for use in rural areas and funded
research and devel opment efforts by different organisations. It also disseminated
knowledge of rural technology to manufacturers of machinery, tools and
equipment.

Objectives

CAPART has included in its charter the activities of both CART and PADI.
The objectives of CAPART are:

e toencourage, promote and assist voluntary action in the implementation
of projectsfor the enhancement of rural prosperity, withafocusoninjecting
new technological inputs,

e toactasthenational nodal point for co-ordination of al effortsat generation
and dissemination of technologiesrelevant to rural devel opment;

e toactasacatalyst for development of technologies appropriate for rural
areas, by identifying and funding research and development efforts by
different agencies, particularly the VOs,

e to act asaconduit for transfer of appropriate technology to government
departments, public sector undertakings, co-operative societies, VOsand
the general public;

e toactasaclearing house of information and as data bank;

Voluntary Effort in Rural
Development
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e to disseminate knowledge on rural technology to the manufacturers of
machine tools, equipment etc. so that large-scale production is carried
out.

e to promote, aid, maintain and co-ordinate project/schemes aimed at all-
round development, creation of employment opportunities, promotion of
self-reliance, organisation and improvement inthe quality of life of people
inrural aress.

e toconduct or sponsor training programmesfor trainees, particularly inthe
voluntary sector, so that improved technology isdisseminated to participate
in development in rural areas.

e to conduct or sponsor training programmes, seminars and workshops to
promote interaction between government agencies and voluntary agencies
working in thefield of rural development and technology.

e toprepare, print and publish papers, periodicals and booksin furtherance
of the objectives of the society.

Organisation

TheMinister for Rural Development, Government of India, isthe President of
the Council and also the Chairman of the Executive Committee. The General
Body comprise not more than 100 members representing voluntary agencies,
Central and State Governments and i nstitutions engaged in activities connected
with rural development technology and individuals possessing expertise,
experiencerelevant to the furtherance of the aforesaid objectivesof CAPART.
They are nominated by the President of the Council. The Executive Committee
comprise amaximum of 25 members nominated by the President of CAPART
from amongst the members of the General Body. There is also a Standing
Committee on Finance and A ppointments, which is chaired by the Director
General (DG). Finance, personnel and administrative matters, which require
approval of the Executive Committee, are considered by this Committee. The
DG, asthe Chief Executiveisresponsiblefor the functioning of the Council for
which heisassisted by two Deputy Director Generals (DDGs), Chief Vigilance
Officer and Head of the Divisions at the Headquarters and Member Convenors
(MCs) at theregional level.

Prior to 1995, all the projects were sanctioned at the Head Office level, with
theresult that it was difficult to monitor and evaluate the projects. In 1994, six
regional officeswere created and they started functioning from 1995. At present
9 Regional Committee (RC) offices are functioning at Ahmedabad,
Bhubaneshwar, Chandigarh, Dharwad, Jaipur, Guwahati, Hyderabad, L ucknow
and Patna. With the creation of these offices, not only has the process of
evaluation become more effective but it has al so provided opportunity for small
V Oswho are doing good work at the grassrootslevel to participatein CAPART
programmes. Following the decision of the Executive Committee in 2000, to
enhancethe powersof the RCs, projects, upto Rs. 20 lakhs (project outlay) can
now be sanctioned by these Committees.

In order tointroduce transparency in thefunctioning of CAPART and to ensure
involvement of VV Osin decision making especially for sanctioning of projects,
a Committee system was also introduced by constituting National Standing



Committees (NSCs) at the Head Office level. The NSCs are empowered to
sanction projects upto Rs. 1 crore and projects of outlay above Rs. 1 crore are
considered by the Executive Committee. There are nine NSCs for different
subjects, viz., Marketing and M edia, Watershed Conservation and Devel opment
Programme, Public Cooperation and Social Forestry, Rural Housing, Rural
Technology, Conduct of VOsand related matters, Disability, Drinking Water,
Sanitation, Income Generation, and Empanelment of Monitors. The number
of NSCs have been reduced to four in view of the decision to discontinue the
schemes under IRDP and to fund schemes only under promotion of Voluntary
Action in Rural Development (PC), Organisation of Beneficiaries (OB) and
Advancement of Rural Technologies (ARTS) and the matter of reconstituting
thesefour NSCsisunder process. It may be mentioned that budgetary support
is provided only for the aforesaid three schemes.

Inorder to giveflexibility tothe PC, OB and ARTS, CAPART hasbeen providing
assistance to VOs. Apart from these three schemes, CAPART also supports
projects under Disability Action and Watershed Development. However,
Watershed Devel opment Schemes can now be funded under PC.

Sinceitsinception in September, 1986 to November, 2000, CAPART sanctioned
19,265 projectsinvolving asum of Rs. 552 crores and released Rs. 423 crores
to about 8000 VOs. From 1999 CAPART has switched over to three sector
funding, viz., PC, OB and ARTS and emphasisison flexibility, integrated and
Innovative approaches to project preparation, people’s participation, funding
of good VOs and participation in disaster mitigation and rehabilitation work
and transparency. Transparency has been built into the system with powers of
sanctioning being exercisable by Regional Committeesand Standing Committees
headed by non-officials, representing the voluntary sector. Efforts have been
madeto clarify the scopeof PC and OB in particular by providing sub-guidelines
on micro-finance, drought proofing, “adopt a village scheme” and to bring
within the concept of integrated schemesaflexibility allowing cost normsand
activitiesvarying from project to project without having to adhereto any rigid
cost norms.

CAPART so far has worked with about 8000 VOs in the sense, they accessed
CAPART funds for implementing about 19265 projects. Roughly about 10
per cent of these VOs faced funding restrictions due to failure to abide by the
terms of sanction. Amongst the rest, the performance varies. However, dueto
sustained CAPART support over the years, aleadership has emerged in rural
devel opment sector. Prominent V Osthat have received sustained support from
CAPART areVivekanandaKendra, Kanyakumari; Rayal aseema Seva Samiti,
Tirupati; Mitraniketan, Kerala; Social Work and Research Centre, Tilonig;
M.S. Swaminathan Research Centre, Chennai; Shri AMM Murugappa Chettiar
Research Centre, Chennai; BAIF Development Research Foundation, Pune;
VANARAI, Pune; and BharatiyaVikas Trust, Manipal.

In the field of rural technology, CAPART has 10 functioning Technology
Resource Centres (TRCs) which are VOs equipped with lab facilities and
receive annual grant from CAPART for developing appropriate technology
and for dissemination of the same through a network of smaller VOs. The
objectiveisto set up at least one TRC in every state and eventually about 100
which may cover districtsin the country.

Voluntary Effort in Rural
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CAPART also channelises funds to VOs from external funding agencies like
UNDP as an implementing agency.

Activities
CAPART providesfinancia and technical assistance to anumber of schemes.
Let ustake up each of theseindividually :

i)  Promotion of Voluntary Action in Rural Development

Motivating V Osto take up work under various poverty alleviation programmes
for which assistanceisavailable from the CAPARAT isan important concern.
Under this scheme income-generating activities like sericulture, dairy
development, village industry, minor irrigation, fodder production and social
activities such as health care, education, credit management and drought are
supported. During 1988-89, fifty projects involving an assistance of Rs. 519
lakh were sanctioned.

i) Organisation of Beneficiaries

Thisscheme provides assistance to voluntary agenciesfor organising awareness
campsand for conscientisation of rural poor beneficiariesof poverty aleviation
programmes. The scheme has the following components:

a) Training of Social Animators. Social animators are people from among
the target groups who belong to the village. After acquiring training and
skills, they act as catalyststo inspire and help the peopleinrealising their
potential. This training is done by VOs and other institutions identified
by CAPART.

b) Organisation of Awareness Camps: Thisis done to make the rural poor
aware of various socio-economic forces of society and the causes of their
being handicaps and at a point of disadvantage.

c) Selection of Rural Organisers:. The organisers help the beneficiaries to
get organised through realization of the strength of collective action.

i) Development of Women and Children in Rural Areas (DWCRA)

Under DWCRA, the activities taken up are dairying, tailoring, knitting, food
proceesing and weaving, among many others. In 1988-89, 194 projects
involving an assistance of Rs. 324 lakh were sanctioned.

iv) Rural LandlessEmployment Guarantee Programme (RLEGP)

The projects under this scheme relate to construction of housing, water
harvesting structures, tanks, percolation ponds, roads, socia forestry and soil
and water conservation.

v) CAPART encouragesV Osto take up projectsunder theAccelerated Rurd
Water Supply Programme (ARWSP). It provides assistance to projects in
pursuance of the objectives of the Technology Mission on Drinking Water.

vi) Central Rural Sanitation Programme (CRSP)

Under CRSP, 260 projects are sanctioned to carry out sanitation related works
invillages.



Some of the magjor programmes of CAPART are listed below :

1) Watershed Management: CAPART’ sWatershed Programmeisoperational
indrought prone areasall over the country with activeinvolvement of grassroot
VOsand villagelevel beneficiaries. The programmeinvolves experienced V Os
representing different agro-ecological zones. Capacity building stage in the
programmeisvery useful for the VOsaswell asfor the village level workers,
so that implementation work is done according to the watershed principles,
such astop to bottom and ridgeto valley approach. A unique model of Support
Voluntary Organisations (SVOs) to train and technically assist various VOs
involved hasbeen devel oped for better implementation of the programme. Under
this programme CAPART has assisted 222 VOs for which assistance of Rs.
6.38 crores has been sanctioned and an approximate area of about 1,42,500
hectareswill be benefited after completion of Action Planand Track * A’ projects.

2) International Funding: Thelnternational Funding Divisionreceivesfunds
from two sources — DANIDA and United National Development Project
(UNDP).

DANIDA isproviding umbrellafundsto CAPART for implementation of projects
through NGOs. The broad theme areas covered under thisschemeare agriculture
devel opment, agro-forestry, watershed, livestock, environment protection, etc.
These projects are being implemented in Karnataka, Maharashtra, Madhya
Pradesh, Orissa, Tamil Nadu and Uttar Pradesh. Under Phase |11, started in
November, 1991, fourteen projectswere supported, out of which 12 have been
completed. DANIDA extended agrant of Rs. 50 million for supporting these
projects.

The Government of IndiazUNDP sub-programme on energy was initiated in
December 1999. The Ministry of Non-Conventional Energy Sources (MNES)
the executive agency and CAPART is the implementing agency of the sub-
programme. CAPART implementsthe sub-programmethrough Society for Rural
Industrialisation (SRI), Ranchi and Social Works Research Centre (SWRC),
Tiloniain Rajasthan.

TheBihar energy sub-programme, ‘ Energy Servicesfor Rural Industrialization
in AngaraBlock, Ranchi’, aimsto demonstrate aRural Industrial Area(RIA).
Catering to 15 villagesinthisblock, the sub-programme provides energy services
such as lighting, irrigation, agro-processing facilities, etc. for these villages.
The core of the RIA are two 50 kw bio-mass gasifier-based power generating
stationsand aCommon Facility Centre (CFC) aimed at catalyzing value addition
in these communities. The experience gained from this sub-programmewill be
synthesized to develop a replication strategy and analyse the effect of
industrialization on tribal communities.

The second energy sub-programme titled as ‘ Demonstration of Community
Based Solar Energy for Sustainable Development —IND/98/642 of UNDP is
implemented by SWRC. This sub-programme aimsto demonstrate community
based solar PV systemsin 8 remote unelectrified village clustersin the 7 states
of Ragjasthan, Bihar, Himachal Pradesh, Madhya Pradesh, Sikkim, Jammu &
Kashmir and Assam. The programmeis of 3-year duration with atotal budget
of US$ 1.2 million.

Voluntary Effort in Rural
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Based on the SWRC model of creating villagelevel capacity ininstallation and
maintenance of solar PV systems through a network of Rural Electronic
Workshops (REW) and trained Barefoot Solar Engineers(BSE), thisprogramme
will result in (a) a network of either REWS, (b) installed solar PV systems
including lanternsand fixed systems, (c) demonstration of productive uses; and
(d) creation of participatory decision—make structuresat thevillagelevel. Eight
community-managed revolving funds will be created to contribute to
sustainability of theinstalled system aswell as REWs over a 10-year period.

3) Initiatives in Disaster Mitigation: CAPART has adopted a policy of
involving the VOsin dealing with the adverse situation caused by occurrence
of natural calamities and to support the rural population in their efforts to
rehabilitate themselves through projects to reconstruct their dwelling houses
and to take up livelihood restoration activities. The strategy in thisregard has
been to create some models of relief and rehabilitation work which can be
replicated by the state government and other agenciesand in forging partnership
with well known national and international philanthropic organisations so that
thelimited resourcesof CAPART could generate optimum benefits. A summary
of the work done by CAPART in thisfield through the VOsiis placed below.

i)  Uttrakhand Earthquake: On 30" March, 1999 astrong earthquake struck
Uttrakhand. Vast areas of the state were badly affected. The impact of the
earthquake was felt across 3,166 villages and affected 4.41 lakh people.
CAPART sanctioned projects worth Rs. 1.4 crores to 15 VOs for the
construction of 215 temporary sheltersand 22 permanent earthquake proof
shelters. Over 700 families benefited from these proj ects. The permanent
shelters are community assets for use of training and motivation
programmes for various social and economic development activities.

i) Orissa SQuper Cyclone-1999: CAPART mobilized 55 VOs for taking up
comprehensive rehabilitation projectsin super cyclone affected areaswhich
include schemesfor construction of core houses, reconstruction of existing
dwelling houseswith improved designs, livelihood restoration schemesto
assist farmers, fishermen, rural artisans, weavers, etc. and also capacity
building for meeting future calamities by dissemination of knowledge about
cyclone and preparedness. As long-term strategy, CAPART is assisting
VOs to undertake rehabilitation programme on land development,
af orestation, housing technologies, training of artisansto promoteincome
generating programmes and stimulate awareness and work-out strategies
for disaster-preparedness. The total cost involved in 61 projects being
implemented by 55V OsisRs. 3 crores. These projectswill benefit alarge
number of familiesdirectly and indirectly.

iii) Drought: Drought affects many parts of the country. The worst impact of
the drought in recent years has been in the states of Rgjasthan, Gujarat,
Madhya Pradesh and Andhra Pradesh. CAPART has provided an
assistance of about Rs. 4 crores in these states by supporting 37 VOs.
Thishasresultedin the creation of employment opportunitiesat thevillage
level and hasreduced therate of distress migration. In addition, assetsfor
combating drought have been created for the rural communities, which
will be useful to combat future droughts in the area.



Iv) Flood: Inthe areas affected by unprecedented floods CAPART mobilizes
VOs to take up projects. In the flood affected areas of Bihar, Orissaand
West Bengal VOs are given assistance to mount economic rehabilitation
efforts.

4) Marketing Development Division: A wide variety of products, largely
using locally available material, are manufactured under income generation
schemes. Since most of these products are manufactured in relatively remote
areas and in small quantities, CAPART provides opportunities to such rural
producers to come together and market their products collectively in Gram
Shree Mélas, that are organised in various parts of the country. In addition to
providing outlet for such productsthe Melas al so offer an excellent opportunity
for the rural producers to interact with end-users of products and get their
feedback. Such feedback has been responsiblefor tremendous changesin terms
of design, colour and variety of products manufactured by the rural poor.
CAPART also organisesinteraction with expertsin thefield of design, marketing,
packaging, etc. during the Melas. In the recent years four Gram Shree Melas
have been organised by the Marketing Division. In addition, the CAPART
participated in four Swadeshi Melas organised by the Centre for Bhartiya
Marketing Devel opment, aunit of Swadeshi Jagran Foundation.

As apart of its programme of providing marketing support to rural producer
groups, a Design Development Workshop for Women's Self-help Groupsin
the area of knitting and weaving was organised at Keylong in Lahul Sapiti
District of Himachal Pradesh, where professionally trained designers worked
with local women to come up with improved designs and new productswhich
would enable the weavers to achieve higher value addition to their existing
products substantially. The results of the Workshop were displayed at India
International Trade Fair.

CAPART organised alarge exhibition, spread over an area of over 50,000 sg.
ft., SARAS-2000 during the India International Trade Fair held from 14-27
November, 2000 for promoting products of the rural poor manufactured under
the income generations Schemes of the Ministry of Rural Development and
CAPART. More than 1000 participants including a large number of artisans
from states and Union Territories, from DRDASs and V Os participated in the
exhibition. SARAS-2000 resulted in direct sales of over Rs. 1.5 crores and
firm orders worth more than Rs. 2.5 crores. A catalogue of selected products
with particulars of products aswell as manufacturersisavailable on aCompact
Disk so that buyers can access such products directly from the rural producers.

CAPART, in association with the Ministry of Rural Development, also
participated in 2 International Fairs. In May, 2000 CAPART participated in
‘Memphisin May Festival’ held on the banks of Mississippi river inthe USA.
The Ministry of Rural Development and the CAPART also participated in
Expo-2000 held at Hanover in Germany in 2000 where a large number of
DRDAs and VOs were given opportunity to test market their products in the
international market.

5) NewPC Scheme: TheNationa Standing Committee on Public Cooperation
and Social Forestry has approved three Sub-Guidelines on the following
Important issues under PC Scheme.

Voluntary Effort in Rural
Development

13



Voluntary Action

14

ii)

CAPART Guidelines on Micro-Finance — With the issuance of these
guidelines, al income generation schemeswill necessarily be self-help group
based and in future no IRDP/DWCRA type scheme will be entertained.
The guidelines on micro-finance have been prepared after several
discussions and a workshop with DHAN Foundation, Madurai, which is
one of theleading VOsinthefield of micro-finance.

‘Adopt A Millage' Programme — This scheme provides a framework for
implementing integrated schemes at the level of village and Panchayats.
Asof now, the VOs are submitting projects in the name of an integrated
scheme which merely club three-four activities which were earlier being
done by CAPART, like hand pump, low cost toilets, housing, fish ponds,
etc. With the formulation of this scheme, it has now been insured that the
project is formulated by the people through participatory rural appraisal
techniques and reflectsthe felt needs of the people at the grassrootslevel.
The emphasis will be on empowerment issues, income generation and
infrastructure support. It will now be essential that the VO and the project
implementation team is well trained in implementing micro-plans. Since
the funds to be released in integrated schemes would be substantial, it is
mandatory for the VO to have a track record of implementing such
schemes. Smaller NGOs with less experience who are desirous of
implementing the scheme will have to undergo training with one of the
Support Voluntary Organisations — Micro Planning (SVO — MP) on the
lines of watershed guidelines. They will be allowed to take up action
plansonly if the SVO—MP certifiesthat they have successfully completed
the training programme and that they have the capacity to implement the
scheme. It is, therefore, made clear that only organisations with sound
technical and managerial experience will be allowed to take a project
directly. The ideais to develop model villages through convergence of
effortsand appropriate linkages to rai se the production function, incomes
and employment in avillage in a sustainable manner.

Drought Proofing Scheme — This scheme is primarily meant for drought
prone areas. The VOs submit the plan for three years and incorporate
drought-proofing activities in consultation with the Gram Sabha. It is
expected that this scheme will complement CAPART’ s watershed
development programme, which has been in operation. While selecting
the V Os, the emphasis will be on the organisation’s past track recordsin
implementing such schemes.

The main objectives of the scheme areasfollows:

6)

Drought proofing.
Generate employment and stop migration from rural areas.

Develop aflexible system responsiveto |ocal needsto combat drought by
people’s own efforts and appreciation of the problem.

Awar eness Generation Programme: Organisation of beneficiaries of anti-

poverty programmeisgiven dueimportance by CAPART throughits OB scheme.
The objective of this scheme is to create awareness among the rural poor,
organisethem into groups and strengthen their bargaining capabilities. Financial
assistance under the scheme is provided for mobilization of beneficiaries,



organising them into a group, holding awareness generation camps and to
monitor follow-up programmes so that real benefits of devel opment programmes
reach them. Another programmefor consolidation of benefits of awareness, is
thetraining of social animators so asto create change agentsinrural areas. Itis
expected that by such efforts, development programmeswill be more effective
and speedy inthethrust areas. Under this, CAPART isalso providing financial
assistance to VOs to take up motivation programme for the benefit of elected
members of the Gram Panchayats. The entire programmeisoperated at the RC
level asthe quantum of assistance provided fallswell withinthefinancia ceiling
of Rs. 20 lakhs.

Check Your Progress|

Notes: @) Spaceisgiven below for your answers.
b) Compare your answers with the text.

1) List the objectives of people’ s participation.

2) How would you differentiate between public co-operation and people's
participation?

4) Discusstheroleof CAPARAT in mobilizing the voluntary organisation
in the country.
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5) What are different schemes for creating rural markets and promoting
rural handicrafts?

6) List4different schemesfor supporting therural beneficiaries especially
those below the poverty line.

1.4 ROLE

Before we cometo the present role of VOs, let us briefly trace the evolution of
voluntary effort in India, beginning with the pre-1ndependence period and then
move on to the post-Independence era.

Pre-IndependencePeriod

Prior to the nineteenth century, family, kinship, caste and the village community
were the main institutions expected to meet the problems of the needy and the
destitute. Charity and relief for large numberswere organised generally at times
of distresssuch asfloodsand famines. The effort wasmostly by way of individual
philanthropy arising from religiousfervour and piety.

During thelatter part of the nineteenth century and earlier part of the twentieth
century, voluntary effort became more organised, and several religious groups
founded societies for welfare work. Missionaries, too, played an important
rolein organising social services, though they often had the covert objective of
proselytisation aswell.

During the national struggle for Independence, voluntary effort of a secular
nature gained momentum. This was largely due to the efforts of a number of
national leadersand socia reformers. Mahatma Gandhi’ semergence asanational
leader in the struggle for Independence and his philosophy of social
reconstruction and rural uplift ushered anew eraof mass mobilization for social
and economic betterment of the masses, particularly in the area of rural
development. The social reform movements and the role played by national
leaders led to renewed interest in the acute social and economic problems of
rural Indiaand the setting up of alarge number of VOs, often small in size, but
fired with considerabl e enthusiasm and zeal of thefoundersand their associates.
Itislargely their effortswhich hel ped to provide educational and health services
to peoplein different parts of the country, as Government’s response to social
services needs at that time was very inadequate. A large number of schools,



colleges, charitable dispensaries, and welfare institutionsthat were established
towards the beginning of the twentieth century was the result of voluntary
efforts. The workers in these organisations were more motivated than
government functionaries, knew the local area and people well, and worked
hard to advance the cause of social and economic well-being of the masses.

