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EXECUTIVE SUMMARY

Since 1994, Redd Barma Uganda (RBU) and the Sustainable Agriculture Programme of IFED
have been working to institutionalise participatory planning for child-centred cornmunity
development, Initial work focused on training RBU field staff, who are now active in the
Districts as Child Advocacy Project Officers (CAPOs) seconded to the National Council of
Children. This report looks at the first follew-up phase which encompasses: support to field
staff; assessing follew-up work at the community level; integrating vision, strategy and
procedures; and advice on training strategy

RBU works in Uganda sitnultaneousty at ihe national, District, sub-county, and community

levels. All RBIT's activities are guided by three principles:

* non-cperationality and, thus, working in partnership with local NGOs/CBOs or via
existing government bureaucracies;

. child-centred deveiopment, and, thus, focusing on relatively marginalised social
groups; '
. strengthening the capacity and institution-building competencies of partners, notably in

the area of participatory analysis and planning.

Impacts of this work to date include: increased training and planning capacity within RBU;
mmproved working relationships with agencies and with commumities; increased motivation
among extension workers; and a range of physical and attitudinal changes at the community
level. : :

However, several weaknesses have been noted:

. inadequate attention to enhance local people’s capacity to plan with (and not just to
analyze their local situation); '

. insufficient focus on analysis and planning of activities to improve the situation of
marginal groups, especially younger women, children and the worst off;

. inadequate efforts to identify and create appropriate opportunities to involve marginat
groups, especially younger women, children, and the worst off;

. over-emphasis on community-level planning to the detriment of group-specific

planning capacities.

Thi: Jocument suggests the following improvements: consolidate a training strategy, careful
selc: ..on of partners in community-based work, provide support mechanisms for RBU's field
stail and government extension workers alike, and adapt follow-up process with communities
(see Summary of Recommendations),

RBU sees the need to resolve three key dilernmas:
L. RBTJ, like many other organisations, has held a simplistic view of both partnership and
participation in and for development. The challenge is how to facilitate the creation of

or identifying an existing social or organisational framework through which

i
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participation can take place. Unti) this is addressed, people's participation will be
limited.

2. RBU's intention o remain non-operational does not sit easily with the need to identify
or create viable social or organisaticnal frameworks. Nor does it fit with the local
people's desire to see concrete benefits quickly. People invest time in participatory
planning and they expect tangible results while the planning is still under way.
Therefore RBU may find it difficult to follow-up participatory planning without
material inputs of some kind.

3. Pursuing development through a community action plan (CAP) that assumes social
cohesion and consensus is fraught with difficulties. Intra-communal differences reflect
structural inequalities that can never be addressed in a CAP, To ensure that marginal
groups tackle their specific concerns, more time must be invested to develop Group
Action Plans {GAP). Therefore, RBU must choose how to divide its energies between
CAP and GAP level work. RBU must also address conflict resolution in 2 systematic
manner.

A two-pronged strategy for community-based work is one way forward. One part of the
strategy would be the formulation and implementation ef a community-level initiative, or
CAP, This would require RBU to support the work of groups of people who might not be
priority groups in terms of child-centred activities. The second prong of the strategy would
mean concentrating efferts on RBU's priority groups in the form of GAPs. This two-pronged
strategy would allow community-level activities to be pursued, such as health, schooling,
water, while helping specifically with, for example, income-generation activities for the worst-
off. '

RBU has made much progress in institutionalising participatory planning and recognises that
moving slowly is often the best way. Participatory planming is not a quick process. Further
questions that will need to be clarified are:

» whether to invest more in CAPs, in GAPs, or both;
. what role the CAPOs are to play in the mid- to long-term at the community level;
. what role RBU sees for PRA, in the long term, in its country strategy.

o

e,
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Abbreviations

AKOCODA  Akoboi Community Develapment Association
AMREF Afiican Medical Research Foundation

BCS Basic Commumnication Skills

CAP Commumity Action Plan

CAPO Child Advocacy Project Officer

CBO community based organisation
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CGR Central Government Representative

DA District Administration/Administrator

DES District Executive Secretary

DLC District Local Council

DPAC District Plan of Action for Children

DRC District Resistance Committee

GAP Group Action Plan

HOD Head of Department

IDRC International Development Research Centre
IOED International Institute for Environment and Development
LC Local Councillor

LFA Logical Framework Analysis

ME&E Montoring and Evaluation

MLE Mediated Leaming Experience

NCC National Council for Chiidren

NGO non-governmental organisation

NLC National Local Council

NRC National Resistance Council

OM Older Men

OwW Oider Women

FPRA Participatory Rural Appraisal

PTA Parents’ Teachers’ Association

PWO Probation and Welfare Officer

RBU Redd Barma Uganda

ROTD Regional Office for Training and Development
SPAC Sub-county Plan of Action for Children
TOT Traning of Trainers _

UNPAC Uganda National Programme of Action for Children
VMC Village Management Committee
WATSAN  Water and Sanitation Project

WHO World Health Orpanisation

YM Younger Men

YWAM Youth with a Mission

YW Younger Women
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Summary of Key Recommendations
to Support Institutionalizing Participatory Planning
within Redd Barna Uganda

TRAINING

strategy and Schedule :

1. Formulate, with urgency, & training strategy/coordination system, which includes evaluation

procedures for range of different training modules.

2. Develop a training schedule to enable coerdination and ensure strategic choice of workshops.

3. All CAPOs to seek approval of training request by RBU training coordinator.

4. Establish a RBU training team that can provide support to all CAPOs and partner organisations

for a range of training sessions.

5. Develop a basic analytical framework, in line with Redd Barna's organisational mandate and
vision, that can guide in particular the PRA training and the foliow-up.

Partners in Training

6. Refine and implement criteria for selecting partner organisations.

7. Refine and implement conditions for partners in collaborative work, notably training.

8. Develop criteria for selecting participants for workshops.

9. Develop examples of different types of formal agreements with partner organisations
participating in training and/or follow-up work (for use by CAPOs and Kampala staff).

10, Disseminate inittal (draft} List of criteria and conditions for selection of partner organisations
and participants {notably for training) and revise in Octaber 1995,

CAPO Training Capacity

11, All CAPOs to receive draft guidelines :2r training strategy.

12. In next stages of capacity-building wish CAPOs, focus efforts on building skills for analysis,
perhaps through a traiming module.

13, Organise and provide TOT training :-v ail CAPOs.

14, Provide supporting documentation to all CAPOs (see below),

13. Keep track, via the CAPOs, of how training requests come to the aitention of Redd Bama to

help develop the training strategry.

Practical Issues _

16. Develop a checklist for planning a workshop, to include guidelines on the preparation phase,
the fieldwork, and the follow-ngp.

17. At & later stage, provide training in the use of audiovisual equipment for the CAPQs,

18. Consider training in the use of video in/by communities t¢ complement existing PRA work,

COMMUNITY-LEVEL FOLLOW-UP

1. Develop clearer ideas about the role of CAPOs in community-based PRA work,
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2. Clearly identify exact type and amount of resourcesfincentives that RBU will provide, in
principle, in the implementation of Community Action Plans and Group Action Plans.

3. Develop guidelines for CAPOs and partner organisations about the follow-up needed in
cofraronities after inatiad use of PRA for local analysis, and which should include 2 discussion on
the phases of community-based planning and roles of different groups in that process,

4. Develop cost benefit analysis of Kyakatebe, Akoboi, and Iganga PRA sites, based on
information from the CAPOs.

5. Document carefully each step in the community-level experiences to Share iessons learnt
amongst all staff and partners.

6. Organise an interim evaluation, both qualitative and quantitative, of the PRA process in Akoboi,
Kyakatebe, and Iganga in late 1995 or early 1996,

SUPPORT TO CAPO

1. Develop more concrete vision of the role of CAPOs, perhaps in phases and/or specialisation, in
community-based PRA work. )

2. All CAPOs to receive a copy of and recefve guidance on the use of draft puidelines for both the
traming strategy and community-based follow-up strategy (when these become available).

3. All CAPOs 1o receive guidance in the use of RBU's formal agreements with partner
organisations. :

4. All CAPOs to seek approval of training request by RBU training coordinator,

5, All CAPOs to receive follow-izp training to strengthen their skills of analysis.

6. All CAPOs to receive training to become Trainers (as all arg active in training and facilitation).

7. All CAPOs to receive Training of Trainers Notes and this report. .

8. All CAPOs to work on developing monitoring indicators for the five main areas of their work:
DPAC, SPAC, training, child advocacy, networking.

9. Discuss desirability of organising competitions on specific areas of the CAPOs to provide extra
mativation,
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PFREFACE
SEVERAL CONSEQUENCES FOR REDD BARNA'S STRATEGIES

This midway report from the RBU/IED joint applied research and training project on the
institutionalization of the PRA approach to planning has strategic implications for Redd Bama as a
whole. It should be read in the context of our other research and development initiatives and our
engoing endeavour to formuiate a vision and strategic plan based on the principles of partnership,
institution-building and being non-operational.

The report does not reach conclusions. That would be premature! Ably composed by Irene Guijt it
does, however, give a detailed and comprehensive overview of the problematique in which RBU is
now submerged and it sheds light on major areas of our concem.

It intimates that our perception of partnership in, and for, development is somewhat simplistic. In
Afiica, at least, it is not so that a partnership agreement can be made with an existing fully
functioning organisational entity. Rather it is frequently a longer term organisational development
in which a partner is created through a participatory process of considerable complexity. In any
context, the core problem of people's participation in their own development has always been the
challenge of facilitating the creation of or identifying an existing social or organisaticnal framework
through which participation can take place. Organisational development at the community level or
institution-building at the level of governance emerge as essentially the same process.

Also, there may be an inherent contradiction in the new Redd Bama policy of partnership and non-
operationality. If a Redd Bama country programme works with an established national NGO as a
partner, it can fund she whole range of community development inputs indirectly and remain nomn-
operational. But if it works in a participatory planning process aiming at establishing a community
partner, & CBO, the same range of inputs given directly would label the project operational, The
findings of this report illustrates this predicament. Does it not imply that Redd Barna cannot really
work in partnership with local communities without becomning operational? Perhaps the distinction
is artificial. Rather than an either/or verdict, the issue is rmore a matter of *degree of operationality’.

When it comes to the question of strategic planning, there are differences also in time horizons and
planning culture. The Western concept of the future is not necessarily universal, The kind of
planning from below that we profess to value requires a mutually agreed concept of the future, an
insight into the importance of the future for the actions of the present and vice versa. Fhis report
exposes the difficulties that people have in seeing the purpose or intention of the planning process,
which is the impetus of PRA-based work, Or is it that we have not found 2 way to link into local
people's planning perspective? Pecple invest time in this type of endeavour and they expect a rate
of return to materialize quickly, tangible results while the planning is still under way. And therefore,
it appears difficult to pursue PRA follow-up in planning without material inputs of some king. It is
possible that the Change Agent philosophy can offer insights on this issue.

Compounding this picture of the community are the intra-communal differences in age, gender,

ethnicity, religion, and socio-economic status. These may render a mutually agreed and prioritized
community action plan (CAP) unrealistic for practical and economic reasons, particularly because it

ius
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is excessively labour-intensive in terms of facilitation. This breaks the ideal flow of planning frem
below which Redd Bama covets: starting with a number of CAPs in one location, proceeding via
project and country programme plans to the overall Redd Barna plan. On the community level, we
may well be left with the alternative of working with social sub-groups to develop Group, rather
than Community, Action Plans, '

This focus may, for cultural reasons, preclude the application of Logical Framework Analysis on
this level. This question emerges even more pertinently when we consider the ultimate purpose of
Redd Bama's involvement in Uganda: planning from the village via the sub-county into the District
Plan of Action for Children. We may have to accept that different levels of planning have different
practical -needs and that the common denominator can only be a general spirit of participation,
downwards and upwards.

This report demonstrates, moreover, how exceedingly difficult it is to reach and give voice to the
poorest or the vulnerable groups in the community, women and children. It cannot be reiterated
often enough how those who are a little better off understand better how to reap the benefits
offered by a development project. There is an inherent structural conflict situation. As our
evaluation reports document, this is very much the case in Redd Bama operational projects
worldwide. It is likely to be much more so with a non-operational strategy which in practice means
‘relinquishing’ control to a series of actors inside and outside the community, a situation which
amplifies the conflict potential,

As Irene Guijt's report rightly points out, conflict resolution is an issue in need.of being addressed
systematically. We need to recognise the practical implications of what we are doing. When Redd
Barna changes its strategy from an operational to a non-operational, facilitating role, capacities for
conflict resolution will be increasingly necessary. This is a consequence which has not been given
any attention in our internal debate. And the question is: How do we develop such competence in
our organisation in a systematic manner?

The table on page 4, Organisational Building Blocks, provides an overview which is familiar to the
internal debate in Redd Barna. We already have most of the elements in place, but both process
management and inter-institutional relationships require more attention. In their broadest sense,
these two elements embrace the issues of facilitation, conflict resolution, and participation, These
are areas of competence where strategies, guidelines, or procedures can only play a limited role,
Ultimately what may be of more value for the staff members we endeavour to help develop is to
have a capacity for tolerating uncertainty, and for deciding and acting in spite of ambiguity in the
external environment.

Andreas Fuglesang ' August 1995
Resident Representative East Africa

ix
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1 PRINCIPLES, POLICIES, AND PRACTICES

In March 1994, Redd Barna Uganda (RBU) started working with [IED? as part of the long process
of developing an organisation that supports child-centred participatory planning in Uganda. Now,
one year on, Redd Barna is taking stock of its progress with this process.

This report deals with three areas that are directly relevant to this stage of the organisational
evolution: (1) training, (2) field level follow-up, and (3) support to RBU stafF’. The report is based
or a series of discussions and exercises with different groups: staff members of RBU (core trainers,
Child Advocacy Officers, and senior management); extension workers involved in the follow-up,
and several social groups in the community of Akobet. It has been purposely kept detailed, to serve
as process notes of the experience of "institutionalising participatory planning®.

This section presents several elements of institutional change and performance to help understand
RBU’s process of organisational development. Section 2 deseribes RBLFs aims and structure and
how these fit in the Ugandan context. Section 3 assesses RBU's efforts with Panticipatory Rural
Appraisal (PRA) training to date, while Section 4 deals with the specific role of the Child Advecacy
Officers (CAPOs). Section 5 examines the follow-up that has resuited from the training efforts,
leading into a discussion of future steps that are required in this process in Section 6. The final
section summarises key challenges that RBU now faces,

1.1 Imstitutional Change

Institutionalising a particular working approach means pursuing one of two processes; transforming
an existing orgamisational structure (its principles, policies, and pracedures) (ef, Thompson, 1995)
or setting up & new structure t¢ work in accordance with the chosen approach, Redd Barna
Uganda's experiences serves as an example of the second process. Although active in one area
before embarking on the District level work, it is essentially evolving as a new organisation or
county programme. Its focus is on participatory planning for child-centred community
development,

Three principles guide all RBU's activities:

» non-operationality, and, thus working in partnership with local NGOs or via existing
government bureaucracies, each with their own policies and with very few resources in the
districts,

. child-centred development, and, thus, working for and with a relatively marginalised social
group, -

' Collaboration is with the Sustainable Agriculture Progeamme at [IED.

? These are only a few aspects of institutionalisation. See Caren Levy, 1996, for a good overview,

? See also Draft Country Programme Strategy (Redd Barna Uganda, 1995 for background information.
1



|nstitutionalizing Partieipatory Planning
Barnallganda

. NED-Redd

. strengthening the capacity and institution-building competencies of others (notably with
planning), and thus needing in-house knowledge and experience, and skills in adult training,
conflict management, and organisational development.

Participatory planning is not a simple mechanical procedure but is based on several principles, each
of which has organisational implications (see Table 1). These implications are not simpie to address,
as many government and NGO agencies are realising. Add to this the specific organisational
choices that RBU has made, and it becomes clear that it has set itself a formidable challenge,

The first step in RBU’s institutionalisation process was its formulation of key working principles.

The second step involved training field staff, which started in March 1994, The first of CAPOs

Table I Some Organisational Implications of Participatory Planning

Core Principles of Participatory
Planning (from Pretiy ef al, 1993)

Examples of Organisational Implications

A systemic learming process »  value lcarning by creating 1ime for and equipping staff with skills
to reflect on ¢ach new experience
s« develop system for efficient and effective sharing, eg via
decumentation
allow staff members te make mistakes
encourage learning at different levels through monitoning
Seeking diverse perspectives v cquip staff with skills to value, see and analyze differemt social
groupsfindividuals :
« only accept and approve of work that has sought or will allow
diverse perspectives 10 be sought and incorporated
Context-specific « allow time to refine the “skeletal’ framework of any policy or
' proceduere to each District or leve) in which staff operate
=  ensure that staff incentives recognise heteropencity between field
sites, t gvoid unfair rewards
Giroup inquiry process v couip staff with skills to facilitate group discussions and

encourage analysis, inchuding conflict reschuion skills
cyuip staff with skills 1o recognise local power relations and how
these infiuence group-hased discussions

Facilitating externzl agents with
key respensibility resting with
local people

equip staff with awareness of and skiils to take a listening and
encouraging role, rather than an implementing role

Leading to sustained learning and
aclion

ensure that staff emphasise the motivation of local people and
others involved to act independenfly of external support agency
field staff to focus on building local planning capacity that can
operate independently of external support
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followed a seven week induction and traiming programme, with a second training for new staff, and
the first training of trainers in November 1994. Both events inchuded a field-based PRA training, in
Masaka and Soroti Distrcts”,

1.2 Institutional Building Blocks

Training is one of the most visible parts of a process of institutionalising participatory planning.
Many organisations will start by organising one or more training events without considering the
long-term implications. But 1t is only a small part. Training takes place in an organisation. Each
organisation is a complex organism, which may seem to follows official rules but usually follows
unspoken niles and value systems. Changing an erganisation involves dealing with the intricacies of
human relationships and responding continually to many uncertainties and the contradictions that
become apparent.

"As a resull,... agencies soon encounter the thorny probiem of how to build interncd
capacity withowt fimdamentally chemging their cumbersome bureaucratic systems and
risk-averse management siyles. Evenuaily the contradiction will force the agencies either
to abandon their newly adopited participatary methodologies (sometimes while contimiing
to use the associated rhetoric) or to begin the long arducus, task of rearienting their
institutional policies, procedures and norms." (Thompson, 1995).

One way to understand organisational change is to lock at an organisation as a set of building
blocks that define its identity and influence its performance. IDRC has developed one useful
perspective on building blocks (Lusthaus et al, 1995), These blocks can help identify how to
Improve an organisation or pursue any institutionalisation process, be it on participatery planning,
gender awareness, or any other principle.

Lusthaus et al (1995) have identified four key areas or "blocks" the key external forces at play, and
organisational motivation, competence, and performance (see Table 2). Fxternal forces are the
enabling ot crippling effects of the different external environments that influence organisational
performance and change, Organisational mothvtion refers to the “motor’ behind an erganisation,
which determines how inspired staft are to fulfil their tasks. Organisationad capacity refers to areas
which are conventionally considered the realm of management. This is a combination of stratogic
leadership, human resources, core administrative resources, programme and process management,
and inter-institutional linkages. Orgamisationad performamce is the extent of realisation of
organisational objectives, in relation to available resources and exzernal environments.

Ensuring that RBU {fulfils its aims of child-centred development through partic:patory planning
means ensuring that the various "building blocks' point in the same direction and support each
other. Are RBU's policies and procedures capable of responding to changing external environments
and to local people's priorittes? To what extent is the mission statement supported by appropriately

4 Follow-up by RBUJ staff and local extension agents continues in both communities.
3.
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Table 2 Organisational Building Blocks (adapted from Lusthaus et al, 1995)

External forces are the different external environments that mﬂur::we crganisationgl perfotmance and
change, and their stability and enabling or crippling impact:

administrative or legal regnlations;

political direction, stability, et

environment that determines the direction of national lmreI ifvestment;

wider social and culteral values refated to the organisation’s work;

inter-institiionat inkages,

technology which defermines organisational strategies,

a & ®* % 8 »

Organisational motivatian is the motor behind an organisation's activities. This includes:

its specific history;

both its official and itz perceived niission {goals, values, and characteristics);

culiural values, or the attitudes and behaviour of the mission and what people want to happen;
incentives 10 cnoourage staff perfornance and commitment.

- & @

Orgenisational capacity refers (o six areas which most people recopnise as *management’.

1. Strategic leadership:

leadership that sels clear goals and directs all those involved wwards realising those poals;
strategic planning by formulating, communicating, and implementing g sequence of activities;
governance or the legal framework for the organisation;

creating the strugture {working vnits) by defining rolss, responsibilities and lines of authority.

2. Human resources: dealing with staffing needs and assessment procedures, and ensuring & gender-balance,
and that learning and professional development takes place,

3. Core administrative resources:

. financial management, prediction of cash flows and appropriate allocation of funds to identified
pricrities;

pianning procurement and control of basic physical working conditions, eg iransportation;
techmological resources, especially computer equipment, etc,

4. Programme maragement to ensure that cach part of & mission statement is fulfilled. To do this, plan,
carty out, znd monitor the planned activities.

5. Process management by having procedures in place and using these for: planning, or defining the course
of action of individual and groups of siaff; problem-solving and decision-making; communication of
actrvities and decisions;, and monitoring and evaleation of work programmes.

6. Inter-ingtilotional relationships means using or establishing aetworks, setting up formal! and informal
partnerships, and 1aking an aclive role in external communications o ensure that others are aware of the
organisaticn and its work.

Organisational Performance in relation to-

. effectiveness, or the fulfilment of planned activitias_;
. cificiency, or the best use of limited resources
- continued relevance of activities.

Lt

Bl
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skilled staff? Are sufficient and relevant incentives in place to motivate District leve! staff to
accomplish their difficult tasks? These, and many other questions, reguire ciose scrutiny over the

COMINg years.

When transforming an organisation, changes may be needed for policies, prInl:iplss, practices and
staff incentives. However, for RBU there 1s no structure as vet to “fransform’. Instead it is filling the
gaps with new policies, principles, and practices. As it develops its District level work, RBU is
slowly finding out where these gaps lie and continual feedback plays a central role in this process.
In many ways, RBU is undertaking a large organisational experiment, one which is based on trying
a range of activities, assessing them regularly, and continual adaptation.

In this venture, RBU has at its disposal a core group of trained and increasingly skilled staff,
invaluable learning experiences from nine Districts, & set of puiding principles, and ongoing learning
experiences in three communities. These experiences provide insights into the good practice and
gaps that exist within RBU in terms of participatory planning.

The remainder of this report will focus on specific activities that have been assessed and which
require adaptation. They relate specifically to the second and third areas mentioned above, of
organisational metivation and capacity. The external environment is described only briefly and can
be found in more detail in other RBU documents. The performance issues have not vet been dealt
with in great detail, although this is becoming increasingly urgent.

2 THE STRATEGY OF REDD BARNA UGANDA

2.1 Child-centred Participatory Planning and Rural Regeneration

Uganda is ong of the least urbaris=d countries of Africa. Alr.nst 90% of the population live in rural
areas and most are actrve in agriculiural production, Subsisience agriculture, depending mainky on
human labour, is the main source of foed for most Ugandans. When labour supply is affected,
agricuiture suffers, with related consequences for food security and social welfare.

Uganda faces hupe challenges, on: of which is that posed by HIV infection. 80% of HIV infections
are found in the economically and reproductively active ages between 15 and 45. HIV infection
affects girls from about 10 years old, which is considerably younger than boys, and infection rates
among wormen are generally higher than men (Barnett and Blaikie, 1995). AIDS is the leading
cauge of death in adults in Uganda (NCC, 1994} and oves 8% of the total AIDS cases are children.
Young women of 15-19 years of ages are six times more likely to have AIDS than the },roung men
in the same age group (RBLJ, 1995),

Besides the extensive human tragedy that such statistics conceal, they carry implications for nral
development. Those most likely to be affected by HIV, in the reproductively active age, are also
those most needed in agriculture. An agricultural cdsis is pending through the threat to the labour
supply, which wil! seriously affect agricultural productivity, Furthermore, with 8.5 million of the
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16.6 million of the population under the age of 15°, dependency ratios {of children on aduits) are
expected to tise, with potentially severe consequences also in the domestic sphere,

A strong national development is only possible with a healthy, educated, and committed population,
Yet infant mortality in Uganda stands at 20%, amongst the highest in Africa. And with atmost 8
millicn children living in rural Uganda and the adult labour force affected by AIDS, they play a key
role in ensuring the viability of rural livelihoods.

The fisture of a country is embodied, literally and figuratively, in its children. Tn Uganda's case it is
especially important to work with them before they become sexually active. Investing in planning
that is aware of the importance and specific needs of children will lay the basis for sustainable forms
of national development. RBU aims to support child<centred development throughout Uganda, and
its Innovative approach cffers many lessons for others.

2.2 Government Policies

Redd Bama Uganda does not operate in a political vacuum. National government policies and
recent decisions influence the potential of RBU to develop a viable and effective country
programme. These policies and decisions are both constraining and enabling, and many are both.

Amongst the more constraining policies has to be counted the Economic Structural Adjustment
Policies that were agreed between the IMF, World Bank and the Ugandan Government. These
policies are affecting the funding of crucial social services, notably health and education, both of
wiich particularly affect children's well-being and development options. However, these policies,
which have led to cutting subsidies and limiting the money supply, have also meant a strong
economic recovery with GDP standing at 5.5%.

The policy of decentralizing civil service to the districts has created both problems and
opportunities. At this stage there is insufficient administrative and planning capacity to pursue all
the decentralised responsibilities, and opportunities for corniption abound. However, the principle
of decentralisation has also created an awareness at District levels that planning capacity is
necessary, and officials are seeking means to build capacities, for example through training by RBU
staff.