Post-Independence Period

With Independence and acceptance of planning asan instrument for social and
economic transformation of the country, a more systematic and broadbased
approach became possible. The launching of the national programme of
Community Development (CD) in rural India opened up new challenges.

Asyouwill recall, theapproach in CD wasan aided self-help, asit wasintended
to be planned and implemented mainly by the villagers themselves, with the
government offering technical help through extension services, and providing
some financial assistance for carrying out the programmes.

Extension education and community organisation were two main methods
employed in CD projects. Unlike extension where the main help in terms of
technical advice and inputs came from outside the community, in CD projects
the effort was to mobilize the community and its resources through its own
efforts. This approach was intended to lead to the realization that if self-help
and community participation could becomethe mainstay of rural development,
development would be self-sustaining and at a faster pace. Efforts therefore,
were made as a part of the CD to promote voluntary action in rural areas.
Functional groups of women and youth were organised at the grassroots which
cameto beknown asMahilaMandalsand Y uvak Mandals, respectively. These
groupswereto function as energizersfor mobilizing women and young people
in taking up development work in their areas.

During the 1950s, peopl€’ sinvolvement and contribution to devel opment work
was also sought through shramdan (voluntary contribution of labour) in
development projects. VOs were also involved and assigned development
works. Some Lok KaryaK shetraprojectswere started for involving the people
in development and building local leadership.

During the Third and subsequent Five Y ear Plans, theimportance of voluntary
efforts, co-operative self-help and community effort was stressed and promotion
and support of VOs became the policy of the State. However, the detailing of
the role of the voluntary sector in the 1960s and 1970s was | eft to be defined
by ministries/departments of the government. Since most ministries were
implementing programmesin rural areas, they brought out their own guidelines
and patterns of assistance to VOs. These often did not take into account the
holistic nature of development work, nor were the resources of different
ministries pooled for development work in a particular areaevenin allied or
closely interlinked areas. For instance, the Ministry of Environment and Forests
through the National Wasteland Development Board (NWDB) evolved
guidelines for assistance to VOs engaged in wasteland development. The
Department of Rural Development through CAPART did the same for VOs
engaged in social forestry.

The Seventh Plan recognized that government alone could not handle the task
of rural development. It enunciated a clear-cut policy for involvement of VOs
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in rural development in a sustained manner. It stressed the need to enlist
voluntary agencies in accelerating the process of social and economic
transformation through their participation in the planning and implementation
of programmes of rural development. The accent in the Seventh Plan was on
introducing professional competence and manageria expertisein VOsto meet
the requirements of development.

The subsequent Plans clearly gave prominence to the place that V Os occupy
in the development process. The Tenth Plan document (2002-2007) makes a
clear-cut statement about how integral is the role of NGO/VOs in bringing
change and improvement. In the Tenth Plan the Planning Commission has
outlined India’'s human development goals and targets for the next 5 to 10
years.

Tenth Plan

The Tenth Plan indicated a number of functions that the VOs could perform.
We have added afew. You may like to enlarge the list:

e  Securing peopl€ sparticipation whichisvita to the success of programmes
of rural development as it increases the acceptability and utilization of
the services.

e Ensuring that the benefits of rural development reach the rural poor.

e Acting as link between the administration and people to bring about
changes, specially in the attitude of the people, through motivation and
building up of awareness.

e  Supplementing government programmesin rural areasby offering awider
variety of choicesand aternatives.

e Functioning as watchdog of the people at the local level and thereby
improving the services and the accountability.

e Activating thedelivery system and streamlining itsfunctioning.
e  Disseminatinginformation.

e Demonstrating how local initiative and local resources can be effectively
used.

e Training and motivating grassroots workers.

e  Mobilizing community resources which would add to the total resources
availablefor development.

e Facilitating the process of change in social and economic structures so
that the benefit can reach to alarger number of people.

In the Tenth Plan, programmes and areas were listed out in which the
participation of VOs was visualized as being particularly important. These
were:

e Integrated Rural Development Programme.

e Implementation of land ceiling and distribution of surplus land.



e Enforcement of minimum wages to agricultural |abourers.

e |dentification and rehabilitation of bonded labour.

e Development of Scheduled Castes and Scheduled Tribes.

e  Supply of safe drinking water.

e Afforestation, social forestry, development of alternative energy sources.
e Promotion of small family norm.

e Primary health care, control of communicable diseases and preventive
health programmes.

e Programmes for women and childrenin rural areas.
e Literacy programmes.

e Promotion of village and cottage industries.

e Promotion of science and technology in rural areas.
e Rural housing.

e Environmental concerns.

Swar najayanti Gram Swar ozgar Y ajana (SGSY)

In April 1999, the IRDP and allied programmes, including the Million Wells
Scheme (MWS), were merged into asingle programme known as Swarng ayanti
Gram Swarozgar Yojana (SGSY). The SGSY is conceived as a holistic
programme of micro enterprise development in rural areas with emphasis on
organising the rural poor into self-help groups, capacity-building, planning of
activity clusters, infrastructure support, technology, credit and marketing
linkages. It seeksto promote anetwork of agencies, namely, the District Rural
Development Agencies (DRDAS), line departments of state governments,
banks, NGOs and Panchayati Rg Institutions (PRIs) for implementation of
the programme. The SGSY recognizes the need to focus on key activities and
theimportance of activity clusters. The programme hasin-built safeguardsfor
the weaker sections. It insists that 50 per cent of the self-help groups must be
formed exclusively by women and that 50 per cent of the benefit should flow
to SC and STs. There is also a provision for disabled beneficiaries. The
programmeis credit driven and subsidy is back ended. The credit and subsidy
ratio is pegged at 3:1. The subsidy is fixed at 30 per cent of the project cost
subject to amaximum of Rs. 7,500 per individual beneficiary for thosein the
general category and 50 per cent of the group.

Self-help Groups

Self-help groups become cohesivein thelong run only if they are homogenous.
Social mobilization is an important step in the formation of self-help groups.
It requires a high degree of motivation, morale, expertise, management skills,
time and pro-poor orientation on the part of the person who acts as a catalyst
for group formation. SGSY is implemented through the DRDAS. These
organisation would have to be supported by NGOs, PRIsand other community-
based organisation in the formation of the self-hel p groups. The Small Industries
Development Bank of India (SIDBI), National Bank of Agriculture and Rural
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Development (NABARD), Rashtriya Mahila Kosh (RMK) and many zilla
parishads have emerged as important players in the promotions of self-help
groups. Strong networks and linkageswould be established with such institutions
under SGSY. These organisationswould act as self-hel p promotion institutions
and would ensure acontinuing relationship with self-help groups.

Promotion of Micro Financeand Micro Enterprise

Successful experimentsin the promotion of micro finance and micro enterprise
have revealed a strong partnership between NGOs and financial institutions.
NGOs have an inherent advantage in reaching the poor due to their proximity,
thetrust they generate by working in the area, their commitment, flexibility in
approach, responsiveness and cost effectiveness. They have played adynamic
role as social animators and organisers in rural areas. Many NGOs have not
only beeninstrumental intheformation of self-help groupsbut have a so nurtured
them over the years. Such NGOs have a strong presence in many states.
However, voluntary and non-governmental actionisweak in someof the poorer
states. These are a so the stateswherethe spirit of cooperation and collaboration
may be lacking because of poverty. Training of social animatorswould haveto
be promoted in such states.

Credit-delivery System

The SGSY programme would be credit driven. The outreach of the credit
delivery systeminthe country continuesto belimited, despite several measure
to streamlineit. Thelegitimate demandsfor credit remain unfulfilled asavast
magjority of the poor remain outside the purview of the formal credit system.
The mismatch between demand and supply of credit arises out of aninadequate
and inefficient delivery system. The policies of direct lending, administered
pricing of credit and lack of freedom in the selection of borrowers have resulted
in the high cost of credit delivery for the formal credit institutions and,
consequently, to the borrowers. A system would have to be put in place which
is flexible and responsive to the financial needs of the poor and is capable of
supplying timely and adequate credit.

Theinadequaciesof formal credit institutions could be overcome by combining
the strength of commercial bankswith theintermediation capabilitiesof NGOs
to effectively link the poor with the commercial banking channels. Thiswould
be a cost-effective alternative for providing credit to the poor as banks would
be able to reach a larger number of small borrowers with lower transaction
costs. Therisk of default on loans would be lower due to group pressure and
the groups would also monitor the end use of credit. Access to banks through
self-help groups would lower the transaction cost of the borrowers. In the
credit delivery system under SGSY, financial intermediation by NGOswould
be encouraged. The experience of Self Employed Women’'sAssociation (SEWA)
and other organisations would be replicated on alarger scale.

In the Ninth Plan, both IRDP and SGSY were subsidy-driven programmes.
This subsidy itself has become a mgor obstacle in the promotion of self-
employment ventures. The experience of institutions providing micro finance
showsthat the poor are capable and also willing to pay for the credit and other
financia servicesrendered by NGOsand financial ingtitutionswithout depending
on the government for subsidy. Financial resourcesin the Tenth Plan, therefore,



would be directed towards providing infrastructure and other support facilities
which increase the return to household and reducetheir risks. It would be used
ininnovativewaysto lower the transaction cost for both the swarozarisand the
lenders and to create a strong and viable partnership with NGOs and other
organisations working for the economic well-being of therural poor.

District Planning Committee (DPCs)

The 74" Constitutional Amendment Act provided for the constitution of District
Planning Committees (DPCs). However, the provision on DPCsisrather weak
asit providesfor the preparation of only draft plansby DPCs. State governments
have not given adequate attention to the DPCs and the Government of India's
guidelinesondistrict planning have not been fully operationalised. DPCs should
be set up and its functionaries must be trained in the basics of planning. The
gram sabha/panchayat should be associated with the preparation of village
development plans based on the felt needs of the people. These plans should be
integrated with the panchyat samiti and district-level plansto make the grass-
root planning process areality in the Tenth Plan period.

Thevoluntary sector haswitnessed aphenomenal growth in the country inthe
last 20 years. These ingtitutions have played an important role in community
mobilization, providing technical support to the community for developmental
projects, especialy in the areas of health and education. It has been clearly
established that where panchayats, community organisations and user groups
have worked in close cooperation, people have benefited immensely from
developmental projectsinitiated either by the government or the communities
themselves. Peopl €’ s organisations, whether in the form of an NGO or agroup
of experts, provide expertise and competence to the panchayats that they
otherwise may not possess. However, in many places, the emergence of
constitutionally-mandated PRI s has led to a conflict of interest as both VOs
and these institutions occupy the same space. The voluntary agencies have to
recognize that PRIs are ingtitutions of governance and must work in close
cooperation with them. The PRIs, for their part, have to recognize the critical
rolethat VV Os can play in enhancing their capabilities.

Thedelivery of programmeswould improve only if the PRIs emerge as strong
playersin the social and economic life of the country. NGOs and other civil
society organisations can facilitate the evolution of PRIsasinstitutions geared
to promote the well-being of the rural poor.

Functional Areas

You have by now someideaof the areas of work of VOs. These can be grouped
under the following broad categories:

1)  Advocacy—advocating causeswhich are socidly relevant such asimproving
the condition of rural poor, abolition and rehabilitation of bonded |abour,
adoption of small family norm, preventing environmental degradation,
improving women'’s status, promoting literacy, etc.

i) Social Activism — advocating changes in organisations and structures
through awareness, organisation building and, when necessary, challenging
existing systems and i nstitutions, and advocating radical action.

i) Relief —providing relief to victims of natural and man-made calamities.
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iv) Development — implementation of a wide range of development
programmes.

V) Research, evaluation and documentation —studying problemsof therura
areas and evaluating development programmes thereby expanding the
knowledge based on development strategies, delivery systems and cost
effectiveness of programmes. The documentation of information on
voluntary effort providesinformation which isinvaluablefor programme
planning.

vi) Training — providing professional skill to the functionaries at different
levelsand upgrading competencein different areas of responsibility.

1.5 FACTORSDETERMINING PEOPLE’S
PARTICIPATION

We shall now take a look at some of the factors which facilitate people's
participation:

i)  Extent to which programmes are based on felt needs: A programme
can be successful only when it is based on assessment and articulation of
needs by the people. For instance, a VO's programme of popularizing
nutritiouslow cost weaning foodsislikely to have alimited successif this
isnot perceived as a need by the people.

i) Motivation and leader ship: The community worker should be able to
enthuse and motivate the people into wanting to participate in the
programme and to convince them of benefits that will accrue. He must
have credibility and the qualities of leadership. Democratic leadership can
go along way in promoting people’s participation.

i) Communication: The community worker must communicate with the
people in a medium which they can understand. As you know, different
programmes and target groups would require the use of different media.

You may also be interested in knowing about factors which hinder people's
participation. You could well ask why the community does not participate in
programmeswhich are meant to benefit them. There can be several reasonsfor
this.

i)  Most of the time the non-participation is because the community has not
been prepared sufficiently ahead of the launching of the programme and
local leadership has not been involved and taken into confidence.

i)  Quiteoftenvillagefactionalism, rural power structuresand vested interests
prevent the people from joining in specially if the programme challenges
the existing system, denies social justiceto the poor and isexploitativein
character.

i) The bureaucracy is often another hurdle in implementing such changes
since they apprehend that this will imply erosion of their authority and
status.

iv) Illiteracy, poverty and agenerally low level of awarenessare other reasons.



Y ou will recall that one of the least successful aspects of CD wasthe inability
to evoke local initiative and participation. Few local bodies showed any
enthusiasm or interest and even the panchayats did not participate to any
appreciable extent. The Balwant Rai Mehta Committee was of the view that
we need to discover or create arepresentative and democratic institution which
isfunctional and will providethelocal interest, supervision and care necessary
to ensure that expenditure of money upon objects conforms with the needs
and wishesof thelocal peopleand assignto it appropriate finances. Thiswould
makeit possibleto evokelocal interest andinitiativeinthefield of devel opment.
More than a decade has passed since the 73 Amendment to the Constitution
was made in 1992, which recognize the crucia role Panchayat hasto play in
local self-government.

Panchayati Raj today constitutesavery important step in bringing devel opment
closer to the people. It has become synonymous with people’s participation
and constitutes avery potent instrument for activating people swill and action.
People’s participation implies direct involvement through self-help groups,
cooperatives and also through elected representatives to panchayat bodies.
Panchayati Rgj institutions too can, and do, undertake development activities
and can motivate and invol ve the community or provide mechanismsto ensure
peopl€’ s participation. However, care hasto be taken that these initiatives are
not comprised by factions and dominant groups.

Check Your Progressi|
Notes: @ Spaceisgiven below for your answers.
b) Compare your answers with the text.

1) List ways in which VOs can help in the implementation of rural
development programmes.
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Activity 1

Visit avoluntary organisation. Describeitswork under the different functional
areasindicated in the unit.

1.6 GOVERNMENT’'S ROLE IN PROMOTING
VOLUNTARY EFFORT

Asyou have seen, government’ srecognition of therole of VOsisbased on the
following premises:

e  Government alone cannot mobilize all the resources needed for meeting
peopl€e’ s needs.

e Thequality and efficiency of government sponsored programmesincreases
when people are involved at different stages of programme planning,
implementation and evaluation.

e Voluntary agencies complement very well the development endeavours
of government by filling gaps in terms of geographical coverage,
programme needs and community mobilization.

e Voluntary agencies strengthen the community’ s capacity to develop and
recognize the potential to take up development work which issustainable
and meets local needs.

The main instruments through which government promotes voluntary action
are:

e Officia policy statements. As, we have seen, the Plan documents have, as
amatter of policy, indicated promotion and support of voluntary effort as
animportant aim.

e Involving non-officials in Commissions, Study Teams, Committees,
Working Groups etc. set up by different Ministries of the government for
policy planning and implementation. Such involvement of experts, public
figures and social workersis now acommon practice.

e Giving grants-in-aid to VOsfor implementing programmesidentified for
the purpose. Various Ministries and Departments both at the Centre and
In the states sanction grants-in-aid to alarge number of VOs.

e Giving clearance for grants-in-aid to VOs from foreign donor agencies,
where this has been considered necessary.

e HelpingVOstoimprovetheir skillsand knowledge by organising training
and project formulation programmes.

TheNational Fund for Rural Development has been set up by the Government
of India. It provides grantsto V Os and has been included under the category of
activitieseligiblefor full tax exemption under Section 80G of the Income Tax
Act. The Fund has been constituted for attracting donations for rural
development projects. Donors get full exemption from income tax for the
amount donated to the Fund.

You haveaready read about CAPART —the organi sation specifically set up by



the Government of India as the nodal agency to promote rural development
through V Os and co-ordinate the generation and dissemination of technologies
relevant to rural development.

In order to qualify for receiving aid form government, the VOs are required to
meet criteria such asthe following:

e Theorganisation should be registered under one of the Acts. It should be
alegal entity.

e |t should be based in arural area with experience of working with rural
communities for some duration.

e Itshould haveasitsobjectivethe serving of social and economic needs of
the rural community, specially the weaker sections.

e It should adopt only constitutional and non-violent means for rural
development.

e |t must work on ano-profit and no-loss basis and not as a contract.

e Itsactivitiesshould beopento all citizensof Indiairrespective of religion,
caste, creed, sex or race.

e It should have organisational set-up and manpower which indicates
professional competence and skills to implement programmes.

e Itsoffice-bearers should not be elected members of apolitical party.

e |t should have audited accounts, an annual report of itsactivities approved
by its General Body, regular election of its office-bearers, and regular
meetings of the executive committee, thusindicating avibrant democratic
structure.

1.7 PROBLEMSOF VOLUNTARY
ORGANISATIONS

You should not get the impression that because of the official policy of
promoting and supporting voluntary effort and allocating funds to different
ministries for grants-in-aid to VOs, their problems have been satisfactorily
resolved. Thisisfar from true.

In spite of the grants-in-aid now availableto alarge number of VOs, amgority
of them still face an acute problem of lack of financial resourceswhich hampers
their functioning. At times, lack of financial resources may not be as severea
constraint as lack of assured funds on a continuing basis. Because of this
problem, some VOs are forced to give up an activity half way through and
pick up another for which funds are available. Some V Os depend heavily on
foreign fundswhich are uncertain. Funding agencies havetheir own perceptions
and often impose their priorities and programme designs on the VOs. Ad hoc
grantsfrom government or aid agenciestend to reduce them to facelessbodies
running avariety of unlinked programmes. This threatens both continuity and
expansion.

V Osalso face leadership problems. Asthe VV Os expands the area and scope of
their activities, some prominent personalities often begin to assume overriding
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powers in running the organisation. Taking initiative and making decisions
becomethe prerogative of afew at thetop. Thisincreasing centralization affects
flexibility of functioning, hampers democratization of decision-making and
obstructs the emergence of new leaders and team-work thereby gets
compromised. Theviewsand concerns of younger members of the organisation
are often overlooked and even suppressed. This givesway to groupism within
the organisation. Quite afew VOs suffer from the absence of a second line of
leadership. The process of decision-making and style of functioning do not
indicate aplan to build leaders, and to incul cate healthy organisational norms.

It has also been seen that not many VOs pay adequate attention to build the
target group’ s capacity to change and develop, and identify their own leaders.
The lack of efforts to develop viable organisations of the rural poor is one
reason why despite the presence of NGOs and VOs for several decades,
grassroots organisations have not really come up. Absence of good grassroots
V Os affects genuine empowerment of the poor.

A low salary structure and inability to provide acareer ladder limitsthe ability
of VOsto recruit and retain qualified and trained staff needed for several types
of activities. Paid workers of VV Os often have amixed set of attitudes: someare
genuinely interested and committed while others perceive this as an interim
arrangement till a better alternative emerges. The absence of a career ladder
resultsinalarger turnover. Thisnaturally tendsto affect the functioning of the
VOs.

Poor maintenance of records and accounts and lack of attention to organisation-
building through motivation, staff development and guidance are other
problems. Most voluntary organisations lack the administrative and technical
competence to prepare project proposals and apply for grants.

Uneven development of voluntary effort in different parts of the country isyet
another constraint. In fact there seemsto be no relation between the size of the
state or its population and the number of active VOs. Severa parts of the
country, particularly the backward areas, suffer because of the absence of VOs
which can utilize funds allocated by the government for implementing schemes
through such organisations.

Despite the officia policy of encouraging voluntary effort, VOs do not get
real support from the bureaucracy and political leaders, their professed
statements notwithstanding. From the point of view of the VVOs, governmental
agencies, including those at the district level and below, are not willing to
shed their power and monopoly over the devel opment programmes. They claim
superior knowledge and expertisein the implementation of rural development
programmes. Barring some exceptions, the attitude of these government
agenciestoward VOsis apathetic. They do not treat the VOs as equal partners
in the process of large programme implementation. At the national or state
levelsthere may bethe best of understanding among them, but at the grassroots
level, therelationship isnot aways promotive. The styleof functioning remains
bureaucratic and there is an expectation that V Oswill show their obeisancein
the corridors of power to get grants. The unfortunate result is that genuine
grassroots|evel organisations get discouraged and are not ableto procure grants.
A large number even prefer not to depend on government funding. In recent
yearsthere has been atendency for several spurious organisationsto be set up



with the objective of getting grantsfrom government which are often siphoned
off or diverted for other purposes. Through their clout they are able to get
grants even though these organi sations exists only on paper. Adverse publicity
about them has afall out on the genuine organisations aswell. It is now quite
well known that several politicians and political parties use VOs to promote
their own interests. This has become a matter of genuine concern.

There were moves, both official and non-official, in the mid 1980sto set up a
Voluntary Council of India and to have a Code of Conduct for Voluntary
Organisations. This was expected to help in the formulation of a coordinated
policy, facilitate sel ection of agenciesfor government funding, prevent misuse
of funds, and safeguard the rights, privileges and interests of the voluntary
sector, specially the smaller agencies. The idea, however, ran into strong
opposition from several voluntary groups asit was feared that thiswould lead
to control and regulation of the voluntary sector and, increased
bureaucratization, thus adversely affecting the functioning of organisations
working with marginalized groups.

1.8 STRENGTHENING VOLUNTARY EFFORT

Now that you are familiar with the role of VOs, their strengths, and some of
their problems, you should also know some of the measures that could be
taken to improve the situation. In this section we shall take a look at the
suggestions for promoting and strengthening voluntary effort. After going
through them see if you can add some of your own.

e The leaders should, through word and deed, promote voluntary effort.
Industrialists, professionals and the academic community should
demonstrate their commitment in this regard. This will give them much
greater insight into the development problems of the poor.

e Thereshould bearadical changein the manner in which the bureaucracy
dealswith VOs. An extension oriented promotive style of functioning is
very important to accomplish the objectives.

e Grants-in-aid programmes should be widely publicized among VOs and
assisted in applying for these grants since many of them have little
experience in this regard.

e Theflow of grants-in-aid isaffected if there are no agenciesto take them.
Hence specid effort at promoting voluntary effort should be madein those
states or areas where voluntary agencies are non-existent.

e Thesystem of grants-in-aid should be streamlined and simplified. Grants
must be released in time as delays create problemsin providing services
and paying the staff.

e VOs must make a conscious effort to improve their own organisational
structures and administrative competence, including accounts and
housekeeping. They must devel op competence not only in problem solving
and promoting devel opment but al so in motivating and sensitizing people
and building capacity of the community for problem solving and
sustainable devel opment.

e There must be greater coordination among NGOs and VOs to avoid
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Voluntary Action duplication of services. A Coordinating Council of Voluntary Organisations
will be useful for providing a forum for collaboration and co-operation
and in jointly taking up issues of concern with the government.

e A clear training policy must beimplemented by V Os, asmotivation isnot
enough. A professional approach isalways able to achieve better results.

e Thelarger VOsshould devel op appropriate personnel policiesfor the staff.

e Programmes of VOs must be documented and widely disseminated so
that society isin abetter position to assess their endeavours. Thiswould
also serve as resource material for others.

Check Your Progressili|

Notes: @ Spaceisgiven below for your answers.
b) Compare your answers with the text.

1) List six problems of voluntary organisations.

3) How can VOs become more viable, financialy and administratively to
play a more constructive and meaningful role in the development? List
six approaches from your own assessment of VOs work.

1.9 LET USSUM UP

Voluntary effort has a critical role in development as it shows how vibrant a
society isin trying to solve its own problems. In this unit we discussed the
28 concept of voluntary effort and its main features. We saw how V Os differ from



NGOs not only in the matter of their origin and sponsorship, but aso in terms
of their funding, autonomy, style of functioning etc. We gave abrief account of
CAPART, an NGO set up by the Government of India, to promote voluntary
effort and peopl €' s participation, and facilitate the devel opment and transfer of
technology relevant to rural areas.

We noted that the main sources of strength of voluntary effort are commitment
and dedication, flexibility and ability to respond to local needs, closeinteraction
with the community and innovativeness. V Os, however, haveto face problems
in terms of funding, concentration of decision making in the hands of a few,
unattractive service conditions of paid staff, apathy of the bureaucracy, and
tendency of politicians and others to use VOs for personal or political gain.

We saw that the government recognizes the complementary role of VOs and
provides grants-in-aid for implementing priority development programmes.
Weindicated stepsthat need to be taken to strengthen voluntary effort such as,
for instance, demonstration by the |eadership of their genuine commitment to
treating V Os as partners, extension oriented promotive style of functioning of
the bureaucracy, smplifying grants-in-aid procedures, setting up acoordination
mechanism among V Os, training of personnel and improving their organi sational
structure and administrative competence.

1.10 KEY WORDS

Communication : Communication is sharing of knowledge,
ideas and information among people in
ways such that each person gains a
common understanding of the meaning,
intent and use of the message.

Extension Education . Extending knowledge from thelaboratory
to the community. This knowledge may
be in areas such as agriculture, animal
husbandry, health, etc. Extension education
has a promotive and developmental
approach for building the capacity of the
target group.

Memorandum of Association : A Memorandum of Association is drawn
up for the registration of a society under
the Societies Registration Act.

NGO : Non-government organisation. VOs are
also NGOs, but not all theNGOsare V Os,
asfor instance, thoseinitiated, sponsored,
and constituted by the government.

Panchayat . A village council. Under the panchayati
raj legislation of different states gram
panchayats are elected bodies and
represent the lowest tier in the panchayat
raj set up.
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UNIT 2 VOLUNTARY AGENCY
ADMINISTRATION
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2.0 OBJECTIVES

Thisunit aims at acquainting you with the principal administrative tasks of an
administrative manager working in avoluntary rural development agency. You
will be given a comprehensive understanding about programme/agency
administration at the design stage, implementation stage, and the stabilization
stage.

At the end of the unit, you should be able to:

e indicate how to start avoluntary agency;

e identify theadministrativetasksand activities,

e list the stepsto be taken at the stage of designing avoluntary agency;

e outline the main activities at the implementation and stabilization stage;
and

®  assessagency programmes.

2.1 INTRODUCTION

You know by now that voluntary agencies are non-governmental and are run
by a group of concerned citizens. They work with women, senior citizens,
adol escents, the disabled, the Scheduled Castes, tribal communities and other
disadvantaged sections. These agencies also work in the area of environment
conservation, wild-life protection, water-harvesting, pollution control aswell.
These agenciesnot only provide the services; they also generally work to build
theinner strength of these vulnerable groups so that they can voicetheir issues
and protect their interestsrights. Asyou have seen in the previousunit, flexibility,
responsiveness, and loca character of the voluntary agencies makethem uniquely
suitablefor supplementing government efforts.
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Examples of Voluntary Agencies Beliefs

We believe that all people are of equal value and have the same rights,
but are born into inequality of circumstance and opportunity; this can be
changed.

We believe in the fundamental equality of human beings which goes
beyond the essential inequality of possessions, skills and circumstances.

We believe that poverty is an injustice, that which is caused, and can be
changed by human action.

Howsoever non-formal and unstructured aVV O may be, it isaccountableto the
society at large, to the target group it serves, to government and unto itself. It
has, therefore, to undertake some basic administrative tasks. Thisunit aims at
giving you an overall picture of the day-to-day management of voluntary
agencies and also discusses the major problems and issues involved in
administering a voluntary agency.

Analysing NGO Trends

Firstly, the* NGO growth factor’ has been adominant trend of the 80's—growth
inthe number of NGOs, growth in the volume of funding, growth in the number
of resource agencies who have come to stay, growth in government funding,
growth in auxiliary services (off-the-field expertise), growth in commercial
devel opment agencies, growth inthe number of support institutionsand centres
for development studies etc.

Secondly, thetransformation of youth clubs/peopl€’ sorganisationsinto projects
had taken place which qualified them to receive funds from CSWB and
CAPART, oftento carry out a“‘onetime programme’ thereby becoming small
NGOs themselves.

Thirdly, there is a definite direction towards which al these transformations
are taking place — youth clubs to small projects, small projects to medium
groups, medium groupsto big projectsand big projectsto multi-million projects.
Therefore, the unsaid goal seemsto beto grow to the next stage and ultimately
reach the multi-million stage. Why thistrend? Thereisavery clear role model
set by some NGOs.

Fourthly, an increasing member of professionals are turning to ‘ off-the-field’
development work. Research, evaluation and the consultancy model fitswell;
thereis plenty of money init. There will be agrowing tendency on the part of
the resource agencies to rely on them more and more for the smooth running
of projects and consequently shift in the direction of policy decisions being
influenced by the expert advice offered by them.

Fifthly, as the size of an NGO grows, the stakes with resource agency also
increase. The resource agency cannot easily pull out after making all these
investments and hence aviciouscircleis created. Although resource agencies
may not fully agree with the growth pattern, yet they cannot easily withdraw.
Theresource agencies have no mechanism by which they can arrest the growth
and moreimportantly, they are seldom fully aware of the magnitude of growth,
asit is not obligatory on the NGOs to share all their plans, transactions and
programmes with them. Nor is it obligatory for resource agencies to share



with one another, their plans. So, when one eventually learns about the true
size of aproject, it will be too late to change course.

Sixthly, during the 80s, the government realized the inability of its machinery
for effective delivery of its various schemes, popularly known as anti-poverty
schemesand theinitiativestaken by the government to use NGOsfor itsdelivery
system has influenced the NGOs in becoming implementers of programmes.

Seventhly, it is alleged by some that the entry of multilateral agencies like
World Bank, IMF, UNDP etc. as the sub system of the globa system, who
have al sought to sponsor schemes and ideas that had together provided a
techno-economic packageinfluenced the NGOs, which were essentially meant
to serve the interests of world capitalism. These schemes, be they in the form
of aWhite Revolution through milk producers’ cooperativesand dairy products
or a Blue Revolution in the form of advanced marine research and use of
technology which resulted in depleting sea resources, or a Green Revolution
which advocated the use of chemicals and fertilizers to double and triple the
agricultural output which largely comprises cash crops and export market
oriented goods or social forestry schemes to plant on alarge scale eucalyptus
treesto feed the paper industry or mulberry cultivation and sericultureto provide
silk in the world market, were all programmes seeking the involvement of
NGOs for their successful implementation.

Positive Impact of NGOs

The foremost achievement of NGOs has been in establishing a grassroot link.
Truly, after themissionaries, it wasand isthe NGO that hasreached thevillages,
thetribals, thedalits, thewomen, the poor on amuch larger scale. Thedifference
here is while the missionary had something to preach on alternative religion,
the NGO showed the people an alternative way of coping with their problems.
Wherever the NGOs have spread, they have organi sed peopleinto groups, beit
in the name of sangams or beneficiary groups or whatever.

People are kept at the center; people are empowered; people have been made
aware; people have been organised; people can resist exploitation, be it caste
based or class based. People can demand their rights and get the benefits meant
for them from the government.

NGO work has brought out very clearly the contradictions and the failure of
the approach followed by the government to change the existing conditions of
the poor. A powerful resistance is often put up to the dominant model of
devel opment.

Specia focus has been given to the problems of dalits, tribals, the landless,
and the plight of women and children and issues|ike declining water resources,
ecological crisis, environmental degradation and disfunctioning of the
government machinery have been brought to the forefront.

Sensitising the bureaucracy, government officials and the media to the issue
of the poor, the environment and the overall functioning of the system which
does not benefit the poor, has been partly accomplished.

Exploration of aternatives—aternative educational system, alternative health
system, alternative power bases — all opposed to the dominant model of
development, has been attempted by the NGOs.

Voluntary Agency
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Influencing government policy formulation and even playing alimited rolein
evolving schemes, however marginal they may be, within the system, cannot
be a small achievement.

Limitations of NGOs
e Crisisinvision
A major limitation often cited isthat thereisno clear ‘vision’. Thisalludesthe

NGOs, the support institutions, resource agencies, academic bodies or the
enlightened bureaucrats. The vision is fragmented.

e Projectasanend

Project precedesthe primary task of ‘ people centred development’, whether it
isan NGO —which iseither fighting for survival or building an empire asthe
case may be, or aresource agency —they are preoccupied with board meetings,
project screening, evaluations for further funding and caught up with crisis
management.

e |solated initiative and fragmented approach

The need for a common perspective in limited operationa belts and the need
for concerted efforts among all concerned is not internalised. Therefore, the
need for a concerted effort. Also, cooperation between resource agencies,
between NGOs and other partners in development and finally, providing a
platform for peopl € s organisationsto cometogether, are resisted and opposed.

e Lack of data and area analysis

Thebasicareaanalysis, database, clarity of approach and long-term commitment
arelacking.

e Adhoc plan

Though, eventually funding continuesfor along timein most cases, it flowsin
bitsand pieces, which is self-defeating, asit compelsthe NGOsto work within
alimited time frame, rather than with along-term, vision.

e Project evaluation — a futile exercise

Thereis no comprehensive assessment of all the partnerswho areinvolved in
this process, to reflect on the outcomes.

e Lack of strategic perspective

Often the NGOs lack any strategic perspective for their work. One can see
very few macro links to the work carried out in an area.

e Lack of macro theory

The NGOs usually work in their own isolated environments, totally unaware
of the need for macro linkages and without any perspective or theory for
accomplishing a tangible social transformation outside their immediate
surroundings, not considering the relatedness of the problems to the macro
forces.



¢ Non-alignment — a weakness

It is often the case with NGOs that they work in their own small little worlds
without sparing any thoughtsto aligning with otherswho areworking on similar
lines and working together towards their goal as a greater force.

e Individualistic approach —a limiting factor

Thisindividualistic approach followed by NGOs is characteristic of the work
within the NGO itself. Usually there is no shared vision or goals among the
NGO staff which drastically limits the scope of their work, be it within the
NGO areaor in the particular area where they are working.

22 NATURE AND SCOPE OF VOLUNTARY
AGENCY

Administrative managers of voluntary agencies engaged in rural devel opment
are continuously called upon to explain their activities to the government, to
the funding agencies and to the rural people to gain acceptability. Since the
administrative manager cannot for ever assume a stable and continuing base
of support, s/lhe must ordinarily give attention to winning support for the
agency’ s goals and existence. Administrative managers must take care not to
threaten widely held community values and norms, and must try to ensure that
programmes are implemented in amanner that respondsto the needsit intends
to serve. This process requires building capability within the agency as well.
Let usfirst try to understand the meaning of voluntary agency administration.
We then move on to the components of administrative tasks and activities.

Definition of Voluntary Agency Administration

Administrative management of avoluntary agency can be defined asaprocess
concerned with:

e trandation of agency’smandatesinto operational policiesand programmes.

e design of organisational structure and processes through which goals can
be achieved.

e securing of resourcesin the form of men and material.

e societal legitimization necessary for goal attainment and organisational
survival.

e selection of appropriate technology.
e optimizing organisational behaviour directed towards increased
effectiveness and efficiency.

e evauation of agency’ sperformanceto facilitate systematic and continuous
change and devel opment.

Administrative Tasks and Activities

Administrative practices in voluntary agencies involves tasks and activities.
Administrative tasks are those that the admini strative manager must accomplish
himself/herself or cause to be accomplished (i.e. get it done) in order to create
and sustain an agency’s functioning effectively and efficiently, whereas
administrative activities are those that s/he must carry out himself/herself.

Voluntary Agency
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Examples of Voluntary Agencies Development Analysis

Poverty isaresult of inequity in the structure of national and international
economic systems.

Neglect and abuse of children’srightsresultsfrom abreakdown in national
and family values.

Global environment degradation is due to over-consumption in the
developed countries and the necessary survival strategies of poor people
in the Third World.

Examples of Voluntary Agencies Vision, Purpose and Action
We envision aworld without hunger and injustice.

Our organisation worksfor the eradication of poverty intheworld through
direct community devel opment action.

We are committed to working together with our partners to address the
social, economic, political and spiritual concerns of our constituencies.

We are an organi sation devel opment consultancy which aimsto contribute
to the building of organisational effectivenessamongst those organisations
working towards social transformation.

Our purpose is to relieve distress, poverty and avoidable suffering
throughout the world.

Theprincipal administrative tasksare:

i)

ii)

Planning and developing the programmes: Programmes are the
instrumentsthrough which the agency accomplishesitsgoalsand objectives.
Theadministrative manager’ stasks are to assessthe needs of target groups,
determine which of these needs will be met, and design programmes to
meet those needs. Thisincludesamodel of action, intended outcomes, the
nature of services to be provided, the persons to be served, and the
manpower and financial resourcesrequired. Since planning isacontinuous
activity involving expansion, adjustments and modifications of theinitial
design, the programme design should include continuous monitoring,
updating and refinement.

Acquiringresour ces. Resourcesarethelife-blood of an agency. A critical
task of the administrative manager is to continuously mobilize material,
financial, manpower, and technical resources to sustain the agency’s
activities and programmes. Estimating the magnitude of the resources
needed, identifying sources from where these resources can be sought,
obtaining them, cultivating and sustaining these resources to ensure
continuity and stability in the flow of resources, planning to expand the
resources, and accounting for the expenditure are various activities that
require the administrative manager’s attention.

Designing or ganisational structuresand processes: Thisreferstoformal
specification of authority, responsibility and expectationsfor clarity inthe
working relationship between staff members. Among other things, the
administrative manager has to specify the division of labour, distribution
of authority, and rules that govern work. Sometimes an organisational



i)

chart, operational manual, job description and specification of
communication channels serve as good tools. Grooming staff, conflict
resolution, co-ordination, and devising anincentive system fall under this
category of administrative tasks. Rigidity, however, has to be avoided so
that flexibility and creativity are not stifled.

Developing and maintaining staff capability: This refers to defining
skills and capabilities necessary to implement programmes, specifying
educational qualifications and experience necessary, developing criteria
for assessing employee performance, selecting the appropriate staff,
assigning work, and devel oping their capabilitiesthrough supervision, team-
work, in-servicetraining, job rotation, and special assignments.

Assessing agency programmes: This entails assessing the very
conceptualization of the programme, efforts taken to implement it,
efficiency of delivery system and effectiveness of the programme. Such
assessment can be concurrent or periodic, depending on the need.

Changing agency programmes: The agency is constantly subjected to
external pressures such as changing perceptions/expectations of the
community at large, advancement of technology, work of other agencies,
obligations and expectations of thefunding agenciesand so on. Thedynamic
interaction between the agency and these factors makes change and
adjustment necessary on the part of the agency. Expansion, withdrawal of
services, shifting of location, addition of new activities, modifying existing
procedures/programmes are not only important but al so necessary for the
survival of the agency.

Arising from the administrative task mentioned above the following thirteen
activitiesentail day to day practice.

)

Vi)

vii)

Planning: Projecting the future trends, taking steps to meet them,
determining goals, policiesand programme strategy, and scheduling them
under long-term, short-term and immediate timeframesarevarious planning
activities done individually or in a committee/team/group through
discussionsand correspondence.

I nformation processing: Reading, recording, correspondence, reporting,
reviewing, signing, telephoning, noting are examples of information
processing for the purpose of maintai ning organisational communication.

Controlling: Thisentailsdirecting, regulating, approving and sanctioning
through meetings, supervision, discussion, communication, etc.

Co-ordination: Thiswould apply to both planning and implementation
stages so that the efficiency of programme management increases.

Evaluating: It means appraising the cost in terms of manpower, money,
material and effort in relation to the tangible or intangible benefits of
programmes, individual staff performance, and new idess.

Negotiating: It means conferring, discussing and bargaining with aview
to reach an agreement with government officials, beneficiaries, staff and
others.

Representing: It means speaking before groups such as the press,
government officials, and othersfor the purpose of explaining theagency’s
work and advocating theinterest of the beneficiaries.
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viii) Staffing: This entails recruiting, selecting, appointing, promoting,
assigning and transferring both paid staff and volunteers who will be
Implementing the programmes.

iX) Supervising: Explaining assignments, rules and procedures, taking
initiative, guiding, directing, training and delegating areapart of supervisory
responsibilities.

X) Allocating space and supplying: It involves supply of equipment,
stationery, and other material required for programme implementation.

xi) Ancilliary activities: These include attending or taking part in meetings
or activitiesthat are closely related to the main interests of the agency but
do not form part of the main work. Such activitiesinclude, lobbying for a
legislation or protesting adecision which adversely affectsthe community.

xii) Direct service: It consists of providing services as per the agency’s
mandate.

xiii) Budgeting: Itisdrawing upinfinancia termstheincome and expenditure
covering the activities of the entire agency.

Check Your Progress|

Notes: @) Spaceisgiven below for your answers.
b) Compare your answers with the text.

1) List the objectives of voluntary agency administration.

Activity |

Visit avoluntary agency and describe briefly the main administrative tasks it
performs. Also, give your comments.

2.3 ADMINISTRATION AT THE DESIGN STAGE

General Meeting

A Genera Meeting of aV O isameeting of al the members of the organisation.
Normally only one general meeting is held in a year to discuss and approve
important matters like approval of audited accounts, appointment of auditors,
review of activities during the year. This meeting is called Annual General
Meeting (AGM).



All organisations are required to hold an AGM once in ayear. It is normally
conducted within six months from the end of the financial year and all the
activities and accounts for the previous financial year are placed. Apart from
the annual meetings, general meetings can also be called during the year if the
circumstances so demand. All genera meetings other thanthe AGM arenormally
called as Extraordinary General Meeting (EGM).

In a general meeting all the members of the organisation have a right to
participate. Thereforeall the decisions of enduring significance should betaken
inageneral meeting.

Board Meeting/Governing Body Meeting

The meeting of the governing body of an organisation is held more frequently
to take administrative decisions. Normally one such meeting should be held in
every three months. The governing body meetings are very important for the
management of an organisation.

Notice

A notice of every meeting is required to be given in writing. Care should be
taken to provide for the length of the notice while framing the bye-laws of the
organisation. In the absence of any time limit of notice in the bye-law, it is
desirableto give 21 days notice for a general meeting and 7 days notice for a
governing body meeting.

Agenda

Alongwith the notice of ameeting; it isdesirableto enclosethelist of itemsto
be discussed, such list is known as AGENDA. It is very important that the
agenda of a meeting is sent in advance preferably with the notice, it helps a
member to prepare for the meeting. Issue of a meticulous agenda in advance
shows the transparency and democratic functioning of an organisation.

Quorum

Theterm quorum impliesthe minimum number of membersthat must be present
to make the proceedings of a meeting valid. Normally the bye-laws of an
organisation specify the quorum required for different meetings.

If the quorum is not available in the meeting then the meeting should be
adjourned. Normally the meeting is adjourned to the same day of the next
week, at the sametimeand place. In the adjourned meeting even if aquorumis
not present, the meeting isheld asavalid meeting.