Decentralisation by capacity-building in communities is a major government concerry, and is being
implemented through the Local Councils (1.Cs) that operate at different levels: district, county, sub-
county, parish and village (LC5 to LCI). Each LC must elect its own "Secretary for Children's
Affairs’. Early indications of the impact of this policy show higher budget priorities for Child
Probation and Welfare Officers. By having a presence in the districts, RBRU can grasp existing
opportunities to influence budget allocations to favour more child-centred forms of development.

* Anyone under the age of 18 is technically a child se, legally speaking, the mumber of children is higher.
However, as many children in Uganda between the age of 15 and 18 carmy responsibilities commonly equated
with adulthood, including for girls the bearing of their own children, 15 is commonly vsed as a cot-off point
for childhood.
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To achieve this, information from sub-county and community levels must be fed into District
planning processes.

A third policy is Entandilwa, a government sponsored rural credit scheme, which was inaugurated
in the 1994-1995 budget approvals, While theoretically of value, especially considering the inability
of many houscholds to raise capital needed for investment, in practice it remains to be seen if it
provides support to rural pecple's options for credit, especially the poorest.

The upcoming elections in 1996 {one for each levels of government) will be a constraining factor,
with political leaders vying for votes and making unrealistic promises. Much energy will focus on
the short term need to win elections rather than longer-term development goals.

On the other hand, other enabling policies that seem to favour the type of development work that
RBU is engaging in can be found at the national level, in the form of various bills and papers that
support child-centred development. The White Paper will outline how education and general
learning environments should be organised”. The National Council for Children Bill will, when
passed’, formally establish the government agency that will coordinate all activities of all actors
within the social service sector, including government, NGOs, external support agencies, and
commurities. This will then allow for a formal impiementation of the National Programme of
Action for Children. The Child Bill will formalise the rights and responsibilities of Uganda's
children. The NCC and RBU are active in raising awareness within the LC system of this
responsibility and what this implies,

2.3 Core Principles

Within this national context, Redd Barna Uganda's vision of working with children is operating
following these principles:

» to support the government strategy of decentralisatior, sub-county resource use, and
community-based development;
. to base activities on existing community structures and community resources;

. 10 act as an external facilitating agent, in a process of self-help rather than doing things for
" people but with some carefully considered provision of supplementary resources;
» to strengthen capacities of local NGO, CBO and government agencies, through a package
of organisational and staff development, and a funding input;

. to work with child-focused activities and organisations;
. to bring forward children's viewpoints and priorities and those of vulnerable groups and/or
families.

To ensure a lasting, equitable and positive impact of development interventions, development
interventions must involve those who are to live with the resulting changes. Thus, RBU's strategy

¢ Since this report was first written, this report on Education has been written.
¥ Since this report was first written, this bill has been passed and is now  statute,
ri
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focuses on providing support to strengthen local planning capacities at different levels. Its staff is
initiating a series of participatory planning exercises: at the Sub-county level, District level, and
community level These will # is hoped, result in concrete funding allocations andfor
implementation of child-centred development priorities at each level. At the national level RBU
also supports a range of NGOs, CBOs, and other government initiatives that work towards a
common vision of 2 healthy child popuiation.

Although it has started to operate at these three levels simuitaneously, RBU is also seeking ways to
link child-aware planning between the diffevent levels. It aims to bring together community sub-
group plans imto one Coovmunity Action Plan (CAP). The CAPs would inform sub-county
planning, which in turn would shape District Plans of Action for Children (DPAC). These would
follow a developed framework and contribute towards achieving national goals for the survival
development and protection of children in the National Programme of Action for - Children
(UNPAC). However, whether this planning "utopia’ is feasible remains to be seen. What is clear at
this stage is that it will not be a. straightforward process. Data from a micro-level cannot be
extrapolated automatically for use at aggregate levels, without problematic distortion of the
mformation. '

2.4 Timing of Activites

Althcugh Redd Barna started working in Uganda in 1990, activities were limited to a specific
HIV/AIDS related programime in Masaka District in the southwest of the country. RBU, in its
present form, is a recent programme, starting with the recruitment of the first group of staff for
District level work in April 1994. A second group was trained in November and have been working
in the districts since January 1995.

RBU harbours no illusion 25 to the long term nature of participatory planning. It feels there is
evidence that participatory processes in communities take from 15 to 20 years to mature into self-
sustained activities. This is the time it takes a five vear old to grow into aduithood. RBU also
recognizes the fondamental role of parents, and the community, it mediating meaning, eg culture
and feelings of agency, to the child. In practical terms, a two generation strategy should focus on
the five year old and its parents. From this viewpoint, early childhood development and
strengthening of the parental role in that development is a priority for RBU. It is, therefore,
committed o a long-term process and works with the expectation of seeing full impacts of initial
investments in the longer term.

2.5 The Main Actors

The District and Sub-county planning processes have involved Department/Sub-county Heads of
Agriculture, Education, Health, Water and Sanitation, and Probation and Welfare, plus key
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District/sub-county level coordinating officials, such as the District Executive Secretary®, and LC3
and LC5 officials who are in charge of the socio-economic frameworks and financial controls.

Community level work has involved extension workers, key local opinion leaders, and five social
groups in each community: children, girls, older women (married mothers), younger men and older
men. In this early "experimental' phase, community level work is concentrating on Kyakatebe
(Masaka), Akoboi (Soroti) and Bulende-Bugosere (Tganga).

At the heart of this strategy, lie the Child Advocacy Project Officers (CAPOS). To date, 20 CAPOs
are working in teams of two or three, in nine of Uganda's 39 districts: Masaka, Lira, Apac, Sorofi,
Kotido, Moroto, Mbarara, Iganga and Kumi. The CAPOs are trained by RBU and formally
seconded to the National Council of Children (NCC), a government agency”.

The two key organising principles of the CAPOs' work are:

. 10 suppert a more child-aware and child-beneficial development at all levels;

» to facilitate processes of change towards this development, mainly through more conscious
and integrated planning and local implementation.

The CAPOs are engaged in four main areas of work and use specific skills in each (Figure 1),

First, the CAPQs are actively coordinating and facilitating a planning process that will lead to a
District Plan of Action for Children by working with Departmental Heads and key government
officials at the District level. A similar planning process is being carried out in, initially, a lmited
number of sub-counties per District. At both the District and Sub-county, basic planning skilis are
generally absent and data is non-existent or uncrganised, so work must start from scratch.

The second area of the CAPO's work, directly flowing from the two generation strategy, is sraining
in Mediated Learning Experience, Basic Communication Skills, and PRA. They have conducted a
limited number of training initiatives to date (see Table 3). However, this number wiil probably
increase substantially over the next years as the district and sub-county planning processes become
independent of RBU's input via the CAPOs, freeing their time for more training work.

Child advocacy work, general sensitisation of strategically placed individuals about the rights and
responsibilities of children in Uganda, forms another main part of the CAPO job. This often
happens as part of everyday work, but also through specific training and sensitisation sessions and
meetings. Child advocacy work is often the precursor for longer collaborations, such as training or
a planning process. It flows from RBU's commitment to the UN Convention on the Rights of the
Child.

The fourth area is nesworking at the District level. For maximum impact, RBU feels it is crucial to
link government and non-goverment efforts, and to link planning and administration between
levels and sectors in government. However, this work is hampered by the proliferation of CBOs

® Since the report was written this title has changed to Chief Administrative Officer(CAO).
? The NCC is a fledging government agency, formed in 1993,
0
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and NGOs and the lack of a central register of activities. RBU is supporting inventories of such
organisations in the Dhstricts where CAPOs are based.

Figwre 1, Multiple Tasks of CAPQs
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2.6 Qutcomes of Community-based Planning

RBU is now focusing 1ts efforts on developing an effective child-focused process for community-
based analysis and planning. Besides building local capacities, this process s also expected to result
in data and local level action. However, these three objectives are not necessarily compatible.
Tensions appear particularty when combining data collection with the slower local planning
process. This tension is usually resolved in favour of the urgency for data, to the detriment of the
original objective of local empowerment. In RBU’s case, this has resulted in a focus on DPAC and
SPAC work, with its data collection emphasis, with limited community level PRA work.

10-
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Nevertheless, RBU expects the fi:inuwing outcomes from the community-based planning it is
pursuing:

Skills : .

. increased understanding of the planning process and capacity for planning in communities;

. more autonomous planning capacity, for example, repeated planning “cycles' carmied out by
community members, without external support;

Information

. more accurate, relevant, and useful data at District level about community realities and
needs; :

Local action

- higher activity level by community members in solving (some of) their local development
problems;

stronger links between District and community levels in sup.pc-n of local activities;
links between community and other solutions (eg other operational NGOs or government
extension services), that operate independently of RBU staff presence;

. concrete activities that address urgent and direct children's issues viz analysis and priority
ranking; :
» a formulated community plar, be it a mental plan and/or written;

. within one year, a clear, significant benefit defined for children and identified by the
community and/cr vulnerable families/groups;

Motivation
. increased local self esteem and a stronger sense of "we know our challenges and we can do
sormething about them",

To ensure that these outcomes are realised, an organisation such as RBU must first ensure that
there is sufficient, adequate staff capacity to carry this process forward.

3 TRAINING FOR PARTICIPATORY PLANNING"

3.1 The Past

Since the first training programme for CAPQs in March 1994, many other training sessions have
taken place. Five types of training are being carried out: Basic Communication Skills (BCS), PRA,
MLE (Mediated Leaming Experience), LFA {Logical Framework Analysis), TOT (Training of

'®Anatysis by Mary Bitikerezo, Tony Kisadha, Grace Mukasa, Geeflrey Mugisha, Simon Okalcbo, Richard
Qchen, Benon Webare of RBU and Irene Guijt of ITED .
11
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Trainers), with other topics planned for the near fisture, such as project management and financial
accounting,

An initial list of training events (Table 3) shows a total of 21 separate workshops between March
1994 and April 1995. Over 240 different people were trained, with some attending several
workshops. Not included in this ist is work carried out within the Masaka Project and several other
initiatives conducted by CAPQs. It provides an initial indication of the speed with which training is

happening by and with the CAPOs at RBU.

Tuble 3 Calendar of some training activities undertaken by RRU (1994-95)"

[FED-Redd

FRA BCS MLE LFA TOT
Mar o4 26: Masalg? 26 I6 26
Oct 94 20;  oursery/ MLE: 2
primary; :
Sarot]
Nov 94 18; Soroti* 18 I8 FRA: 4 CAPOs,
2 gther REU
Dec 94 19; intraduclion for 3% bahics &
villagers & ext children's
staff, Sorot homes
Jan 95 44 CBEO/ | 18 CAPOs; 3 | MLE: 3 CAPOs
govt. ext, | other
staff, babies BCS, 2 CAPOs
homes; Lira & | senior staff
Feh 95 i8; follow-up | 5: LFA on
& new staff MLE; hasaka
Mar 95 17, NGO/CBO ext,
staff, [ganga
Apr 95 2; NGOs; Sorou 10: NGOs;
Kampala
TOTAL i} 34 IG5 40 14
trained
Suture Kumi; Soroti; Kumi; Iganga | Lira;Kumi; Kumi; Mosaka
Lira: 4 in Muasaka Kompala

T This list does not include much training of the Masaka Project and others unreported by CAPOs.
? Of these, 8 are currently CAPOs and 1 is a regional unit supervisor.
? Of these, 10 are curvently CAPOs and I is the Training Coordinator

12
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3.2 The Present

To analyze the PRA training efforts to date in greater detail, a SWOT framework was used. The
analysis focused on two areas of particular concern to the present group of trainers: PRA field
training and PRA community-level follow-up. The analysis of field training focused on recent
experiences in Bulende-Bugosere (Iganga) and India village (Soroti), while the follow-up analysis
focused on the earlier experiences in Kyakatebe and Akoboi (see Section 4).

Although training and follow-up are written up separately in this report, in sections 3 and 4
respectively, they are part of the same process of community-based planning, RBU believes that
Tield-based training is not worthwhile unless follow-up takes place in the same cnnnnumty and it
will only start 2 PRA-based process where follow-up will happen.

3.3 Strengths of PRA Training

The PRA training events have had a range of positive impacts for the individuals, organisations and
communities involved. However, these impacts only reflect the short-term picture and long-tem:

impacts remain ta be seen.

RBU has gained much from the training "risks' taken by the CAPOs, many of whom had no prior
training experience. Training on their own and seeing the events to a good conclusion has greatly
strengthened their confidence and skills in facilitation and planning, The workshops have

provided stimulating learning experiences, with new ideas for problem-solving and ensuring high
standards of "good PRA practice’. Links were established with the CROs and NGOs involved, so
increasing the likelihood of sustained follow-up in the communities. The SPAC process has been
strengthened though a better understanding of the needs and concerns of local people raised in the
fieldwork. These insights will feed inte the SPAC process.Other positive impacts were seen within
the participating organisations. Extension staff indicated a change in attitude, acknowledging that
their previous working approach had not led to a clear understznding of the communities that they
thought they knew so well. They expressed a keen interest to continue working with PRA.
Immediately after the training ended, extension staff conducted extension activities as part of the
follow-up. This helped them appreciate further the potential of PRA to mobilise community groups
for extension activities, as turnout was much higher than they normally experience. '

Many of the strengths of PRA appeared at the community level. RBU and the CBOs established a
good relationship with the communities, which will serve as the basis for all follow-up work.
Furthermore, the community groups themselves expressed surprise at some of the issues that they
learnt about their own community, notably the extent of differences between different snma! groups
within the commurity, :

Besides increased local understanding, different groups were able to articulate their needs be..2r in
public meetings. For example, the women in Bulende-Bugosere (Iganga) expressed their anger in
public that they were not being involved more in the follow-up. Another aspect of this increased
capacity and/or willingness to articulate concerns was the opening up of India village, Soroti, to

13-
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subjects that were previcusly taboo. The NGO working there had previously encountered complete
denial of the existence of sexually-transmitted infections. During the PRA-based fieldwork, these
infections were finally acknowledged and discussed freely.

3.4 Weaknesses of PRA Training

Hnwevef, many chalienges retnain. The weaknesses of the PRA training events include both
practical and organisational jssues. : :

At a practical level, the trainers felt that 2 days orientation prior to fieldwork was not enough.
Presentation and practice in the classroom was rushed and incomplete. The need to translate (part
of everyday life in Uganda which has over 40 different languages) slowed down the work.
Attendance was problematic because the orientation was non-residentizl, leading to late arrivals and
incomplete participation, especially by key people. This then led to further problems during the
fieldwork, with the key people of the NGOs and CBOs over-committing themselves to
implementing development projects for the community, rather than emphasising the partnership
nature of follow-up. Lack of time also led fo an overemphasis of the methods, at the expense of
analysis of the issues raised. Deepening the analysis with the comymunity is now the focus of follow-
up work (see Part IT of this document).

The group of participants was felt to be too mixed, with greatly varying levels of formal education
and language differences, leading to problems with the analysis of findings. Although a very
conscicus choice was made to include community members in the training session, this proved
problematic during the fieldwork pericd. Community members disappeared to their homes and, in
some cases, acted as respondents ta their own questions. While RBU feels community members are
essential in PRA fieldwork and will continue to include them, more time must be spent to clarify
with them their roles and responsibilities in this type of workshop.

Other practical problems arose, such as the lack of handouts (participants took notes, and listened
and understood less), not testing the generator before gmng to the field, and not knowing how to
operate the slide and overhead projectors,

However, the most difficult problems arose in relation to working with other orgamisations, To
date, RBU continues to be non-operational. It acts as an intermediary to support the
unplementation-otiented work of other CBOs, NGOs and government agencies. Therefore, it has
0o control over the working style or procedures of others.

RBIJ staff did not check whether the commitments, in terms of attendance, financial input, etc,
were actually guaranteed. Instead they assumed that this would be the case, and were let down
when transportation, for example, did not artive as promised. There was also lack of clarity about
the respective roles and responsibilities of the partner érganisations in the training, No formal inter-
organisational agreements had been made so there was no agreed norm {o refer to when
misunderstandings arose.
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Ensuring that the promised follow-up will indeed happen is a crucial and complex phase, and one
over which RBLJ, again has no control. One particular weakness in this area is the limited
understanding of the organisational implications of adopting a participatory planning approach to
development. While RBU could benefit fiom more insights about this issue, this is particularly a
problem on the part of the partner organisation and makes follow-up difficult. More efforts are
required to discuss this thoroughly with potential partners before embarking on such a process
together. '

3.5 Opportunities to Overcome Problems

RBU staff identified a series of opportunities to overcome existing problems, or recommendations.
These wili be of particular value to guide the development of RBU's training strategy (see Table 4).

Most of the opportunities relate to orgamisational needs. First and foremost, a training strategy and
policy must be developed (see 3.2.5). This means identifying and using conditions and criteria for
selecting partner organisations, outlining an organisation-wide training schedule, and making a firm
organisational commitment to establish a training team. At present the CAPOs who have been
trained as trainers are taken away from their daily work in one district to help train in other districts.
This leads to serious delays in their other non-training work and is not the sound basis for z long-
term traming policy.

Table 4 Ranking of Oppartunities to Improve PRA Training (by trainers)

Opportunity Priority
Tormralate & wainng strategy/coordination system high

develop a PRA schedule for coordination lugh
establish 3 RBU training team : high

develop eriteria for s¢lecting partners medium-high
set conditions for partners participating in trajning medizm-high
seck approval of training request by training coordinator medium-high
develop criketia for selecting participants medium-high
develop a practical checklist for planning a workshop medium

take more timme to plan with partners medivm-low
j-m*ite ‘mgether and sign a formal agreement with parmer organisalions participating | low-medium
in traiming

obiain knowledge of participants background beforehand low

t.rairﬁng in the use of audiovisual equipment low

training in the nse of video invby conumunities iow
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3.6 Threats to Improving Work

Some potential threats to the successful implementation of the suggested opportunities remain.
These threats will need to be addressed by RBU as it develops its management and training
strategy. The most difficult is the excessive workload of CAPOs and Kampala staff!! How will the
training requests comnbine with the non-training work of CAPOs? Is it possible to expect them 1o
fulfil both roles or do CAPOs need to specialise?

Roles and responsibilities of the training coordinator must be clarified further, to encourage more
speedy development of a coherent training strategy. There is also the possibility that senior
management at RBU might veto the training team idea (although initial signals indicate the
contrary). A seemingly unresolvable threat to the work is that RBU ultimately hes no control over
of the use and follow-up of PRA by other agencies, despite the careful selection of partners and
signing of formal agreements. Quality assurance can, therefore, only be strived for but never
guarantesx.

3.7 Training Strategy

The greatest need is for coherence and clarity of the training strategy, and for guidelines to help
select partners with whom to organise and conduct PRA workshops. Given the experimental nature
of the project, traming to date has been opportunistic and, therefore, uncoordinated. The CAPOs
are unsure about which opportunities to respond t¢ and which workshops to organise themselves.

The importance of a comprehensive training strategy was reinforced in later analysis of the follow-
up in the field. Many of the difficulties that the CAPOs face could have been prevented with a
clearer understanding of what precedes training Field-based training can only be successful if the
introduction into the community is clear and consistent, and if partner organisations and agencies
are selected with care (see Part IT). The quality of follow-up of the fieldwork starts even before any
fieldwork happens, and must form part of the training strategy (see Sections 6 and 7).

4 FOLLOW-UP WITH THE CAPOS

4.1 The CAPOs in Redd Barna Uganda

Every six to eight weeks, the CAPOs converge on Kampala to share their fiustrations and
achievements, identify problems, clarify doubts and receive firther support or training, In May,
1995, TIED provided follow-up support to encourage further steps with participatory planning. The

"' O particular voncemn is the workload of the eriginal CAPO responsible for Kyakatebe follow-up. He has
now been made Maszka Programme Manager, is leading the discussions around seiting up a Credit Policy, and
has also been trained as a PRA trainer. This workload is untenable and priorities will need to be identified,
with related handing over of responsibilities.
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CAPO session opened with a {engthy update of their recent work. As mentioned in section 2.5, the
CAPOs juggle a wide range of tasks (see Figure 1 above) at different levels using a range of newly
acquired skills, The two factors that connect their wide-ranging activities is the dual focus on child-
centred development and facilitating planning precesses to enhance such development.

To date, the CAPOs' efforts have concentrated on settling into their new sites, establishing links
with different Department Heads at the District Level, and initiating and facilitating the DPAC and
SPAC processes, However, it was clear from the CAPQs' reports, that they are all likely to be
active in training, notably in PRA workshops. At this stage they have mainly facilitated discossions
and short orientation sessions but all CAPOs will, sooner or later, engage in lengthier field-based
training, :

While these signs are encouraging, it is also important that the CAPQOs ondy begin a PRA process
with full awareness of the time-intensive and rigorous follow-up that this requires. They will need
to understand the full range of potential and probable implications of institutionalising participatory
planning. Only then will they be able to avoid problematic collsboration and can they ensure
positive local development. '

With this end in mind, the CAPOs discussed again why participatory planning is importent and the
requirements needed 10 ensure a smooth PRA process of training and follow-up (see Tables 5 and
6). The requirements listed in Table 6 serve as an initial guide, however incomplete, for those
CAPOs starting with a PRA process in their districts. They represent the lessons learnt collectively
within RBU to date (see Part II for an update on this understanding). The role of revisiting such
basic questions regularly should not be underestimated in the process of institutionalisation. They
seTve to review, 're'-motivate, and, if necessary, revise, an organisation's direction.

Table 5 CAPOs’ Perspectives oh the Vafue of Participatory Planming

+ 10 broaden our undersianding of the jssues which will make our input mere helpfial

= when there is an expressed lack of or need for data te improve planning process

= to identify issues that are difficult to understand ang could help reach the marginalised
= io involve, withont discrimination, all community members in planning (te reach children, minimise |
conflict and increase social justice}

» to mobilise the community, bring people together that normally do not interact in this manner, to provide
more information, reveal more subtle issues and engage more in their own development, which will then
increase the likelihood of 2 mors sustainable development

» t0 use our acquired skills to pood effect

» to siar with botiom-up planning and increase the likelihood of a more sustainable development

* it's an exciting new concept, which makes our work more interesting

= 10 encourage more use of local physical and human resources

* to respond to external demand from other organisations (build capacity and nerwork for cooperation)

» ta facililate discussions infwith illiterate communities

* to build capacity in communities (identification, analysis, planning) for more sustainability

» cost-eifective approach for data management, collection, monitoring and evaluation
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Table 6 Requirements for PRA training and follow-up (the CAPOS' perspectives)

¥ & & & * B F & % & &

" & @

Requirements to Start 3 PRA Process
physical sceurity in the geographic area of work
objective and indicaters
guidelines for identifying community
guidelines to select partners and agencies (to ensnre follow-up, share costs, avoid duplicating cfforts)
clarify roles with selected pariners
guidelines for selecting participants who arc (o make up the PRA "eam"
have sufficient knowledge about existing structures to determine appropriate point of entty
identify suitable community, and reach local consensus on the site of first meeting
sufficient human capacity (knowledge, skills, willingness) te undertake and susiain the process
money for undertzking and sustainming the process
lransportation
overall Redd Bama schedule 10 coordinate PRA training work
approval from Redd Bamma Kampala office for training requests
consent from community zad agreement of appropriate timing for iraining work
appropriate documentation, notably PRA training guide

Reguirements to Do an effective PRA fraining workshop
objeclive and indicators
competent facilitatorsArainers
lraining matcrials (literature in appropriate langnage, visual aids, stationery)
training venue
trainges (guaranieed attendance throughout training)
accommodation for trainees
clear realistic and appropriate programms
money (for necessary fowid, ete), transport
comounjty mebilisaticn

* # & =&

» &+ ¥ = a

Requircments to Ensire PRA Follow-up
sufficient and capable human resources
transport
food and other necessary aliowances (or arrangements to cover this)
output from initial PRA work to deepen when going back (ef issues matrix)
set limit for invelvement in the follow-up {should be linked to the initial objectives sef)
determine who is responsible for follow-up (but decide before training)
commitment/mobilisation of organisations and commuonity
clear steps/plan for follow-up (when connected timing)

meritoring mechznisms (tinked to objectives and indicators)

4.2 Recognising and Analysing Conflicts

Participatory planning, at community, sub-county or district levels, brings together people who
might not be used to working together in that way. This inevitably leads to some conflicts,
Institutionalising participatory practices must include leaming to deal with the conflicts that
inevitably happen around the intense human interaction that such planning requires. The CAPOs
deal with conflict in some form, hidden or open, as part of their day-to-day work. An introductory
session on conflict and its resolution allowed them to explore different aspects.
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Conflict is a form of compelitive behaviour between people or groups which occurs when
two or more people compete over perceived or actual incompatible gools or limited
resonirces.”® (Pendzich, pers. com.)

Conflict resolution is motivating {and organising) (groups of) people to develop a
solution to probiems. (Moore and Priscolli, 1989}

A first discussion revealed that CAPOs associate the word "conflict” virtually exclusively with
negative feelings, responses, and symptoms. The CAPOs then divided into pairs and shared a recent

experience of conflict with each other. In plenary they each reported back on their partner's
experience, focusing on the main aspect of the conflict (Table 7). This helped to reveal other more

Table 7 Aspects of Conflict from CAPOs' Working Experiences

getting more resonnss {momey} breach of contract
unrealistic and incompatible demands personality clashes

power and exploitation through hisrarchy being vsed as a scapegoat
late or inadequate information Lack of comtrol or sanctions
raising cxpectations that cannot be miet lack of time and too many tasks
lack of clarity about intended outcome differing priorities

change of mormal procedure without waming lack of trest

lack of time due to emergency situation inflexibility

tension betwesn personal and professional demands persenal “wealniesses™
making assumpticns and not clarifying them different styles

different personal and professional standards difference in cormmitment
subversive tactics which intentionally foel conflicts differing world views
mutltiple personal interests and wish to fulfil them ail unclear informal agreements

high personzl standards and inability to mest them all different interpretation of rules
lack of unge:=anding or information about the simaticn  breaking rules

build up of toision svithout resolving it at an earlier stage

lack of practical alternatives (eg only one form of transport

_available: insuificient resources?

subtie forms of everyday conflict that they confront. As in most erganisations, conflicts in RBU are
rarely analysed but usually simply reacted to. This often prevents an assessment of deeper causes
and alternative resolution strategies. It is often helpfidl to analyze the nature of the conflict in order
to assess whether resolution is feasible and if so0, what strategies might be followed (Table 8). Only
then can concerete, safe, and effective steps be taken to move towards the resolution of the conflict,

To understand these elements better, the CAPOs' analysed their own experiences. Two of the case
studies are summarised in Table 9.

' The type of conflict referred to here is not personal conflict but is that which occors in interpersonal

relationships,
2 The other two conflict situations were: (1) how to deal with a Probation weHare officer whose work

standards are lower than the CAPQ's, and who is nnmotivated, and (2) how to resolve a conflict between a
husband and wife where the long-tenm withholding of marital obligations .as fed to 2 conflict about houschold
power relations,
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Table 8 Elements of Conflicts to Analyze (adapted from Peﬁdzich, pers com}

Who? The people who are passively or actively, direcly and indirectly involved in
the conflict and its consequences

Hhy? What are the causes of the conflict: relationship, value, structural, interest,
andfor data conflicts?

Fhases It it a new or an old conflict; is it still manageable or out of contiol?

Power relations

What power does each party have over the other(s) involved?

Level of the conflict Is it at howsehold, intra- or intgr-community, naticnal, regionat, or
internatiopnal levels?
Past efforis What has been tricd 10 resolve the conflict in the past, and why has this not

worked?

Range of desired solutions

What pessible sclutions would be acceptable to the different parties?

Posyible straiegies

What plan of attion wondd be negessary o actoeve the different posstbis
solutions?

Willingness to hegotiote

Is each party gqually willing (o ncgotiate or are there differences? If so, why?

Endangered

Wl is endangered by different conflict resolution strategies and cutcotes?

Time avatlable Is there a specific deadline by when a decision needs to be made?

BATNA What is the Fest Aiternative To 4 Negotiated Agreement, ie what options
exist which do not require "sitting down at the table’ with the other parties?

The discussion around conflict resolution revealed that there was some confusion about the
difference between possible strategies and possible sofutions. Possible selutions should be identified
first, after which different strategies (the necessary steps of action) can be identified to reach the
different solutions. The idea of BATNA, Best Alternatives Te A Negotiated Agreement, was
discussed but requires follow-up. BATNA is the solution to the conflict if you are not going to aim
Jor any kind of discussion to reach an agreenient, This could be, for example, resigning or ignoring
the conflict. '

Towards the end of the session, the difference between issues, positions, and interests was
discussed in relation to the case studies given, An isswe is the actual problem or area of
disagreement, for example, being asked to continue with the same work but with fewer resources
(Case 1). The position is the formal statement of the solution of a party, for example, a seemingly
adamant refusal to increase resources, The inferests are the specific needs, conditions, or gains that
the parties have, such as not going over budget. It is common for people involved in a conflict to
assume that the posifion is rigid. However, understanding the inseresis better could allow for more
creative problem-solving.
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Table 9 Analysis of Fwo Cases of Conflict from CAPO Experiences

CAEE 1, POWER THROUGH MANAGEMENT HIERARCHTY

Who?
Why?

Phases

Power refations

Level of conflict

Past reselution efforts
Desived soluttons
Possible sirategies

Willingness to negotiate
Wha is endangered?
Time available

BATNA

direct and active: project (field) staff, bead office management; dirsct and
passive: community; indirectly: donors

limitation of funds at field Jevel; seemingly difering prioritics and interests;
weak management

reduction of funding (o the project, discontent of project siaff, mandate to "stick
to basics”, withdrawal by staff, blaming by manapement of failure on project
staff, loss of trust, resignation of field staff

donors have power over head office, country programme management have
power aver field staff

within the organisation

submissian of report, requisition, negotiation at head office

incressed resource allocation, Fenuine participatory management style
consensus at project level, sit down sirihe (seek sudience), bypass the
management bottleneck to a hipher level of anthority, ie the donors

project staff willing but head office management arrogant

community work and project staff jobs

no deadline as such bul project staff patisnce bad run cut

acceprance by projest staff (o sufier; seek another job

CASE 2. CONFLICTING PERSONAL AND FROFESSIONAL DEMANDS

Who?
Hay?

FPhases
Fower relations

Level of conflict

Past resolution efforis

Desired solutions
Passible strategies
Willingness ta negotiate

Wha is endangered?
Time available

BATNA

direct and active: CAPO and colleagues; direct and passive: REU Kampala,
family, indirectly: partacr organisations at district and sob-county level
perscnal versus professional commitments, lack of practical altermatives,
uncertainty of stay

nat clear

RBU can fire CAPO cr facilitate a solution; CAPO can bear it, resign or
"supply air"; family can bear it, be supportive or fail to vnderstand; colleagoes
can encovrage and support, or frastrate sineation further

personal level and within the workplace

staying with friends, commmuing, renting a house (having 2 homes),
negotiating with RBU Kampala

home at workplace, access (o physical transporiation, realistic remuneration
shift family 10 werk place, tednee freqguency of travel

CAFO is willing (but how much compromise?), willingness of REU Kampala
and family unclear

all panies: CAPQ, BB, family, colleagues, pariners

% - 12 months

resign and find alternative job, accept situation, work part-time, breach confract

Moving from conflict identification and analysis to its resolution involved discussing a continuum of
dispute resolution procedures for different stages of conflicts (see Annex 1}. Most conflicts are
resolved informally or some form of cooperative decision-making. When conflicts are more
difficult, a third party is involved, sometimes simply to facilitate discussion. When discussion
becomes impossible, the third party makes a decimion that is adhered-to. If third party deciston
making is not respected, the more rare and serious forms of conflict can lead to non-violent
coercion and after that, at times to war.
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The conflicts that CAPOs face are likely to all remain in the first part of the continvum. Any follow-
up work with the CAPOs on conflict resolution should, therefore, focus on improving their
informal conflict resolution skills. The CAPOs expressed an interest in leaming better how to
recogmse signals of (potential) conflict. This would help them to awvoid conflicts reaching
unmanageable proportions.

Fmal discussions focused on the possible relevance of understanding conflict and its resolution for
the CAPOs' work, and therefore, for the type of participatory planning that they aim to support.
Although they recognise that conflict is part of their dally lives, they also strongly see it as
undesirable, a “necessary evil. Further work with the CAPOs on conflict resolution might create the
understanding that conflict can mean both "cnsis' wad *opportunity’. Conflicts of all kinds, between
the different groups involved, will arise at different stages of participatory planning. Eeamning to
recognise and resolve different types of conflicts would support the CAPOs in this part of their
work,

4.3 Monitoring Prugress of Process

Monitoring progress of the work with participatory planning is essential to enable reflection,
learning, and reviston of working procedures. The final TED-facilitated session with the CAPQOs
focused on monitoring their work. Although there is no procedure as yet for assessing progress in
the different aspects of their work, the CAPOs value assessing or measuring change or progress in
their work for mary reasons: _

. for personal satisfaction by being able to see changes/progress;
1o keep focused on the original objectives;
to assess level of success of achieving objectives;
to assess the appropriateness of methods to achieve goal;
to leamn and improve on what exists; :
to help {re)focus individual CAPO activities,
to see if adjustment of plans are necessary;
to satisfy senior RBU staff:
Justify expenditure of resources,

" % & * & & & =

To develop ideas about how their work could be menitored, the CAPOs identified a range of
indicators for five of the main activities they currently undertake: guiding the DPAC and SPAC
processes, advocacy work, networking, and training (Table 10). They identified general indicators,
such as “political goedwill, and specific criteria, such as "number of invitations to CAPO 1o attend
meetings'. They did not specify quantitative standards for each criterion, such as "at least 2
mieetings at District level per month”,

Sefting standards for each indicator would help define specific targets for the CAPO work.
However, great care must be taken with this as the political and economic situations in the
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Table 10 Initial Indicators for Five CAPO Activities

Training

L. number and type of tmining workshops, of peopls trained, and of maining requests

2. developing training manual(s} based on local nesds and traiming programme

3. impact resnlting from training, in terms of changes in behaviour, attitude, and practices

As each type of training session has its own objoclives, specific indicators need to be developed ta
accommixdate these differences.

Networking {both reaciive and proactive)

1. number of invitations 10 workshops, conferences, seminars, meetings

2. sharing of resources (transport, facilities, funds), and of information and decumentation

3. joint efforts at various levels: planning, implementation, financing, consultancy

4. inventory of the activities of various actors (NGOs, government agencies, CBOs, communities, e1c)

5. awareness and involvement in what is being pursued '

6. knowledge of existing development actors in the district and how they relate 10 cach other (ie that
diflerent organisations know what the others are doing, where and why)

7. political support and goodwill

Advecacy Work
1. nomber of reported cases related 1o children's welfare reduced because of more awareness snd less

violence, or increased because there is more awarencss and willingness to repor cases

. number of awareness seminars held in relation to children

. change of attitudes wowards children (in parenis, teachers, other community members)

» recagnition of PWO and other social sectors by the DRC and related allocation of funds

. recognition at all levels, of the role Secretary of Children as responsible for child advocacy
. active role of Secretary for Children at all levels

=1 &8 L Fa Ly b3

- mumber of childten whe know about their rights and respansibilities are increased

SPAC Pracess

1. attendance at planning meetings as a sign of commitment

2. political wiil and support

3. feeling of owmnership at sub-county level of the plan

4, active participation and contribution towards planring processes (what data is given by whom)
5. nature and level of resource allocation

. expectations about payment of allowancss

7. management of sub-county records {information and data)

3. receptive response to child rights and responsibilities, care and development

9, extent of dissemination of child care, protection and development information 1o lower levels
10. level of regource mobilisation versus acting for own sifuation

11. coordinatien and integration of committees and sub-county staff and NGOs

12. extent to which the committees and sub-county staff feel they have the capacity to plan

13, mowledge about which CBOs, NGOs aperating in sub-county and what they are doing

DPAC Progess

L. level of commitment by sector heads and by CAPOs

2. political will, eg number of mestings that CAPOs have been invited to, whe iovited them, and which
ones they have managed 10 attend

3. resource allocation to social sector and 10 DPAC process (office, stationery, personnel}

4. the stage at which the written plan is

5. the stage at which the inner, menzal, felt plan is

6. ewnership of plan at Districe level, eg less talk of "Redd-Bama/NCC's plan” and mere of "our plan®
7. level of conceptuatisation of the tern: "sustainability” among the various players in the process

. level of demand for CAPO skills (ouznber of iraining workshep requests)

. number of times of follow-up in the districts
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Districts vary 50 much that what is achieved easily in one area might be completely unrealistic in
another. It would be better to express quantities in terms of a relative chanpe rather than an
absolute number. For example, rather than "at least 2 meetings at District level per month®, the
indicator could be "at least one additional invitation to a District level meeting within the nexi two

months".

Little time was available to elaborate on these criteria, and considerable flirther work is necessary to
add to and refine existing indicators. Nevertheless, the CAPOs could identify several signs of
progress in their District-level work, To continue as a leaming organisation, RBU will need to
invest more time on monitoring. Such information must be useful (for work, self-satisfaction,
and/or other groups) and should focus on what can help improve future work,

5 ASSESSING FIELD LEVEL FOLLOW-UP

Much PRA training is happening in Uganda, but how much community-based development is it
leading to? Training alone will not ensure that this happens. Follow-up activities it the field, with
community mermbers, extensiop workers, and RBU staff alike, are needed to ensure that locally
meaningflll changes take place. Institutionalising participatory planning clearly involves much more
than only training (see Section 1). The development of a viable, and effective approach for follow-
up is of specific concern to RBU now, as it faces new challenges in the three communities where it
is involved in participatory planning. RBU's position as a non-implementing agency and, therefore,
dependent on other operational organisations and agencies has proven particularly problematic but
is only one of several challenges.

To understand these challenges better, the follow-up activities in Kyakatebe (Masaka District) and
Akoboi {(Soroti District) were analyzed by different groups of people. First, an initial analysis was
held with the semicr RBU stafl and CAPOs who are actively invelved in the fieldwork. Field visits
allowed further exploration with different groups of community members and extension workers,
mainly in Akobey, This involved a series of focused discussions to assess the value of the work to
date, identify key weaknesses, and attempt to find solutions.

5.1 Redd Barna Uganda Perspectives

The CAPOs and other senior RBU staff who have been engaged in the follow-up activities have
identified several positive impacts of the follow-up to date (Table 12)*, As with the training
impacts, these are immediate effects. To assess lasting impacts, continual monitoring is needed.

M4 BWOT framework was used to structure these reflections fStrengths, Weakncsses, Opportunities, and
Threats).
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Table 12 Strengths and Weaknesses of Field level Follow-up (RBU Perspectives)

-

STRENGTHS of FIELD-LEVEL FOLLOW-1TP

Intproved qung relationships

increasing inclusion of these initially not involved in the fieldwork in follow-up meetings (although this
is not a straightforward process)

increased unity within the community about local development priorities (as expressed to RBU by a
range of groups}

growing appreciation by exicnsion staff of the PRA approach for their regular work

better undersianding of the roles of extension staff by community members

creating community level demand for the services of the extension workers, with exchanges of addresses
and making of appointments for extension visits

continual interaction creating stronger linkage between extension workers and the community, and with
RRBEU, the basis for which had been laid with the initial PRA lrammg fieldworik

remativation of locel groups throngh follow-up meetings

Better analysis

clarification of issues identified in initial fieldwork, deeper analysis, confirmation and amendments to
issues, plus prioritisation of issues

confirms the penuineness of issues mised during the PRA ficldwork after deeper analysis with the
COIRMUumity

identification, and even some implementation, of solutions for the identified problems

clarification of fears and expectations of the community that wete based on previous negative
experiences with outsiders/development workers (both NGO and government)

deeper analysis of the situation of the worse-off by engaging in specific discussions on this

greater understanding of intra-communal differences by sharing issues between differem social groups

. WEAKNESSES of FIELD LEVEL FOLLOW-UP

lack of follow-up to build planning capacity in Kyakatebe and only implementation of plans

follow-up seeming te move either teo quickly to build lasting planning capacity, or too slowly to keep
local people and extension staff motivated

setting a locally feasible schedule of follow-up mectings and activities

insufficient clarity from Kampala office about what material inputs, if any, ¢an be committed by the
CAPOs to the community

organisational dileznmas abont whether or not to provide material support to make follow-up meetings
possible, and if so how much {eg lunch)

lack of clanty about the respective roles of RBU, community members, extension agents, in the
implementation

crganisational difficulties of linking follow-np to other operational government agencies and NGOs
conceptwal problems of linking local level informetion 1o meso-fmacre-devel planning {ie SPAC anni
DPAC processes), and tierefore also limited linking in practice

limited involvement of most vuinerable group{s), which takes place only via general community-level
activities

lack of local monitering procedures which could serve to motivaie Jocal group activities
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The strengths identified are mainly about community level and inter-organisational relations.
Follow-up meetings and activities have improved both the working relations and the quality of
analysis in a number of signtficant ways. The process of making the plan has proved beneficial, with
local activities starsing before the plan was actually finalised.

Behind some of these encouraging signs, however, is a clear perception of weaknesses related to
the present follow-up strategy that RBU is trying to develop. One key unresolved issue is the speed
at which foliow-up activities are best maintained and planning should occur, and how this is
influenced by local perceptions of real benefits.

On the one hand, experiences from Akoboi strongly suggest that local pecple are losing patience
with the process after & months. Despite consistent and continuous clear messages from RBU that
it will not provide any material inputs to communities, expectations about this persist. How long
will people's patience last with the many follow-up meetings without any perception of benefits
entering the community? How will this affect participation, and child-centred development, in the
long term? Who will have the time and patience to work through the long planning process?

On the other hand, the Kyakatebe experience was both too ambitious and too quick, where an
- elaborate community plan was ready within 4 months. In the implementation, it is now clear that
many issues remain unaddressed, particularly those concerns that were unique to one social group,
notably the younger women. The plan was not a shared plan,

It iz important to strike a balance between a slow but steady pace of analysis and planning, with
tangible benefits early on. Whether or not it will be possible to generalise this sufficiently to develop
a standard -recommended time-line of follow-up activities is as yet unclear. However, the
uniqueness of each commumity and type of link with partner organisations suggests that this is
highly unlikely. A second weak area is the contradiction between low staff numbers and high local
demands. With CAPQOs overstretched and several groups in each community expecting support in
planning and implementation, it will be difficult to ensure smooth follow-up unless claims can be
made on other NGO or government staff. If this becomes possible, then the difficulty remains of
how to schedule the follow-up with extension staff from different departments who all pursue
separate work schedules. The overall question is one of how RBU can make better links between
the issues raised through PRA-based analysis and other operational CBOs, NGOs, and government
agencies to ensure effective implementation of Tocal plans.

A third weak area concerns the existing lack of clarity about RBU's organisational position on
providing materiai input in the follow-up. The CAPOs still feel unclear abowut what RBU is able and
willing to provide and feel that the uncomipromising “no material input for implementing plans’
policy might need rethinking. More clarity is needed from the Kampala office in this issue,
especially now that an exception has been made to provide some inputs to Akoboi, '

Related practical problems include:

. how to schedule follow-up activities, given that community members are busy and cannot
matatain high levels of attendance at unrezlistically frequent meetings;
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. whether or not 1o provide logistical support for follow-up, particularly transportation for
CAPOs and extension staff, allowances for extension staff, reference materials on PRA for
extension staff, and if so, how to do this.

A conceptual problem was also identified about the value of community plans for other levels of
planning. Although the potential value of the issues raised in PRA based fieldwork for the SPAC
process is clear, it is less clear how the findings and plans from one community can inform the
SPAC. 1t is not feasible to conduct PRA processes in all the 40,000 or so villages in Uganda. How
can PRA outcomes feed better inte more macro-levels of planning, notably the SPAC process?

More emphasis and specific efforts are needed to ensure that the poorest parts of the community, in
particular children in especially difficult circumstances, benefit in some way from RBU's
involvernent.

Despite these difficulties, there are certain opportunifies that meri more attention. These are
discssed in Section 6.

5.2 Extension Workers' Perspectives

To understand how the follow-up is perceived and influenced by extension workers, two meetings
were held with the five extension workers who are engaged in activities in Akoboi. These are the
agricultural extension officer, Child-to-Child worker, Community Development Assistant (CDA),
water and sanitation village mobiliser, and school headmaster and L.C3 mobiliser. Of these officers,
only the CT)A had participated in the entire PRA field training in November. However, all had been
involved in the PRA orientation workshop that took place in Akobei in December, 1994%

Besides clarifying RBU's plans and role in the follow-up, the meeting aimed to understand what
extension activities had taken place since the last meeting with the CAPOs, what constraints are
faced, and what impact the training has had on the extension workers. Recommendations to
improve the collaboration with the extension workers can be found in section 6 4.

Since the end of February, no extension activities have taken place other than in agriculture. The
agricultural exiension worker, who had never visited the community before the PRA orientation
course, is now very active. He has helped establish a cassava cuttings project in Akobol, 6.5
hectares of mosaic virus-free cuttings. These cuttings, while not all destined for use in Akoboi, are
viewed by the local comnuunity as a very positive outcome of the PRA work. The village water and
sanitation mobiliser, a member of Akoboi community, is continuing to provide advice on digging
latrines and peneral cleanliness,

The lack of further extension efforts is caused by several factors, notably the lack of incentives (e
financial assistance) from both the govemment and RBL. The extension workers want daily rates

*No discussions were held with extension workers in Kyakatebe, Masaka District, dve to lack of time.
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and support for transportation, which they have been paying themseives, The CDA has accessto a
motorbike but others have to walk or cycle to Akoboi.

They would also welcome more information about RBU as they are unsure about the way it works
and its organisational mandate. They are often asked questions in the field about RBU which they
cannot answer. The extension workers are also finding it difficult to combine the intensive follow-

up with other commitments, such as political meetings that they must attend.

The extension workers identified that the turn-up from the comununity at the extension activities
that took place before February was sometimes poor, for which they offered three explanations,
First, the CAPQOs have not been seen much in Akobol, feeding local fears that no more discussions
would happen. The CAPOs are seen as figures of relative “authority, and their presence as 2 type of
“process adviser’ is felt to be important. Furthermore, this process means breaking the old culture of
receiving direct assistance from external people bke the extension workers. Thirdly, building
understanding for this process takes time and patience is difficult. A general sense of fatigue with
the process seems to have set in,

Nevertheless, despite these constraints, the extension workers have personally valued the PRA
training {see Figure 2). The perceived benefits range from general issues, such as more positive
relations with the community, to more specific issues, hke more local involvement in mass

education.

Figure 2 Extension workers cmalysis of the impact of the PRA orientation in Akoboi
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In terms of local benefits, they can see that the school and home environments have improved, and
children are penerally cleaner. A burial group has been established, although no one had further
details about this. The cassava cuttings project (with a mosaic-virus free variety) has taken off well,
and the community members make avid use of the agricultural officer's presence. The health officer
has worked with men, raising awareness among men about sexually transmitted diseases and the
use of condoms, :

5.3 Community Perspectives

To understand how different community groups feel about the work that has taken piace after the
PRA training, a series of meetings were held in both Kyakatebe and Akoboi. After a brief summary
of the meetings in Kyakatebe, this section focuses on Akoboi. The discussions explored the extent
of participation by each group in the process, the impacts, and problems with the process. Table 13
summarises the perceptions of impacts of different groups in Akoboi (younger women, older
wormen, children, younger men, older and men). This analysis has laid the basis for the
recommendations in section 6.5.

*» A Summary of Impacts in Kyakatebe

RBU held five meetings in Kyakatebe: with the younger women, older men, older women, non-
school going children, and school-going children. All the discussions focused on learning sbout the
collzboration between RBU and community members, and seeking ways to improve on this for
work in other communities and in Kyakatebe itself

The different groups memticned a wide range of impacts. The older men listed better protected
water sources, increased food production, more active health workers, renovating and extending
the schools, and training on education and financial management. The older women added to this
agricultural training, and income-generation activities. Hygiene and sanitation education that made
children much cleaner and has led many to boil water more and has reduced fevers, while fevels of
immunization have also increased. The youth working on the school have learnt & skill that they can
sell and earned money, which means that the community in general values them more.

However, it is clear that the participation of the poorest families in the planning process and
implementation is virtually nil. This became clear following an assessment of their participation,
Also, both the young women's group and the young men’s group have stopped functioning, with
both groups expressing that they do not “fit in' with process. The involvement of children has been
limited to & small group of non-school going young men, while the older men have been active
mainly in the planning and not so much in the implementation. The oider women/married mother's
group has been by far the most actively involved.

But there were also clear ideas about how to improve the work so that participatory planning could
proceed better. The older men felt that RBU's intreduction into the community had led to
considerable confusion, and that clarifying this would motivate local people to be more involved,
"When we first met, RBU said: I have brought nothing." But, they continued, it was never clear
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what "nothing” meant and now they see that RBU had brought advice and kmowledge. This
confusion was one of the factors that led to a decrease in the level of participation. Another issue is
that some pecple in Kyakatebe remain with ‘expectations of "handouts'. This was summarised
clearly by one man as follows: "We don't waret io discourage you but people are really only
interested if they can gain from it financially." Again, clarifying the intentions and role of RBU,
and discussing the notion of “partnership' further could pave the way for a smoother, more melusive
proCess.

The older men felt that drawing the marginalised groups into the process more would require more
active house-to-house communication by RBU to explain the purpose of scheduled meetings and
planning processes. Local communication channels apparently do not Jink all the different sub-
sections of the community, in particular excluding the groups that RBU wishes to work with most.
Drawing younger men and women into the process could be stimulated by arranging meetings
between these groups and their older counterparts, although inter-generational conflicts must be
addressed with care.

When asked about the relative value of developing a CAP versus a GAP (group action plar), the
men favoured the CAP, as funding would be easier. However, the women felt that a GAP would
waork better as it is much easier to implement something with fewer different opinjons. They say
that making and implementing one large plan keeps failing. Nevertheless, the women agreed that
some coliective activities could join all groups.

+ Akoboi's Village Management Committee Perspectives

After the PRA training and initial analysis ended in Novermber 1994, the residents of Akoboi
quickly realised that the necessary meetings were time-consuming and would caunse problems,
especially with the planting season looming. To make planning more efficient, they elected a group
of representatives to carry the planning process forward. The formation of the Village Management
Comemittee!®, the VMC, is one of the impacts of the PRA work. Since then, with the support of the
CAPOs, the VMC has analysed further the problems in Akobol and looked at possible solutions.
They have identified the priority problem by talking with the sub-groups that they represent, visiting

houses, and discussing with both individuals and groups.

The discussion with the VMC revealed two key problems: continved anticipation of financial
support and lack of clarity about the planning process itself.

The VMC clearly expressed high expectations about material support from RBU: "As had already
been stated that in April we will ger results!, we hove come for “results”, "What is RBU going to
do about whey we as VMC and community wre discussing?" The persistence of these expectations
is remarkable, considering RBU's continual emphasis on its ¢wn non-operational role from the
onset of its work in Akoboi. As elsewhere in Uganda, and indeed throughout the world, there is a

16 The VMC consists of 28 representatives: 4 from each of the 5 sub groups (children, younger women,
younger men, older women, older men} ang another 2 from each nf the 4 "cells' of Akobol. For mectings to be
valid, the VMC decided on a guorum of 20.
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strong local perception of development as depending on handouts. Time is needed to transform this

perceived dependency on external agents into 2 stronger sense of community-based development
that is supported by, rather than carried out by, external agencies. In the meeting, subsequent talk
about partnership in development, and shared roles and responsibilities helped move perceptions
towards a community-carmied development process. But further efforts around this issue are

necessary.

The second problem was summarised succinctly by a VMC member as follows: “we are rot clear
about the roots and branches of what we have been doing". Despite having pursued in-depth
analysis of thetr local problems, pianning as a concept and a skill is still insufficiently clear for the
community members of Akobol. The VMC feels unsure about where this analysis is heading and
wants RBU to provide conceptual and practical guidance about how to formulate a plan.