It may be noted that proxies are not permissiblefor the determination of quorum
in ameeting.

Proxy

Proxy refersto aperson or arepresentative empowered to attend a meeting on
behalf of a member. Any member of an organisation who is entitled to attend
and vote at meetings is also entitled to appoint a proxy has to carry an
authorization from the member entitled to attend the meeting should authorize
his/her representative in writing in aproxy form.

A proxy form should be deposited in advance at the registered office of the
organisation at least two days before the date of the meeting.
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Proxy should preferably be avoided in avoluntary organisation and be used in
general meetings only.

Minutes

Minutesisthe formal record of the proceedings of the meeting. It isimportant
to record the summary of the proceedings of the meeting in awritten form. A
minutes book can be of |oose sheets chronologically bound together or abound
register. The pages of the minutes should be consecutively numbered.

Minutes of the previous meetingsisusually read and confirmed at the beginning
of the meeting. The confirmed minutes is signed by the chairman and
subsequently it cannot be altered or corrected.

All the members are required to sign in an attendance register during the
meeting, but the members can also sign in the minutes.

Resolutions

A resolution isaformat expression of the decision taken by the membersin a
meeting. It is required to specifically mention the decision or opinion in the
shape of aresolution alongwith the number of members voting in favour and
against that particular resolution.

There are two kinds of resolutions. (i) Genera Resolution where a simple
majority isrequired to pass, (ii) Special Resolution, where ahigher percentage
of support is expected to pass the resolution. Normally the support of 3/4" of
the members present is sufficient for aspecial resolution. However one should
verify its bye-laws for the numbers required to pass a special resolution.

You would be curious to know the various administrative functions at the
design stage. A voluntary agency, as you are aware, gets started through the
initiative of aperson or group of persons who share the idea with like minded
personsto mobilizetheir support and giveit aconcrete shape. Thisproposal is
then discussed with alarger group of persons and later group of persons and
later put up to community leaders and potential sponsors for obtaining their
support. The entire process involves the following steps :

e formulation of project proposa

e registration of the voluntary agency
e mobilizing support

e acquiring funds

Let uslook at theregistration procedurewill be discussedin detail later inunit 5
Formulation of Project Proposal

Germane to a project proposal is the identification of a need expressed by
people or creating an awareness of aneed felt important by an external agency.
Sometimes, people do not expresstheir need in specific terms. They may come
with problems asking for help or they may simply put up with it as something
ordained by destiny.

There are anumber of ways to systematically assess community needs. Even
asingle case can trigger an interest and an initiative can be taken based on it.
Existing research reports, feedback from grassroots level workers of existing



agencies, enquiries form potential beneficiaries, requests from local leaders,
or acommunity crisis such as floods can provide the necessary justification
for initiating a project.

Assessment of community needs will help to identify the objectives that an
agency should pursue. Objectives are precise statements of intention that can
betranglated into pragmatic programmes. Asfar aspossible, it isbetter to set a
manageabl e number of objectives, say four or five, asan agency can easily lose
asense of direction when it pursues amultiplicity of objectives. It is better to
have objectives which are inter-linked and, mutually supporting to obtaining
better results. For instance, a voluntary agency engaged in rural development
may wish to undertake agricultura programmes, educational programmes, health
services, extension of credit, forestry and so on.

Objectivesindicate what isto be done, but not how. An important elementin a
project proposal is determining the way the objectives will be achieved. In
development work, specification of meansisasimportant asthe ultimate goals
to be achieved. An important question in this regard is whether the agency is
going to foster dependency on the part of the beneficiaries, or will they be
empowered with information and capabilities with which they can help
themselves. You must have heard of the remark that it is better to teach fishing
to peoplethan givefish asdole since whiletheformer builds her/his capacity to
be self-reliant the latter makes her/him dependent.

The actua method of work, the criteriafor giving financial assistance, the way
it will be decided, who will benefit and such other important aspects of the
programme strategy will need to be clarified by theagency. For instance, analysis
of the conditions under which agricultural labourerswill participate in amass
boycott, the conditionsunder which thetribal leadership will emerge, thefactors
that will motivate their women to protest against sexual harassment by the
landlord and planning of ways to meet the situation, need to be spelt out.
Similarly, the strategy to be adopted by the voluntary agency to enablewomen’s
participation in the labour market in large numbers that will enhance critical
consciousness of their economic interests will have to beindicated.

The design should next spell out the organisational design and structure. The
organisational chart, thetype of paid staff and volunteersrequired, legal status
of the agency etc. will have to be indicated.

Having specified the programme and organi sational design, the proposal should
mention the estimated cost of running the programme, the various types of
resourcesthat will be needed and the sources from which the resourceswill be
mobilized.

The proposal should also explain who the potential beneficiaries will be, the
nature of benefits, the delivery system, the periodicity of assessing the
performance of the agency, and other aspects of monitoring and evaluation.

The project design should be discussed with the community leaders, experts,
social workersand the staff. Thefinal step informulation requiresthe proposal
to be approved by the agency.

Mobilizing Support

The voluntary agency, if it isto work successfully, needs to mobilize support
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not only of the community that it seeksto serve but also of organisations, both
governmental and non-governmental, with whom it will interact or whose
functions have abearing onitswork. Severa agenciesthink that if the services
it provides are good, support will automatically come. Apart from thisbeing a
short-sighted view, there would be other groups/agencies/institutionswho may
have reservations about the agency’s purpose and the functions. In the first
place, it will be necessary to identify the agenci es/personswhose support would
be helpful. Thereafter awell drawn up strategy on how the support of the client
group, the community, the villageleadersand influential persons, governmental
functionariesand otherswill be obtained, prepared, discussed and implemented.
It is quite possible, that there would be indifference, and even opposition, in
some quarters. That makes such an effort all the more necessary.

Acquiring Resour ces

A voluntary agency may receive financial support from different sources. At
the planning stageitself it should be decided which sources of financial support
will be accepted. The sources can be governmental, non-governmental or
international.

Governmental sources of funding can be local government, state government
or central government. A number of ministries/departments can be approached.
Government grants are usually annual though alonger commitment of grant-
in-aid is possible. These are given to agencies that are registered and meet the
criteriaof grant-in-aid.

When an agency isapplying to the government for grantsit isrequired to furnish
audited statements of :

e incomeand expenditureinthe previousyear, and afew yearspreceding it.
e receiptsand paymentsin the previous year, and afew years preceding it.
e balance sheet inthe previousyear and afew years preceding it.

A number of other documents such asthe annual report, namesand designations
of office-bearers, date of last el ectionsof office-bearers, etc. haveto befurnished.

Non-governmental agenciesfrom wherefinancial support can bereceived can
be big business houses, private trusts and individual donations.

It may be necessary for the agency to organise fund-raising eventsfrom timeto
time. This often requires professional help. It is possible that the agency’s
activities can be financed fully or partly by the interest derived from its own
endowments/corpus. The activities can be supported to some extent also by
the fees charged for the services rendered.

Voluntary agencies can also receive fundsfrom international organisations. There
aredifferent typesof international funding:

e UN organisations and inter-governmental organisationswhichwork only
through national/state governments.

e World Bank/Asian Development Bank which sometimes stipul ate that the
project for which it givesloans should be implemented through voluntary
agencies.



e Foreignad-giving agencieswhich work under bilateral agreements. Funds
from these organi sations are routed through government approved agencies
and follow government guidelines.

e Foreign non-governmental organisations.

e Foreignindividual donors.

Dependence on external funding beyond reasonable limits can be
counterproductive asthereislikely to be a considerable degree of uncertainty
inregard to flow of funds on sustained basis. Besides, it may reflect in varying
degree the donor agency’s priorities.

Budgeting and Audit

Agencies haveto prepare abudget so that they are ableto balance theinflow of
funds (income) in aparticular year with the outflow (expenditure).

A budget isastatement giving financia alocationsfor differentitemsor activities.
Therecurring and non-recurring items arelisted separately. Although an annua
budget isnecessary for carrying out the activitiesin each financial year, athree
or five year estimate is also prepared in advance to indicate the growth of
activities and the demands of funds.

The budget reflects the objectives of the agency in financial terms. It is also
intended to serve asameans of control, ayardstick to measure the performance
against predetermined targets and standards. It is the medium through which
the staff are brought together for making a concerted plan of action within
availablemeans. A budget callsfor and ensuresfinancial discipline.

Every agency should have a system of good financia accounting and auditing
to ensurethefinancial and administrative health of the organisation. Thismore
necessary if the agency receivesfunding from outside. An agency hasto furnish
periodically to the funding agencies the progress of expenditure against
sanctioned amount and the extent to which targets have been achieved.

Check Your Progressi|
Notes: @ Spaceisgiven below for your answers.
b) Compare your answers with the text.

1) Indicatethe pointsthat haveto be kept in view when formulating aproject
proposal.

2) Indicate the source from which a voluntary agency can financial
resources.
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Activity 1l

1) Visitavoluntary agency. Find out the procedurefor applying for financial
support from government agencies.

2) Contact somevoluntary agenciesand then find out their sources of financial
support.

2.4 PLANNING AND BUDGETING

Introduction

Initial planning of aproject programmeisvery important. Inadequate planning
is a persistent problem in development projects/programmes. It is observed
that quite often planning documents are specific and clear as to the physical
and financial inputs, between personnel and activities lacks in thorough
assessment of the overall objectives, the target groups and the external factors
determine success or failure of a project/programme.

Deficienciesin planning are usually reflected in inadequate monitoring systems.
During implementation, there is often too much emphasis on physical results,
and too little on policy issues and the effects of the project / programme on the
target groups/community at large.

Planning is the most important part of a project, it is the stage of
conceptualization and laying down of thefuture agendain apotentialy feasible
seed form. This task may involve the following factors though it is a highly
subjectiveissue :

e  Generation of ideas

e  Scouting for project ideas

e Preliminary screening of ideas

e Feashility of promisingideas

e Survey of factsand figures

e Financia analysis—developmental returns

e Economic anaysis— cost/benefit in the organisational context

e Ecological analysis—environmenta impacts

e Technical analysiswherever necessary

e Determining overall worth of the project

e Preparation of funding proposal

Financial Planning

All the planning exercise have to go hand in hand with the requirement and
availability of funds. All the projects and programmes have to be conceivedin
financia terms. Thefinancial aspect of planning isbroadly known asbudgeting.
A Project/Programme entails various kinds of expenditure such as:

i) Capital expentiture

i)  Expenditure on programmes

i)  Administrative costs



A project may require various kinds of financial outlay over the entire life of
the project. A project or programme may range from less than one year to six
or seven years or more. It isvery important to understand that one hasto plan
and anti ci pate both the recel pts and the paymentsrequired at each stage, during
the entire life of the project.

For example, if certain fundsarereceived in acertain year and the requirement
for thosefundsisin the succeeding year, then one hasto account for theinterest
which would be earned on those funds during the intervening period. Similarly
if an asset is purchased in the initial year, one has to account for its utility
available over the entire span of the project.

Under such circumstancesit isvery important to understand the capital nature
of expenditure and theintricaciesinvolved in the decision making inthisregard.

Capital Expenses. An Overview

Capital Expenditure: Capita expenditurein common parlanceisan expenditure
of enduring nature. In other words it refers to an expenditure whose utility is
not limited to a small period of time but years. There is much divergence of
opinion and practice in the classification of expenditure between Capital and
Revenue. However, thefollowing indicators have been laid down as establishing
the fact that the expenditureis of capital nature:

a) Any expenditurewhichisundertaken for the purpose of increasing surplus
either positively by way of increasing earning or negatively by decreasing
working expenditure.

b) If theexpenditure, whether increasing the earning capacity or not, produces
an asset comparatively permanent in character.

Capital expenditure may, therefore, be described as an expenditure resulting
Intheincrease/acquisition of anasset or increasein the earning capacity/efficiency
of abusiness organisation.

Planning of a project generally involves planning of capital expenses over a
period of time. Therefore it is very important to understand the importance
and the problemsinvolved in taking decision regarding such expenditure.

Importance: Decisions about capital expenditures are considered important
because of the following reasons:

e Enduring effect: All capital expenditure are made for along period and
their utility continues for years. Therefore one has to anticipate the need
and effectiveness of such expenditure throughout the duration of the
project.

e Cannot be reversed: Normally a capital expenditure once made is
irreversible in nature. Any assets or equipment purchased cannot be
disposed off immediately without incurring losses except in few
exceptional circumstances. Thereforeawrong decisioninthisregard may
defeat or dilute the basic purpose of a project.

e Huge investment: Unlike revenue expenditure, capital expenditure
normally involves substantial amount of money. Therefore, one should
be extremely careful in taking such a decision, because if an incorrect
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expenditure is made which is beyond the means of project, it may
ultimately prove disastrous for the project.

Problems. Whenever decisions about capital expenditure are required to be
taken, thefollowing problems generally arise:

e  Measurement problem: In revenue expenditure, one can easily measure
and comparethe cost and benefits. Contrarily itisvery difficult to measure
and analyse the cost and benefit of a capital expenditure spread over the
life of the concerned asset.

e Uncertainty: Sinceacapital expenditureisfor along period and its benefits
extend into the future, it becomes extremely difficult to predict its extact
utility in future. Theworld is changing at avery fast pace and the rate of
obsolescence of goods and technology is always athreat.

e  Spreading the project over assets life: The cost and benefit associated
with a capital investment decision normally extends to a period of 2-10
years as far as development projects are concerned. At times it becomes
extremely difficult to match the utility span of a capital expenditure with
the span of the project. The utility of an asset may be more or lessthan the
exact span of the project. Thereforeit isessential to ensurethat the utility/
life of the asset is as close as possible to the span of the project.

Budgeting

A budget isthefinancia trandation of aproject plan. All the planned expenditures
and receipts are estimated as per the budget and consequently thefeasibility of
aproject isjudged. Budgets have two aspects:

i)  Thesources of funds.
i) Activitiesand expenses.

Budgetisavery important tool of financial management. It hel psin estimating
in advance the probabl e recei pts and payments and in comparing the variances
after the completion of the project activities. In other wordsbudget isthefinancial
parameter on the basis of which the project activities are conducted. After
completion of the activities the actual expenditures are compared with the
budgeted expenditure, the variances help in understanding the need of or
improving the system in terms of budgeting aswell asimplementation.

2.5 ADMINISTRATION AT IMPLEMENTATION
AND STABILIZATION STAGES

L et usnow seethe pointsto be kept in mind at implementation and stabilization
stages.

Administration at | mplementation Stage

Theadministrative process at the implementation stageis primarily conditioned
by the agency’ s need to establish clientele and constitute a system of reciprocal
relations with groups and organisationsin the environment. At the sametime,
addition of staff to work in the agency introduces an element of accountability
inthe agency’s performance and aneed to find waysto effect greater consistency,
co-ordination, and control.



It is necessary to build programme competence, define service domain and
reduce uncertainty ininter-agency and intra-agency relationsat thisstage. Three
major tasksin thisregard are:

e  attracting clientele and establishing rapport with the community and other
agencies,;

e structuring the agency so as to promote efficiency, co-ordination and
accountability; and

e developing appropriate policiesfor personnel selection and devel opment
of staff competence.

Some of the general principlesto be observed during theimplementation stage
are:

consult and involve local people at every stage.

give sufficient notice.

explain the purpose clearly and repeat it as often as necessary.

have the meeting conducted, to the extent possible, by local people.
record the proceedingsin away that everyone will understand and agree.
assign follow-up work.

reconvene meetings at short intervals.

keep participation open.

get thefirst activity inaugurated formerly so asto attract attention widely.
use simplewords and symbolsfamiliar to the community.

make the outcome of the activity/benefit tangible, immediate and

appropriate.

e employ local peopleasfar aspossible, employment of outside professionals
being resorted to only to the extent absol utely necessary.

e  keepthenumber of staff employed at the minimum to reducetheincidence
of continuing liabilities,

e uselocal know-how.

e  keep expenses to the minimum and avoid ostentations expenditure at all
costs.

e haveopennessin communication between membersof the staff and between
agency and the community.

e devise simple procedures and forms that are based on trust.
e promote self-confidence.

e issueinstructions which are clear, and take care to see that it should be
possible to carry them out.

e observetime schedules and encourage its observance.

e salect beneficiaries on the basis of rational criteria derived from the
objectives of the programme.

e encourage staff and volunteersto learn and build teamwork.

e exercise close supervision in a matter which is promotive and builds
confidence.
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Administration at Stabilization Stage

Asan agency entersthe stabilization stage, the question of survival isno longer
amatter of primeimportance. Well settled rules, regulations, job specifications
and performance standards are the hall-mark of a stable agency. Staff
maintenance at this stage is concerned with the kinds of supervision and
leadership that will promote satisfactory levels of performance and job
satisfaction.

At the stabilization stage, the effectiveness of agency should be assessed and
regular channels for accountability established. The cumulative effect of
external demand for effectiveness on the morale of the agency staff will have
to be moderated with the help of buffering and neutralizing mechanisms.

Development of aproper monitoring system of programme implementationis
also amajor area of concern.

Innovations and improvements can be introduced as a device for maintaining
high morale and accountability. Procedural, programmatic, and basic changes
can beinitiated. The exact shape, nature and procedure of introducing change
should be decided on a participatory basis. At this stage, choice of issues for
response, choice of persons to be involved and other matters need to be
considered. The basic philosophy of the agency should determine the choices
availed. Thus, stabilization stage is not a static stage. On the other hand, itis
at this stage when the agency enjoys a secure position that attention can be
given to development and innovation.

26 STAFF DEVELOPMENT

All agencieshave now to recruit paid staff aswell. The recruitment, retention,
and development of staff has been one of the major problems faced by VOs.
Under the banner of voluntarism, VOsexpect their paid staff to render dedicated
and self-less service with unattractive salaries and service conditions. Those
who join these VOs are often forced to accept such conditions as they do not
have a better alternative. In some cases ad hoc responses play adecisiverole
in the matter of creation of posts and appointments. As a result, VOs face
problems in administering programmes. Staff development has been one of
the low priority areas of VOs. Let us take alook at some of the important
aspects of managing personnel.

Type of Personnel Needed

The organisation’ s goals, objectives and the kinds of programmes will decide
thetype of personnel needed. Theseareusually of two typesviz., administrative
personnel and programme personnel.

The administrative personnel may include the personnel working in thefinance
section, the clerical staff, etc. The programme staff would include the
programme coordinators and other who are directly involved in the
implementation of programmes. They include the technical personnel.

Recruitment

Most of the VOs do not follow proper recruitment procedures. This affects
their functioning. For recruitment to be effective, it is necessary to frame the



recruitment rules setting out the qualifications, mode of recruitment, scale of
pay, etc. A job description is also necessary. Vacancies have then to be
announced. The selection process starts with the screening of applications,
short-listing the candidates, conducting awritten test if necessary, constituting
aselection committee, interviewing the candidates and making the gppointments.
Usually apanel of namesisdrawn up in order of merit and appointment letters
are sent accordingly.

Performance Appraisal

Performance appraisal is the systematic assessment of the strengths and
weaknesses of an employee’s performance of assigned tasks during aspecified
period. It usually takesinto account factors such as knowledge, understanding,
skills, achievementsinitiative, ability to relateto other personsin the organisation
and to the clients, etc. Performance appraisal help the agency to improve
efficiency and to identify in an objective way employee who do better than
others.

Training

Training is now recognized as an investment in staff development. It not only
increases knowledge, understanding and skills, but also provides better
motivation. Voluntary agenciesare now called upon to implement awiderange
of programmes and engagein somedegree of socia engineering aswell. Workers
have constantly to interact with people, communicate with them and function
aschange agents. Training helpsnot only in career devel opment and efficiency
of the employees, but also improves the agency’s performance.

Before conducting any training programme for the staff, careful planning of
syllabus, resource persons, duration of training, and the learning outcomes, are
important. A number of innovative training methodol ogies are now available
which use a participatory multi-mediaapproach.

Check Your Progressii|

Notes: @ Spaceisgiven below for your answers.
b) Compare your answers with the text.
1) What arethe main areas of concern at the stabilization stage?

Activity 111

Visit a rural development agency, and request for the audited income and
expenditure statement, receipt and payment statement and the balance sheet.
Study the entire expenditure and discuss with the person in charge of accounts
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in the agency how these statements reflect the agency’s activities and
performance.

2./ LET USSUM UP

In this unit we first discussed the meaning and scope of voluntary agency
administration. We saw that the principal administrative tasks are planning
and devel oping the programmes, acquiring resources, designing organi sational
structures and processes, developing and maintaining staff capability, and
assessing and changing agency programmes. We also considered the different
types of activities that arise from these tasks.

We stated that voluntary agencies typically evolve through several stages
overtime, each of which ischaracterized by aset of administrative tasks. Each
stage posesdifferent problemsand dilemmas and demands differential attention.
Thethree stages of change and development are design stage, implementation
stage and stabilization stage.

Design stage is the initial stage of development. It commences with
conceptualization of anidea, identification of aneed/problem/issue. Thisstage
ismarked by apreoccupation with trand ating the concern/policy into concrete
programmes of action and in getting legal recognition of the agency as an
independent entity.

The implementation stage commences as the agency swings into operation.
Scheduling day-to-day activities, devising various procedures and channel s of
communication to promote efficiency, coordination and accountability,
negotiating exchanges, recruiting and placing staff are major administrative
preoccupations at this stage. Stabilization stage in concerned with assessing
the activities of the agency, instituting changes where change is required,
maintaining other activities of the agency, ensuring continuity of the agency,
and resolving conflicts.

We saw that staff development which is generally neglected by voluntary
agencies has to be an important area of concern. Recruitment, performance
appraisal and training need careful attention for improving the agency’s
performance and the motivation of the staff.

2.8 KEY WORDS

Elites . Influential section of a population.

Non-recurring expenditure : Expenditure which does not recur, i.e.
incurred once.

Recurring expenditure . Expenditurewhichrecurs, i.e. incurred
often.

Staff development . Identification of manpower needed in

relation to activities to be performed,
salary structure, recruitment appraisal
of performance, promotion/carrer
ladder, and training.