Table 13 PRA-related Benefits in Akoboi (as identified by different social groups)

CH | YW [OW |yM | OM

more unliy in the village x X X X
mare.s.ﬁaring of ideas X X X X
agreement on community problems X X
influenced cropping pattern decisiony X X
connection of village with extension workers X x X
access to improved cassava variety X X X X
learnt how to manage fiime) home affairs better X

wiore conscious af when and what to plant X

learnt about latrines and keeping homes clean A

more health education taking place fre HIVAAIDS) X
intensification of immiunization PrOSFIMES | X
stronger football team X

less hesitont to speak with visiters X

now also non-Anglican tn Youth Association X

know better who to contact to help sofve our problems : X

1 CH : children; YW r youmg wornen; OW: older women;, Yh: yormger men; Dhd: oldes men
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s Children of Akoboi

The small group of children that met to discuss the follow-up in Akobei had all participated in some
or @l of the PRA sessions in November 1904, However, they have not attended any sessions since
then. The only children who have been involved in further stages of the work were those elected to
the VMC. However, the children at the meeting were aware of follow-up activities (see Table 13)
and, in the discussion, they confirmed the priorities that they had identified in November.

There is a serious problem with the participation of children, particularly of gitls, in the follow-up.
They are only notionally invelved as YMC members and do not appear to be representative of
children in Akoboi. Two of the children’s VMC representatives come from the same family, of
which the mother is also in the VMC. One of the "children's” representatives is 24 years old, and
therefore not even a child, When asked why they den't attend meetings, the children answered that
"children don't value this kind of work (meetings)". However, morte opinions should be sought to
explain the lack of children’s involvement in the PRA follow-up.

* One further observation about the follow-up process is that older gitls do not participate in the
children's group. This is probably because many are mothers, and although technically children, "fit
better in the group of younger women in terms of social status and relevance of issues.

* Younger Women of Akoboi

The younger women had difficulty to discuss progress with community planning. The small group
was testless about being away from their domestic tasks and were busy with their young babies,
These two factors, in fact, have influenced women's participation throughout the follow-up
meetings and explain the constraints under which they live. A further explanation for their limited
participation is the influence that the CAPQs' gender has had on the women's willingness to meet
and analyze their problems, Both of the CAPOs are men, which could affect the potential for an
open discussion. Nevertheless the young women were able to identify several impacts {see Table

13).

The young women's Hmited involvement in the follow-up could mean that their particular
perspective and issues might be side-stepped in the planming process. For example, they identified
that their key interests to pursue as a sub-group were income generation opportunities (tailoring
and selling foodsnuffs) and relief from domestic tasks (notably grinding). The challenge for RBU is
to seek ways 10 work better with the younger women, perhaps by arranging a few meeth-Lgs with a
female CAPO workang in a neighbouring District to reschedu]e meetings ta suit women's schedules
and preferred mecting loc:atmns better,

¢ Older Women of Akoboi

The older women listed several advantages that they feel have resulted from the PRA process
{analysis and planning) (see Table 13). Other women are now involved in the community level
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discussion who did not participate before. Women are more open now and take a stronger stand in
VMU meetings, They no longer face negative reactions from men, such as booing,

The older women provided several reasons for the limited participation of women in follow-up.
Some women do not feel their attendance is necessary as they have entrusted other older women to
act on ineir behalf. For others, differences in income levels mean that they feel they lack suitable
clothing to attend meetings. For some, this also means they lack a hoe and can not join the others in
agricultural activities, occasions when issues are discussed. Still cihers fail to see tangible benefits
from the process and some are disconraged because they see new people trying 1o join in, as
benefits become more evident. The older women also stressed the importance of 2 demonstrable
impact as an incentive for participation.

The wowmen are keen (o continue warking in their group as wormen, RRU ig willing to help them,
They want to pursue imeeting in groups to address some of their probiems and pass any issues and
ideas to RBU for possible support.

¢ Younger Men and Older Men of Akoboi

The younger men have been very active in the follow-up process. Both the Chair and the Secretary
of the VMC are from the younger men's group. The young men did not identify any difficulties with
the process, focusing instead on many perceived positive impacts. These are not elzborated on
further here (see Table 13).

The older men have, like the younger men, participated extensively in the follow-up, However, in
the meeting they expressed some fears about the process and in particular zbout this interim
assessment meeting. First, they are worried sbout whether RBU is going to withdraw or not after
assessing the progress through these discussions. Secondly, they are concerned about having
accused, or in some way, betrayed the CAPOs about the lack of follow-up meetings organised by
the CAPOs.

The older men are aware that this is n- vet the end of RBU’s follow-up and that plans need to be
budgeted. They are keen that the Ca.5)s stay involved in the next steps of the process, which

invelves defining a ti:::2 frame and ne; - ating responsibilities, Assuming that both sides fulfi the
agreed responsibilities, they think it is 1= ssible to finalise the plans before the harvest.

5.4 Summary of Follow-up
For RBU, these discussions plus the final community meeting in Akoboi and meetings in
Kyakatebe, have highlighted the need to adapt how to deal with follow-up afier PRA training,

There are both conceptual problems and practical issues to resolve.

Conceptual prablems relate in particular to the following observations.
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1.

The formulated Comrunity Action Plan is of limited value (with the document in
Kyakatebe is virtvally not used). It appears that the process of formulation is key, and
many people seem to maintain actively their specific versions of the CAP. If the process is
key, then is RBL investing encugh time and energy in ensuring high levels of participation
and active learning and analysis during this process?

The PRA-based work has lacked specific objectives {other than 'community pricrity
problems"), leading to unrealistic plang that aim to encompass everyone and everything.
This makes it difficult for RBU to justify continued involvement with a community unless

children's issues are "re"introduced in the plans. If plans are to be manageable, should

RBU decide to only focus PRA-based work on community-level child-focused activities,
on vulnerable groups, and on enhancing planning capacities? This would mean ignonng all
other groups in the community and issues that might arise in the analysis.

- Despife attempts to draw in vulnerable groups, they remain marginalised {either from the

outset of during the process) in the training, the analysis, and the follow-up work. If these
groups are io be reached, does RBU need to invest more time in finding and mobilising
such individuals and households as part of the community znalysis, or should it choose for a
tore focused CAP formulation process only with them?

Too little attention is paid to ensuring sustained planning and implementation of activities.
The first CAP is wrongly seen as the end peint. Establishing monitoring systems, at the
beginning of the process and based on people's own indicators, could encourage repeated
cycles of planning. Monitoring their own progress in implementing their own plans would
enable community members to assess whether or not they are ready to start with ancther
CAP. Should RBU, therefore, aim for a CAP that explicitly aims to deal with only one issue
at a time?

It was, at times, difficult to encourage community members to reflect on the PR A-based
planning process, particuiarly in Kyakatebe, Discussions tended to focus on what had taken
place and less so on how this had come about. In Kyakatebe, insufficient attention was
spent on the planning process itself, probably contributing towards the present difficulty to
reflect on this. ERBU wishes to encourage local planning skills and attimdes, then aralysis
of the plamming process is important and it should spend more time encouraging
comimunity members to reflect on what they have leamt and why, rather than what they
have done.

 Practical problems relate in particular to the following:;

Community members think the follow-up meetings are boring and unclear. If meetings are
to be worthwhile and motivating, then RBU should develop a clear schedule with the
community, clarifving the purpose and comtent of each meeting, and should seek more
dynamic facilitation styles. :
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2, Implementing ali of the main pricrities of the CAP simultaneously is confusing. A phased
implementation of the CAP could be pursued by developing the issues matrix more as a
planning tool, and tackling priorities one by one. This is linked to point 4 above, of
sustaining & local planning capacity and interest (see Annex 2 for an example of the issues
matrix),

3 Well-being ranking is potentially a powerful way to overcome the problems of ignoring the
marginalised. Yet its use in the fieldwork is not optimal and it is misundsrstood by some
members of the community. RBU needs to define the purpose and timing of its use more
clearly.

4, Much confusion exists about RBU's intentions and role in the community-based planning
work. The pre-PRA preparation phase seems too short. More time must be spent clarifying
organisational polictes and objectives and mobilising those groups that RBU aims to work
with most, ie children, younger women, and the poor (see Part I,

6 NEXT STEPS

The learning process to date has helped to identify key areas where decisions must be taken,
practice needs to be adapted, and new initiatives are required to strengthen RBU's approach 1o
participatory planning, This section discusses next steps in refation to training, follow-up in the
communities and with partner organisations, and suppert for the CAPOs,

6, 1 A Training Stratepy

A training strategy is a plan of action, supported by an organisational policy, that stipulates who s
trained in what and for which reason. Any training strategy for RBU will need to make a realistic
assessment of scheduling short training events and long-term commitment to follow-up that each
entails, The following elements will need further elasboration.

* Why is training important for achieving RBU's organisational ohjectives?
» Formulation of organisational vision and priorities

o Who should be trained?
» Testing and finalising criteria and conditions for partners (organisations and individual
participants) to ensure that partners work on areas relevant to RBU's mandate
* Ways to ensure balanced participation in training {gender)
» District level workshops in child-focused planning
+ Develop sirategy to train local facilitators
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s Where? .
»  Define where different types of training take place: criteria selection for community for
field-level training, for selection of certain districts, sub-counties, etc in Uganda

o When? :
o Develop a coordinated centralised schedule of training events so that the Kampala office
can provide the necessary logistical support and be as cost-effective as possible

» How? .
o Develop key guidelines for CAPOS to help them in the pre-planning phase

o Assess need for and skills of facilitators {choice and preparation of them)

» Ensure that agreements (formal and signed) have been negotiated and completed
» Pursve joint finding options where possible

o What?
» Identification (prioritizing quantity, frequency, and length) of different types of
workshops on MLE, BCS, PRA and planning
¢ Identification of gaps in existing training (see Table 14}
o Clear focus on the value of all training, especially field-based PRA training, for child-
centred/based community development, and transparency about this to all potential
partner organisations and agencies.

Table 14 Recommendations for training modules

For a successful follow-up sirategy, RBU should consider including the feliowing issues as part of its
training sirategy.

. training for CAPOs on analysis, as analytical capacities are essential and could be improved
considerably (see Annex 3). This means encouraging CAPOs to develop the habit of asking why, ie
why they are organising a certain meeting or why something is or is not happening in a particular
planning process, et :

- training oo facifitating planning with communities, an essential skill about which the CAPOs and
extension staff are unsure and for which LFA seems inappropriate. This means training on the
concept of planning (why, what, how), the pbases of articulating a plan, and monitoring
impiementation of the plan to éncourage a more autonomous planning capacity. Part of this would
peed to address how to plan an effective and feasible schedule of follovw—up meetings, as cach new
community will require its own timetable;

. training on communify-based moritoring, involvement in setting plan, agenda, indicators, etc,

The “issues matrix® conld be used to great effect 10 fill these gaps (see Annex 2). The issues matrix has been
used mainly as a descriptive list with little ansiysis and is under-utilised as a tool for analysis and planning.
However, to enable analysis of the issyes list, RBU must first clarify further its objectives for community
level work and develop a basic set of guiding questions.
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Te develop a good training strategy, RBLU could learn much from knowing how training requests
reach the CAPOs and the Kampala office. This indicates where training demand exists and could be
useful to target particular information channels to generate more requests.

RBUs training strategy will need to reflect the field reality of unique situations in each District by
developing a training men: with which it can respond flexibly to training needs as they arise, Also,
as RBU is still very much evolving as an orgarusation, a range of training strategies could be
identified, This would allow a more realistic assessment of the likely achievements after year 1, year
2, vear 3, etg for different options.

6.2 Wise Selection of Potential Partmers

Over the past six months, Redd Bama Upganda has learnt much about working with other
organisations, particularly when it comes to training in FRA and the follow-up involved. Problems
have arisen that could have been avoided and now need solutions. Some of these problems are due
to selection of inappropriate partner organisations, committing RBU to collaboration with partners
that do not fit into RBU's mandate or that cannot fulfll its side of the partnership.

An jnitial list of criteria and conditions for selection of partner organisations and agencies was
identified by a small group of CAPOs and RBU senior management {Table 15). The criteria should
be used to make an initial selection of possible partners, be it for a short pericd, or a longer series of
joint activities, The "minimum' criteria are prerequisites, while the “preferable’ eriteria can be used
for further guidance. Those organisations or agencies with whom RBU would nat be able to work
can be identified easily. Once the request for collaboration has been approved by the Kampala
office (see below), a formal agreement will need to be signed between RBU and the new partner,
which will include the condifions of collaboration. Using criteria and conditions is the only way that
RBU can ensure a basic level of quality assurance in the collaborative work ",

Several decisions were made by RBU's management team about the use of these criteria.

i. These criteria and conditions will come into immediate effect and should be used by all
CAPOs in their initial contacts with potential partners. These should be used to make clear
to those secking collaboration what RBU is and is not able to respond to.

2, These criteria and conditions are considered part of & procedure for formal approval of all
partnerships, either short-term or long-term. This procedure needs to be worked out in
more detail. In the meantime, all requests for training must be approved by RBL's Training
Coordinator and Director of Programme Development so as to avoid potentially difficult

partierships.

'" Besides these organisational criteria, conditions for individual participants for specific workshops are also
needed. For example, trainees should ensore full attendance of the workshop; participate in sl} activities; show
interest in the entire process; put new skills into practice and give feedback to supervisors. Certificates of
attendance will be awarded to participants who complete training in accordance with the conditions.
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3, However, it is recognised that there must be a trial period to see if these criteria and
conditions are relevant and specific enough. These initial criteria and conditions will be
reviewed and, if necessary, adapted at the end of September 1995. Additional ideas for
refining the criteria and conditions could be sought frem other Redd Barna country

programmes and other Ugandan training organisations.

4, To ensure proper understanding and use of the selection criteria and conditions, the next
CAPQ meeting will include a short session on this, for which short case studies are 1o be
organised by the Training Coordinator and the Director of Programme Development.

Table 15 Selection Criteria and Conditions for Partner Agencies and Organisations

Minimum Criteria

The organisationsfagencies should:

+ Be involved in child-centred activities in organisations or government agencies.

» Preferably be registered or, at ieast, recognised by the District Administration {in a letter).
= PBe willing to abide by the conditions {see below).

= Be opcrational in communities.

Preferable Criteria

If possible, the potential parmer: _

» Should have basic organisational procedures and financial records in place.

» Should be a community-based organisation, especially those with a women andfor child focus. -

« Should have a shared vision with RBU {empowerment of community to handle its own problems),

* Have limited opporainities for external/iniemational funding and support (to be prionitised above those
that have nyore support).

» Shonld have a potentially large positive impact.

Minimum Conditions for Partner Organisations and Agencies

# They should have enough available field stafffvolunteers to ensure that any necessary follow-up it
pursued.

» They should be willing to have workets/members trained,

» They should be willing, and preferably have the capacity, to co-facilitate both training and follow-up:
viz transpor and funds,

» They should display a cooperative spirit, sensitive conduct, and a flexible approach 1o ali aspects of the
colizboraticn.

» Active and clear steps should be taken by the paniner organization or agency to seek a gender-balanced
participation in the collaboration.

» Where the collaboration involves training, participants shall be selected in accordance with Conditions
for Trainees {to be developed).

6.3  CAPO Support

The CAPOs face a difficult task. They work with very few resources, pushing issues that are not
priorities of the government staff they liaise with, introduce unfamiliar approaches, and operate at
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different levels simultancously. They are shaping their jobs each day, within a new country
programme that is itself slowly claiifiing its policies, priorities, and procedures. Dealing with new
issues with an open mandate to innovate, seizing or creating new opportunities, requires creativity
and continual analysis to gain new insights, self-confidence and flexibility and high levels of
motivation. For many CAPOs, it is their first job. _

To succeed in this open-ended process the CAPOs need guidance, support, and supervision. The
bimonthly meetings in Kampala are a good begirining and steps are already under way to ensure
that the CAPOs receive supervision in the Districts but more is needed. The following suggestions
are offered to RBL senior management to strengthen the CAPOs work: (1) improve conceptual
understanding and skill building; (2) documentation; and (3) staffincentives.

+ Support to Strengthen Conceptnal Understanding and Build Skills

Pian a reflection week during which (some of ) the following is discussed in detail:
1. key elements of RBU vision to guide all work;
2. checklist of basic questions to guide PRA fleidwork;
3. progress indicators for different areas of work;
4. use of criteria for selection of partner organisations/agencies in detail, using one or two
case studies;
5. conditions of collaboration and their use in formulating a formal agreement;
6. contradictions and dilernmas of dealing simultaneously with top down and bottom up
planning, .
7. the role of analysis in different aspects of their work.

Efforts are needed to assess existing gaps in skills amongst the CAPOs and to fill these (see 6.1 and
Table 14). Tt is strongly recommended that all CAPOs receive more guidance in, and possibly

training on, the following;
. facilitation skills;
. conflict recogmition and management;
. why and how to analyze {both field-level information and planning processes they
are engaged in); :
. basic planning skills, which are more appropriate for work with communities than
LFA appears to be at this stage.

However, great care is needed to avoid “overtraining' CAPOs. Any training must be directly
relevant to the tasks that the CAPOs are faced with immediately,

» Documentation

The CAPOs need documentation to support their work. They also play a key role in providing
documentation from which RBU as a whole can learn, All CAPOs should, ideally, receive a copy

of:
. the Akoboi report, or at least photocopies of the introductory and final chapters;
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. Training of Trainer's Notes 1 and 2;
» this report;
. initiaf guidelines for follow-up strategy (section 7);
. initial guidelines for planning FRA work {section 4.1);
. jnittal guidelines on criteria and conditions for selecting partner organisations

(section 6.2).

Efforts are under way to clarify the most efficient and relevant type of documentation by the
CAPOs. For those engaged in community level PRA work, a more appropriate document than the
bulky and descriptive Kyakatebe and Akoboi reports are needed (Guijt et al, 1594; Kisadha and
Bitikerezo, 1993),

To encourage contimual learning about processes of change at the community level, detaifed notes
are required. A possible format for each meeting that is part of the PRA follow-up Is suggested in
Tabie 16. Photocopies of this pro-forma can be taken to each meeting and filled in immediately.
Copies should be sent to the Kampala office. This type of 'process documentation’ will be an
invaluable source of information o learmn about institutionalising participatory planning.

Any key aspects of documentation must be translated. At the very least, the issues matrix
developed by each community should be translated and more copies made to generate interest and
encourage further analysis within the community. The issues matrix is a useful sumnary of Jocal
issues that might feed into SPAC and DPAC planning levels.

If formal reports are writter: about community-based work, a formal ceremony to hand over reports
would create an opportunity to link the District with villagers, by inviting the DES. It might also
increase the Ikelhood that the report will be used actively. K written documents are not used
actively, RBU should seriously consider whether it is worthwhile to invest time and energy in such
documentation.

Table 16 Possible Format to Document Follow-up Meetings in PRA Process

Date and | Number and | Purpose of | Problems, Costs incurred | Action
length ~ of | type of | meeting soiutions, required {who,
meeting participants questions : what, why}

» Encouragement

The CAPOs need encouragement to persist in their difficult task, for which RBU senior
management must provide direction without being prescriptive. Senior management is keen to
avoid encouragement through excess remuneration or other incentives that could stimulate a
“commercial’ attitude which is inconsistent with RBUFs arganisational philosophies and out of
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proportion with what other NGOs offer. Yet RBU senior management is very receptive to any
innovative ideas that could strengthen the CAPOs' wark

There are several ways to achieve this. First, working targets can be set more specifically, per area
of work (ie training, networking, child advocacy, etc). At the moment the CAPOs have no specific
goals to guide their efforts. Concrete indicators and standards could serve to motivate them as
progress towards overall objectives becomes visible.

Second, competitions could be created for the different areas of their work'. Encouraging a range
of collegiate competitions could serve to set certain standards of work and to encourage CAPOs to
strive to meet these standards. These could be remunerated with appealing and relevant prizes, such
as a book allowance or opportunities for training abroad, or a study trip to other agencies working
with PRA-based planning elsewhere in Uganda.

This approach could only work however, if competitions are recurrent or frequent enough to have
tangible benefits soon, if competitions are set for different areas of work, and if local variations can
be addressed. Each District will have more or less progress and each CAPO will be more or less
skilled in different areas of work. Competitions should give opportunities to accommodate such
differences. Examples of possible competitions are:

» the best documented DPAC (one-off);
most progress under especially difficult circumstances {annual);
the best implemented Community Action Plan {annual);
most number of people trained in, for example, MLE or BCS (annual);
the best developed work plan amongst the CAPOs (quarterly);
the best vision for CAPQO's role in PRA based community planning (one-off);
the most inncvative 5 year vision for CAPQ job development (one-off),

Thirdly, CAPOs could be encouraged to develop visions for their own jobs (see competition
examples above). At this stage it is likely that the CAPOs jobs will change from the uniform job
description and activities, There is likely to be a phasing of tasks, with shifting emphasis depending
on national concerns, local circumstances, and organisational priorities. Another likely development
is the specialisation of CAPOs, for example, a training of trainers team, PRA trainers, MLE
facilitators, DPAC specialists, etc. Three CAPQs have already moved to teke on supervisory tasks
that are now necessary. Engaging CAPOs in an exercise along thesz lines would make them realise
the potential that exists for developing their jobs beyond what it is today. It would also force them
to a level of self-analysis that is currently missing.

Through such mechanisms, CAPOs could gain the seli~confidence that is needed for them to
undertake innovative work and to respond creatively to the dynamic contexts in which they werk.

* This idea was suggested by Andreas Fuglesang and has already been used for various purposes in RBU and
ather Redd Barna offices.
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6.4 Support to Extension Workers

To understand better how to work with extension workers in the post-PRA stages, a second
meeting was arranged with the extension workers active in Akoboi. Discussions focused on where
the collaboration should head and on the notion of partnership. This helped to clarify everyone's
understanding of the division of roles and responsibilities, and in particular of RBU's role.

The extensicn workers feel that a "happy, developing community", as they put it, requires smooth
collaboration between govemment departments (agriculture, education, health, and the political
system), local and national NGOs {(RBU, Child-to-Child, AMREF, WATSAN, WHO, etc), and

local comtmurity members.

The extension workers expressed that in this collaboration, NGOs such as RBU should have the
following tasks;

1. To fund extension staff te supervise privately operated projects coming from the NGO,

2. To train extension stafffvolunteer workers to fit the interests of their NGO programmes;

3 To improve the working conditions of their support staff, eg Redd Barna and Child-to-
Child by providing them with some means of transport (bike, motorcycle} and some
incentives, such as a lunch allowance. '

The extension workers feel that their contribution involves: their commitment to their work,
assigting in implementing and coordinating government and NGO programmes. They want
povernment agencies to ensure proper and timely remuneration to enable them to do this, a request
that is clearly easier said than done.

RBU knows that it is unable to fund extension staff on a large or long-term scale, which throws it
headlong into the dilemimas of non-operationality, By diverting government staff’ away from their
normal extension activities to further RBU's ohjectives, it directly undermines its principle of
supporting existing government structures. Yet remuneration or incentives in some economic form
of extension staff seem necessary if local change is to happen. Extension workers are not
sufficiently comvinced by the rheteric of “participatory planning' 10 engage on a voluntary basis.
They need to feed themselves and their families.

Therefore, RBU senior management agreed that it would negotiate at the District level for the
allocation of a certain number of days per month, for example three days, that extension workers
would devote to Akobol. Sub-contracting government workers is inappropriate as a long term
strategy and cannot be on a permanent basis. However, it does open up oppertunities for child
advocacy work with the extension workers, which could have a greater impact in terms of RBU's
orgamsational chjectives. Also, investing in extension staff in this manner, does mean that human
resources in the Districts are being built,
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Other issues remain unresolved, such as whether to pay for transportation for the extension
workers. Two further questions that RBU management needs to decide on are;

1. how extension workers can contribute to documenting the community planning processes.
Is it feasible {techrically and financiaily) to ask them to document along similar lines as the
CAPOs (see Table 16), or should the CAPOs meet them repularly to camry out
documentation based on verbal updates?

2, how to incorporate the expertise of extension workers into the CAP planning process, At
the moment, RBU feels it is important to bring extension workers into the CAP process
before issues are prioritised as they can help to assess the feasibility of tackling certain
1ssues. After a priority community issue has been chosen, the extension workers can then
identify how they can contribute to the plan,

At the end of the meeting, the extension workers described several extension activities they could
undertake, that would directly benefit the situation of children in Akoboi {Table 17).

To enable {some of) these plans to take place, the following points of action were identified:

. RBU to negotiate the principle of time allocation for Akoboi with Department heads;
extsasion workers to work out a plan with the VMC and CAPOs, after the CAF is finalised
to find their niche in Akoboi's development;
the CAPOs need to assess what training the extension workers expressed an interest in, and
need to discuss with the VMC if Akoboi can provide any incentives for extension workers
to work there;

. the VMC should try to find a way to monitor the extension workers' activities, in relation to
the realisation of the CAP,

v F7-J Kampala office to develop an overall orgenisational policy regarding incentives for
go-emment extension workers, and to assess to what extent it can include training of them
in the training strategy.

These discussions revealed several issues that must be incorporated in further work with
participatory planning. From the onset of collaboration, RBU should be clear about what it is able
to contribute towards the extension wortkers' activities, rather than telling them afterwards. RBU
should also try to clarify what incentives are. already in place by speaking with the Heads of
departments, the DES and local NGOs. This situation will riesumably be different for each District,
Finally, RBU and the extension workers should take casc not to jeopardise the work in other
communities by focusing on the PRA community, and 1o only plan a realistic number of activities
based on local availability of community members.
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Table 17 Possible Child-centred Extension Activities in Akoboi (identified by exiension workers)

Cormnunity Development Gfficer

Health education for 6 -12 months, in schools for 4 days a menth and in homes.
Requirements: tins, jerrycans, paper/books, pickaxes/spades, hoes

Agricuftural Fxtension Worker

1. Horticulure with young farmers' association (pupils P5 - P7) for 3 - 9 months
Eequiremenis; oxen, chain, and plongh only (as vegelable sceds are apenly available on the market and land

can be allocated by the community)

2. Beekeeping (which the women had mentioned during the initial PRA exercise) for uui—ﬂf-schﬂul children

of P5 -P7 with work spread over 9 -12 months
Requirements: bechives and attractants; traditional bechives can be built

3, Caszava multip{ication scheme (is engoing) requires 3 days of attention per week

Child-to-Child

1, Continued mass education about health with schoolchildren or non-school going children, using: drama,
songs, poster, writing stories {all with health messapes), and demonstration activities (about personal
hygiene and community health; clean water sources, compound, and roads)

2. Train teachers for 2 days on MLE and CC approach, twice a week for the first 6 monihs

Requirements; stationery, printitig costs, training costs and transport for monitoring

Mobiliser far Water and Sanitation

i, Teach children how to pump the borchols and to keep it clean

2. Cleanliness in homes by continued vizits 10 discuss compound cleaning, rubbish pits, how to use the
latrines

Requirements {ideally): incentive for mobiliser (such as lunch) and repair costs on the bicycle. Work is
curcently on & voluntary basis with rewards coming for each concrete latrine slah installed.

6.5 Support to Kyakatebe, Akeboi, and Iganga

Although the PRA field tratning and follow-up is unique in each of the three communities, similar
‘problems are being faced in Kyakatebe and Akoboi which require concerted action. The next steps
in the three communities relate to five objectives that are increasingly central to RBIJs
organisational policies and practices:

1. enhance local planning capacities;

2. improve situation of children;

3. work with the worst off,

4. work with the children;

5. emphasise group activities.
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+ Support must be provided to enhance local planning capacities.

To improve local planning skills, the CAPQs and the local community must understand why this
may have a ong-term local value (for accessing/sharing/concentrating resources and skills, etc), and
who should have this skill (the sub-groups, VMC, key local individuals). Building local planning
capacity will mean discussing what a plan is with whoever is (chosen to be) involved, and to
identify the building blocks of a plan. Assessing the feasibility of planned activities would be an
important element in this, for which local criteria are needed. Building this type of assessment into a
planning process will provide opportunities to reinforee the need to emphasise development that is
commutity based, rather than externally carried.

» Concrete improvemenis for the situation of children must be realised.

Positive change in terms of children's situation is already noticeable in Kyakatebe, However more
could be achieved in this area, especially if the CAP would have focused specifically on child-
centred development and included fewer wide-ranging activities. Further support in this area could
be provided by RBU in werking with group plans {see next point below) which are child-centred.

In Akoboi, the CAP has not yet been finalised and will only deal with one community-level activity.
Two areas of suppert are needed in Akoboi. First, RBU must pravide support to finalising the plan
for the community priority. It should be supported by all local groups. A decision is needed from
RBU Kampala about the final level of input for the implementation stage. Secondly, RBU should
provide support to extension workers to realise those plans which have a child-centred impact,

In Iganga, many opportunities remain in the follow-up analysis to focus planning around activities

that could improve the situation of children. To do this, the CAPOs will need to explain in more
detail RBU's orgamisational abjective of supporting child-centred development.

» Working with the worst off must be improved.

Better inclusion of the worst off in RBU's work can be realised through these steps:

. discuss with the community groups, LC, VMC, why that group is important for

EVETYONE;
. develop full social maps for the area, on which to identify who is or is not involved
in discussions, and who is or is not part of the VMC (for Akoboi);
. invite those who have not been involved to a meeting by visiting each house and
explain the process to date;

. ask if they have felt any impact of the PRA-linked work;
’ conduct a (condensed) problems analysis with them: ep seasonal calendars, daily
routines, and a transect or map, focusing on children's issues;
» work with them to identify their development vision, and to assess its basic
elements and feasibility;
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) identify what they feel is the best approach: to integrate with others in the
comirnunity or work in a separate group.

« Working with children directly must improve,

RBU has not found it easy to work with children. The following suggestions to improve this were
identified through discussions with different groups in Akoboi and Kyakatebe:

. provide snacks, as children are not used to long meetings;
. encourage their involvemnent by working more with games;
. mobilise them informally and not via community meetings. Link with religious
groups {mosque/church) and Sunday school for younger children, Also use the
education officials and the scheol to encourage children to participate more in the

PRA process,

. meet at more appropriate times as children can be busy with domestic work, eg in
Akoboi on Sunday moming, children at 8.30 and the girls after Sunday service;

» child advocacy is needed prior to PRA to encourage more acceptance of chﬂdrens
participation in the process;

. develop analytical games with children, and seek more tips on workmg with
children from other agencies working on this in Uganda,

. provide all CAPOs with ideas on how to work with children;

. raise awareness of the Secretary of Children about hisher responsibilities towards
children,

* More emphasis on group-level planning, instead of concentrating only on the CAP.

RBU did net pursue a conscious process of group-level planning as part of the follow-up of the
PRA training in either Kyakatebe nor Akoboi. If the CAPOs could support the groups, perhaps
mecluding groups of the worst off, this could allow for more concrete, child-relevant activities to be
realised which could not be deait with at a conumunity level anyway, such as family planning for
young wemen. To realise such group plans, RBU must decide who it feels best placed to work
with, and how tmuch CAPO time can be allocated to this activity. It will also need to develop
puidelines for structuring these plans, just as it is doing with the CAP, and find ways to integrate
both ]evels of planning,

Local perceptions of the support that RBU should provide to them can be summarised as follows:

try to provide required resources that cannot be mobilised locally;

keep visiting themn to check on what is going on in the village; .

keep on helping them in future after this pian, for continuity of plans;

try to link them to other NGOs and agencies which can provide what RBU cannot.
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6.6 Thinking Ahead of Phasing Out
* Resistance Indicators

RBU recognises that it might well prove difficult to work constructively with some comrnunities, It
must be able to make a judicious and informed decision about how best to use its kmited human
and other resources. Some indicators were identified that would help to recognise situations where
serjous reconsideration of involvement in a particular community would be justified, and
withdrawal might be necessary. These are;

» when the LC, or CGR, or a significant part of the community asks RBU to
discontinue its involvement;

. repeated failure to attend jointly agreed meetings,
lack of clear proof of new child-centred community activities;

. debilitating intra-communal conflicts that prohibit constructive collaboration,
notably where work with vulnerable families is made impossible;

. long-term local insecurity {risk of serious physical violence).

Failure of partners to fulfil their side of the collaboration would also justify considering ending the
collaboration. All these indicators should be made clear to the community, and perhaps re-
negotiated, in the pre-PRA preparation phase, as transparency at all levels remains of utrmost
importance. However, the use of the indicators is only justified if RBU fulfils fully its commitments
to the colleboration. To this end a rigorous procedure should be formulated whereby RBU's efforts
can be assessed. These indicators should never he used as a “lazy' option by RBU to opt out of
collaboration with a community with whom work does not proceed as smoothly as might be
desired.

If none of the “resistance’ indicators arise within six months of starting its invelvement, RBU aims
to commit itself to a minimum of one years inwo-einent with a particular community, as a folipw-
up to the imtial PRA immersion.

» Phasing Out

RBU should also reconsider its involvement with a community if work has had a significant posifive
impact, for which some indicators were identified. However, it is difficult to find indicators to
describe the subtle type of participatory development that RBU is striving to support, one of
increased self-reliance and greater access to developtent options. This initial list of indicators is
incomplete and must be refin:d. Suggested inftial indicators are:

¢ when the LC, or C7 . . or a significant part of the community tells RBU that they are able
and wish to contir.:- . . their own;
« when the partne: - . isation(s)/agencies have sufficient capacity and motivation to pursue
the follow-up i+~ - adently;
» when local and/ or KBEU's mutually agreed objectives and indicators are met
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« successful initietion of activities that have significantly benefited children,

Again, these indicators should be made clear to the community before any work starts, and their
use iz only justified f RBU fulfils its side of the bargain fially.

7KEY CHALLENGES FOR FOLLOW-UP STRATEGY

7.1 Key Defining Factors

The key defining factors for Redd Bama's follow-up strategy are clear, although final answers
remain elusive. RBU is dealing with:

the dilemmas of being non-operational: how to be supportive in a creative way that can
inspire and stimulate the different individuals and groups involved, while bearing in mind its
ultimate objective of avoiding an unsustainable support system?

the wish to operate at four levels {national, District, sub-county, community): how 1o work
at these levels simultaneously and fink the processes to achieve a coherent and mutually
supportive child-centred development?

the comviction of working with the more marginalised and vulnerable groups in society:
how to deal with those for whom participatory development may appear to be an
impossible time investment?

the mandate to work with children's issues: how to integrate children and their priorities
into community-leve! and group-level plans?

the need to work from an understanding of intra-communal difference; how to invelve
everyone to identify a unifying catalytic issue?

the surety that sustainable change means developing local planning capacity at all levels
from community to district: how to instil a “facilitating' role in all fieldwork and build local
confidence and skills to break the prevalent handout mentality?

the knowledge that benefits lie in both the participation process and the physical product:
how to encourage community-level patience and motivation to pursue the planning process

to ’s more concrete conclusion?

the need for continyal learning through action: how to ensure sufficient and timely
reflection by the CAPOs and partners while being active in the Districts?
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The follow-up strategy must be based on these core elements and address these questions. This
should lead 1o a smoather planning process, one which depends less on RBUT's presence in the fieid
than experiences to date, and in which marginal groups are benefiting, children's issues are being
addressed, and autonomous planning capacities strengthened.

Redd Barna Uganda knows that participatory planning is a slow process, Moving slowly, however,
can mean reaching far, or so the Luganda expression goes. The steps that RBLJ has taken so far
have highlighted what good practice can be pursued, and what gaps need 1o be filled. It has also
raised questions that must be resolved if the rest of the journey is to move in the intended direction.

7.2 Continuning Good Practice and Filling the Gaps

From the experiences in Akoboi, Kyakatebe, and Iganga, it is clear that follow-up after a PRA-
based "immersion' will be more effective and more appropriate if it continues 1o
. work with operational governmental agencies, CBOs and/or NGOs;

. include extension workers responsible for the chosen community in all stages, including the
' initial pre-PRA preparation, '
. involve local people in training workshops with more emphasis on training them as
faciktators of follow-up;
» use the issues matrix to clarify intra-communal difference, help prioritize and plan sequence
of group and community plans; :
. pursue the time-consuming but essential consensus-building process of follow-up analysis

and avoid the temptation to develop pians quickly (see Figure 3 for an example from the
Axobol planning process),

. work, where possible, with at Jeast five key groups in each community: yOUNger woren,
younger men, children, older women, and older men, but do not maintain these divisions
rigidly if communities have other ways of organising themselves.

Improvements to Redd Barna's work also means correcting unsatisfactory practice and filling gaps.
In further community-level planning processes (see Figure 3), CAPOs should strive to:

. irvest more time, creativity, and effort to work with marginal groups;
. document the process, as this is the only way that RBU can learn from past mistakes;
. 1o develop andfor translate key material on PRA and planning for local people's use;

. develop the suggested Group Action Plans alongside the CAP;
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to speed up the work on making an inventory of district-level CBOs and NGOs to serve as

a datsbase for communities wishing to implement their action plans;

refine the timing of steps to emphasise the anatysis of key issues with community groups

Figure 3 Steps to Develop Local Plars
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7.3 A Two-pronged Strategy

RBU realises that working with younger women {(potably unmarried mothers), school-going
children (via school teachers, parents and the PTA), non-school-going children (the older directly,
the younper via care-givers), and the worse-off families is both essential and time-consuming.
Working with such vulnerable social groups means identifying and motivating them, using methods
such as social mapping and house-to-house visits. Analysis of local vision for development,
constraints, and solutions would follow, and in the implementation some form of operationality
would probably be indispensable.

Being able to provide certain material incentives, or access to them, is particularly important when
working with destitute people, as “participation’ does not fill stomachs, Some househelds have no
economic manceuvring space to engage in a lengthy process of dialogue, planning and
implementation. They can not be expected to pul! themselves up by their bootstraps if they have no
boots.

In this light, the question is one of how to ensure that the worse-off become and remain involved.
To achieve this, RBU essentially has two options: it can start participatory planning with the entire
community or with only a focused group. Both have implications for follow-up activities.

Scenario One sees RBU involving “everyone’ in the process, ie not excluding anyone fiom the
community. However, the Akoboi and Kyakatebe experiences show (and there are sadly many
examples of this woridwide) that the more vulnerable and worse-off families are either left out at
the onset or pushed out over time, While a CAP might ostensibly be formulated, it is then unlikely
to represent the pricrity needs of the entire community. This would at least mean that BBU makes
an earnest effort in follow-up work to identify and work with these individuals and families, as well
as the better-off.

Seenario Two means that RBU works only with focused groups of the worse-off. However this
strategy raises two CONcerns.

First, a CAP, as the word says, is carried out by a (critical} mass of community members. These
activities potentially benefit evervone in the community, eg a school, a health climic, central water
pumps, etc. The more marginal groups in a community are extremely unlikely te be able to muster
sufficient resources and influence to generate interest in a CAP from the rest of the community.
This means that working only with the worst off might well preclude community-level activities.

The second concert: arises because Scenario Two would still rely on some contact with others in
the community. RBU would need some time to identify who the worst off are, and this would
inevitably mean asking others, working through the local leaders, etc. The dilemma of working via,
but not with, the better-off could create resentment, with the related nsk of forther social 1solation
of the worse-off in the community.

At this stage, a two-pronged follow-up strategy, starting with an overall community-level analysis,
seems most appropriate if both community-level activities and group needs are to be addressed.
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Cne prong of that strategy would be to invest time in ensuring that a community-level initiative is
formulated and implemented as a CAP. This would mean encouraging the work of groups of
people who might not be priority groups for RBUI. The second prong of the. strategy means that
RBU could concentrate most of its time and energy on the focus groups, guiding them through a
deep analysis of their situation, planning for change, and supporting the implementation. This two-
pronged strategy would allow community-level activities to be pursued, such as health, schooling,
water, while helping specifically with, for example, income-generation activities for the worst-off.

7.4 Suggested Field Strategy to Guide Follow-up

The experiences in Kyakatebe, Akoboi, and to some extent Iganga, seem to suggest that RBU's
follow-up strategy will involve an intricate "dance', through different phases, with changing roles for
the people and groups involved. The structure of a PRA-based analysis and follow-up process
would consist of three distinct stages (see Table 18)*%:

1. ensuring a solid basis {pre-PRAY);
2. initia immersion (start with PRA),;
3. deepening analysis and planning.

Table 18 Summary of Stages in PRA and Follow-up™

1. lay the basis for community work, by identifving and discussing with the worse-off and key
mobilisers

2. develop community vision and identify problems (use issues matrix to compile findings)

3. prioritise issues per group

4. share priontised issues matrix between groups

5. rethink priorities in each group and chose one for community leve! and one for gronp interest

6. share fop pricrities between groups again and reach a final decision on the catalytic community
jssue

7. planning process starts, at community level, and at group level

8. after implementation, return to issues matrix to revicw analysis and priorities, and to develop
next plan

¥ See Part I for a more detailed and adapted version of these slages. In particular, stage ﬂm:r: of decpening
analysis and planning has been broken into three distinct phascs.
% See Part IT for changes to these sieps as of September 1996,
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Ensuring a Solid Basis could take 2 to 3 months. This stage is essential in order to find out, in
general terms, whe plays different roles in the community, especially the key mobilisers. It is also
important for clarifying the objectives of the collaboration with different groups of local people, ie
increasing local planning capacity and dealing with vulnerable groups and children.

This pre-PRA phase should include some child advocacy work in the community to help create
stronger local awareness of RBU's mandate, to lay the basis for the PRA analysis, and make follow-
up more effective and easier. It could also include exchange wvisits with communities where PRA-
based work has already taken place, and the presentation of slides and videos of past experiences.
In this phase special efforts would be made to identify the most vulnerable groups and assessing,
with them, the best way to involve them in the second and third phases.

Initial immersion would last one to two weeks in the community. This would involve the field.

level PRA training and initial analysis with the 5 or more sub-groups. Work would focus around

developing a range of local child-centred development visions, rather than identifying general
community problems.

RBU's focus on a child-centredness analysis and planning must be totally transparent from the
beginning, to alf the people invalved. Reintroducing it after analysis has started confiises and
discourages the community members involved.

Deepening and planning” is the initial phase of intense follow-up meetings to further the analysis,
engage in collective problem-solving, and develop initial plans. Plans would be made per group, on
group-specific 1ssues and pricrities. Strnultaneously, at the community level, shared issues would be
analyzed further and one comwnunity-level priority issue identified to be planned for and
implemented. For successfill planning and implementation, analysis should aim to identify caralytic
issues, w=hin each group and at the community level. A catalytic issue 15 one about which a cntical
mass o} : zopie can reach consensus to support and collectively implement,

In thess stages, it is only natural that different groups will take, or be given, more or less
responsibility at different mements (Table 19). In Akoboi and Kyakatebe, RBUJ has been the
coordinating agency. However, it is aiming to establish partnerships with organisations and
agencies that will take on this lead role. Whoever has the lead role in this process becomes the key
facilitating organisation and will need to take responsibility for the following tasks:

Ensure written documentation goes to key people and organisations;

Orgarise District leve! presentations of final outcomes {by /with community members);
Irvvite appropriate people for different key moments or stages in the process;

Draw in Secretary for Children from very first contact,

Seek innovative and appropriate ways to motivate extension workers.

v N

! See Part 1T for chanpes to these steps as of September 1996,
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Table 19 Roles of Different Groups in Community-level Participatory Flanning

REDD BARNA
- facilitating initially
- handing ever where passible 10 other facilitalors
- actively seek local potential Facilitatars
- Wrile SIIRmary
- actively seck appropriate NGOs/CBOs
- continued "spervision” through CAPOs
~ consciously choose sub-county
- assess existing follow-up options

DISTRICT OFFICIALS
- be informed
- invite to pariicipate
- encouraged 10 engage in supervision of own exiension staff
- invite ta District presentation by community of immediate owtpuot
- acknowledge support in docoments

« read sumrmary

RCe/CHIEFS
- s¢e as for Disiriet Officials above
- keep copy of all docements
- encourags the Secretary of Children to take active role

NGOs/CBOs
= train local facilitators where appropriate
- facilitate impiementation of solutions
~ take on [ead role in PRA
- Redd Bamna to make this selection with care

EXTENSION STAFF
- participants in training
- active in implementation of "solutions”
« are major actors in follew-up implementation and planning

ELIDERS
- mehbilization for meetings
- contact eatly on for their support

‘7.5 Concluding Reflections

Several questions lie at the heart of defining the next steps in this experimental process. They
particularly concern RBU's organisational vision and require answers in the short term if obstacles
in the process of instituticnalising participatory planning are to be avoided.

¢ Ta CAP, to GAP, or boih?

A CAP has two main problems, the notion of 'whose priorities' are represented and that of scale, A
CAP in theory embraces the idea's and priorities of all community members. If we assume that
everyone has had a say in the analysis, a tenuous assumption at best, then still a plan is still more
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likely to express the consensus on the least contentious issue rather than any particular group's
priorities, One way 1o resolve this issue is by workang in parallel on a GAP with the focus groups
that RBU aims to reach. This cption has been discussed above,

The second problem is one of the number of activities incorporated in a CAP. The more
comprehensive a CAP becomes, the more difficult will be the process of analysis, planning and
implementation. This is problematic when the central objective is Jearming about planning. The
CAP in Kyakatebe is an example of a more comprehensive plan, with many different activities
planned to happen at the same time. The CAP in Akoboi is more modest, reflecting a Community
Action Priority rather than Plan. Starting small, with one defined activity, is a safer way to learn
about planning, is more likely to succeed, can generate a more concrete sense of achievement, and
is more likely to stimulate subsequent planning than an ambitious plan which falls short of
evVETyOne's expectations.

¢ The Role of CAPOs at the community Jevel

The time invested in these experiences in participatory planning is high Considering the impact at a
national level, is this level of investment justifiable? If it is not (and this question can only be
answered by a thorough economic analysis with RBU), then RBU must reconsider the overall role
of CAPOs operating at a community level. If RBU concludes that CAPQOs must operate at the
community level in some way, then what exactly should they focus their time and energy on? There
are several options: coordinating data collection for the SPAC processes in the communities,
training staff ffom operational agencies in participatory planning, guiding others in the follow-up
after a PRA-based analysis, or more hands-on involvement with the community as is the case in the
three expeniences to date. The choice might well differ from District to District, and from CAPO to
CAPO. But it is RBU's responsibility to clarify its position on how CAPOs should engage at the

gommunity level.
. Thé Role of PRA in RBU

RBLU initially set out to enable community perspectives to inform SPAC and DPAC processes and
to generate realistic local action plans. The intention was to use PRA, which would also generaie
local action plans. However, the link between communities and higher levels of planning is
problematic. A sincere local analysis and planning process is intensive and places heavy demands on
the CAPOs' time. In the short-term, only a limited number of comumunity processes can be initiated
in each district. Until all communities have followed a local planning process, and if' such plans are
linked to SPAC and DPAC processes, the imformation from one community will have to be
considered representative of others. This practice is highly unreliable and could lead to grossly
inaccurate and inappropriate plans at higher planning levels.

On the other hand it is clearly imporant that experiences and plamning results achieved at
community leve] are systematically presented and propagated at the Sub-county and District levels,
While not necessarily representative for all communities, these experiences do provide an mput that
is sorely missing at higher administrative levels. Still, more thought is needed on this process of
extrapolating context-specific needs to a more aggregate level.,
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Assuming that these questions are answered and solutions found, then other factors can still
threaten the success of RBU's work, factors over which it has little to no control. The lack of
control over the agencies on which it relies as a non-operational organisation remains a problem.
All RBU can do is to accept the consequences of this choice and to guide the process where
possible. Several suggestions about its guiding role have been mentioned in this report, Ancther
‘given!, at least for the foreseeable future, is the chronic under-funding and inadequate support of
extension workers from their departments. Again, this has impoertant implications for RBU as a
non-operational organisation while largely outside its control. Thirdly, local political leaders will
continue to influence participatory processes, where participation, or local democracy, is both an
objective and a means.

Successful follow-up can also be threatened by the potential lack of commitraent on the part of the
community. Past development strategies have created a sirong dependency mentality amongst
many community members throughout Uganda, as indeed many other parts of the world, Reversing
this means generating confidence within the community about its potential to address local
problems. This will take time and persistent efforts on the part of RBU.
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ANNEX 1 CONFLICT AND ITS RESOLUTION

WHAT CAUSES DISPUTES?
AN OVERVIEW

What is a Conflict or a Dispute?

Conflict is a form of competitive behavior between people or groups. It occurs when
two or more people compete over perceived or actual incompatible geals or limited
resources (Boulding, 1982). In order to manage or resolve conflict, it is necessary to
identify its causes. This chapter examines several of the diverse sources of eonflict
and begins the discussion on how disputes can be resolved.

What Causes a Confliet or a Dispute?

The Circle of Conflict (Figure 1) outlines seme of the major sources of conflict.
regardiess oflevel (interpersonal, intra- orinter-organizational, communal, or societal)
or setting, The Circle identifies five central eauses of conflict:

+ Problems with the people's relationships

This annex is reproduced from Moore, C. and Priscoli, 1.1, 1989, The Executive Saninar on ARernative Dispute
Resolution (ADR) Procedures. The US Army Corps of Engineers. CDR, Associates, Boulder, Colorade. It was
originally excerpted from Moore, C. 1986. Decision Making and Conflict Management, CDR Associates, Boulder,
Colorado,
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CIRCLE OF CONELICT

Figure 1

UNNECESSARY CONFLICT

RELATIONSHIP CONFLICTS

« Strong emotions
+ Misperceptions or stereotvpes

» Poor or miscommunication

» Negative, repetitive
behavior

DATA CONFLICTS
* Lack of information

+ Misinformation

» Different views on what
is rejevant

+ Different interpretations
of data

VALUE CONFLICTS |
+ Day to day values
« Terminal values

» Self definition values « Different assessment

procedures

STRUCTURAL

CONFLICTS

* How a situation js set up | [INTEREST

* Role definitions CONFLICTS

» Time constraints *+ Substantive

= Geographic/physical * Procedural
relationships + Peychological

* Unequai powerfauthority

* Linequal control
of resources

GENUINE CONFLICT
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* Problems with data

» Perceived or actual incompatible interests
+ Biructural forces

* Perceived or actual competing values

Relationship Conflicts occur because of the presence of strong negative emotions,
migperceptions or stereotypes. poor commurnication or repetitive negative behaviors.
These problems often result in what has been called unrealistic (Coser, 1958) or
unnecessary (Moore, 1886) conflict in that it may oetur even when objective conditions
for a dispute, such ag limited resources or mutually exclusive goals, are not present.
Relationship problems often fuel disputes and lead to an unnecessary esca.latnry spiral
of destructive conflict.

Data Conflicts occur when people lack information necessary to mmake wise decisions,
are miginformed, disagree over what data are relevant, interpret information different-
1y ot have competing assessment procedures. Some data conflicts may be unnecessary,

such as those cauaed by poor commuuication between the people in conflict. Other
data conflicts may be genuine in that the information and/or procedures used by the
people to collect or assess data are not compatible.

Interest Conflicts are caused by competition over perceived or actual incompatible
needs. Conflicts of interest result when one party believes that in order to satisfy his
or her needs, those of an oppeonent must be eacrificed. Interest-based confliets oceur
over substantive issues (money, physical resources, time), procedural issues (the way
the dispute is to be resolved), or paychelogical issues (percephions of trust, fairness,
desire for participation, respect). For an imterest-based dispute to be resclved, all
parties must have a significant number of their interests addressed and/or metin each
of these three areas.