Voluntary agency : An autonomous non-governmental
organisation formed by persons out of
their own valition.
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UNIT 3 DEVELOPING COMMUNITY
BASED PROGRAMMES AND
PROJECTS
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3.0 OBJECTIVES

Thisunit aims at familiarizing you with the process and methods involved in
devel oping programmes and projectsthat are community based. After reading
this unit you will be ableto:

e outline the concept of community based programmes;
e indicate the stepsinvolved in identifying community needs;
e state the process of identifying beneficiaries and resources; and

e describe the principles of working with communities.

3.1 INTRODUCTION

While planning and devel oping rura devel opment programmes, the government
or avoluntary agency may follow different approaches. Y ou have seen that
very often government schemesand programmes are prepared at the state capital
and are handed down to district and block level for implementation, following
the same schematic pattern. Such programmes usually end up by remaining
government activities as the beneficiaries themselves are neither involved nor
have accessto planning/decision making processes and systems. Thereislittle
scope for flexibility to make changesin responseto local needs. We see today
passive dependence on government initiatives and the implementation of
programme according to the government’s perception of what is good and
necessary for the community. The people, for whom these programmes are
meant, participate only as beneficiaries.

In this unit we shall discuss how to develop arural development programme
that is community based. First, we shall analyse the meaning of acommunity
based programme. Secondly, we shall learn how to plan a community based
programme. Finally, we shall discuss the processesinvolved in formulating a



programmefollowed by abrief analysison the techniquesin working with the
community.

3.2 MEANING

Theterm community has already been discussed and isnot unfamiliar for you.
You may recall from Block 1 of Course 1, that a community is a group in
which the memberslivein such away that they share the basic conditions of a
common life. A community has a territorial base, a strong sense of identity
and deep sense of togetherness. One' slifemay belived wholly withinit. One's
socia relationships may be found within the community.

A community based programme does not necessarily connote a programme
whichisuniversal initscoverage and amsto benefit all or most of itsmembers.
It implies a programme that is planned, initiated, sustained and implemented
with the participation of the community. In other words, it connotes people’s
involvement and participation at every stage. A programme organised by an
outside agency, even if itisa VO, will not be community based if it does not
follow the above criteria.

The assumptions behind community based programmes are the following :
Bottom-up Planning

There are limits to the extent to which outsiders can have insight into the
problems of a community. Loca people too have capabilities in planning,
activating and involving the cross-section of the community in broad-based
decision making, using a consensus-based approach and team-work in
implementation. It is essential that the creativity of the total community is
mobilized for effective developmental process.

Need-Based

The planning of community based programmes should stem from the needs of
the community. There may be some needs which are felt by the community.
There may be others which have not been identified by the community but
which expertsfeel arecritical for the community, for instance, environmental
sanitation and preventive health. In such casesit would be necessary to sensitize
the community to such needs.

L ocal Resour ces

However scarce the local resources may be, their mobilization and utilization
are essential. Local resources can be in the form of money, material or
manpower. Availability of local resources can not only draw fundsfrom outside
but aso help in the sustenance of the programme when such outside funding
Ceases.

Participation

Parti cipation by the community iscritically important becauseit initiatesfurther
action through democratization of decision making. Participationisthe keystone
for effective work. Involvement of local people brings local knowledge and
expertise into use and thus reduces unnecessary dependence on technocrats
and outsiders. It empowers people to take action collectively.

Developing Community Based
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3.3 PLANNING COMMUNITY BASED
PROGRAMMES

The process of planning plays avital role in the development of community-
based programmes. Community organisation practitioners use planning skills,
but too often these skillsare seen as being narrow and technical, creating agap
between the planner and the people. Time after time, you will find that as a
practitioner you will be called upon to draw arepresentative group which can
be involved in goa determination, programme development, programme
implementation and evaluation. Since planning precedes action and formsthe
basisfor the other stages of community-based programmes, in this section we
shall discussthe various steps required for devel oping them.

Approaching the Community

The first step in planning a community-based programme is to ‘enter’ the
community. Very often, when an outside agency ‘ enters acommunity it creates
speculation and suspicion in the minds of thelocal people. Hence, ‘entry’ into
the community isto be planned very carefully. The following are some of the
ways of entering the community.

Meeting Community Leaders: If possible, thecommunity leadersareidentified
before deciding how and when to approach them. In a community, generally
two kindsof leadership exist, viz., formal and non-formal. Theformer iselected
or chosen by the community through a formal prescribed procedure, as for
example, the pradhan of the Gram Panchayat. The latter can be a teacher or
religiousleader or otherswho, by virtue of their social, religiousor other factors
come to be regarded as leaders. The community worker must meet both types
of leaders and try to explain the purpose of meeting and win their confidence.

Preparation of the Community: At this stage the community leader assisted
by the community worker introduces the idea of starting a community-based
programme to the members through meetings and discussions. The broad
purposes are discussed and doubts/anxieties clarified. In order to foster wide
acceptance, all groupsareinvited.

Community Diagnosis: Though the problems and needs of the community
might emerge in community meetings and discussions, it is often difficult to
assesstheir magnitude and their complexity. A properly planned survey, designed
through community participation conducted by atrained person will providea
better perspective on the community problems. Whilethis could lack therigour
of social scienceresearch, it would nonethel ess give areasonably good factual
picture. Thiswould help not only to know about the conditions of the community
and to assess the needs but al so enablelocal |eaders and the peopl e to be better
informed about their conditions and the problems faced by them.

Thefollowing guidelines can be used for community diagnosisthrough asample
survey :

e decidethe objectivesof the survey.
e determinetheprincipal areasof inquiry.

e prepareasimpleschedulesuited tolocal needs and adapted to the skills of
theinterviewers.



e make known to the leaders the purpose and the reasons for collecting
data.

e select the interviewers from the local community and give them a brief
orientation and training in collection the information.

e gather the information through the schedule and through interviewing
people who are in a position to give information on some key areas.

e tabulate the data.
e write up thereport.
Need | dentification

If the results of the survey are disseminated in the community, it can generate
alot of interest, discussion and activity and pave the way for identifying
programmes needs.

Community meetings and informal exchangeswith memberswould also help.
It is not feasible to tackle al the problems simultaneously. At the same time,
the question arises asto which need or needs are the most important because it
Is desirable to begin a programme with a relevant activity important to a
significant number of people. Therefore, the process of how to prioritize the
needs assumes importance. The following steps can be followed:

Presenting the problems to the community: The problems identified are
reported back to the community in a form understandable to them. It can be
presented orally or inwriting. Oral presentation to community leaders provides
a good opportunity for discussion of the major problems identified by the
survey and expressed in community meetings as well.

Determining the criteria: Some of the criteria which can be used to identify
problemsrequiring immediate attention and action aretheincidence and gravity
of the problem, groups primarily affected, the number of persons affected, the
importance that the community places on tackling the problem, and the likely
consequences if the problem is not tackled immediately.

Choosing problemsto work on: Aswe have mentioned earlier, itisnot always
feasible to work on all the priority problems simultaneously. Nor isit easy to
have unanimity or to reach at a consensus. Usually, the problems chosen are
the ones which are the most pressing as perceived by the majority and which
are amenable to local solutions given available resources and the resources
that can be mobilized. In some casesthe following procedure can be followed:

e Thepriority problemsare presented to the key members of the community
with an explanation as to how these were identified. Ensuring active
involvement of the key membersisimportant asit would makethedecision
making process more easy and meaningful and increase their commitment
to the programme.

e The members of the community are asked to rank the problems as most
immediate, immediate, not immediate.

e The problem which is identified as most immediate by most members
can be selected for priority action.
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Voluntary Action Analternative method isto | et the key memberstalk among themselves, decide,
and then inform the community. The first method is preferable for evolving a
consensus through discussion and debate. It isnecessary in either caseto ensure
that powerful interests do not dominate and the interests of the disadvantaged
and the women are safeguarded.

Check Your Progress1

Notes: @) Spaceisgiven below for your answers.
b) Compare your answers with the text.

1) How are programme needs identified?

2) How would you approach an unfriendly if not hostile community?

(Hint : See the text which describes the usual method. Use your
knowledge and experience or those of others and write down the steps
for cases such as the above.)

34 PROGRAMME FORMULATION

In the previous section we have seen how to select or prioritize problemswhich
need immediate action. In this section let us discuss the various processes
involved in formulating an action plan or a programme.

Before going into the process of formulating a programme or project proposal
let uslook at the kinds of policy and inter-organisational issuesthat need to be
considered :

1) Which are the mgor groups, organisations, institutions concerned with
the problem? What is the nature of interaction between these groups and
what are the forcesimpelling or preventing them from working together?

2) Which parties/groups have been identified as sources of support or
opposition?

3) What general approaches have been used?

4) What arethe major material and non-material resourcesavailablelocally?
What are the pre-conditions and how are they monitored?

5) What resources are currently being used for coping with the problems?
6) What alternative solutions could be devel oped that may be acceptable?
60 7) What isthe outcome expected by the community?



Setting Objectives

Having decided on the problemsto betackled, the objectiveshaveto beclearly
defined as afirst step while formulating a programme. Objectives are derived
from the goals which are stated in broader terms and have a longer time
perspective. Objectivesare preci se statements of intentionsthat can betrand ated
into pragmatic programmes. Asfar aspossible, it is better to set amanageable
number of objectives (not exceeding say four or five) which can be achieved
within areasonabletimeframe. When objectivesare quantified in atimeframe,
these are called targets.

Deter mining Programme and Service Components

The objectives will determine the programme and service components. It is
important that these are prepared in sufficient detail so that monitoring becomes
easy. Some of the aspectsthat need to be covered are determining the beneficiary
groups, the criteria for selection of beneficiaries, the services that will be
provided, the strategy for accessibility of the beneficiaries, the use of the services
by them, and the delivery system.

| dentification of Beneficiaries

| dentifying the beneficiariesisan important but at the sametimeavery complex
task specially when subsidies/|oans or other forms of assistance are involved,
or when local power structureswish thisto be donein amanner which furthers
their interests or does not empower others in a manner which will chalenge
their dominance. Quite often, evaluation of development programmesindicates
that selection of beneficiarieswas not done according to the criterialaid down
for the programme. Various methods of selecting beneficiaries can be used.
We mention some here:

e Thesurvey helpstoidentify the beneficiaries.

e The official or agency entrusted with the task of implementing the
programme preparesthelist onitsown by applying the criterialaid down
in the scheme.

e Leadersof different groups are asked to suggest names.

e Selection is done through an open meeting in which all are asked to
participate.

If any of the first three methods is followed and after the preliminary list has
been prepared, it is best to discuss thisin an open meeting so that ineligible
persons can be identified and those who are eligible but were left out, can be
included. This procedureis particularly important where subsidies or loans at
aconcessional rates or other benefits are involved.

Setting Milestones

Setting milestones meansindicating the stages needed to accomplish the stated
objective/goals. Thisisimportant in formulating a programme. Thefollowing
points are to be considered:

e  Select the tasks needed to accomplish the programme objectives.

e Identify thedifficult tasks and the possible obstaclesthat might arise at the
time of action.
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e Decide on when each action isto be carried out.

e |dentify the tasks that can be undertaken by members of the community
and/or the possible ways in which the community can participate in
implementing the programme.

e Assignresponshilitiesastowhowill dowhat, and when. The stated actions
can be written in the following format.

Goal Milestones Whowill doit Target Dates

While specifying the actions needed for achieving the objectives, the agency
must be very clear asto whether it isgoing to foster dependency on the part of
the members of the community or they will be empowered with information
withwhich they can help themselvesin thelong run. Thisisone of theimportant
principles of developing a community-based programme.

I dentifying the Resour ces and Preparing the Budget Estimate

The next step in programme formulation is the identification of the resources,
i.e., resourcesavailablelocally and those needed from outside the community.
Given the economic conditions of rural village communities, expectation of
financial contribution by the local people could be a sensitive issue. For
example, when the mgjority of workersin avillage community get a meager
wage of say Rs. 12 per day only for afew monthsin ayear, we cannot request
them to contribute towards meeting the full or a significant cost of the
programme. At the same time, in order to make them feel “we do our own
programme”, it is essential that their contribution, whether in cash or in kind,
isobtained evenif it ismeager. Theresources of the community might include
material's, equipment, funds, skills, technical knowledge and manpower.

A budget estimate hasto be prepared indicating how much money is allocated
and for what purposes. Y ou have read in the previous unit about the functions
of an agency’ sbudget. Before preparing abudget estimate, arealistic estimate
of the extent of finances that can be mobilized is essential as there are some
assured grants or incomes, and somewhich are somewhat uncertain. The budget
estimate should be presented to the community. Over optimism about fundsis
not desirable, specialy if there is the danger of the programme getting to be
stopped midway. Similarly, for recurring expenditure, along-term perspective
of resource availability is necessary.

Planning Programme I mplementation

The following aspects ought to be taken into consideration while planning for



programme implementation with the objective of making the programmes
acceptable to the community and achieving the desired goals:

e Finding able and willing local leaders to assume responsibility for
launching the programme.

e Setting up committees, which will include representatives from the
community, to supervise and review the programme.

e Identifying organisations within and outside the community to assist in
the implementation of the programme.

e Dividing the tasks and assigning them to different persons and as far as
possibleinvolving members of the community to carry out the key tasks.

e Establishing a suitable recording and reporting system of the ongoing
activities.

e Deciding on the type and number of beneficiariesto be covered initialy.

e Ensuring the availability of finance at least for the first year.

e Finalizing the duration of the entire programme and the time required for
each activity.

Check Your Progressi|
Notes: @) Spaceisgiven below for your answers.
b) Compare your answers with the text.

1) Givean example of an objective and atarget based on it.

3.5 WORKING WITH COMMUNITY GROUPS

In the preceding sectionswe have discussed the various processes of developing
acommunity based programme. In our discussion we have seen that the nucleus
of the community based programme is the participation of the community. In
the first unit we introduced you to the concept of community participation.
Here we discuss some of the salient features of community participation.

Features of Community Participation

In Unit 1 of this Block we introduced you to the concept of peopl€ s participation.
Participation, as we saw, implies direct involvement of the people and
involvement not through representatives. Participation must be understood in
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termsof participationin decision making at al stages—planning, implementation
and monitoring — so that the people can share in the benefits of development.
Peopl€e’ s participation in the context of rural development has to be seen not
only as an input to development but also as a means of empowering the rural
poor to play an effective role in rural development. For developing a
community-based programme, participation of people hasto be recognized as
anintrinsic part of the process of development rather than merely asafacilitator.

Some authorsare of the view that participation, in order to be broad-based and
meaningful, would imply alteration in existing social and economic structures
which are incompatible with equity. Conscientisation is often considered an
important step in peopl €’ s participation particularly for redressing or correcting
inequalitiesand exploitation. Conscientisation in asimple sense meanscritical
awareness-building. It isfounded on the principle that all men and women are
equal and that the learners, even the most oppressed, are capable of change
and can free themselves from any form of existence which is fatalistic or
deterministic. Among all the means of eliciting people’s participation,
conscientisation has gained wide prominence and acceptance. Thework of the
Brazilian educator Paulo Freire, ‘ Pedagogy of the Oppressed’ has been widely
discussed in this context and has made a profound impact on scholars and
social workers interested in equality and justice for the deprived.

Critical awareness-building isbased on adeep humanistic concern for people.
This leads the people to assess their needs from their own perspective rather
than those of the powerful who have made the poor mere toolsin their hands
for profit and power. It implies a reawakening of the capacity of the poor to
understand and analyse the causes of one’s situation and to act in order to be
able to change the situation.

Types of Community Participation

As we have seen, community participation as a process involves a close
interaction between the people and the functionaries. A number of ways exist
by which people may join the planners and implementers and these can be
assessed in terms of type of participation, its functions and location of power.
As the community comes closer to decide its own life situations, the more
successful will be the community-based the programme. We can think of six
modes of community participation.

Modes of Community Participation in Planning and M anaging Development

Guidelinesfor Collaboration / Integration

I dentity of Focus of power Functions Assessment in terms
participants of direct exercise of
power by the people

Legitimizes outside Community is
minimally involved in

1) Educated group Government
(elite) appointed  functionaries and local  plan through local

by outside elite. elites. decision making.
authorities.
2) Government Government Legitimizes outside Community is

functionaries such
as Convenor of
Village
Development
Committee

functionaries and local
elite.

plan through local elite
and implementation of
outside programmes is
facilitated because
local elites have
authority from above.

minimally involved in
decision making.
People participate as
followers or as
recipients of benefits.



3) Government
functionaries
consult people
after plans have
been drawn up.

4) Government
functionaries
consult people’s
groups from the
beginning of plan.

5) Oneor two
beneficiaries are
represented on the
Board

6) Local people

Government
functionaries

Government
functionaries and the
people but the former
have more power.

As beneficiaries are
few in number, the
Government
functionaries being in
the majority have a say.

People have amajor

Legitimizes outside

plans by making people

feel that they have had
asay in the matter.

Allows a meeting of
minds; gives people a
more realistic
understanding of
planning need to
establish priorities.

L egitimizes the concept

of people’'s
participation;
simultaneoudly it
legitimizes outsiders
control

Legitimizes peoples

Consulting the
community after the
plans have been
decided; allows afew
genuine options of
participation but only
as a token.
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People's involvement
from the beginning
gives them a
significant share in
decision making;
however, government
functionaries till
control the process.

People share decision
making responsibility.

Empowering people

beneficiaries are  say in the decisions power and empowers  provided they do not
in the majority on people. act as pawns of
the Board outsiders.

Guiddinesfor Collaboration/I ntegration

Fundamental to community-based work isintegration and close collaboration
between different organisations and persons. Formal integration involves
merging of different services in a pre-determined way. Informal integration
involves close working relations as it develops persons even though they do
not belong to the same organisation.

Some of the practice guidelines are :

e Assume that informal networks exist.

e Expect formal/informal networks to exhibit varying characteristics.

e Beware of costs.

e Organise user-related information about formal/informal network.

e Encourage informal positive attitude towards formal/informal networks.
e Analyseinformation about these networks.

e Work in partnership with the existing networks.

e  Work with network members’ needs.

e Work with groups of users and volunteers.

e  Protect staff from pressures.

e Encourage sharing of information.

e Decentralize decision making and control systems.

e Consciously develop team members' skills.

e Formally identify link persons.

e  Shareresources. 65
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e Arrange meetings with entire team.
e Encourage the entire team to take decisions.

Principles of Working with the Community

The following principles may serve as guidelines while trying to elicit
community participation:

e Be focused: Clarification of goals and understanding of programme
objectivesis basic to working with community groups.

e |dentify the Leaders carefully: Leadership is the single most important
ingredient in successful community work and hence selection of leaders
from the community should be thoughtfully and carefully done.

e Beprepared: Progressand movement of the programmeisdirectly related
to the adequacy of preparation before and after meetingsinwhich decisions
are made.

e Beinvolved: A climate of involvement of all members should be created
for participation to being productive and effective.

e Build support: Support, and not supplant, the leadership.

e Communicate: Keep all members informed of the activities and
developmentsat frequent intervalsformally and informally.

e Bedynamic: Maintain asense of progress, movement and accomplishment
that isso essential for the morale and sati sfaction of the community group.

Key Factorsin Working with Community Groups
Let us now identify the key factors in working with community groups.

One should not get the impression that a community is homogenous, that all
persons living in a community will participate in decision-making, that their
participation will awaysbefor the common good, and that no onewill oppose
aproposal, or that no onewill enhance his self interest. More often than not, a
community hasfactions, interest groups, competing and sometimes conflicting
goals, and a power structure in which some groups or persons dominate.

L ocating Centers of Power

L ocating centers of power in acommunity is not an easy task. There are those
who enjoy status because of the position they hold; there are those who have a
high reputation; and there are those who have traditionally been participating
in making important decisions in the community. There are various theories
about power structure and locating centers of power in a community. Each
group competeswith othersto corner as much benefits as possible. Each group
will willingly and actively participate only if there aretangible benefitsaccruing
tothem. Inthefinal analysis, itisinevitablethat only few groupswill participate
actively.

The role of the community worker is to guide these groups and their
participation in such away that the interests of the poor and the vulnerable do
not suffer.



Decision-making

Decision regarding development programmes are complicated. If decisions
(not of a routine kind) are made by one person, it may be handicapped by
limited information, experience and ideas. To reducerisk and to gain legitimacy,
all major decisions are best taken by committees or in open meetings. Group
decisions gain legitimacy because the group can be so composed as to have
persons who bring to bear on the problem diverse frames of reference and
viewpoints, and the group has aleader who facilitates this creative process.

Rolesand Rules

All group processes involve a basic underlying structure — a framework that
holds the group members together and partly accounts for order in their
behaviour. Individuals who occupy certain positions in the group generaly
perform certain roles. These roles evolve in the group process through role
differentiation. Rulesin the group explain what action should be or should not
be performed by members. Both roles and rules take time to evolve.

Techniques for Working with Groups

It is important to know some of the strategies/techniques for working in or
with groups and making the groupswork. Itisuseful for the community worker
to be aware of them to facilitate group functioning and to detect those that are
not desirable. Let ustry and list these techniques :

Technique Definition

Reasoning Any statement using rational arguments to
influence others.

Expertise Superior knowledge or skills or experience.

Compromise Both community worker and target group give
up apart of their desired goalsin order to obtain
some of them.

Bargaining Explicit statement about reciprocating favours
and offering other two-way exchanges.

Persuasion Simple statementsto induce, convince or coax
into action.

Simple statement A matter-of-fact statement of one’'s desires.

Persistence Pursuing firmly; repeating one’s point.

Assertion Forcefully stating one’sview.

Thought manipulation

Making the target think that the agent’'sway is
the target’s own ideas.

Fait accomplii Openly doing what one wantswithout avoiding
the target.
Hinting Not openly stating what one wants; indirect

Emotion alteration

attempts at influencing others.

Agent attemptsto alter emotions of target.
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Threat Stating that negative consequences will occur
if the agent’s plan is not accepted. He may
occasionally use facial expression or body

language.