The Satisfaction Triangle below illustrates the interdependence of these three kinds
of ngeds (Figure 2). The Triangle, or a settlement, is not compiete unless there is
satisfaction on each of the three sides, A satisfactory substantive settlement, without
procedural and psychniﬂgmal satisfaction, may be inadequate to induce a final agree-
ment.

Conflicts often result when a cﬁsputaﬂt adopts a position, a specific solution to a
problem, and equates that preferred opiion with his or her interests, Generally
interests can be satisfied in a variety of ways (Fisher and Ury, 1983). Inability to
separate interests from positions often resuits in a deadlock or escalatory win/lose
conflict behavior.
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SATISFACTION TRIANGLE
Figure 2

SUBSTANTIVE

Struetural Conflicts are caused by patterns of human relationships, These patterns
are often shaped by forces external to the people in dispute. Limited physical resources
or authority, peographic constraints (distance or preximity), time (o0 little or too
much), organizational structures, and so forth, often promote structural conflict.

Value Conflicts are caused by perceived or actual incompatible belief systems.
Values are beliefs that people use to give meaning to their lives. Values explain what
is good or bad, right or wrong, just or unjust. Differing values need not cause conflict.
People can live together with quite different value systems. Value disputes arise only
when people attempt to force one set of values on others or Iay claims to exclusive value
systems which do not allow for divergent beliefs, '

The Circle of Conflict and Conflict Mapping

The Circle of Conflict is a useful analytical tool for examining disputes and uncovering
the causes of conflict behavior. By examining a conflict and evaluating it according to
the five categories--relationshiyp, data, interest, structure, and value--it is possible to
determine the primary causes of the dispute and to assess whether the cause is a
genuine incompatibility of interests or an unnecessary perceptual or relationship
problem between the parties. These insights can be of assistance in designing a
resolution strategy that will have a higher probability of success than an approach
which is exclusively trial and error (Moore, 1986).
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ANNEX 2 THE ISSUES MATRIX TO EXPLORE INTRA-COMMUNAL DIFFERENCE

Understanding intra-communal difference requires a close look at which issues matter for which
group of people in each community. The issues matnx is one {ool that can help in this process. Its
use is based on the assumption that field teams work with distinct groups in the community. In the
example provided here, the field tearns worked with younger women, older women, oider men,
younger men, and children, Other context-specific types of social difference may be more
appropriate, although gender and age are important in any society. Below are descriptions of two
uses of the issues matrix: in a training setting and in a community setting.

« The Issues Matrix in Training

The first step involves collecting all the concerns raised by the different groups in all field-based
discussions. Using the notes from each team, the issves are written on a flip chart (see example
below). Once the issues are listed, each team indicates in the boxes whether they people with whom
they discussed had voiced those concems. This provokes lively discussions, as different
interpretations of the discussions by team members become apparent. It highlights the importance
of ; a) cross-checking information with others, and (b) teamwork in general.

After producing the list, a plenary discussion follows on intra-communal differences. The discussion
focnses on four areas of analysis:

1. the concerns that all the different social groups seem to share, which are grouped at the
top of the table; :

2. the issues which are partly shared, by cnnr.'.; two, three or four groups;

3. the issues about which apinions clearly differ, and even where conflicts between certain
social groups in the community seem to exist;

4, the issues which seem to be linked by cause and effect, such as the level of school fees
and the drop-out rate.

In the example given befow, the issues are recrdered in descending order of shared concem, ie
those issues raised by all groups are at the top, then those raised by four of five groups, etc.
Separate lists can be made for those issves identified under points 3 and 4 above.

A number of issues will arise that are only of concern to particular groups. At this stage, the
importance of intra-commuunal differences become more clear. Tt is interesting to discuss, perhaps, i
there is a high level of correlation of concerns, such as between young women and children in the
example given here, and why this might be the case,

In a training setting, the issues matrix can be used to think of the next steps in analysis, The
facilitator can ask the trainees to identify what might be the top priorities for the group of people
they have focused en, based on the discussions they have had. They can then reflect on how these
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priorities might be connected to other social groups in Kyakatebe, what it means for solutions, and
to what extent the priority areas are child-centred (or whatever issue the trainees are focusing on).

By asking the teams to reflect on the connections between the priorities of different social groups,
they start to understand better how to deal with possible intra-communal differences when
implementing solutions for a particular problem. For example, if Jack of access to information about
family planning would be dealt with as a priority area for the young women, it is likely that men
also need to be involved in some way, '

+ The Issues Matrix in Community Planning

The issues matrix has also been used to deepen analysis at the community level and to identify the
issue on which to start working collectively. In this process, the first steps are similar to those used

in training,

First, the issues arising from the PRA-based discussions are listed together and clustered in terms of
how many groups share the same concerns. This step has, in its use to date, been carried out by a
field worker but could be done by anyone involved in the PRA work.

This list is then used as the basis for further discussions in each sub-group. First, each group
reviews its concems, (see Figure 3 in section 7.2 above). By comparing their issues with those
identified by other groups, new concerns may be identified and others deleted. The facilitator can
also ask each group to analyze why different groups might have specific concerns, such as why
young women want family planning. This can lead to a better understanding about the specific
position of others in the community. While perhaps not a guarantee for complete consensus, this
can create space 1o wolerate the needs of others and allowing intra-communal difference to exist. At
this stage, eack - . - :roup can priofitise their issues.

The revised issue- - itrix can be used in subsequent discussions to identify those isstes that can and
perhaps must be : .zided at a community level, i in 2 Community Action Plan, and those that are
best addressed in & 3roup Acticr: Plan,

Excenyle of an Issues matrix ( Xyakate e, Masoka District, Uganda) (Guijt et al,, 1995)

Ls.nes C YW | YM oW | OM
lack of clean water (pOoT SOUTCES) X X X X X
inadequate facilities at school x X X X X
lack of school fees X X X X X
orphans X X X X X
large families X X X X A
high school fegs X X 4t X
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Ligh level of schogl drop-puts

lack of inputs for inc-gen, activities

>

lack of traiting in skills

inadequate health facilities

tack of market for farm productsthand tools

HIV/AIDS

poor living conditions

e A

land shorage/fragmentation

lack of fuel wood

ol

envirommental degradation

P BT T = - I R -

unqualified teachers

situation of aged and handicapped

=

leck of organisation (Groop formation)

NN R EVE PN PR SV VR R EV [N IV

worry about change in the community

b
A

sitnation of single mothers

punishiment at school

child labour

high rate of teenage prephancies

o
E I - S

theft among boys

inadequate accommodation for teachers

transportation (school truck, 7)

issue of taxation

serurity/safety

poor pay and inadequate food supply of teachers

drunken teachers

inadequate family planning

religions condlicts

wild behaviour of youth

64



Institutonalizing Farticipatory Flanning IEC-Redd
Barnallganda

ANNEX 3 TRAINING OF TRAINERS FOLLOW-UP

The main objective of the one day follow-up was to deepen training issues with those who had
attended the training of FRA trainers workshop in November 1994, The RBU trainers also wanted
to: understand the skiils they have, new skills, discuss the follow-up process, and demystify the
word “analysis’. The foliow-up process is discussed in more detail in the bulk of this report. This
section focuses on adult learning and the process of analysis.

1. LEARNING AND CHANGE

This Training of Trainers {TOT) session included a more in-depth look at the process of adult
learning. The reflections presented below are based on a series of discussions and practical
exercises that RBLJ trainers held under guidance from the author of this report.

What is Learning?

Leaming is the process of getting to know new ideas, acquiring skills, appreciating new skills,
internalising new skills/valuesfideas, and above all, merking use of new skills/values/ideas.

Learning and Change

The test of effective training is what people have learnt that they now apply, Change might result
from leaming but only if it is seen to be beneficial to the persen who is considering to change. A
person moves from learning to change via stimuli, or pressure. Pressure is not necessarily exerted
via a person. It can be a change itself, such as a crisis situation, that forces a leaming process and
further change. The step from learning to change can be limited by fear of the unknown and by
habit.

Kurt Lewin (1947)7 describes learning as a process of anfreezing, moving, and refreezing. I
tralning is to have an impact, then the trainees' normal views and actions will need to be challenged,
or unfrozen. A trainer can encourage them to move to a new position by allowing them to try new
thoughts or behaviour. If the participants fiel that these are an improvement, then they will
"refreeze’ until challenged again,

Leamning can lead to changes in: knowledge (ideas or information), skills (manual or cogmitive),
and/or attitudes or values, All three aspects of learning are important in the methedologies that the
CAPOQOs are working with, notably MLE, LFA, and PRA. Identifying the desired knowledge, skills,
and attitudes can be a valuable tool to help plan a training session. Ideally, training sessions should

2 Kurt Lewin. 1947
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be planned to address all three aspects so they can reinforce each other. For example, after training
on MLE, teachers should be able to:

1. demonstrate new kmowledge by explaining the “yes' and “no' cyeles, and list the “five
criteria”,

2, use new skilis, such as demonstrating mediation, care-giving by practising the five criteria,
be creative by using local materials, observe children, talk with and respond to them,
demonstrate patience, assess if learning has taken place in a child, and listen;

3 show new atitudes, such as demonstrating patience by listening, repeating, taking time, etc;
show love by touching, getting closer, paying attention, hugging and keeping eve contact;
show respect for children by encouraging and appreciating their ideas.

The Experiential Learning Cycle and Possible Applications

Leanung 10 achieve change is based on what is known as the expedential learning cycle (Kolb,

1984) This theory explains learning as a four stage process: direct experiences, reflecting on the

experience, generalising lessons from the reflections, and identifying new applications of the lessons

learnt. Annex 1 explains the cycle in more detail.

After practising the experiential learning cycle by designing a role play and reflecting on this, the
group identified how they anticipate using this in their fitture work., It will help them:

to plan training sessions for trainees and to help evaluate the sessions by looking at all the
distinct stages;

to monitor time during training workshops and adjust the programme to ensure all four
phases are included ir each session;

to plan follow-up training after analysing if any of the four stages was dealt with
insufficiently and needs more attention;

te encourage active learning with extension workers;
to structure sessions at the sub-county level,

to structure the district work of the CAPOs and the 2 day CAPQ meetings, to emmrurage a
change in working practice in the Districts;

to structure possible exchange visits between CAPQs to optimise the learning experience.

2 Kolb, D. 1934,
65



Institutionglizing Participatery Planning |ED-Redd
Barnaltganda

2. DEMYSTIFYING ANALYSIS
What is " Analysis"?

There is much emphasis on the importance of analysis in PRA, yet there is little clarity about what it
jnvolves. To help identify how analysis could be encouraged and reinforce important leaming
processes, one session with the RBU trainers focused on analysis. They defined analysis as follows:
a critical look to deepen, clarify, structure information (ideas, facts, impressions) understand
interconnections and examine cause-effect links, idemtify core elements, in order fo arrive at
conclusions that can lfead io action/salutions to a givenr problem. If related to the Experiential
Learning Cycle, it can be said that analysis takes place in stages 2 and 3, the reflection and

generalising steps.

Why Bother with " Analysis”?

* Analysis is valnable for many reasens:

to access new information;

to facilitate appropriate action;

to avoid superficial basis for action;

to build a clear picture of a situation/event/process;
to help interpret why things happen and are the way they are;
to reach consensus;

o encourage participation by opening peoples' eyes;
1o lirmit biases ;

te crosscheck exdsting information;

1o iren out comtradictions in the information.

SR G T T S S

How to Analyz:.

It is important to reflect on when analysis takes place, what is analyzed at each moment, and wheo
is involved at each moment of analysis. Analysis takes plac: before any fieldwork starts, at many
moments dure: 2 fieldwork, and afterwards in the follow-up (see Table A), Who does the analysis is
a mix of trainers, trainees, community members, and others, What is analyzed differs from one
moment to another and differs per group. Aspects that might be analysed in a PRA process include:
people’s behaviour, the local issues, the pricrity and relevance of different issues, and the gaps in
skills’knowledge/level of participation by locai people,

To improve the quality of analysis, it is also worthwhile to identify if there are other moments
(besides those mentioned in Table A) during which analysis showuld take place, if there are other
people or groups that should be involved and if other issues showld be analyzed to better fulfil the
objectives set out. For example, for deeper participation to take place, community members should
be involved in the identification of objectives for the PRA work early on in the work together, as
this is an early moment of initial analysis. Yet in most cases, objectives are set by outsiders to the
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community. Table A highlights a series of activities that support and encourage analysis during a
PRA training process.

In terms of the Experiential Learning Cycle, analysis takes place particularly in stages 2 and 3 of
reflecting and generalising on experiences. Analysis is necessary, takes time, and must be planned
for in training, If time is lirnited, ensuring sufficient time is spent on stages 2 and 3 will ensure that
analysis has been, at least, attemptzd.

Table A Activities that Encourage Analysis in PRA Training

Before PRA fieldwork starts

= clarification of obfectfves by community asking questions, forcing a critical lock
« developing an chiective and checklist

During PRA fieldwork

frainers
*  assessing group dynamics

truinees

examining the (non)participation of worse off and its causes

= writing and reviewing of notes

»  performance in initial feldwork sessions

»  daily review of how methods link to issues, and appropriate sequence
s identifying paps in skills

+ deepen issues during sessions with comminity

» review and change checklist and programme

*  develop and understand issues matrix

coRMunily members

o refleet on lessons learnt from discussions

= deepen key issues during discussions with FRA "team”

* preparation for commuonity meeting, forcing summary of all work
» develop and understand issues matrix

Affter initigl PRA fieldwork

* extension workers reflect on and identify the televance of PRA for thety further use
« formulation of follow-up precess: why, whom, when, where, what, how
»  collective repott writing

After longer time pasi-ficldwork

» general assessmént of impact of PRA training and follow-up by Project Cificers
& use of issues matrix 1o prioritise and plan action
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development. PRA fieldwork cannot deal with everyone and all issues, and some priorities will be
helpful.

The analytical framework could include the following:
1. clear objectives - why do the fieldwork;
2. basic questions to guide fieldwork;
3. detailed checklist to complement fieldwork;
4. analytical framework 1o use to analyze relevance of issues matrix (shared, partly shared,
unique issues - but then what next?). '

3. EVALUATING TRAINING

Evaluation of training was on the agenda but was not discussed. Suffice it to say here that it
requires the evaluation of’

. inputs to the workshop

. process (programme, group dynarmics, etc);

- immediate output (knowledge, skills, values);

. tonger term impact.

To develop - 300d evaluation process, several questions need to be answered:

» wh: 3 1o evaluate?

. what is to be evaluated?

. when is the evaluation to take place {immediately and/or much later)?

. how is the evaluation going to be camied cut {questionnaires, discussicns, visual methods,
etc)?
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Handouis on the Experiential Learning Cycle (from CEDFPA, 1995)

/ 2. Reflecting on Expericnce

4. Application

3, Generalization
about Expericnce

What happens in Phase |: The Experience

‘The learner uncovers new information that requires a response on his or her part

Activities to Use
Group problem selving Skills pracrice
Case sty (Games
Bole plays  Geoup tasks
Field visits

Traiper's Role

The trainer's pomary role in pbase [ is that of a structorer. She or he must present the objeclives of the
activity, clarify norms, mies and time limits. For lectyres the trainer must present information in a way that is
meaningful {o participants, Effective ways of stimulating interest include referring to visual aids and asking
questions that make the prescitations more active.

For smiadl group activities, the trainer needs to be vesy clear sbhowt the tagk. U is heipful to have the task
including discussion guestions, written on a ipchart or a handout so that participants can refer to it during the
group work, In addition, small groups function better when the group members assign roles of a secretary, a
discutsion leader, a time-keeper, and a reporter. Although most of the processing poes on during the next
phase, the trainer ¢an ask some questiong 1o ach simall group now 1o ovder to facilitate the group's progress.
These might incide the following: -

Are there any questions about the task?

Is there anything else you need to konow?

How's everything going?

Have yopu thought abgut...?

Could yon be more specific?

Can you say moze gbout thal?

Can yon think of anoher alternative?

Are you ready ta record your work on a llipchart? How muoch more time do you need?

* & v & ¥

L I |
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/ L. Drircct experience

3, Generalization
about Experience

4. Application

What Happens in Phase 2: Reflecting on the Experience

During this phase, the leamers sort oot the information developed in phase 1. They will use this information o
develop key "leamnings® about the subject matter in the next phase, but first they need to analyze the

experience.

Activities to Llse

Small grovp discussion
Large group discussion
Participant presentations
Reporting from small groups

Trainer's Rolg
The trainer's role during phase 2 of the learning cycle is to help the learner reflect on what happened duting

phase 1, This means the learner mvst forus her of his atiention on what the experience meant, and the trainer
should be sute that important aspects of the experience are not ignored.

An effective way to help the learner reflect is 10 ask questions about what happened and how the learner
reacied. Phase 2 is when learners share their ideas and reactions with each other. These are examples of the
kind of questions the (rainer might ask:

What happened?

How did you feel when. 7

Did anyone feel differently?

What did yon notice abeout,..?

How do you feel gbout the experience?

Did anyone else feel the same way about that?
Do you agree/disagree with what they are saying? Why??
Droes anyone else have something to add...?
Does this surprise you?

Do you realize that...?

Why didn't you...?

B & % % % &% & # B @

Motice that the trainer uses open-ended questions in order to stimulate discussion about the cxperience.
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/ L. Direct experience \‘

4. Application 2. Reflecting on Experience

What Happens in Phase 3; Generalising about the Experience

In this phase, the learners need to interpret what was discussed during phase 2 in order to determing what
Iessons can be learned. This means that the leamner necds to Iook al the information and decide what it all
means ‘to her or him; in other werds, the learner draws principles or lessons learned from the experience and
the digcyssion of it.

Activities to Use
Synthesis discussion in large group Demonstration
Lectores Reading assignments '

Trainer's Role
The traingr's tole in phase 3 is most like the conventional role of the educator—thal of a puide o the learner.

More than in any other phase, the trainer needs to be knowledgesble about the subject matter and have
credibility in the eyes of the leamner as a poail information source. This does not mean, however, that the
rainer needs to provide all the answers during this phase. In fact, the lsarner will probably internalize the
learning better if the group members have to find the answers for themselves,

As a gmida, e tratner helps the leamner focos on the imglications of what bappensd doring the experience and
the reflection phases so that the learner ¢an acknowledge having learned something new. There are two basic
approaches to doing this: the yrainer can provide the summary for the learners (as in a Jecture or reading
assignment) or the wrainer can ask probing questions thal enable the leamers to reach their own conclusions (as
in a consensos-seeking discussion). The laneT approach Tegumres 57Tonhg Tacilitating skills as well a5 knowiedgs
about the subject itseif.

Some useful questions the trainer might ask include the following:

. What did you leam from this?

What does all of this mean o vou?

Is there an operating principle here?

How does all that we're talking aboatt 13t together?
Have you gained any new insights about,,.?

what are some of the major themes we've seen here?
Are there any lessons to be iearned?

What do oo associate with this?

# 2 % & = A @
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/ 1. Direct experience \‘

2. Reflecting on Expetience

3. Generalization
aboul Expericnce

What Bappens in Phase 4: Application
In order for the leamner to feel that the seszion has had some significance, she or he must relate the new

learninig to her or his own iife simation, During phasz 4, the learner makes the connection between the
training setting and the real world--the two are rarely the same. This link can be strengthened through practice
and through planning for application after training.

Activities 1o Use

Practicing new skills

Action planning

Field visits
15CHESion

Trainer's Role

The trainer's primary 1ol in phasc 4 is that of a coach to the Jearner. As the leamner tries doing things on her
ot his awn' the wainer can provide advice and encovrage the learner to iy to improve new skills. The key
question one should ask here is, "How should I do this differently next time™

Some questions 1he trainer can ask include:

. What have you enjoyed most about this?

What do you find most difficnlt?

Eow can you apply this in your situation ai home?

Can you imagine yourself doing this in two weeks?

What do you look forward 10 deing most afier training?
What do you think wii} be most difficult when yon use this?
K you were to do this in your own project, how would you de it differently?
How could this exercise have been mmore meaningful o you?
Do you anticipais any resistance when you return?

What can you do to overcome registance from others?

Are thers areas vou wounld like to practice more?

What are some of the questions you still have?

How could you do this better?
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PART 11

PARTICIPATORY PLANNING
IN REDD BARNA UGANDA:
REFLECTIONS AND GUIDELINES

Written by Irene Guijt
International Institute of Environment and Development, UK

Based on the experiences of!
Simon Okalebo, Richard Ochen, and Stephen Cjangole in Kumi and Soroti Districts; Geoffrey
Mugisha, Grace Mukasa and Joanita Sewagudde in Iganga District, :

Benon Webare in Masaka District.
Tony Kisadha, Violet Mugisha and Vera van der Grift Wanyoto of Redd Barna Uganda, and

Peter Tukee of Youth with a Mission and Grace Akwango of Red Barnet also participated in
some of these discussions. :

June 1996
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THE APPROACH OF REDD BARNA UGANDA
TO PARTICIFATORY PLANNING:
REFLECTIONS AND GUIDELINES

1 INTRODUCTION

In 1994, Redd Barna Uganda (RBU) and the Sustainable Agriculture Programme of IIED
started working to institutionalise participatory planning for child-centred COMmUMInity
development. This was to fit with two other organisational principles;
- non-operational and, thus, working in partnership with local NGOs/CBOs or via
existing government bureaucracies with a focus on building capacity ;
« intra-communal analysis, in particular emphasising children’s and women’s
participation in community-based planning.

There are many experiences with participatory learning and planning approaches, notably
Participatory Rural Appraisal, from many parts of the world. However, many organisafions
using these approaches are operational and few have focused on develaping a sound approach
to working with gender and age differences. Institutionalising participatory planning has meant
adapting existing work, by trial and error, to suit the mandate, vision and organisational
principles of Redd Barna. [t has meant developing new procedures of staff suppor,
documentation and monitoring, and clarifying further the role of parinerships.

The process of institutionalising participatory planning has been slow and steady. It is now
bearing fruif, with several rich experiences from four Districts. In all communities, large
changes have taken place, with tangible changes in school attendance, income levels,
agricuitural vields, incidence of diseases appearing. Alongside this, less tangible yet essential
changes have taken place, notably recognition by communities of the value of collective action
and of using th='t internal resources and skills.

RBU’s PRA experiences have been kept intentionally low key and small scale in this
exploratory phase. This has allowed it to learn from practice hefore putting in place clear
guidelines to scale up the work. An analysis of the seven experiences to date have helped
jdentify several different models of PRA in RBL, determined largely by varying levels of
involvement in community follow-up. The joint analysis also forms the basis of the guidelines
below, which describes the PRA process in five distinct phases: preparation, field immersion,
analysis of intra-communal difference, planning of Community and Group Action Plans, and
implementationfrr.. -itoring and evaluation.

This paper presents an overview of the le. - ing process to date. These guidelines aim to help
other RBU stafi® undertaking PRA procysses 1o structure their efforts and avoid some of the
mistakes made in earlier experiences. Th= ideas here, particularly the guidelines, will alse help
RBU’s potential partners when making a decision about undertaking PRA. Embarking on

2 ORI staff can be Community Coordinators or Project Officers in the Masaka Programme, or a CAPO,
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PRA is no light decision and invelves much more than attending a two week training
workshop. It means commitment to a long process of social analysis and transformation, with
communities groups sesking common interests and negotiating intra-communel differences.
Finally, this document is also intended to provide insights to other organisations that are keen
to develop further their work with participatory development approaches. As RBU continues
with PRA in other areas of Uganda, new ideas and further refinements will be added to this
docorent. '

2 REFLECTING ON FRA
2.1 A Short History of PRA in RBU

RBU’s first experience with PRA took place in March 1994 in the community of Kyakatebe in
Masaka District, with a two week field-based training by ITED. It was the first exposure for its
fledgling staft, the Child Advocacy Programme Officers (CAPQ), who were being prepared
for District level work, Within a few months, a Community Action Plan was finalised and
cofmmunity activities started. Changes after six months included women’s income generation
groups, impraved agricultural plots, and home improvement. Two vears later, two schools
have been built employing and training local unemployed youth,

However, the follow-up did not benefit everyone and was not sustained. The interests of
children, other than the school, and younger women were not addressed further. There were
no local groups to continue with further community action and group efforts. The CAP
process had been too quick, social consensus had not been built, and marginalised groups
largely left out.

The second experience tock place in the community of Akoboi, in Soroti, HED trained g gmall
group of promising CAPOs as PRA trainers. They put their new skills into practice by training
a new group of CAPQs. The field-based training included training of extension staff, by
villagers involved in the initial fieldwork, and much follow-up. The focus on developing a
Comtnunity Action Plan (CAP) meant 2 slower process but has led to the establishment of
AKOCODA, a repistered community-based organisation (CBO). It has started with the
building of a school, and is seeking external funding to complement local resources. Work is
now under way to initiate Group Action Plans (GAPs), with smaller groups in the community.

A third key experience of PRA started in March 1995, with CAPOs holding their own PRA
workshop without ITED support and working through a local partner. In one year, the changes
in the three villages where the fieldwork took place have been impressive. Many homes are
cleaner, diseases have been reduced, school attendance has increased from 60 to 360, gender
relations have improved with some men retuming to their abandoned families, incomes have
risert due to improved agriculture and income generation activities. Extension workers are in
hot demand and job satisfaction has increased. A local PRA festival has been planned to
celebrate the big improvements, all achieved with local efforts and resources. But it bas proven
difficult for the Village Management Committee, that was established to deal with community-
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wide interests, to develop a CAP. The partner organisation is small and needs to build its
facilitation capacity considerably if the changes are to be sustained.

Two other experiences with PRA training and fellow-up took place in India and Okoona, baoth
in Soroti District. RBU conducted the training but preparations and follow-up were entirely
the responsibility of the partner organisations. In India, the impact has been negligibie. The
collaborating NGO decided to focus on another community. In Okoona, work on the follow-
up is just starting, with RBU providing much advice.