Deceit Attempts to mislead the target into agreeing
by the use of flattery or wrong information or
traps.

Evasion Doing what one wants by avoiding the persons

who would disapprove.
Conducting Meetings

In Block 4 of Coursel inthe unit on* Communicating with People’, you learnt
the principles and the methods of inter-personal communication. A meetingis
aforum of inter-personal communication.

For a meeting to be conducted successfully the composition, seating
arrangement, frequency and the agenda have to be carefully designed.

There are some techniques of conducting a meeting which are also useful for
channelising the thinking of the group in the desired direction. Formal groups
can bemadeto function effectively by observing thefollowing forma procedures:

e Givingtermsof reference and clarificationsin writing.
e  Specification of committees authority.

e Limiting the size of the group to an optimum.

e Careful selection of chairperson.

e Appointment of aregular Secretary.

e Preparation and distribution of agenda, notes and other supporting
documents severa days before the meeting.

e  Prescribing frequency of meetings.
e Ensuring punctuality in starting and ending the meeting.

For asmooth conduct of the meeting, the leader and the members also haveto
seethat the objectives of the meeting are achieved. Theleader of aCommittee
should :

e Control the garrulous.
e Draw out the silent.
e Protect the weak.

e Encourage diversity of ideas and alternative approaches even if they are
conflicting.

e Watch for suggestions.

e Cometothemost senior peoplefirst but at the sametime give opportunity
toall.



e Close on anote of achievement.

e  Similarly, membersshould also statetheir position asclearly and logically
aspossible, and listen and ponder on others' point before their own point
ispushed.

e  Seek out an acceptable alternative if the discussion gets bogged down.

e Not to yield for the sake of harmony but accept a decision only if it is
based on sound logic.

e  Shuntechniquesthat bypasslogic merely for the sake of reducing conflict.
e Look out for different viewpoints and pull everyone to the discussion.
L eader ship

The role of leaders in collective thinking, group decision making and in
influencing others cannot be under-estimated. L eaders exercise influence on
the group membersand influencetheir behaviour. They are, inturn, influenced
by them. This is a reciprocal process by which group members permit
themselvesto beinfluenced and motivated to facilitate attainment of mutually
satisfying goals.

Many factors such asthe participation rate, characteristics of the group, nature
of the task, and dynamics of the organisation contribute to improving inter-
personal relation within the group and in helping the group successfully to
complete itstasks. Leadership plays an important rolein this regard.

Theskillsof theleader manifest in (a) communicating with people, (b) building
credibility in himself and in his proposals, (¢) locating dissent/opposition,
(d) piloting the agenda, and (€) in persuading the group members to commit
themselvesto the obj ectives of the agenda. The external environment, situational
stimuli, size of the group, its structure, and existence of factorswhich block the
achievement of itsgoals, also influence the effectiveness of the leader.

Leadersareidentified by finding from the members of the community the persons
they consider asleadersin the matter of influencing or directing, or by asking
thefunctionariesor other personsthe names of personswho they think exercise
leadership functions. The assumption hereisthat influenceis not exercised in
the same degree by every member. It isimportant to remember that influenceis
not exercised by most members of the community. In most cases however, this
Is of avery limited nature. In the case of |eaders the influence is exercised
among much larger numbers.

The identification of community or group leadersis, however, not always an
easy task specially when there is likely to be some kind of a plurality of
leadership and in some cases a hierarchy which is not necessarily formalized
or structured. Sometimes leaders become identified when there is a crisis or
when some important goal has to be achieved.

Some leaders are authoritarian in style — determining policies, indicating the
strategy and plan of action, and assigning tasks. Community-based programmes
demand a democratic style of |eadership-sharing with members in policy
making and implementation, asking the members for alternatives, choosing
the best course of action through participation and involvement, giving members
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the freedom to choose their responsibilities, and encouraging group thinking
and decision-making. Sometimes the community expects the leader to direct
and assume charge because it has not undergone the experience and strength
of democratic or participatory leadership. With conscious efforts on the part
of the leader, this can change and community participation can become
effective.

Check Your Progressiil
Notes: @) Spaceisgiven below for your answers.
b) Compare your answers with the text.

1) What does conscientisation imply?

3.6 LET USSUM UP

Weread in thisunit that acommunity-based programmeisonethat is planned,
initiated, sustained and implemented with the participation of the community



and characterized by theinvolvement and participation of people at every stage.
We noted that such programmeswere need based, involved the use of resources
and were not entirely supported from outside. We also described the ways of
approaching the community, making community diagnosis and defining the
needs. We considered the various processes involved in formulating a
programme and discussed in this connection how objectives are determined,
beneficiariesareidentified, milestonesare set, resources areidentified, budget
estimates are prepared, and programme implementation is planned.

We considered the features of community participation. We saw how the
process of conscientisation or critical awareness-building was important for
reawakening of the capacity of the poor to understand and analyse the cause of
one’ s situation and act in order to be able to change the situation.

We considered varioustypes of community participation and assessed themin
terms of direct exercise of power by people. We also read about some of the
practical guidelines for community-based work for collaboration and
integration. We noted that among the principles of working with the community
werethe need to befocused, identify |eaderscarefully, be prepared, beinvolved,
build support, communicate and be dynamic. The key factorsin working with
community groups were also identified and the techniques of working these
group wereillustrated. We a so considered the roles of leadersin community-
based programmes and their functions. We concluded that community based
programme demanded ademocratic style of |eadership and sharing of decision
making with members in matters of policy and implementation.

3.7 KEY WORDS

Community A group living in ageographical areahaving a
strong sense of identity and a deep sense of
togetherness. The members of the group share
the basic conditions of a common life. All of
one’ ssocial relationships may be found within
the community.

Goal A statement indicating what is sought to be
achieved. Goals are usually expressed in a
longer time perspective.

L eadership . Thisisdefined in the context of the degree of
influence a person exercise on other members
of the group or community.

Objective : Thisis derived from the goal and is a precise
statement of what is sought to be achieved.

Schedule A questionnaire filled by an investigator from
the respondent in aface-to-face situation.

Target . A quantified expression of an objectiveinatime
frame.
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4.0 OBJECTIVES

This unit aims at familiarizing you with an important method through which
the deprived and the oppressed sections of society seek changes to achieve
social justice. Social action hasalong and chequered history even though its
identification as atechnique is a more recent phenomenon.

After studying this unit you will be ableto:
e analysethemeaning of social action;
e indicateitsmain features,

e describethestrategies,

e discussthetactics, and

e describe some of the social action movementsin this country.

4.1 INTRODUCTION

Social action has been apart of the process of development of human society.
There has hardly been any time in socia evolution when people have not
organi sed themsel ves and enjoined to protest against injustice, to seek redressal
of grievances or aterationsin unjust social, economic and political structures.
Thestrugglesthat ensued did not always achievetheir goalsbut they represented
important expressions of deprived people' s attempts to secure amore humane
society. Social work education gave social action an academic status by
recognizing it as one of the methods of Social Work and its inclusion in the
curriculum of Master’ s degree programmes.

Voluntary effort and people’'s participation have been recognized as being
critical to the success of any development endeavour and find a legitimate
placein amost al the plan documentsand official policy statements. However,
social action, as a tool to mobilize people for development work, is rarely
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mentioned in such documents probably because it represents to those in
authority an organised endeavour to bring about changes which often results
in conflict of interests with those in power who are sometimes opposed to
such initiatives of change, overtly or covertly.

Social actionisavery powerful instrument in the hands of the peopleto secure
social justice and human rights. The foremost practitioner of social actionin
our country was MahatmaGandhi. Social reformers, trade union leaders, public
workers and political activists have been involved in social action movements
inoneway or theother. For al thosewho areinterested in empowering people,
this unit istherefore of considerable interest.

4.2 MEANING

Thereis currently no universally accepted definition of social action, though
there is a broad understanding of it. We give here some of the more widely
used definitions so that you have anideaof how different scholarshave viewed
social action.

Oneof theearliest definitionswasby M ary Richmond (1922) who considered
socia action in terms of “mass betterment through propaganda and social
legidlation”. This definition however, istoo general and fails to bring out the
distinguishing features of social action.

A more elaborate definitionisgiven by Friedlander (1963): “Social actionis
anindividual, group or community effort, within the framework of social work
philosophy and practice that aims to achieve social progress, to modify social
policiesand toimprove social legidation and health and welfare services.” This
definition, as you will see, rules out conflict or radical alternation when it
prescribes action “within the framework of socia work philosophy and practice”.

Roger Baldwin defines socia action as* Organised effort to change social and
economic institutions as distinguished from social work or social service, the
fieldswhich do not characteristically cover essential changesin the established
institutions.  Social action covers movements of political reform, industrial
democracy, socia legidlation, racial and social justice, religious freedom and
civil liberty; itstechniquesinclude propaganda, research and lobbying.” This
definition does not specifically refer to socia action as seeking change in a
manner consistent with social work values. It seems to suggest, however, as
will be evident from the methodsit mentions, that the action for change will be
within the parameters of the existing institutional framework.

Gabriel Britto brings out the ‘ conflict’ element when he states that “Social
action isaconflictua process of varying intensity initiated and conducted by
the masses or by a group of dlites, with or without the participation of the
masses in the action against the structures or institutions or policies or
programmes or procedures of the government and/or relevant agencies and/or
power groupsto eradicate/control any mass socio-economic-political problem
with aview to bringing betterment to any section of the under-privileged at a
level larger than that of asociologically defined community”. Thisdefinition
brings out also the role of |eaders from outside the affected groups initiating
and conducting social action movements.



Paull, too, recognizes the element of conflict when he observes that social
action refersto “those organi sed and planned activitiesthat attempt to influence
the socia distribution of status, power and resources.”

Some scholarsemphasize the use of ‘legally permissible’ methodswhile others
state that the methods could be legal or not legal if the situation so warrants.
Some state further that the objectives of socia action may not necessarily be
in conformity with culturally approved goals and val ues, specially when these
are seen as mgjor obstacles.

4.3 FEATURES

From the consideration of the definitions of socia action, you may have got
someideaabout itsfeatures. Weindicate them here athough it isimportant to
remember that not all forms of social action necessarily reflect them nor do all
the authors agree that these are characteristic of social action.

e Socid action is an organised effort directed at bringing about change in
social, economic or political structures and in their style of functioning,
in order to achieve social and economic well-being, specially of theunder-
privileged groups, and in bringing about a just social, economic and
political order. It is perceived as a method of empowering the deprived
through mobilization and collective action against vested interests and
against exploitation by existing power groups (political groups, economic
interests) and against exploitation by existing power groups (political
groups, economic interests, industry, trade etc.).

e Thefield of social action cover avery wide spectrum — political reforms,
social and economic reform, removal of social injustice and religious
intolerance, restoration of human rights, enactment of legislation, sharing
of power in decision making and in benefits, protection of the environment,
liberation from the stranglehold of current mores, etc.

e The objectives of socia action can be radical i.e., questioning the very
foundation of current structures, and aiming at the overthrow and often
proposing aternatives even if these have not been precisely worked out.
At the other end, social action may work for changes within the existing
system.

e Socid action can bedirected against global, universal issueslike protection
and conservation of environment through action, against its degradation,
or on more localized issues like crime, sale of alcoholic drinks, wrongful
use of village community resources by dominant individuals or groups,
exploitation of labour, punishment of awrong-doer, illegal felling of trees,
etc. Evenintheformer case, social action programmes haveto be specific
and focused so that it ispossible to mobilize support and organi se pressure
groups.

e Thegeographical areaof social action and the numbersinvolved may be
very large or relatively small depending on the issue.

e Thedriving forcefor social action may come from outside without initial
sharing of the goals or strategieswith the people being mobilized, or only
partly sharing them. To achieve sustained results, however, involvement
of the people in the goals and strategies is important.
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e Thegoalsof socia action are not value neutral. They are value-oriented
and normative in character, though these values and norms may at times
be at variance with the culturally approved goals and values.

e Social action has elements of conflict, the resolution of which may not
always be through peaceful and totally non-violent means even though
violence may not be an explicitly propounded method.

e Social action may in some situationsinvolve the use of methods or pursuit
of goalswhich arewidein scope, more comprehensive and futuristic and
may go beyond thelaw. However, social or moral legitimization of goals
and methods isimportant.

e  Socia action movementsrequirecommitment of theleaders, their emotional
involvement and belief in the goals and in the means used.

e Social action is not non-political. However, most of the social action
movements are not initiated directly by political parties.

Check Your Progress|
Notes: @) Spaceisgiven below for your answers.
b) Compare your answers with the text.

1) In what ways would you consider Friendlander’s definition of social
action as inadequate for developing countries?

44 SOCIAL ACTION AND SOCIAL REFORM

Asastudent you would beinterested in knowing the difference between social
action and socia reform. You have some knowledge about social action. Let
usfirst understand briefly the meaning of the term social reform.

Gore (1987) defined reform as “adeliberate effort to bring about achangein
social attitudes, culturally defined role expectations and actual patterns of
behaviour of peoplein adesired direction through processes of persuasion and
public education”. He further observed that most social reform movements
emanate from the “recognition of the dignity of the human individual and



therefore, of the responsibility of the privileged to widen opportunities of life
for all segments of the population.”

Let usnow try and briefly state the common features of social action and social
reforms:

e Bothowetheir beginning to dissatisfaction with existing systemsor values
and seek change in the direction of social justice. Both appeal to the
‘advantaged’ to accept the change in order to provide a better deal to the
‘disadvantaged’.

e Bothfollow avariety of strategiesand tacticsto achievetheir goal, several
of which are common.

e Bothfollow the method of mass mobilization.
e Both have normative ends.

Let us now see in what ways social action and social reform differ from each
other:

e Thescope of social actionismuch wider. Social reformisonly onefield
of social action.

e Social reform represents agoal, at least an intermediate one, in the sense
that through such reform, the status and situation of people affected will
improve. Socia action can be one of the means of achieving this goal.

e Socia reform does not seek total alteration of economic, political and
social structures nor doesit reject them. It seeks amendments or changes
in specific aspects of them in order to humanize them. Socia action
could seek radical changes or even regject existing systemswhen it amounts
to injustice, inequity, repression and exploitation.

e Socia reform movements are a product of the times and its importance
has varied in different periods of history. Social action has a place,
relevance, and need at every stage of a society’ s development.

e The main actors in social reform may come from socia and religious
groups. Social action interests cut across different communities.

e An important objective of social reforms is to consolidate the change
through legidation. In the case of social action, legislation may or may
not become necessary as the objective may as well be achieved through
non-legislative means.

45 STRATEGIESOF SOCIAL ACTION

There are different strategies of social action. The strategy determines the
tactics used. Whatever the strategy, several steps are involved in organising
social action movements. Let us consider these aspects.

Types of Strategies

Various strategies and techniques of social action have been identified, some
conceptually, others on the basis of analysis of actual movements.
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Gabrie Britto (1984) made an attempt to identify the strategiesin the Gandhian
model of mobilization for action. Theseare:

Credibility-building: This implies building of a good public image of the
leadership, the sponsors and the parti cipants based on cherished social values.

L egitimization: Promoting the movement’s objectives as being morally right,
and therefore the action islegitimate and permissible socially and morally.

Dramatization: This implies mobilizing the population into action through
emotional appeals, soul-stirring speeches, management of the media, novel
procedures of drawing support, catchy slogans, processions, protest marches
and such other techniques.

Multiple strategies: Thisimplies a concerted programme of action involving
advocacy, education, persuasion, facilitating actions, pressure tactics etc.

Dual approach which implies building a counter system as an aternative or
reviving asystemwhichisdeclining, or has declined, but whichisperceived to
bebeneficial. A constructive counter action planisproposedisin oppositionto
an existing system whichis perceived to be unjust, exploitative or undesirable.

Manifold programme: Thisimpliesdeveloping social, economic and political
programmeswhich would facilitate mass mobilization for social and economic
reconstruction and political independence.

Siddiqui (1984) has mentioned the stages used in the Sarvodaya strategy
drawing from the Sarvodayasocia action movementsinspired by the Gandhian
philosophy. The stagesare:

1) Prachar (Publicity)

2) Parichaya(Introduction)

3) Adhyayan (Survey or study)

4) Sahavasa(Association)

5) Seva(Service)

6) Pratikar (Resistance)

7) Construction Work or Community Service
8) Building the Climate of Change

Stages 5to 8 indicatethat in the Gandhian approach constructive social service
and peaceful non-violent ways of achieving changearebasic. Infact, Gandhians
strongly advocate ‘ constructivework’. Thisincludes activitieslikerelief work
in emergencies such asfloods, setting up basi ¢ education schools, the promation
of Khadi and other cottage industries and crafts, anti-liquor propaganda, and
social work among the Harijans and the women.

Speaking about the non-violent social action model, Das Gupta (1984)
observed : “ Although non-violent social action aso uses conflictsand struggles
asweapons, its purposeisnot to ‘defeat’ an enemy but to ‘win’ him over. The
aimisnot to crush anindividual, or to destroy an opponent however importantly
placed he may bein asystem, but to change the system and to protect the body



and the psyche of the so called ‘ enemy’ —both for hisown good asalso for the
good whom the person opposes. Its am is not to win only a struggle but to
establish new values and norms, that may pioneer the way to a new society.
Means are endsin the non-violent battle and the ends are means. Since thetwo
are equated in the structure of the method of non-violent action, the latter
cannot, and does not, use ends to justify the means but harps on the need for
adopting pure means for reaching pure goals.

Several scholarsof social action point out that when non-violent techniquefor
building pressure through mobilizing public opinion fails to alter the system
or undo the injustice, some form of militancy and systematic expressions of
hatred, anger, dislike, contempt, force (not necessarily violent) are perceived
asnecessary, evenif itinalimited way. Das Gupta (1987) refersto the conflict
cum-not-non-violent model”. He observes: “The adjective ‘not non-violent’
instead of theterm ‘violent’ isdeliberately chosen here asonly afew of those
who belong to the school of action would, even if they reject the non-violent
model, agree to call their path the path of violence”.

Let us now see how social work educators look at social action strategies.
Desai (1984) hasclassified the strategies available to social workersinto three
categories:

e Collaborative: Thisisbased onthe assumption that peoplein power will
agree to change even when a conflict approach is not adopted. Change
can be brought about because “the intended change is either the lesser of
the two evils or they have themselves identified the factors which affect
the very existence of the institution or the achievement of its goals; they
are disenchanted, or dissatisfied and therefore willing to engage in the
change effort though some part of the system may show initia resistance”.

e Bargaining, Negotiating and Advocacy: The assumption here is that
since resistance is anticipated, some kind of mild pressure would be
necessary. In the words of Desai: “These could include techniques of
bargaining and negotiation, publicity which leads to discomfort for the
target of change, advocacy through the media and attempts to isolate the
target group from the opinions of the community at large. The techniques
utilized may, to some extent, deviate from the usual interpersonal
behaviours, and include methods such as satyagraha, morcha, and other
methods of dramatizing the situation and devel oping public opinion”.

e Conflictual/Confrontational: The assumption here is that there is
fundamental differencesin positions and viewpoints and therefore strong
pressure tactics become necessary (such as, for instance, demonstration
and civil disobedience, or direct action). Since conflict initsmore extreme
manifestations could mean annihilation, elimination, defeat or subjugation,
these have not been mentioned by Desai as possible tactics, probably
because they are not in harmony with the educational philosophy of social
work.

A somewhat similar classification of strategies of social action has been given
by L ees (1972). He categories them as:

Collaboration: Thisisuseful where, accordingto L ees, “thereisbasi c agreement
about the way an issue should be resolved or the likelihood of reaching such
agreement oncetheissueisfully considered”.
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Competition: Thisisrelevant wherethereis' conflict’ over interests but where
it is possible for the contending parties to agree on the means to promote the
different view-points. According to Lees thisimplies conflict over goals but
CONSensus over means.

Disruption: Thisoccurswhen there arelittle chances of reaching an agreement
and the tactics used may vary from “peaceful demonstration to revolutionary
upheavals’.

Whatever the classification, it is important to remember that the different
strategies do not comprise water-tight compartments. Nor do they represent
an orderly movement from the peaceful to the disruptive strategies. Sometimes
the conflict model is adopted when the other models fail. Sometimes even if
one model is applied, the approaches of the other models are selectively used.

Tactics

From the definitions of social action and the discussion of the strategies, you
have seen that social action involves the use of a variety of tactics — often a
combination of them — depending on the philosophy and ideological beliefs of
the sponsors, the technigques used by the other party, and the dynamics of the
Situation asit develops.

Some of thetactics have been explicitly identified and arelisted bel ow:

e Factfinding.

e Publicity, advocacy, dissemination, using both formal and nonformal media
e  Education, awareness-building, conscientisation.

e Mobilizing support and opinion through established institutional systems
and political processes.

e Expressing anger, wrath, hatred in dramatic and innovative ways.
e  Cooperation/collaboration.

e Usingsdogans.

e Negotiation, bargaining, arbitration.

e Disruptionand mild coercion (mild resistance, protests, marches, morcha,
dharna, strikes, boycotts, fasts, gherao etc.) defiance of ordersand various
forms of economic sanctions.

e  Strong coercive tactics (extra-legal measures, and direct action).

The choice of tactics is conditioned by the choice of strategy. Though
confrontation and conflict are inherent in social action, most social activists
would like to abstain from violence and seek resolution of the conflict and
change by building moral and public pressure. Most of the social actionisalso
not directed towards the overthrow of the system but rather its humanization.

Steps

Asyou must have realized by now, certain stepsareinvolved in social action.
These are enumerated here:



1)

2)

3)

4)

5)

6)

7)

8)
9

Identifying the problem (in this case injustice), diagnosing it, gathering
information about it and about who the principal actors are, what roles
they play, what interests they have and what benefitsthey derive.

Determining the position to be taken.

| dentifying the social action goalsi.e. the expected outcomes. These should
be specific and at |east some should be tangible.

Mobilizing support using both nonformal and formal methodsand locating
the networks of influence and power.

Setting up the machinery to carry out the struggle, canvas action, provide
leadership.

Laying down the strategy. A well-drawn out planindicating seriesof actions
and their networking among the leaders.

L aying down the communi cation channelsand the decision-making loci of
the social action movement.

Carrying out the action.

Reviewing theimplementation of the strategy and, if necessary, weighing
alternative approaches and working out alternate plans.

10) Sustaining the pressure.

Some writers have suggested the stages as.

Awareness-building (Steps 1 & 2)
Organising people (Steps 3, 4, & 5)
Developing the strategy (Steps 6 & 7)
Action (Steps 8, 9 & 10)

Check Your Progressi|

Notes: @ Spaceisgiven below for your answers.

1) In what ways does the strategy in the Gandhian model of social action

b) Compare your answers with the text.

differ from others?

Activity |

| dentify asocial action issue (even ahypothetical one) and draw up two action
plans. Basethefirst one on the Gandhian model and the second on other models.
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4.6 SOCIAL ACTION IN INDIA

India has been the place of many social action movements. Let us briefly
mention some of them.

Satyagraha is a uniquely Indian concept and mode of social action shaped
into a formidable tool by Mahatma Gandhi. Although based on non-violence
(since Gandhi believed and practiced ahimsa and considered it a powerful
tool), satyagraha meant exerting moral pressure, through mass mobilization,
mass courting of arrests, and long protest marches to achieve the goal. We
mention here some examples.

The Rowlatt Act Satyagraha: What is popularly known as the Rowlatt Act
(1918) represented an attempt to put war time restrictions on civil rights and
detentions without trial for a maximum period of two years. All sections of
Indian political opinion vehemently opposed the Rowlatt Act but it was|eft to
Mahatma Gandhi to work out a practicableall-Indiamass protest. Theintention
wasto go beyond petitions but at the sametimeto stop it from being unrestrained
or violent. Initially, the volunteers merely courted arrest by publicly selling
prohibited literature. It was then extended by Mahatma Gandhi to include the
ideaof an al IndiaHartal (strike).

The Salt Satyagraha: Mahatma Gandhi’s famous Dandi march symbolized
protest against the government monopoly of salt and the claim to salt tax. The
march which started from Sabarmati to the seathrough the heartland of Gujarat
attracted considerabl e attention both within Indiaand outside. M ahatma Gandhi
propagated manufacture and auctioning of salt by the people violating the
unjust law. Thisaction was accompanied by boycott of foreign cloth and liquor.

The Nagpur Flag Satyagraha: Thiswas started in mid 1923 against alocal
order banning the use of the Congress flag in some areas of the city.

TheBorsad (Khedadistrict, Gujarat) Satyagr aha: Thiswasdirected against
apoll tax imposed to be paid by every adult for the police required to suppress
awave of dacoities. The movement took the form of total non-payment of the
new levy by all the 104 affected villages and the tax had to be withdrawn.

The Vaikom Satyagraha: This was the first temple entry movement. It was
essentially an attempt on Gandhian linesto assert theright of low caste Ezhavas
and untouchables to use roads near a Tranvancore temple.

Gandhian social action has to be understood in the context of the Gandhian
philosophy of work which aimed at building asocial and economic order based
on non-violence, and building the strength of the people and the moral fabric.
It included not only activities like relief work in emergencies but also setting
up basis education schools, the promotion of khadi and other cottage crafts,
anti -liquor propaganda, uplift of the lower castes and untouchables.

‘Chetna’ march in Panchmahal and Sabrakantha districts of Gujarat:
Thiswas organised by DISHA (avoluntary organisation) which, on analysis of
its programmes, came to the conclusion that unless awarenessis created among
the forest labourers, minor forest produce collectors, small community action
groups and other agencies working in the area, the injustices and exploitation
would continue and the affected people would not come forward to lodge their



complaints, narrate their grievances and seek redressal. One of the methods
devised by DISHA to generate awareness was to organise afoot march in the
areawhich covered nearly 1000 km through the most backward districts.

Mahila Mukti Morcha—Dalli Rajhara: Dalli Rajharaisan iron ore mining
town in the southern Durg district in Madhya Pradesh. The mines here are
largely worked manually through contractors. Contract labourers are mainly
members of Adivasi, landless and small peasant households from the seven
districts of Chattisgarh in eastern Madhya Pradesh.

Thewomentook aleading rolein organising socia action struggles. For example,
in 1979-80, the wages of the workers improved after a successful struggle. A
successful anti-al coholism campaign was carried out on theground that it drained
hard won benefits back into the pockets of the contractorsand liquor merchants.
The mass mobilization achieved among the househol ds was arare exampl e of
mobilization on asocial issue. Women played aleading rolein propagating the
philosophy of thiscampaign, and in organising mohallacommittees, for detection
and punishment. In 1982 the women started their own forum called Mahila
Mukti Morcha(MMM). Theforum concentrated on three broad areas of concern
—women and work, women and health and women’s struggles. Action arising
out of MMM platform was largely issue-based. Awareness and mobilization
were effected through a variety of methods including plays and songs, and
through annual observation of martyrdom of those who had struggled for the
rights of the poor.

Nar mada Bachao Andholan isasocial action movement which has brought
together several organisations engaged in developmental issues, for the
environmental problems caused by the construction of the NarmadaDam. The
movement today enjoyswidespread support, cutting across different segments
of the population, apart from peopledirectly affected by the construction of the
dam. The movement is spearheaded by eminent social workers, scientists,
intellectuals, students and the local villagers. Huge protest marches have been
organised in which villagers from far and near, from different states, have
participated with banners, shouting slogans, sporting badges forming ahuman
chain on the banks of the Narmada in protest, taking pledges, organising
demonstrationsat the dam site, and often violating prohibitory orders. Its defiant
message from the peopl e to decision makersand plannersisfor full participation
at all thelevelsof planning and that the people are no longer prepared to watch
in mute desperation, as projects after projects are approved without ensuring
that the benefits accrue mainly to the people and are not cornered by the vested
interests like the * contractor and therich’.

47 LET USSUM UP

You have seenin thisunit that social action represents an organised attempt of
the people to secure a more humane society. It is a powerful instrument to
empower the poor and to secure socia justiceand humanrights. It seekschanges
in an unjust social and economic order or in unjust actions. You also saw that
while some scholars were of the view that socia action should be confined to
seeking the goal swithin the existing social, economic and political framework
and accepted methods of seeking change, others were of the view that the
methods could be legal, or not so legal if the situation so warrants, specialy
when legally permissible methodsfail. Social action may also not alwaysbein
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conformity with current social and cultural valuesof dominant groupsin society,
specially when they are seen asmajor obstacles. The social and moral contents
of the action give it the necessary social and moral legitimacy. The goals of
social action are not value-neutral .

You read about the various strategies of socia action, including the Gandhian
Model. Y ou learnt about different ways of classifying the strategies of social
action and the tactics that are used. You aso read about the step in social
action for awareness building, mobilization and organising people, laying down
strategies and carrying out action. Finally you read about some of the social
action movementsin India.

48 KEY WORDS

Dharna . Picketing.

Gherao . A coercive action in which workers/others agitating
for the acceptance of their demands, encircle thosein
decision- making positions for longer hours to force
them to agree.

Morcha : The term literally means organisation of a front (as
would be the case of the foremost line of the army
against the enemy) to fight for their rights or for an
issue of wider social concern.

Satyagraha . Struggle for truth using non-violent means. This was
developed into aformidable tool by Mahatma Gandhi
through mass mobilization and exertion of moral
pressure to undo injustice and exploitation.
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5.0 OBJECTIVES

After reading this unit you should be able to:
e understand the need for registration and management of socia organisation;

e significance of drafting the constitution and bye-laws/memorandum of the
association;

e  registration process,
e get aninsight into the organisational design and structure; and

e  creating awork-oriented atimosphere, understanding, authority (structures),
relationship, working with boards, committee and other functionaries,
working with professional teams.

5.0 INTRODUCTION

Voluntarism and social service has a long history in India. It was the main
source of welfare and development since Vedic times except for the Maurya
and Gupta periods, which had substantial public welfare systems. The colonial
period witnessed the large impact of Mahatma Gandhi and the Gandhian
methods, on the growth of voluntarism. Hewas convinced that voluntary action
was the the most suitable instrument for devel opment of the country. Besides
the political Independence, the objective of Gandhian voluntary organisation
was rural reconstruction.

After Independence, Gandhian voluntary organi sations dominated the national
scene. It aimed at agriculture and livestock programmes, khadi and village
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industries, cooperatives and education. However, this consensus on
development strategy started receding to the background in 1960s and 1970s,
but it continued to influence the growth of voluntary activism. The later half
of 1980s and early 1990s witnessed a large expansion of VO both because
people were losing faith in government and because there was arapid rise in
theavailability of fundsfrom domestic and foreign sources. A major highlight
of this period was the establishment of V Osthat provided training, evaluation
and documentation to other grass-roots VOs.

Also, the rapid growth of population in the country without corresponding
growth of resources and wealth distorted the population-resource balance
resulting in poverty, hunger, mal-nutrition and other forms of socio-economic
evils. In this backdrop, VOs or Non Government Organisations (NGOs), as
they are called in the terminology of the United Nations, emerged as an
alternative strategy of development. This sector has always had an important
part to play in leading and implementing innovative ideaswithin social service.
It has achieved incredible success at grass roots level due to its participatory
approach. But it is a matter of concern that appropriate awareness about
administration and functioning of such organisationsisstill not widely available
to both the students and practitionersin thefield. Also, they arefacing anumber
of difficulties such as dearth of finances, lack of trained workers, weakening
of community support, duplication, overlapping etc. So before we deal with
the processes of establishing and management of the social service organisation,
we will briefly deal with the underlying meaning of the concept.

5.2 MEANING OF VOLUNTARY ORGANISATION

The key to social welfare emerges from autonomous and flexible actions that
are necessarily voluntary in nature. It commences with focused action coupled
with determined intention of like-minded peopleto transform the socio-economic
paradigm of society particularly for weaker sections, based on socia justice
and not merely on philanthropy and charity.

The distinction between the voluntary effort and action must be clear at the
outset, even though it is often used synonymously. The prerequisite of the
latter includes planning and conscious action of a group to deal with certain
issues, theformer often does not entail this. Thus, voluntary action isnecessarily
problem oriented — which is not only geared towards dealing with a problem
but also towards prevention of its occurrence. When a group initiates such
focused action to act formally, it assumesthe character of voluntary organisation.

Thedefinition of avoluntary sector organisation used in thissectionisthat of a
‘general charity’ as provided by the National Council for Voluntary
Organisations. General charities:

e areindependent of government and business,

e arenon-profit making;

e provideawider public benefit that goes beyond any membership.

There are wider definitions of charities, which include organisations such as

trade unions, colleges and universities, however thisassumption isnot covered
here.



According to Brown and Korten (1991) “.....voluntary organisationsrepresent
a distinct class of organisations that depend on energy and resources given
freely by their members and supporters because they believe in organisational
missions, not merely because of political imperatives or economicincentives’.

Who doesthe voluntary sector include?

There are VOs dealing with various areas of civil society. The categories
include: international aid, health, culture and recreation, environment, volunteer
promotion, civil and advocacy organisations, socia services, education and
research, animal welfare, and other single-issue organisations. It would also
include within its sphere organised social action for advocating social justice
and fight against different kinds of exploitation- social, economic and political.
Thevoluntary sector may also be known asthe not-for-profit sector, voluntary
and community sector, third sector and charity sector. A term coming
increasingly into vogue is the civil society. Internationally voluntary sector
organisations may be known as non-governmental organisations (NGOSs).

Scope

The sector is diverse covering almost every conceivable type of interest and
activity. The main characteristic of these organisationsis that they are cause-
led, established to do something specific rather than make a profit. India's
Seventh Plan assigned an important role to the voluntary sector in the three
fields of primary heath and family planning, the environment and women'’s
development. The Eighth Plan repeated the same emphasis. Therewasamajor
expansion in funds provided to VOs by the government and foreign donors.
Theeconomic reformsinitiated in1991 visualized aconsiderabl e reduction and
rationalization in the role of government and a corresponding expansion in
private sector, including presumably the voluntary sector.

Size

Thetotal number of VOsisdifficult to determine. It may vary from 50,000 to
several hundred thousands, depending on the definition of the VOsmaking this
voluntary/charity sector, abig business. Most of the organi sations get themselves
registered under the Societies Registration Act, 1860 in order to gain legal
status. These organisations range from international charities such as Oxfam
who offer paid work to accountants, managers and administrators, personnel

and fund-raising staff, to small organisations run almost entirely by unpaid
volunteers

Check Your Progress|

Notes: @ Spaceisgiven below for your answers.
b) Compare your answers with the text.

1) What do we mean by voluntary sector? Please aso list down few of its
improtant features.
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5.3 NEED AND PURPOSE FOR REGISTRATION

A) Need
i) Establishing and Managing

Any group of like minded individuals can cometogether to form an association
or asociety. However, registration under the appropriate law of the land must
be done to gain legal identity and standing. Also, VOs operating in social
systems establish and maintain contact with severa individuals. In general
course, the community aso interact with the organisation as a whole and not
each member individually. Thus, it is imperative that the organisation is
considered as one entity which can be achieved only by giving it alegal basis
and this individual liability gives place to group liability. Registration under
appropriatelaw, depending upon the nature of activitiesof agroup of individuals
will transform their status to an organisation.

i) Finances

One of the main factors of efficient functioning of VO and implementation of
its programs is the availability of financial resources. In the present welfare
oriented system, several other partners in the development process have
emerged besidesgovernmental grantsintheform of aid, assistancefrom various
corporate bodies, national and foreign donor agencies etc. Since the VOs
essentially fulfill social objectives and developmental role, it is suggested by
some that it is government’s responsibility that they provide financial and
technical assistance to them. While seeking governmental grants and other
financial assistance, an organisation must keep in mind that one of the essential
prerequisites for the same is registration. An organisation must be registered
under appropriate Act, or produce certificate that it is regularly constituted
branch of that organisation. It should also maintain regular accounts and proper
audit statement. The other donor agencies, most importantly foreign agencies,
also disburse funds to registered organisations.

Thus, registered organisations can seek funds from three main sources:
government sources, corporate and other bodies and foreign donors. Sincethe
Seventh Five Y ear Plan emphases on V Os several ministries have abudget for
NGOs. Each Ministry hasitsown set of guidelinesand you can make respective
enquiriesin the respective departments.

Foreign funding agencies are categorized under the following:

Bilateral funds: This means that countries that have come into bilateral
agreements with India and have funds for NGOs. Earlier, foreign funds used
to be channelised through the Government of India but after 1972 foreign
groups pressurized their governments to give a portion directly to NGOs in
the Third World.

NGO donors: Usually NGO groups and charity organisations. Examples—
OXFAM, Action Aid, Save the Children Fund etc.

Sronsors: Groupslike Action Aid helpin sponsoring the programmes concerning
thechildren.



lii) Tax Deduction

Section 80(G) of Income Tax Act enablesan individual or company to avail of
deduction of 50 per cent of their donation to VO accredited by thetax authorities
from taxable income, provided the donation exceeds Rs. 250/- (two hundred
and fifty only) andislessthan 10 per cent of total incomeinthat year. Thishas
opened the floodgates for many NGOs as the donor group is exempted from
being taxed for that sum. It has also enabled the organisationsto bring in more
locally availableresources.

Iv) Foreign Contribution Regulation Act, 1976

A VO needs to be registered and operational for three years before it can get
FCRA (Foreign Contribution Regulation Act, 1976) number and thereby receive
fundsregularly from foreign agencies. Also, the V Os have to be non-political
so that the funds are not used by any political party. The Home Ministry of the
Government of Indiaissues and administersthese certificates after determining
eigibility through reportsfrom government field agencieswho seek information
directly from the organisation or through enquiries at the community level.
From the viewpoint of the organisations, FCRA certificate isimportant, for it
does not require the approval of sectoral ministries at state or Center, for
programmethat do not adhere to the government guidelinesand they caninitiate
projectsfor innovations and al so have sufficient funds for the same.

v) To Address Problems of Functioning

Any group or body of persons, can come together to form a Society and start
functioning. However, registration assumes significance in this collective
endeavor to do away with problems that might arise in future. These issues
may range from internal dynamics amongst the members to the external
functioning in the community. Besideslaying down aimsand objectivesinthe
Memorandum, the registration also spells out the process of internal
management viz. membership, subscription, rights and privileges of
membership, general body — its powers, duties and functions, managing body,
sub-committee, sources of income and utilization of fund, audit of income,
operation of bank accounts etc.

Any modification in the constitution can be made only subject to the approval
of the Registrar providing protection to membersin internal functioning and
also to the organisation as an entity.

B) Purpose

The main purpose of VO isto work for the betterment of a particular target
group with a committed focus and efficient delivery. The initiatives cover a
range of issues on various social purposes like education, health, cultural and
other social activities, economic purposes like trade union activities,
developments of co-operatives, self help groups etc.

Financial resourcesand infrastructural support availablefor functioning largely
determine the broad purposes of the organisation. Besides, orientation and
experience of the organisation in the specific field also play a crucial rolein
framing its purposes.

For instance, in the present development sector, one can witness the
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mushrooming of voluntary agenciesand initiativeson health issues particularly
onHIV/AIDS. The purposes of these organisationsvary from creating awareness
to providing emotional, health and occupational support to the target group.
The government and other foreign donor’s commitment to combat this malady
al so determine such intense non-governmental and voluntary participation.

C) Organisational Accountability

The VOshaveto account for their activities and report to the authorities about
the proper use of funds, subsequent to acquiring registration. They also have
to register with the income tax authorities to seek income tax exemptions on
the grantsthey receive and al so separate registration for theforeign fundsthey
receive.

The main distinguishing features of VO are:

1) Itisregistered under an appropriate act to give alegal entity to agroup of
individuals — also to transform the individual liability to group liability.
Some of the acts under which organisations can be registered are: the
Societies Registration Act, 1860; the Indian Trusts Act, 1882; the
Cooper ative SocietiesAct, 1904; the Joint Stock Companiesact, 1956
or any similar act; but most of the welfare agencies are registered under
Societies Registration Act (XXI of 1860).

(Thefollowing associations may be registered under Societies Registration
Act (XXI of 1860): ‘Charitable societies, the military orphan funds,
societies established for the promotion of science, literature or the fine
arts, for instruction, the diffusion or useful knowledge, the foundation or
maintenance of libraries or reading rooms for general use among the
membersor open to the public or public museumsand galleries of paintings
and other works of art, collections of natural history, mechanical and
philosophical inventions, instruments, or designs.’)

2) It hasan administrative and executive management committee.

3) The organisation must have declared a set of objectives, including
quantitative ones. It should be based on keen appreciation of ground
realities and should be the end result of genuine consultation among all
the membersinvolved.

4) 1t should have its own democratic principles, rules and procedures that
governtheinternal functioning of the body and should not have an externa
control.

The significance of registration of an organisation is due to the fact that the
community perceives it as one legal entity and considers dealing with one
body more rewarding than interacting with different individuals. Besides, such
agroup of individuals will be more sustainable and ensure effective delivery
of service. An organisation in alonger run would be better equipped to deal
with various complexities rising out of daily functioning and management.

“The philanthropic or humanitarian organisation with itsboard of directors, its
paid staff, and its constituency can devel op the benefits of group thinking and
collectiveaction. It can work out division of responsibility among these groups
collectively and individually, so that each interested individual may serve



according to his ability. It can develop specialized functions, establish
permanent and steadily improving standards of service and follow acontinuous
progressive policy independent of the life or death of any individual. It can
secure public support and funds impossible for the individual to obtain and
can conserve them through the years.” (Social Agency Administration by
Elwood Street, Harper and Bros.)

In brief, some of the advantages are mentioned below as following:
— Registration gives permanency and continuity to the organisation.

—  Group liability instead of individual liability — particularly in situation of
financia and other resourcesthat areinvolved.

—  Group thinking and concerted action instead of individual action.
—  Collectiveaction with shared responsibility.

— It gives the reflection of an independent and responsible entity to the
community.

—  Itensuresthe benefit to membersof being relieved from unlimited financial
liability. It can sue or be sued as an organisation.

Constitution and Bye-laws/M emorandum

The objectives of the organisation hasto be broadly defined in the constitution
which a'so indicatesthe duties, powers and functions of the various parts of the
organisation. Besides the constitution, the organisation also draws up the bye-
laws or the detail ed rules and regul ations governing the day-to-day functioning.
A constitution can be understood as a brief statement spelling out the broad
goalsand objectives of the organisation, often including the quantitative goals
too. It often does not include the detailed procedures to be followed for the
attainment of these objectives; which areincorporated in the bye-laws.

Therulesand procedures must also be given similar significance because while
the constitution reflects the ultimate objectives, bye-laws and rules define the
routes to be followed for the attainment of those objectives. It also defines
crucia factors such as the membership, management, finance, personnel
responsibilities, dissolution, etc. Briefly, bye-lawsare needed for thefollowing
reasons.

—  Smooth functioning of the organisation
— Divisionof therolesand responsibilities
—  Stability of the group

Thus, rules and procedures of the organisation are asimportant as constitution
for the devel opment, systematic functioning, stability aswell as sustainability
of the organisation and group. Thesearealso crucial, asthey prevent ineffective
functioning, disunity, unhealthy relation and non-cooperation among the
members, etc.
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Check Your Progressi|
Notes: @) Spaceisgiven below for your answers.
b) Compare your answers with the text.

1) Why do you think an organisation need to work in detail upon its bye-
laws and rules? What are its advantages?