Recently, yet another type of partnership-based PRA process was started in Kumi District.
Both RBU and the partner organisation share responsibility for the foliow-up, with the partner
organisation slowly taking over the full follow-up. Finally, in Masaka District, where RBU is
still operational, two more communities were invoived in PRA work. Bweyo and Namagoma
are different experiences again as there is much direct staff involvement in the follow up,
alongside govenment extension workers.

In each of these experiences, new possibilities have been tried out: longer community
negotiation and analysis, more focus on using the jssues matrix to resolve intra-communal
difference, more mvolvement of extension workers, more respongibility to partners, more
focus on a CAP versus more on GAPs, etc. At each stage, lessons from prior work have been
incorporated and new challenges faced. The present state of RBU’s learning working
approach is described below.

2.2 Partnerships and Models of PRA Processes

These experiences bave led RBU to identify several possible models of carrying out a PRA
process (see below). These models vary mainly in the extent of direct contact that RBU has
with the communities themselves in the follew-up stage, after the initial fieldwork immersion
(see section on Five Phases beiow). This has depended on the nature of the partnership with
the pariner organisation(s).

Model 1. Direct involvement and key role in follow-up (eg Kyakatebe and Akoboi)

RBU District staff are directly involved in the foillow up meetings with the children’s, younger
women, older women, younger men and older men’s groups, They facilitate the analysis and
the planning proczss. RBU wants to move away from this model in the light of its partnership
vision. However. all staff should be have some direct experience and therefore vanations an
this model will always be needed. The benefits of this process are that RBU builds staff
capacities and knowledge about community-level conditions (ie keeps <:aff in touch with
commuxity realities), controls the quality of the work, and avoids difficuli negotiations with
parinet organisations.
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Risks of failure® occur when the heavy time commitment needed is not possible due to other
equally important tasks of RBU staff. Model 1 only works well if RBU staff have the time to
engage in the intensive process of follow-up, It is impossible for RBU to sustain given the
Hmited number of District staff and theiv many other tagks. A larpe-scale itpact with this
approach is not possible.

Madel 2. Partnership in preparation and follow-up (eg Bulende, Qseera)

This is the most preferred model, certainly where it concerns a first collaboration with a
relatively unknown partoer, In this model, RBU staff consciously strive to build the cepacity of
partners (and not necessarily of communities although villagers may also be trainees), for most
of whom PRA would be an entirely new philosophy and skill. The benefits of this model are:
building, local capacities in participatory planming, cost-cffective use of RBU time, and
therefore a potentially larger scale and sustained impact.

Risks accur if the partner is not a viable organisation and ceases to exist, if misunderstandings
arise and the PRA process is distorted to fit a partner’s mandate, and if children’s issues are
not high on the agenda of the partner. Model 2 only works if the partner organisation
understands the lengthy time commitment that a PRA process involves, has the staff to do the
intensive follow-up, and is a viable organisation financially,. RBU must take time to understand
the potential partner before rushing into a collaboration. This will require more than only
extensive discussions. Ideally, other less complex collaboration should be undectaken first,
PRA is so sensitive and difficult that it is should not be the first collaboration with a new
partner but a second or even third step.

Model 3. Adviser, with only very indirect imvolvement in follow-up (eg India village for
-Heaithnet, and Okoona for YWAM)

This model sees RBU staff simply advising the partner in some of the preparations, conducting
the training, and advising the follow up work but not engaging in any direct commumity
discussions other than for review purposes. The benefits of this model include: making optimal
use of RBU time and encouraging partners’ autonomous learning processes, while allowing
RBU to encourage the partner to maintain a focus on childrens’ issues and those of

marginalised groups.

Risks occur when RBU does not know the partner well and its organisational principles turn
out to be incompatible with PRA principles. This is particularly likely if donors are pushing the
" partner to spend money before the community is ready to plan and implement its part of the
" plan. This is also likely if an crganisation has its own agenda, eg politically or religiously
motivated, which could influence commumity priorties and jeopardies snecessful
implementation, Model 3 only works if the partner organisation is viable, committed to PRA
principles, and has staff capacity.

% A sugcessful PRA gutcome for RBU cccprs when community and -group plans are implemented, which bring
direct benefits for children, and planning of community development continues afier the first success.
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It is clear that the role of partners is both crucial and difficult, an issue that RBU is trying to
deal with better. Redd Barna Uganda wants to avoid establishing a large bureaucracy with
field staff who implement development activities, Its vision of parnership focuses on
supporting local organisations, be they CBOs, NGOs or governmental agencies, to implement
the work. Successful collaboration with participatory planning depends on effective
cotmmunication with partner organisations, and taking the time to create an understanding of
PRA before undertaking the training and fieldwork.

However, there are two dilemmas with Redd BarnaUganda’s partnership model. One is the
need for RBU to build and upgrade the capacities of its own staff before they can engage in
organisational development of others. RBU will need to keep recruiting, as existing staff might
move to other jobs and as it wishes to expand operations to other Districts. These statf will
need to build PRA skills and understand the principles of local planning and negotiating intra-
communal difference thoroughly. This must include hands on experience with the follow-up,
as this is the most complex and essential phase, in one or more communities as this is the most
complex phase. How otherwise can they be expected to guide future partnet organisations
through the difficulties of the follow-up process? '

A second dilemma occurs with the absence of strong partners. Many local NGOs and CBOs
sre fragile institutions, with many good intentions and much energy but limited staff, limited
fund-raising capacity, and limited skills. Handing over too much responsibility too early in the
partnership, particularly where it concerns a long and complex PRA process, would do neither
side ouch good and could jeopardise the process,

Mode! 1 must be pursued at least once for each CAPQ to build his/her own capacity. Model 2
seems viable, with RBU district-based staff accompanying several experiences simultaneously,
but the choice of partner is crucial. This will mean less of a workload for CAPOs and much
less direct involvement in village follow-up. Partuer organisations should be willing and able to
do almost all the follow-up. Medel 3 should ideally only be undertaken if RBU knows the
partner well, for example if a Model Z PRA process has already been followed successfully.

An estimate of the capacity of CAPQs in terms of handling PRA is: one Model 1 community at
the same time plus about 2 or 3 Model 2 processes. With more experienced partners, RBU can
have a more limited role and thus play an advisory role for a larger number of PRA processes.
RB1J should be cautious about undertaking a second training with 2 partner organisation that
has not shown an interest in or capacity to coordinate the follow-up successfully,

2.3 The Role of Motivational Factors

The PRA process is lengthy and complex. It involves many meetings, teking time away from
the day-to-day survival tasks. Motivational factors must be considered for each phase, be it for
community members, exiension workers, partner organisation staff, or RBU staff themselves.
Although motivation often does not lie in terms of money, tangible benefits must be realised
early on to sustain the interest of everyone invalved and to reach an optimal learning process.
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Phase 3 in particular must be looked at creatively, when the initial “magic’ of PRA wears thin,
groups start analysing and negotiating, and participation tends to drop.

A few ideas to motivate communities are suggested here but these will require moere careful
thought before being implemented.

» FPreparation Phase

Community/partner organisation motivation can be stimulated by showing slides and videos
ghaut other PRA. work, especially the impacts. It might be possible to invite community
members from other PRA comimunities to new communities. Partner organisations might be
encouraged by a firm commitment from RBU to support in the follow up phases, be it with
extra training, finding of proposals, or advice,

e Fieldwork Immersion

The fieldwork is often very exciting and motivating of itself. Each of the community groups
remains with its own disgrams and a copy of any documentation that might vesult fom the
work. The second community meeting when groups present their initial analysis, is often an
important occasion with children and younger women presenting for the first time to the
adults.

o Analysis of Intra-communal Difference

This is the most extended and intangible phase. Certificates can be handed out at the end of
the analysis, just before the planning fself. These could be certificates siating that the
gommunity member has participated actively in the analysis of intra-communal difference and
that he/she has identified a range of possible solutions to overcome local problems. These
eouid be handed out at a graduation ceremony, which would be public recognifion of the
efforts of those involved. Participants will be motivated if some of the solutions can already be
implemented, such as improved extension services, Monitoring progress regularly, simply by
asking what the value of each meeting has been, will enable community members and partner
organisations to reflect on the less tangible, vet essential changes, such as unity, betier
understanding of issues, more active participation in meetings, more respect by the men of
women’s issues, etc, It is at this time that visits to other communities where PRA has taken
place could be particularly beneficial (although there are few such communities in Uganda).

o  Planning of CAP/GAFP

The plen itself is often a big motivational factor. If some guarantee of support funding could
be given by the partner otganisation, this will provide much encouragement to pursue the plan
to the end. A local skills and resources inventory can aiso raise morale, as this helps 2
comnunity realise that much is available locally. If residential training workshops on planning
and MEE are 1o be held, as proposed, then this can stimulate the Village Management
Committee and community groups to do the groundwork well, Copies of the CAF or GAPs {0
aif those who were involved might be considered as a type of "certificate’ of planning capacity.
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¢ Implementation and M&E

Seeing a plan materialise, such as a school or improved wells, is a big reward for hard work.
Monitoring progress will enable community members and pariner orgamsations to reflect on
the less tangible, yet essential changes, such as unity, better understanding of issues, etc,
Working on a next plan at this stage will keep the momentum going. Visits by outsiders, such
as higher government officials or other communities, are a source of pride for community
members who can show their own achievements.

3 FIVE S§TAGES OF PARTICIPATORY RURAL APFRAISAL AND
PLANNING

A commonly held view of PRA is that it only requires some training and community planning
“just happens’ as if by magic. But RBU is serious about PRA. It understands that a short PRA
field-based training is only a small element in a longer and complex process of secial learning
and negotiation. Therefore,it distinguishes five equally essential phases, with each focusing on
building specific capacities of pariner organisations and on sensitising key groups and
individuals. Thus an element of training precedes and follows the initial PRA field immersion.
However, the rale of CAPOs, extension workers, and partner organisation staff will vary
depending on the partnership model that is being pursued. In Model 2, CAPOs will initiate
many of the necessary activities, With more experienced partners Model 3 will be possible,
allowing many tasks to be handed over.

Stage 1 Preparation is a key phase, It requires careful selection of partners, of the community
or communities for the fieldwork process, and of trainees who will follow up the work. Many
types of negotiations will be required, with the partner, with government agencies at various
levels, and with the community. If child sensitisation is not emphasised in this stage, then
child-centred follow up will be difficult.

Stage 2 Field Immersion is what many other organisations would describe as 'PRA training’
as this stage involves the use of the well-known PRA tools. However, the preparz:cion and
follow-up stages are equally essential for a successful PRA outcome, and each of these
involves seme type of iraining with/of partners and communities. Therefore, RBU does not
refer to it as ‘the PRA training moment’ but as the field immersion stage when the community
analysis occurs as part of a training exercise. This stage involves the final logistical
preparations, fine-tuning the training prograimme, conducting the classroom-based orientation
(for those who a:z new to PRA), undertaking the first fleldwork or community immersion, and
documenting the community analysis.

Stage 3 Analysis of Intra-communal Difference is the focus of the immediate follow.up
stage, which aims to create understanding of and tolerance towards intra-communal
difference. This is a leng slow process of group-based analysis of the initial PRA fieldwork
putcomes, identification of shared concemns and groug-specific concerns, and the prioritisation

of possible solutions.
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Sitage 4 Planning of CAP/GAP is the actual planning of the selected priority areas. This also
mvolves the final decision about the priority for the community action plan, and those for the
group action plans. There is much negotiation agbout group responsibiiities, and the sources of
funding and ether necessary inputs. It Is also the stage when groups are likely to be formalised,
with clear objectives and activities.

Stage § Implementation and M&E is the stage of carrying out the CAP and GAPs. The
activities are monitored a5 part of leaming process and group buiiding. Community-based
groups are [inked to external formal structures, such as government agencies and operational
NGOs/CBOs. New plans are alse pursued to sustain the process of community development.

The five stapes do not necessarily follow each other sequentially. In particular, some
implementation is likely to happen during the third stage of deepening the analysis of key
issues. Community members might be motivated to tackie a relatively simple issue on their
owTy such as home improvement in the case of Bulende and Kyakatebe, while pursuing more
complex issues in groups.

Each stage is described as six sets of recommendations in relation to: the length of time, role
of RBU staff, role of partner organisation, role of extension workers, role of community, and
how to encourage participation of women, children and roen,

3.1  Stage 1: Preparation

The first stage lays the foundation of success or failure. It requires careful selection of
partners, of the community or communities for the fieldwork process, and of trainees who will
follow up the work. Trainees need to be chosen strategically, as many will be expected to be
involved in the follow up which requires time and skills. Trainees can be other RBU staff,
extension workers, partner orgamsation staff, and community members. Other trainees,
particularly sub-county and District level staff, may be chosen to raise awareness about
participatory planning and to smooth the way for follow-up.

Many types of negotiations and sensitisation sessions will be required, with the pariner, with
government agencies at various levels, and with the community. Sensitisation of the elders, the
LC, and the wider community about PRA is important. Key topics to discuss openly are the
long time herizon of the process, its focus on local leaming and use of local resources, the
motivational factors at each stage, and the need for children’s and women’s involvement. At
this stage, as many women as possible should be met to increase their interest and participation
in the PRA fieldwork. If child sensitisation is not emphesised in this stage, then child-centred
follow up will be difficult. Where possible, try to include or build on prior child advocacy
work or training, eg MLE in schools. A partnership agreement will be essential before moving
to the next stage.
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Length

Preparation can take between one month and three months, CAPOs have experenced delays
due to relative inexperience, difficult negotiations with partners, and RBU’s lack of clarity
about what it would fund of the PRA process. If RBU is working with a new partner
organisation, extra time will be needed for its orientation. The choice of village with which to
work can take a long time if partner organisation use different selection criteria than RBU. If
training of trainers is needed, this will require more time, Preparlng a budget for the PRA
work will take one week.

Role of RBU

The role of RBU staff can range from being a trainee {new staff member} to organising all
logistics and sensitising all key pecple. RBU head office must be clear about the level of
support that District staff can count on for each new PRA process. Irrespective of the model,
RBU staff will probably keep responsibility to ensure that children’s participation is sought.
Model 1 tasks include: identifying village, orgamise all logistics, negotiation and seek
permission with the community about the PRA process, sensitising LC/elders/community
members about PRA. Moedel 2 tasks would involve: identifying partner, discuss criteria for
village/trainges with partner, help sensitise elders/EC/community, help identify training venue
and organise logistics, seek invelvement of and train extension staff (perhaps with a short
orientation for District officials).

In the Masaka Programme, Project Officers would be expected to: organise logistics, meet
with Community Coordinators to discuss participants, identify and invite participants, link with
District Official to seek permission for extension worker participation, and make the final
decision about training venue. Commumity Coordinators would be: meeting community
members, visiting communities, linking with extension workers before and after invitation,
sensitising community members, identifying possible training venue, and maintaining contacts
with invited participants in the community,

Role of Partner Organisation

If a partner organisation has PRA experience, then it can take over almost all activities that
RBU would ctherwise do, Partner organisations new to PRA can play a key role in the choice
of the community, logistics, choosing trainees, mobilisation of community, seeking approval at
District level, sending out invitations, etc. RBU aims for partners to co-fund any preparations,
however minimally. Problems have occurred in this stage with partners wishing to use PRA for
their own objectives, and misinforming the community. Therefore, they should preferably only
be involved in community-level sensitisation about PRA, if they are thoroughly familiar with
its principles and objectives. This will avoid raising expectations and will ensure more
commitment to the follow up. A partnership agreement must be signed in this stage. Children’s
participation in all stages of the work should continue to be a condition of any partnership
agreement.
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Role of Extension Workers

Extension workers have played only 2 minimal rele in PRA work to date. In Iganga, they
helped choose the village, pave technical support to the CBO, and helped to explain the
different roles of RBU and the partner organisation to the community. If they are already
trained in PRA, they may: visit communities, link with extension workers before and after
invitation, sensitise community members, help with logistics, and maintaining contacts with
invited participants in the community. :

Role of Community

The community is mobilised at this stage. 1deally, several would be involved in any prior PRA
orientation that might take place. However, in Bulende, the attempt to train community
members was not very successful During the fieldwork, they acted more as community
members and forgot to facilitate the discussion of others. Trainees should be sefected with care
and their role should be discussed thoroughly, particularly that of the follow-up stage. Those
who are known to be effective community mobilisers might be most appropriate. The other
alternative is to cast the net wide and train many, so that several might prove effective in the
follow-up. Training many community members would have the extra benefit that you can use
others you might have trained in PRA work elsewhere later on. In future exercises, RBU
should also explore the possibility of inviting community members with PRA experience to
help sensitise the new community, Efforts should be made to start with the selection of
trainees from amengst the community, The sensitisation stage might require careful
consideration as some villages have been reluctant to work with outsiders due to past
deceptions and abuse.

Community Participation

Too little attention has been spent on involving women and children in this stage, Efforts have
rmainly focused on the LC and elders. In Oseera, the use of films and slide show helped draw a
large crowd, and the opportunity was used to explain the planned PRA process. As it has
proven difficult to intraduce a children’s perspective in the PRA work, and children quickly
drop out of the process of the actual PRA analysis and follow-up, more efforts can be made to
precede PRA with other sensitisation efforts (eg engaging in child advocacy work with LC and
sorpe local MLE work). To draw in children early on, a competition might be organised to
bring school- and non-school-geing children together and use the opportunity to discuss the
planned PRA work with them. This might also be carried out in the school context but
innovative ways would need to be sought to reach non-school going children. Active steps
must also be taken to inchude women move in this stage to enhance their panticipation Jater on.
In particular, child care issues will need to be discussed so that women with younger children
and <hildren can participate equaily in the field immersion period.
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3.2  Stage 2: Initial Immersion

For many organisation, PRA starts and stops with this stage. It involves final logistical
preparations, finetuning of the training programme, the classroom based orientation {for those
who are new to PRA), the first fieldwerk or community immersion, and the documentation of
the community analysis. In this stage, facilitators are trained. (NB This is different from
training of trainers, which would require more time and focus on other skills.) Analysis during
the fieldwork must be as child-oriented as possible, To avoid problems at a later stage,
inclusion of a wide group of community members at this stage is important.

. Length

In all cases, the week before the training will be needed for many last-minute arrangements
and logistics. RBU recommends that the traiming and initial immersion in the field should not
be less than 10 days with the trainees. If time is shorter, some methods are likely to drop frem
the fieldwork, analysis may be poor and follow-up planning will be weak. If facilitators are
already trained in PRA, then a one day planning session prior to the 5 day fieldwork would be
sufficient. In some cases, it might be possible to review and document the fieldwork each
evening to shorten the total time but this is asking much of the trainees and might limit the
Jearning effect. Otherwise, the suggested breakdown would be: 3-4 days in classroom, 4-5
days in fieldwork, then another 2 days in classroom.

The last stage of analysing, documenting, and planning follow-up is difficult and the trainees
disperse quickly. Also it is difficult to fix dates immediately for follow-up with the community.
They will usually need to meet without the presence of outsiders to consider their own plans.
It is therefore recommended fo try to leave a | to 2 week gap after the fieldwork and then
meet with all the trainees again to finish the documentation and plan the follow-up in more
detail. However, the trainers (RBU staff andfor partner organisation) should meet up
immediately after the fieldwork for one day to wind up, review the process, and plan the 2 day
documentation/follow-up discussion.

Raole of RBU Staff

Training, or co-training, is one of RBU’s key roles in this stage, unless they are new staff’ and
are still trainees themselves. Other tasks will include: final planning, develop training
notes/handouts, facilitation during village meetings, coordination between village and trainees/
Head Office and village work, and organising logistics. Group work in the field and evening
review sessions might need to be coordinated by RBU staff if the partner is unfamiliar with
PRA. But no matter how experienced the partner, RBU will need to be flexible enough to deal
with unexpected problems and step in to help out. The Training and Resource Centre of RBU
can support in this stage but it must be properly planned with sufficient advance warning.

RBU staff will need to ensure that fieldwork emphasises child-related issues. They will also
need to ensure that the issues matrix (see Anmex 2, Part 1 above) is used actively by the
trainees during the fieldwork,
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RBU staff should be prepared for final negotiation with the partner organisation about the
agreement, and with extension staff about allowances. As much as possible, hand over
logistics to the partner organisation but then be clear about what suppert you will reed to
lead a successful training. Trensport must be guaranteed for trainees from training place to
village and back. However, transport can be {imited by sleeping in the village during the
fieldwork. Prepare certificates of attendance for the trainees. Laptop computers should be
available via the Training and Resource Centre to help quick documentation of the fieldwork
and pracess notes {see Documenting the PRA Process, draft RBU report).

For the Masaks programme, Project Officers will be expected to: contribute to training, assist
with transport, organise logistics and coordination of venueffood, transport, assist with
payment of allowances, develop training materials, end help trainees with some fieldwork,
Community Coordinators will be expected to: train, develop materials, coordinate the vemie,
transport, liaise with the community, and alse guide trainees in their fieldwork.

Where trainees sre not RBU staff, think of their well-being. Allowances will need to be
ensured and hapdled well Residential training near the homes of trainees, eg in the
community, is not recommended - as people tend to disappear. Try to use a system of peer
review? during the initial fieldwork as this will help trainees learn how to reflect critically on
themselves.

Role of Partner Organisation

Staff of a partner organisation with no PRA experience has a role as trainees. An experienced
partner erganisation will be involved in co-training and in the final planning. They will help
mobilise the commbnity, negotiate with CAPOs and extension stefl, and facilitate veview
meetings, They will co-fund the fieldwork and help with transportation. Senior management of
the partner organisation should be encouraged to attend some part of the workshop. This can
be limited to one day in classroom, one field day, and final community mesting. Exposing
senior stafl to PRA, however briefly, can build enough understanding 1o generate essential
support in the follow up work, If working with partners with a strong identity who might wish
to assert this (eg a strong political or religious message), then efforts must be made in the
classroom preparations to agree a common response in 2l comymunity contact. Use the *What
would you do if...?” exercise to establish a clear team contract on this issue,

Role of Extension Workers

(;overnment emplovees, mainly extension workers operating at the sub-county levei, have
attended PRA workshops as trainees. If they manage to understand the importance of listening
1o the [ocal community, they have proven to be valuable facilitators, also in the follow up, Not
including them in this stage will make follow up more difficuit. If the conditions for them are

% Rach eveniag, each trainee reflects on hisfher strenjrths and mistakes during the work each day, and receives
compliments and constructive criticism from other trainges. Although initially difficuli, it encourages trainees
to think critically about themselves and to learn from others.
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comfortable {eg receiving an allowance ahead of time), they are generally keen to have some
training and are interested in PRA.

But if they have already been trained in PRA, they may be able to fulfil other tasks (see Role of
FPartner Organisation above). Working with extension workers fits in well with RBU’s wish
to build capacity of government stnuctures, For Heads of Departments (HoDs) to support the
extension workers attendance of the workshop and involvement in the fellow up, RBU should
encourage the invited extension workers to communicate with their HoDs. Those who can be
invited are: a2 gender-oriented facilitator, Agriculture, Health, CBSO {community-based
service organisation), Veterinary, Forestry, Education (centre headmaster, inspector of
schools). As the situation of departments varies from county to county, each situation will
need a separate assessment of who to invite. If they are there, Village Child Rights Trainers

wheo are at sub-county should be invited.
Role of Community

Community members will be active in the discussions and analysis. They help mobilise others
in the community to attend discussions and often provide some entertainment (eg a soccer
match against the trainees!). They may be involved in some of the logistics, especially if meals
are eaten in the community. They may be trainees. If women are trainees and part of the
course is residential outside the community, confirm that they have any permissien that might
be required. Increasing the number of community women in the training group gives them
more confidence and may make it easier for husbands to allow them to leave. Always try to
invite the LC1 secretary for children to be a trainee, as he/she will be vital to ensure children’s
participation in the follow-up.

Community Participation

At the first community meeting, the five stage process needs to be explained clearly so that
people will not expect ail results at the end of the first week! Any motivational factors

{certificates, training, plans, etc) must be made clear.

Although community interest is generally quite high throughout this stage, the participation of
womer is the first to drop. If meals are prepared in the community, then the women’s
participation in discussions will be affected further. Some discussions can be held while
women are cooking, especially if the cooking task is shared with the trainees and creates some
free time. Discuss with the women what an appropriate time would be to meet them, eg in the
afternoons after preparing lunch. Ensure that group meetings are not all clustered around the
home where lunch will be eaten.

Working with children needs special skills, such as knowledge on how to get children’s
attention and maintzin their participation and interest. There are often very many children and
their capacity to analyse varies greatly due te age differcnces. When dividing the trainees into
sub-groups, allocate more facilitators tc the children’s group than other groups. Try to include
someone who has worked with children before in the children’s group.
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RBU staff should get the opportunity to discuss Kirsten Sandborg’s work {on working with
children using PRA methods) in detail. RBU should consider working only with a certain age
group in the initial immersion, for example all children cver 8. However, it will be difficult to
prevent other children from attending, Perhaps a child-minder might be needed to play with
the very young, although an outsider is not accented easily by the children or the mothers. If
there are more facilitators, then it might be possible to deal with different age-groups.
However, the person caring for the very young will miss out on the fieldwork experience. if
there is more time for the fieldwork, then it might be possible to alternate meetings between
the younger women and the children’s group. Try to organise PRA in holidays so it will be
easier to find a local girl or woman for child-minding. It will also make it easier to involve

school-going children.

To make participation easier for everyone invelved, try not to hold a training workshop in a
large village. Limit it to about 100-150 households. Use an LC1 (sub-parish = village) with
one unit. To create rapport more quickly and limit complex logistical arrangements, try to
sleep in the commumity during the fieldwork part. The ideal number of facilitators {at least 2)
for each group, other than for the children’s proup (see above).