54 FORMATION OF VOLUNTARY AGENCY
AND ITSREGISTRATION

Registration of the Voluntary Agency

The Constitution of India guarantees its citizens right to “form association”
under Article 19. The provision isoperationalised with the help of legislations
such as the Societies Registration Act, 1860, (or similar state Acts), Indian
TrustsAct, 1882, Company’ sAct, 1956, or Cooperative Society’ SAct. A group
of people associating themselves as a society, on registration under any of
theselaws, become a separate legal entity whose legal identity isdistinct from
its constituting members. A registered society/agency enjoys perpetual
succession by virtue of thislegal recognition and enjoys continuity apart from
the changes in its constituting members. This legitimization of its distinct
identity and existence entitles the agency to carry on a number of activities
that are in keeping with its goals and aspirations. Registration entitles agency
to acquire movable or immovable property in pursuance of its expressed
objectives. It insulates the associating members from personal liability. The
other benefits of registration are that the surpluses generated as aresult of the
society’s activities do not accrue to an individual but are used to further the
objectives of the society. It also makes the society eligible to apply for and
receive grants-in-aid from government and other funding agencies. The agency
can also apply for exemptions from income tax in respect of donations, and
other incomes.

Some VOs prefer not to register themselves, as registration brings with it
government scrutiny and fulfillment of the conditions stipul ated under the Act
concerned. Sometimesavoluntary agency may want to work asachange agent
and wish to be able to develop critical consciousness among people. It may
prefer to befreefrom government surveillance and control and therefore desire
a non-formal unstructured arrangement. Such agencies work in a highly
individualized manner and would come up against problems of continuity,
mobilization of resources, financial accountability, organisation and division
of responsibilities, etc.

It would always be desirable for an agency to have a constitution, giving the
aims and objectives, organisational structure, membership, mode of election
of office-bearers, tenure, locations, etc. An application has to be made to the
Registrar of Societies/Co-operatives/Companies/Charity Commissioner, asthe
case may be, at the time of registration according to set procedure. The
Memorandum of Association and the Rules and Regulations governing the



agency haveto be prepared and submitted. Although the procedure is more or
less the same throughout the country, there are dight variation in different
states.

For receiving fundsfrom foreign agencies, the VO hasto be separately registered
under the Foreign Fund Contribution (Regulation) Act, 1976. Rules have been
framed by the Government of Indiain this connection.

Registration under The Societies Registration Act

Any person, entity, havetheright to carry on development work irrespective of
any formal registration. However it is important that all VOs should get
themselveslegally registered. Few reasons of getting an organisation registered
are as under:

e  Properties can belawfully vested in the name of the organisation.
e  Bank accounts can be opened in the name of the organisation.
e |t becomesalega entity which can sue and be sued.

e |t can be registered under the Income Tax Act, Foreign Contribution
Regulation Act and various other legal authorities.

e It provides greater credibility in sourcing funds as well asimplementing
programmes.

e |t can have sustained longevity independent of itsfounders.

e Theliability of the membersgenerally becomeslimited.
Formsof Registration

In India various options of registration of an organisation are available. The
most convenient and popular form of registration is under The Societies
Registration Act, 1860.

An organisation can also be registered as a Trust under The Charitable and
Religious Trust Act, 1920 or The Bombay Public Trust Act, 1950.

An organisation can also be registered under section 25 of the Companies Act,
1956.

The above mentioned forms of registration are prevaent in India and one has
to choose keeping in view the purpose and size of the organisation.

In this unit we will also discuss the procedure related with the registration of
an organisation under The Societies Registration Act, 1860 and registration of
atrust.

Registration of the Organisation

A group of seven or more persons are entitled to register an organisation under
the Societies Registration Act, 1860. Such an organisation can be for any
literary, scientific or charitable purposes. Section 20 describes in detail the
purposes for which aV O can be registered. The Memorandum of Association
and the bye-laws are filed with the Registrar of Societies.

In addition to the Societies Registration Act, 1860 various states of Indiahave
framed their respective Acts and Rules. The registration is done under the
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auspices of various state governments in whose territories the organisation is
located. Subject to minor variations between various states, an organisation
can beregistered in any district. To have state-wide jurisdiction it isdesirable
to register the organisation with the Registrar of Societies of the respective
states.

Documentsto be Furnished for Registration
The following documents are required for the purpose of registration.

1) Memorandum of Association alongwith acertificated copy, signed by all
the subscribers.

2) Bye-lawsor the Rules and Regulations, alongwith a certified copy of the
same.

3) Affidavit on non-judicia stamp paper sworn by the President/Secretary.
The affidavit should be attested by an Executive Magistrate or Notary
Public.

4) Documentary evidence of the premises of the registered office. Evidence
such as House Tax Receipt or Rent Receipt. A no objection certificate
from the landlord should also be furnished.

5) A covering letter alongwith the requisite fees, requesting the Registrar
for registration. The fees payable ranges between Rs. 10/- to Rs. 100/- in
different states. The exact amount payable should be verified from the
local registering authority.

Certificate of Registration

The Registrar of Societies will verify and process the above mentioned
documents. After satisfying himself about the compliance of the provisions of
the Act and the correctness of the documents he/shewill issuesa Certificate of
Registration.

The Certificate and the Bye-lawsform the primafacie evidence of theregistered
Society. Certified copies should be made of both these documents to be used
for al other legal and administrative matters.

Check Your Progressiil
Notes: a) Spaceisgiven below for your answer.
b) Compare your answer with the text.

1) List four reasons why avoluntary agency should be registered.

Activity |
1) Visitavoluntary agency. Find out the procedureit followed for registration

2) Supposing youwishto start avoluntary agency. Draw up the Memorandum
of Association, and the Rules and Regul ations.
(Hint: Procure these some voluntary agenciesand then draw up your own).



5.5 REGISTRATION ASA TRUST

Formation of an organisation as a Trust is fairly simple, but the provisions,
procedures and the laws related with trust are fairly complex. Under Indian
Lawsvariouskindsof Private and Public Trusts can beformed. For the purposes
of our discussion wewill confine ourselvesto the laws and proceduresrelated
with a Public Charitable Trust.

[ronically The Indian Trust Act, 1882 is not applicable to Public Charitable
Trust. Public Trusts are formed under general law. The other relevant acts are
Religious Endowment Act, 1863, Charitable and Religious Trust Act, 1920
and The Bombay Public Trust Act, 1950.

Essentials of a Valid Trust

Thefollowing arethe basic ingredients of avalid trust:
i)  The author or settlor of the Trust

i) The Trustee

lii) TheBeneficiary

Iv) The Trust Property

v) The objects of the Trust

TheAuthor, or the Settlor, refers to the person who sets aside certain property
for the benefit of the beneficiaries. The trustees are the persons who manage
this property for the benefit of the beneficiary as per thetrust deed. The author
himself may or may not become atrustee.

A Public Charitable Trust can be formed even if immovable properties are not
set aside. Normally certain funds are settled in the trust deed for the benefit
and purposes as mentioned in the trust deed.

Who Can Form a Trust?

Any person competent to deal with property can create a trust. Besides
Individual, abody of Individualsor an Artificial Person such asan Association
of Persons, an Institution, a Limited Company, a Hindu Undivided Family
through itsKarta, are eligible.

Three certainties of atrust are
1) Certainty of intention to create trust.
i) Certainty of the objects and the beneficiaries.

iii) Certainty of the subject matter of the Trust i.e. fund or properties must be
specified and settled in the deed.

Charitable Purpose

ToformaPublic Charitable Trust it isimportant that the objectives of thetrust
must be of charitable nature and of general public utility. The Charitable
Endowment Act, 1890 defines charitable purpose as a purpose for therelief of
the poor, education, medical relief and advancement of any other object of
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general public utility but does not include a purpose which relates exclusively
to religious teachings or worship.

Sinceitisnecessary for atrust to be registered under the Income Tax Act, itis
important to understand the meaning of ‘ charitable purpose’ as per the Income
Tax Act. The term charitable purposes has been divided into 4 parts:

i) Relief of Poverty: Charitable purpose of providing support including
financial support to poor people. The relief provided should be of public
character. Relief such as help to the employees of the company or relief
of group of private individuals like ‘ poor relatives of the donors, would
not be of charitable purpose.

i) Education: Promotion of education, literature, science or fine-arts is a
charitable purpose. Education need not necessarily befor the poor only, it
may extend to others as well.

i) Medical Relief: Arrangement of medical relief to the needy patientsisa
charitable purpose. It is not necessary that the medical relief should be
free of cost, or at areasonable cost.

iv) General Public Utility: Advancement of any object of benefit to the public
or a section of the public would be considered as a charitable purpose. It
has been held that promotion of sports and games can be considered asa
charitable purpose.

Procedure of Formation of a Trust

No clear-cut statutes are available for the formation of Charitable Trust. The
only Central legidation available is The Charitable and Religious Trust Act,
1920. Thisact islimited inits applications, and does not provide any effective
control over Public Charitable Trusts.

To form a valid Public Charitable Trust it is always desirable to prepare a
Trust deed. Such Trust deed should clearly specify and satisfy the certainties
of atrust.

M eetings and Resolutions

Sound governance largely depends on the effective interactions between the
decision making persons of the organisations. It isvery important that regular
meetings are conducted for :

— Decisonmaking

— Panning and Budgeting

—  Resource mobilization

—  Lega Control

—  Appointment of Auditor

—  Purchase of Capital Accounts

—  Appointment of staff, etc.

5.6 REGISTRATION PROCESS

To start aNon Governmental Organisation or voluntary agency does not begin



and end at a one stage. The registration under the Society Registration Act,
1860 entails following points:

1) TheForm

Theformisavailablefrom the Office of Registrar in State capitals. (Guidelines
and instructionsfor completing theform isincluded.)

2) Fillingup theForm

Any group of seven or more members desirous of working for any charitable
propose or cause may, by subscribing their names to a memorandum of
association and filing the same with the Registrar of Societies or any other
officer appointed under that Act by the state Government can form a society.

The Memorandum of Association should contain the following particulars:

a) Name and address of the association: While selecting the name of the
organisation, care should be taken that it is simple, short, and
comprehensible; and also reflects the objective of the organisation. Also,
the proposed name should not beidentical to that of any other organisation
that has been registered. The complete postal address of the organisation
should be included to be approved as the registered office.

The signatures of the applicant office bearers on Memorandum of
Association have to be attested by witnesses. The Memorandum of
Association prepared in the manner indicated above and signed by seven
Or more persons sponsoring the organisation and should be submitted along
with the prescribed fees, to the Registrar who will record the name of the
society.

In most states, the District magistrate is authorized to do so. Registration
takes about month and the official cost isRs. 50.

b) Purpose: the broad aims and objectives for which the organisation has
been set up should be clearly stated.

¢) Membership requirements. The document shall also indicate the
gudlificationsfor becoming members of the organi sation, that may be based
upon financia provisions, minimum age, special interest and contribution
in the programme.

d) Other particulars: It should also contain aspects such asBoard of Directors,
Office Bearers, Elections, Sub Committees, Meetings, Official year,
Amendmentsto the Constitution, Finances, Mai ntenance and operation of
bank accounts; Assets and Dissolution.

3) Legal Assistance

Thefiling and subsequent registration at the Office of Registrar involvesdrafting
of the Memorandum and Rules and regulationsin away that protects both the
members and the organisation from legal issues and difficultiesthat may arise
infuture. Also, al suitsby or against the society shall be commenced or defended
intheregistered name of the society. Thus, it isadvisableto takelegal assistance
in the process of formulation of the document and filing it to the Registrar.
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4) Final Stage

The organisation would filewith the Registrar of the Societies, amemorandum
showing the name of the society, its objects, names and address and occupations
of the members of the governing body accompanied with rulesand regulations
and a copy of proceedings of the general meeting at which it was resolved to
get the society registered.

The Memorandum prepared in thisformat and signed by seven or moremembers
sponsoring the organisation would be submitted to the Registrar with the
prescribed fee. He would record the name of the society under the Act and
issue the certificate of registration. The registered body would have to submit
theannud list of managing committee membersand other information asrequired
by the Act to the Registrar. Upon registration, all properties, movable and
immovable, will become the property of the society, and all suitsby or against
the society will be commenced or defended in the registered name of the society.

Other Issuesto be noted
1) Typesof Registration

a) Local/State level: Desirous persons subscribing the names to the
memorandum of the organisation should not be (in any case) less than
seven.

b) National level: if the society proposes to give national character to the
organisation, there must be minimum of eight different persons from
different states of Indian union as signatories to the Memorandum.

2) Membership

e  The names, addresses, occupations and the designations of the present
members of the Governing Council and subscribers to the Memorandum
isrequired with their signatures witnessed/attested.

e Local and National membership depends also on the scal e of operations of
the organisation.

e  Membership fees. There can be different types of members depending
upon the amount they contribute to the organisation, such aslife members,
specia members, annual members, active members, contributing members,
etc.

Check Your Progress|V
Notes: @) Spaceisgiven below for your answers.
b) Compare your answers with the text.

1) List various relevant points of registration process.




5.7 ORGANISATIONAL DESIGN AND
STRUCTURE

Many voluntary and social service organisationstend to ignore effortsthat are
aimed towards strengthening their own organisational capacity and instead focus
upon field work, directed toward helping their target groups. This is quite
understandable from the perspective of the organisationsthat are struggling to
sustain themselves. Their project funding is often quite specific and restricts
them to manoeuvre to other directions. However, other VOs often do have
resourcesfor organisational devel opment, but they have often not paid adequate
attention to it.

This preoccupation with the field work often leads to a precarious situation. It
Is important that organisations together with their focus on efficient delivery
do not also neglect issuesof internal organisational functioning. Oftenthisneglect
leads to a situation where the organisation deteriorates and other points of
organisational sickness develop. Thus, proper balance between field work and
organisational work isaprerequisite for maintaining sustainability of aVO.

There are different kinds of organisations dealing with various issues ranging
from education, health, women empowerment, social activism, etc. with different
nature of activities; and thus there is often not one unique solution offered by
academiciansand practitionersfor effective organisationa structureand design.
Thereishowever ageneral philosophy and an approach which can be adapted
to a variety of situations and organisations. Some of the most prominent of
these principlesin context of these VOs are:

— Toensure sustainability of the organisation, aclear sense of purpose and
sense of direction must be devel oped together with objectives. Thisshould
be the end result of genuine consultation among al partiesinvolved.

— These organisational objectives should be translated into specific work
plans for various departments and individual staff. Such an exercise can
lead to minimization of role conflict.

—  Genera budget and staff all ocations should be based on these objectives.
Oftenin present scenario, the entire budgeting exerciseisdirected mostly
by the funding agencies and thus for organisations it becomes too
fragmented to bereally useful.

—  Besides periodic review, which should be both ‘top-down’ and * bottom-
up’ and involve all layers of the management and executive staff, efforts
toidentify gaps should also be made simultaneously.

—  Efforts should also be made to adequately compensate the staff, both
materially and by giving proper incentives.

With the spurt of both voluntary action and social service organisations, atrend
towardsinvolving experienced and professional personnel for the execution of
the projectsisencouraged. Often, amulti-layered matrix structure hasevolved
in the organi sations constituting of three streams of staff: (i) retired and senior
bureaucrats and technocrats committed to the voluntary sector with their
cons derable administrative and technical experiencewith governmental policies
and programs; (ii) professional managers from institutes of social work, rural
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management and other social sciences; and (iii) local and grass-roots field
workerswith in-depth understanding of people.

Thus, organisational design and structure of the VOs is not homogenous.
However, what differentiatesthe organisational structure of voluntary agencies
from others is often the existence of an atmosphere of friendly, informal but
committed work culture. Thereisgenerally no distancing between the staff and
managers. These organisations operate in a fairly participatory style. The
organisational structure and design are often determined by the stage of
organisational development of avoluntary agency which are at various stages
of Strugglefor Survival (wherein organisationstry to establish their credibility
with the community, government and donors and own workers); Stage of
Growth and Consolidation (wherein the main task isto expand operations and
build organisational routinesfor efficient functioning); Stage of Innovation and
Recognition (wherein the organisation exhibits preferencesfor quality asagainst
straightforward quantitative growth, which has significant bearing on the
organisational culture, structure and leadership), Stage of Driveto I nstitutional
Maturity (characterized by an effort of organisation to safeguard its autonomy
by reducing dependence on single donor and mobilizing resources themselves
and issue of smooth |eadership succession) and thefinal stage of Autonomous
Self Sustained Organisation (marked by leadership, self confidence, financial
independence, participative functioning, and accountability). Each of the stages
have a significant bearing upon an organisation’s management of its own
resources both men and material and also maintenance of its structure and
design.

5.8 RELEVANCE OF CREATING OF WORK-
ORIENTED ATMOSPHERE

Work-oriented Atmosphere and Organisational Culture

Many factors, internal and external, have their impact upon the VOs and they
determine their life span. These factors are very crucial for understanding the
organisational dynamics. Earlier, wedealt in brief about thework cultureinthe
previous sections. Let us attempt to understand the variousissuesrelated to it,
authority, understanding, relationship and working with boards, committees
and professional teams.

Whilediscussing organisational culture and work-oriented atmospherewewould
focus on three relevant aspects. The first is the degree of commitment of the
entire organisation. Thisbasically entailsthelevel of morale, senseof direction
and job satisfaction, apart from monetary compensation. A committed staff is
very essential to harboring positive work atmosphereinaVoO.

The second aspect of informal work cultureimplieslesser emphasison hierarchy,
rules and flexibility and free flow of communication within the organisation.
The first stage of organisational development of a VO tends to be informal,
simply organised and strongly bonded. Asorganisationsgrow in scale, it often
becomes difficult to maintain the desired characteristics mentioned above. In
cases of those that succeed, and it makes the capacity of leadership crucial to
renewing the motivation of the workers. It isimportant that an organisation at
thisstage, introduce better formed structure, procedures and systemsto facilitate
itsefficient working.



The third aspect of participative decision-making implies a system of
consultation up and down the directions of the hierarchy in both directions.
All the staff should have equal opportunity to contribute to decision-making,
leading to an enhanced feeling of commitment and a joint sense of
responsibility. It also creates congenia atmosphere for innovations.

Also, another crucial function of any organisation is to encourage process of
coordination * to bring into common action, movement or condition, to relate
and combine various parts in harmonious balance and adjustments’ for the
attainment of the declared objectives. Thework atmosphere of an organisation
can be gauged from the relationship and communication that exists between
the:

1)  Various departments of the agency,

i)  Various staff members of the agency,

lii) Between various sub committees on boards,
Iv) Between the staff and the management.

Participatory style and smooth intra-organisation communication is very
significant for harboring positivework culture. It iscrucial also because of the
fact that adequate monetary compensation is often not given to the staff and
effective and efficient delivery of the servicesis determined to a large extent
by high motivation, commitment and identification of the organisational goals
to the wider ideals of welfare state.

Authority

Theleadership of the VO isvery crucial. It rests upon leaders and managersto
get the organisation to realize objectives. However, the primary task of the
|eadership also varies according to the stage of the organisational devel opment.
It varies from the early leadership in primarily demonstrating the usefulness
of the new organisation to the skeletal staff, donors and the community to the
|eadership in more mature organisation which primarily involves expanding the
scale of operations, mobilization of funds, organisational procedures and
networking.

On a closer look at leadership of the top level of voluntary groups and
organisation, one can witnessthat often with some exception, it isconcentrated
in the hands of elderly persons. This trend gets reflected in their style of
functioning that is often a combination of authoritarian and democratic style.
Theyounger cadres of |eaders are more democratic than their older colleagues.

However, though both these sets of leaders are capable of strong commitment
and pragmati ¢ problem solving, they often are weak on managerial competence,
defined asthe capacity to mobilize resources, handle crises, coordinate different
sections of the organisation, create administrative systems and plan for
succession. Various professional institutes have recognized this crucial fact
and have introduced various sections in their syllabi that aim at encouraging
leadership and equipping them with both knowledge and techniques to deal
with various complexities. Leaders of the VOs must spend more time in
nurturing their staff and building up theinstitution than only being preoccupied
with issues external to the organisation.
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Working with Professional Teams, Boards, Committees and other
Functionaries

There are several reasonswhy V Oswant to collaborate and work with various
other bodies, committees, functionariesand professional teams. Thisisprimarily
because the target group or community they serve need multifaceted
development whilean organisationislikely to have limited capacity to deliver.
Specialisation of VOsalong sector linesalso impliesacorresponding division
of tasks. More frequently, organisations collaborate to overcomeisolation and
sharetheir experiences and also pool their resourcesfor effective and efficient
delivery. Thus, organisationsareincreasingly collaborating with variousbodies
and committees, often providing their specialized knowledge in the process of
policy formulation and often guided by recommendations of expert groupsin
defining their own objectives.

Theserelations and collaborations among various groups and the VO can be at
various levels: (i) simple exchange of information; (ii) pilot testing by VO of
government and non-government innovations; (iii) replication by these bodies
on amuch broader scale of innovations made by VOs; and (iv) joint delivery of
serviceswith each playing significant part. Often, participation of VOsinvarious
committeesis an attempt to affect a change in the perception of government,
other societies and community at large through persuasion, advocacy, and
demonstrations.

Thus, VOswork at four level swith various boards, committees and professional
teams:

i)  Information sharing

if) Consultation

i) Decison-making

iv) Initiating action

5.9 LET USSUM UP

India has always had a strong NGO movement, enriched time and again by
early missionaries, philanthropists, Gandhians, socia workers, common people
and the professionals. Without digressing into their ideol ogical and motivational
framework and categorization, (they are called voluntary developmental
organisations, grass roots organisation, social action groups, charitable trusts,
support organisations, awareness building groups), one can say that they all
have contributed to the development of the country. In amost al kinds of
short-term and long-term development activities, we find that NGOs have
worked closealy with the people espousing their causes.

However, for increasing efficiency and effectiveness of the delivery of these
organisations it is important that various academicians, practitioners and
professionals attempt to comprehend functioning and management of these
voluntary agencies. Also significant isthefact that potential social entrepreneurs
arefamiliar with routes of registration of organisation and various other related
iSsues.



5.10 KEY WORDS

Voluntary action . It includes planning and conscious action of a
group to deal with certain issues. It is necessarily
problem oriented —not only geared towardsdealing
with a problem but also towards prevention of its
occurrence.

Voluntary effort - When agroup initiates ad-hoc efforts to deal with
aproblem, or an issue without much planning.

NGO : Non Government Organisation is characterized by
features such as being independent of government
and business; is non-profit making; and providing
a wider public benefit that goes beyond any
membership.
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