The selection of the site for the discussions influences the participation of a wider group of
people. The very old cannot perticipate if it is too far away. If meetings are in one
hbourheaod, then those from other neighbourhoods might not feel as comfortable working
there,

Social mapping and well-being ranking are essential at this stage to ensure that those who have
not been attending can be invited to joint the process at a later stage. It is also essential as a
basis for monitoring the involvement of the worse off in the community,

3.3  Stage 3: Analysis of Intra-communal Difference

The third stage is quite unique to Redd Barna Uganda. 1t is the stage about which the least has
been written in the PRA literature, yet is essential for any organisation sincere about dealing
with intra-communal differences. Often it is simply described as “the CAP is then negotiated
and writien up’. However, RBU has placed much emphasis on this stage because of its keen
interest in recognising the importance of negotiating intra-communal differences. It has
developed the use of the “issues matrix” as the key tool for analysis and creating better
understanding between different groups in the community about different perceptions of
priority concerns. Box 1 shows the suggested steps in the process.

Stage 3 is a complex stage with few tangible benefits. This is a long process of group-based
analysis of the results of the initial PRA fieldwork, identification of community-level concerns
and group-specific concemns, and the prioritisation of possible solutions. Discussion focuses on
possible solutions, particuiarly those using local resources and local skills. Some extension
activities often start in this stage. This is aiso a training stage: training in the analysis of intra-
communal differences and similarities that is essential for successfiil planning in the next stage.
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Participation is likely to drop so metivational factors are essential for community members,
extension workers, and the partner organisation. Working with children has been particularly
problematic, especially for those not attending school.

Length

In past experiences, this stage has taken between 2 to 6 months. Ideally, it should take no
longer than about 4 months, with 6 months as a maxifmum. This stage might now be easier as
the steps have been clarified (see below). A small gap might be needed between the end of the
fieldwork immersion and the start of the follow-up for RBU staff to clear their minds from the
intensive experience and deal with other tasks. This will not be a problem if follow-up is
pursued by the partner. Lots of patience and time is needed to probe, encourage, and explain,
If more people are involved in the follow up {eg one per group), then this peried could be
shorier. A good balance must be struck with a shorter time to show tangible results and keep
people motivated with the need to deepen the analysis and reach comsensus about priority
concerns and solutions.

STEPS IN ANALYSIS OF INTRA-COMMUNAL INFFERENCE

1. Start with output of Field Immersion Stage: the group lists of issues and the issues
matrix and explain this stage in a community meeting.

2. Distribute issues matrix and separate list per group of issues to all those who show
up for the meetings.

3. Develop a clear definition of what an issue is {which will avoid the tendency to make
them too general, eg “water’, which makes solution identification difficult). Clanfy the
overall process and objectives of this stage.

4. Discuss the group issue list: clarify ambiguous issues, specify vague ones. Develop a
commen understanding of group issues. Delete (repetitive and unimportamt) issues,
especially those invented by facilitators and trainees and inadvertently added!

5. Identify who else could or should join in the group using the social map and house-
house visits. Ask each group how it thinks others can become more interested and join.

6. With the issues matnix, add/delete/refine issues in eachgroup.

7. Deepen the analysis by discussing each issue in terms of its causes and effects for
others in the community. Cluster issues into themes (eg health, agriculture, water,
education, income generation, environment}. New issnes will probably arise and some
will disappear. Start with the identification of possible solutions for each issue but
leave a detailed discussion on this for Step 12 below. You will first need to have a final
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list of issues, otherwise the group might waste time seeking solutions to issues that
might disappear or become [ess important.

8. Rank or prioritize issues per theme, perhaps using pair-wise ranking.

9. Share the draft list of thematic priority problems between the different groups. This
step is essential to increase understanding in the community about why different people
have different ngeds and that they are equally important. Ideally, each issue of each
group should be discussed, using .questions such as; Do you think this is a wvalid
concern? Why/why not? What can you as another sub-group de to help resolve it?

.10, Revision of the priority list by each group, again perhaps with pair-wise ranking.
11. Reassessment of the clustered and prioritiséd issues,

12. Detailed identification of possible solutions for final list of issues. This will require
a kind of feasibility assessment of possible solutions. Matrix ranking of possible
solutions per problem area can be effective. The group will need to generate its own
criteria.

13. Distinguish solutions in terms of what can only be carried out as a CAP and what
can be carried out by groups as GAPs (which might be mixed groups such as younger
and older women together, or. younger men and women together). This will require 2
discussion of the selection criteria, ie a discussion on why a certain solution might only
be possible if carried out by all community members and why a certain solution might
be pessibie if carried by 2 smaller group.

14. Prioritization of CAP and GAP activities per group, and each group to decide if it
wants to focus initially on CAP, GAP or both.

15. Sharing of CAP and GAP priorities and decision of whether efforts to focus on
CAP, GAP or both in a community meeting. No final decision about CAP/GAP yet,

16. Optional: Graduation ceremony with certificates for community/facilitators,
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Role of RB1J Staff

In a Model 1 situation, RBU staff encourage mestings to take place, link the sub groups to
extension workers and perhaps train them further, and negotiate with HoDs about the
involvement of extension workers. In a Model 2 situation, the partner organisation should
ideally be involved in much of the follow-up, with RBU stafl monitoring attendance and the
depth of analysis. If partners and extension workers are involved, as is hopefully the case, then
many negotiations will still be required in relation to motivational factors, eg allowances for
set number of days, transport, etc.

In the Masaka programme, Community Coordinators will be the key facilitators at meetings,
with Project Officers providing support during some meetings as necessary, and to pursue
permission for extension workers and Partner organisation involvemerit. Above all, RBU staff
must be patient. It should expect an increased demand from the partner organisation 1o
provide guidance in the complex analysis process.

RBU head office must decide on and approve of the motivational factors to be used for
community members, partner organisation and extension workers. RBU staff should support
each other, with those more experienced in PRA to be assigned, in a type of mentor system, t0
those who are starting. Joint problem-solving will de much to keep RBU staff’ motivated.
Where possible, the same colleagues should be involved in training and follow up support.
RBU staff should have some indication of RBUs likely financial contribution to any CAF or
GAP (via the partner organisation) but care should be taken in discussing this with the
community before plans are firmed up as it is likely to influence the analysis.

Role of Partner Organisation

The role of a partner organisation clearly depends on the model. In an experienced partnership
model, they will be responsible for facilitating the community meetings, mobilising community
members to attend meetings, organising meetings for extension workers, negotiating with and
motivating extension workers, and documenting progress. In a Model 1 process, their role will
be very limited.

If partners have not understood the value and objective of this stage, then many problems can
arise which can take the whole process back to square one. Copies of these guidelines on
PRAP can be used in negotiations with the partner organisation so they can understand it is a
long process and are comnyiting themselves to Jots of work. Motivational factors will be
needed, and could includ: iraining on social analysis (particularly on gender anelysis), on
documentation of the process, and/or on children’s participation in analysis and planning.

Role of ©xtension Workers

Extension workers can help mebilise the community, facilitate meetings, undertake extension
activities already, and heip document the process. Each extension worker can be given the
responsibility for a specific group. They should understand that they are aiso being trained
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during this stage in intra-communal 2nalysis and prioritization of problerns and solutions. Their
role in this stage must be clear in negotiations and in the invitation they receive. As
retrenchment of extension workers is common, it is likely that some form of PRA orientation
workshop will be necessary for new extension workers.

Motivation of extension workers is vital if they are going to pursue the follow-up with interest
and commitment. To date, motivation has been provided by RBU in the form of allowances
for 3 days per month (USh 3,000 transport and USh 5, 000 lunch per visit). RBU will need o
be clear about the length of time that such allowances will continue, and should ke clear sbout
its organisational vision of working towerds a sustainable, and,. therefore, wmsubsidised
process. A mixed process is another possibility, with RBU providing incentives for extension
workers for first 3 months, and then handing this responsibility to the partner plus village
management committee for 3 months (although RBU will still provide the funds). After &
months the value of extension workers would be evaluated by the community. This could lead
to an agreement with the VMC (or local CBO if it is established) to continue providing
support to the community to develop specific competencies, in return for some kind of
allowance by the communrity,

- Warking with retired government officials who five in communities is ancther possibility to
pursue as they are very experienced. However, they are likely to be out of touch with
goveroment policy and might be seen by extension worker as competition. If they are to be
involved, then RBU should not employ them dirsctly but the partner organisation or, ideally,
the community jtself through a Village Management Committee (VMC). In any situation
wherg retired government official might be used, the nature of the involvement and the type
(cash or kind) and level of incentives must be discussed with all those concerned: the partner
organisation, existing extension worker, retired official, and a VMC if it exists.

Role of Community

Mobilisation of community members is essential, and should be carried out as much as possible
through local structures and known commuinity mobilisers, Community members participate
actively in the analysis. If a short orientation workshop is held for officials, community
members can be involved as co-facilitators, If explanation of this process is unclear, the
community can be very demanding with high expectations about RBU’s eventinat contribution,
Explaining the five stage process again will help clarify the value of this stage.

Community Participation

In past experiences numbers have dropped greatly during this stage. This has been due to lack
of clarity of RBU staff on how to proceed with the follow-up, on lack of transport, on lack of
motivational factors for community members, on difficulties with partners, etc. In particular,
younger women’s and children’s involvement has reduced to virtually nil. In one community
younger men dropped off completely.
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community can be very demanding with high expectations about RBU’s eventual contribution.
Explaining the five stage process again will help clarify the value of this stage.

Community Participation

In past experiences numbers have dropped greatly during this stage. This has been due te lack
of clarity of RBU staff on how to proceed with the follow-up, on lack of transport, on lack of
motivational factors for community members, -.on difficulties with partners, etc. In particular,
younger women’s and children’s involvement has reduced to virtually nil. In one community
younger men dropped off completely.

Working with children is a particular challenge that all organisations are struggling with.
School-going children can be involved in the analysis and planning process through schools.
This will require considerable sensitisation work with the teachers. But working through
schools and via adult-dominated groups will still limit the power of children to decide their
own priorities and express their opinions. RBU must discuss if all children of all ages should
be involved in the planning process. It might be more effective to work with children of 8 or 9
upwards, and engage younger children in small supporting research activities. For example,
they might be able to do a community level inventory of local skills and resources to support
the planning process. Another forum will be needed to involve non school-going children,
Perhaps each school-going child can be asked to find a non-school-going partner and attend
discussions together.

RBU, the partner organisation, and extension workers will need to move physically in the
community more, to meet smaller groups of people not involved in Stage 2. The social maps
made in Stage 2 will make this relatively easy. During this stage, it will be important to explain
the planning process itself. Encouraging some implementation of simpie ideas, eg the home
improvement work in Bulende, can help to motivate groups to continue meeting to resolve the
more complex concerns.

Motivational factors must be pursued creatively, such as prizes for “the clearest analysis’, the

handing out of certificates to regular participants in a “graduation’ ceremony, or regular
reflections on the value of this type of analysis.
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Suggested Format for Output of Steps 9 and 11 (draft and final priovity lists)

Themes

| YW Issues YA Isstres

Ch, Issues

W Ivsues O Jssues

Health

Education

K

ater

Agriculture

Incomes

Suggested Format for Cutput of Step 13 (one per group )

Themes Posyible Activities (ex of T#) CAP AP fif shared, with whom)
[ Health home improvement X (with older women}
health onit X
Education income generation to pay school fees X
improve school building X
eic
 Water
Agricultare

Incomegs
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Suggested Outputs of Steps 14/15
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Themes

Priarities af Activities Requiring CAP Action

w Children Y oW

oA

Health

.| Education

Water

Agriculture

Incomes

Themes

Young Women's GAP Priority Activities {one for each sub-group)

Health

Education

Water

Aprienltures

Incomes
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34  Btage 4: Planning of GAP and CAP

The cutput of this stage is the final plans ready for implementation, and the intended system of
M&E. This involves making the final decision about the community action plan priority, and
those for the group action plans. Training in planning and M&E takes place. There is much
negotiation about group responsibilities, funding sources, and who i3 to provide what type and

amount of inputs,

It is also the stage when groups such as the Village Management Committee, are likely to be
farmalised, with clear objectives and activities. A major challenge that remains unregolved is
how to combine a CAP plan with GAP plans. To date, PRA processes have tended to focus on
cne or the other but not both simultancously. Yet motivation might be higher if both are
tackled at the same time. A Village Management Committee (VMC), with sub-group
representatives, could focus on the CAP, with groups pursuing their own GAPs.

Length

The length has varied enormously from cone day to about 4 to 5 months. In one community, it
was impossible to assess how long it took as plans were not documented but remained in
people’s minds, and implementation happened concurrently. Ideally, this stage should be less
than one month. It can be compressed into a two stage planning workshop with community
members (VMC/group representatives), extension workers/partner organisation staff. This has
been tried very successfully.

Week 1: Preparation of draft work plan in residential workshop, including training in
plan development and M&E.

Weeks 2-3:  Return to community, Heads of Department, partner organisation to negotiate
the conditions of the draft plans and seek adjustments and agreement.

Week 4: Return to residential workshap to finalise plans.

Role of RBU Staff

RBU roles have varied greatly in this stage, including facilitating community meetings, the
pianning itself, linking to funding at the sub-county level, building consensus within
commurnity about the activities, resoived conflicts about responsibilities and community
contribution. When working with a partner organisation, RBU will always keep the role of
advising on funding sources and information, and ensuring child-orientation of plans and
M&E. RBU will probably co-fund the residential workshops. H working with a new partner
and/or one without planning/M&E skills, RBU will be responsible for training. Later on, RBU
will only be a co-facilitator and may be able to stage out this support completely,

Role of Partner Organisation

As RBU’s partnership approach is recent and PRA experiences are new, partner organisations
have not yet been involved in Stage 4. If they need skill building, they may attend the -
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residential training workshop. If they have planning and M&E skifls, they can be co-trainers.
They will need to clarify their role in the monitoring of the community work and their
contribution to the implementation of the CAP/GAPs. Tt is anticipated that they will co-fund
the workshop, invite the trainees, and help mobilise community negotiations in the interim
stage. Eventually, as the partnership strengthens and skills are built, they will take over all
_roles of RBU (see above). -

Role of Extension YWorkers

To date, extension workers have been involved only marginally, giving advice on government
policies tc help shape the plans and mobilising the community for meetings. In future, it is
expected :hat they will continue with advice on government policies and mobilisation of the
community during the negotiation stage. If they need skill building, they may attend the
¢=idential training workshop. If they have planning and M&E skills, they can be co-trainers.
They will need to clarify their own role in the monitoring of the community work, negotiate
with government services on their contribution to the implementation of the CAP/GAPs, and
clarify possible sources of government input,

Role of Community

Participation in planning meetings has been the main task of the community. Some have
negotiated with possible external funders and sensitised community members and outsiders
about objectives of this stage. They have formed the VMC and consulted with the LCI,
besides developing the actual plans.

With the changes in Stage 3 and the residential workshop idea, this role will change slightly.
As final decisions about the CAP and GAP will still be needed, eriteria will need to be agreed
for selecting the priority CAP. The community itself will need to decide how many CAPs it
can manage simultaneously. This might be in sub-committee or working groups of a VMC.
Therefore it is not possibie to define what the final format of a CAP will look iike. This also
holds for GAPs. All other roles as mentioned above will remain, with the addition of clarifying
the intended M&E system. :

The se:-i:zry for children should be invited to the planning workshop to work with and
advocs:. .* ¢ children’s ideas. Th= VMC will need to mobilise marginalised groups and
encourz;- . sub-groups to partici;: - actively in the planning and negctiation. Meetings will
need to 1+ - iorded, as v the acku:: slan. Local resources and skills will need to be assessed
by the corm: _:ity.

Community Participation

Participation has varied quite a lot, wit’ - - women and clder men generally quite active.
Younger women have never marticips:: ~ely in this stage, as with children. It will be
essential to find ways *o increase the p-.  ..tion of children and younger women. Children
will probably need to e approached in - - sl-going and nen-schoel-going groups separately.
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RBU will need to clarify with which age groups it thinks community planning is feasible.
. Children’s representatives can be invited to attend the planning workshop, with the secretary
for children’s affairs as their “team leader’. The headmaster and school teachers will need to be
involved to discuss what schools can do to involve children in planning community
development. Jt would be pood to explore how this stage could be finked to Child-to-Child
approaches. : :

© 3.5  Stage 5: Implementation, Monitoring and Evaluation

This is the stage of carrying out the CAP and GAPs. The aciivities are monitored as part of
leaiming process and group building, Community-based groups are linked to external formal
structures, such as government agencies and operational NGOs. New plans are also pursued
to sustain the cominunity development process. The outputs of Stage 3 can be used as the
basis for selecting and planning new plans.

Length

This depends entirely on the activity and on the nature of the partnership. In a strong
partnership, then phasing out of support to the community process and to the partner’s work
there, can be soponer, It also depends on which other formal structures the community and
partner are linked to, and if these can take over some of the roles.

Role of RBU Siaff

RELFs involvement in this stage depends on the partnership. If this is solid and lecal structures
(VMC, active groups, trained extension workers) are in place, RBU should be phasing out,
RBU will continue to give advice to partners and extension workers. It will continue to
provide information on child-related issunes when requested. Tt will be involved in reviewing
the process, particularly monitoring child-related benefits and the involvement of marginalised
- groups. RBUJ may fund the implementation of some activities but this will always be through
the partner organisation. Funding may be for a specific community or for a type of activity {eg
feld worker allowances, schools). But funding can also be otally unrelated 1o the PRA
processes. Training of partner organisation staff and extension workers who Jink with the
communities can continue. -

Role of Community
The community, particulariy the VMC with the CAP, is key in the implementation. They

manage the financial resources, mobilise others to fulfil their committed contribution, and
monitor the work. They focus an developing next plans,
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Role of Partner Organisation

The partner organisation will continue support but should also consider phasing out. It co-
funds the implementation and can provide advice on implementation {depending on its area of
expertise). They help monitor progress and adjust plans, as and when necessary. They identify
resources (and resource gaps) and link the community to funding and information. They help
mobilise the community for the implementation work, monitor progress and the impact of their
own work. They document progress and report on their work their donors. They should be
actively encouraging new plans and new group activities, and can help with the actual planning
of new plans.

Role of Extension Workers

Extension wotkers will be active in implementation of the plans, especially the extension
related activities. They provide information to community, especiaily to update them on
government policies and to help adjust plans. They help identify resources (and gaps) and link
the community to funding and information. They help mobilise the community for the
implementation work, monitor progress and the impact of their own work. They document
progress and report on their work to the partner organisation and their HoDs. They should be
actively encouraging new plans and new group activities, and can help with the actual planning
of new plans.
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SUMMARY OF THE 5 STAGES OF
PARTICIPATORY RURAL APPRAISAL AND PLANNING

STAGE 1: PREPARATION

The overall length is 1 - 3 months.

Activities

Key Benefits and Oumpuiy

Identify the partner {(active use of selection criteria and
conditions),

Partnership links

Open a FRAP logbook

Identify the need for partnership and clarify objectives.

Knewiedge about partnership benefits

Exchange of informaticn between RBU and partner,

Sensitization of partner on participatory planning

Inform district officials abowt intent for partnership

Exchange information betwecn district based staff, supervision
“unit, REU head office/partner mangeement officials.

Sensitization of partner, comnunity, district, district
officials on children rights and women issues.

Senzitization seminars for (he partoer: Child Righis and
Responsibilities, importance of women participation and

Women and children move likely (o be involved,

marginalized groups.

BCS for the partner Communication skills imparted and parinership
strenpthened

MLE for the partner Mediation skills {mparted and partnership

strengthened,

Review collabaration so far

Negotialinn with partner on tvpe of agreemen|,

Seek advice from supervision unit and head office on
negotiations.

Sign partnership agreement {partner and RBU, with district
officials g5 witness).

Partnership agreement

Negotiation with partner on PRAP ag a process: Clarify length, | PRAP Lophaok
roles,  motivation, resources, women and  children
participation.

Write PRAP proposal to RBU and pariner management
{clarifving roles faciliiators, tminees and daies).

PRAF triining proposal

Feed back from REUFPantiner Management.

ldemtify community aod negotiate on timing fselection
criteria).

Identify the vulnerable groups

Orientation of commnity leaders (L.C I, 1T & [ID

Sensitization of community on PRA (video/slide shows, child
rights, women parficipation)

Women and chiidren more hikely to be involved

Selectionfinvitation of trainees and clarify their role in follow-
up stages
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STAGE 2: INITIAL IMMERSION

Activibies

Lengih

Key Benefits and Quiputs

Fine-tuning of programme

PRAF (raining programme

Confirmation of logisiics (transport venue,

A week before the

accominodation, meals, funds} classroom
training
Receiveforganize training materials/motes Helps with child-ariented community analysis
from TR,
Pre-training meeting of all (rainers Basis for group work established in the commuunity.
Orientation of community leaders, district { 2 - 3 days Trained group of community members, cxlension
officials, pariner management, 1o PRA. staff, pantner organization staff in PRAP.
Giving Voice of Children 2 days RBU staff training skills enhanced/strengthened
Clazsropm based cnentation for trainees Analytical skills of REU staff strengthened
(PR.A 1gam)
Documentation goes on concutrently Report mzking skills of RBU ziaff, extension staff
: and partnet organization staff sirengthened.
~ PRAF fieid exerciscs: 4 - 5 days Tssues mialrix
* First community meeling (see guidelines) Issues list per sub-groups
* Interest group snalysis and discussions Analysed diagrams in the community/report
* Report making/diagramming/filling in Centificates for trainees
the issnes matriz/evening reviews.
* Last community meeting {feed back from
groups and foothall match between PRA
team and communiby)
Trainees back to classroom (winding up} Centificates of atiendancs
Fallow-up planning meeting (after 2 weeks) | 2 days

EBU to ensure child focus in the

discussions.
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STAGE 3: ANALYSIS OF INTRA-COMMUNAL DIFFERENCE

The overall length of this peried is about 2 - 6 months

Note: This is a long and slow stage. It calls for much innovation by both RBU and partner to
tmotivate the community. Training and certificates (or other motivational factors) are very

important. Few tangible benefits are recognized.

Activities

Key Benedits and Outputs

Community mesting

Re-clanifying overall objectives and process involyed

Sharing issues matrix/review of issues (which issue?, whose
15se?, non-issue?)

Reviewed/acceptable issues matrix

Identification of nop-participants {social map}

Community strateries {0 invelve non-participants

Non panicipants involvement

Dreepening analysis into canse-cfect relationship

Analysis skills enhanced

Clustering issues per themefsecior

Running/pricritizing issues in themes/sectors

Sharing and discussing priority issues from other sub-graups,

Distinguish between CAP and GAP issues.

Identification and pricritization of pessible solutions
(extension staff can assist 3 lot)

Possible solutions

Sharing of CAP and GAFP prioTities (community meeting).

Communily consensas

Decision whether to focus on CAP or GAP

Formation of VIMC VML in place
Formation of gronps Groups in place
Implementation of some issues (simple andfor urgent} Implementation

Community resources inventery making

Training in groop dynamics, condlict identification,
management and resolution.

Community trained in group dynamics and how t
reseive conflicts :

Integration of child jo ¢hild initiatives with the PRAP
PICCEsSS.

Child participation

Issue certificates of participation

Certificates for the consistent participants

STAGE 4: PLANNING OF CAP AND GAP

The overall length of this stage is usually less than one

month.

Activities

Length Key bencfits and sutputs

Continuation with the implementation of simplerfurgent
activities.

prigritization of CAP

Review of issues matrix/issues per soctor

Implementation

Training in planning M & B

one waek

Making draft plans (CAP or GAPs)

Planning and MLE skills
imparted

Sharing/negotiating draft plans amongst
the community.

2 1o 3 weeks CAP and GAP gocuments

Finalizing CAF/GAP documents (printing

ong week

Official launching of CAF (distribution of document)

Formalization of the roles and responsibilities of the VMO
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STAGE 5: IMPLEMENTATION, MONITORING AND EVALUATION

The overzll length depends on the chosen activity, the plan, and the nature of the partnership

Activities

Hey Benefits and Qutputs

Linking the community to external agencieg/funders support

External funding/suppert, independent of REU

Commanity implementation of CAF/GAF

Implementation of CAP and GAP

Training in different arcas {Jor the comnmnity, follow-up actors,
pariner staff)

M&EE

Parther supports implementation

PERA Festival

RBUJ supperis partner implementation

Community visits other communities and leams

Monitering of 1he progress of activities made by a more
independent and competent community and partner

New plans

PRA festival /review of the progress (one weck)

Exchange visit to other FRAP communities

Evaluztion of the whole process (all actors)

Focus on new plans by community and paroer.

Phasing cul of RBU (model 2)

EB1] takes on role of adviser (o the pariner,

* Analyse appropriate interventions for each stage.

* Ensure documentation of what happened/ failed 16 happen at

each stage and why.

* FEnsure district officials  involvement through  district
presentations of final sulcopmes,
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THINGS TO REMEMBER FOR
PRAP IMMERSION COMMUNITY MEETINGS (Stage 2)

FIRST COMMUNITY MEETING

Introduction of the ‘PRA team’
Chwetview of initial contacis/preparations for FRA
Cwerview of RBU (background, activities and way of working),
Chverview of PRA as a process (the 5 stages). Mention: the tangible resulis expected
- the less tangible results expected
— certificates for different people/phases
= fuwre plans.
Cverview of the FRA immersion:
= 5 interest groups (gender and age)
- group disoussions with PRA team
- documentation process
- last community meeling (feed back, dates, time and venue).
Cuestions, clarifications and answers {from community members)
Thanks to the community for aceepting us to learn from/with them.

NQTE: Before poing 1o the comumunity, the gbove needs to be discussed by the PRAP team and a decisien
made on who will be the topm [eader, who will explain what, and inclede the above in (he averall programms
for the day, .

LAST COMMUNITY MEETING

*

Thanks to the community for panicipation
Order of group presentations {usually we profect the children not to present first - gain confidence).
Questions, clarifications, answers by syb-groups, representatives (from the rest of the comounity

MEMDETS).

Follow-up procedures:
- Mext steps {explain/negotiate the immediate follow-up)
- Dates of next meeting .
- Follow-up facilitators (note dovm their names}
- Vepue/time
- Long term process (give an overvicw)
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