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Executive Summary

This document presents the results of a study to document and review the Community Empowerment Project (CEP). The CEP aims to empower and build the capacity of selected underprivileged local communities to identify their priority needs and meet them through mobilization of own resources and acquisition of external assistance. In terms of working objectives, the CEP aims at improved coordination and cooperation between NGOs and joint community based needs assessment and strategic planning; increased community empowerment through full participation in planning, implementation, evaluation and management of projects and activities; and increased capacity of NGOs to develop meaningful projects conceived in response to priority needs and contributing to improving the quality of life for the local community. 

The pilot phase (1998-2002) represented a learning process in which UNICEF aimed to develop a model for community empowerment in Al Nasser Area in Amman to be replicated on a wider scale at a later stage. A bottom-up approach facilitated by UNICEF was developed, consisting of community mobilization through Area Local Committees (ALC) and Community Action Committees (CAC); needs assessment through Participatory Rapid Appraisals (PRAs); capacity building through training and technical assistance; community participation in all stages of the project cycle as implementers, decision makers and managers; and monitoring and evaluation. The present review is based on an analytical framework developed for the purpose.

Against a former situation of complete isolation and mutual prejudices among NGOs intervening in Al Nasser Area, the process of mobilisation resulted in the establishment of the ALC as a clear and functional network of NGOs with a common commitment to work towards community empowerment. At the level of the local community, people were encouraged to work on a voluntary basis for their community and belief in self-reliance and community empowerment. The PRA with full involvement of both NGOs and local community members increased the knowledge and understanding of the priorities of the local community for both parties, represented the starting point for joint planning of the ALC and for project identification and the involvement of community members at the level of the NGOs.

Impact in terms of networking is reflected in the effective roles played by the ALC in facilitating mutual contact & information; joint annual planning; coordination and division of tasks, avoiding duplication; information exchange and sharing through a joint data base; exchanging practical support and expertise, collaboration in project implementation and twinning between “strong” and “weak” ALC members, and acting as channel for national and international NGOs to reach the target group through local NGOs and for the local community to request external support, strengthening its political power.

Impact in terms of community participation is reflected in growing numbers of community members, development of structures for their participation in NGOs and the ALC, and their growing involvement in management, representing a major change in the position of the local community as a whole, from passive receiving support to steering development according to its own insights and priority needs. The CACs have acquired a position as brokers between the local community and NGO and ALC management, strengthening its de facto participation in decision making. Women were from the beginning well represented among the community members of most NGOs and became capable and responsible partners with a distinctive input in project planning, design, implementation and management. Youth-involvement has started much more recent and so far has remained limited in most NGOs. The three major sources of motivation, namely self-development, recognition by the local community, and opening doors to paid employment, are especially important for women who traditionally play marginalized roles in society and have a low self-esteem. 

Finally, impact in terms of programme development is reflected by NGOs’ improved skills and firm commitment to respond to community needs, expanding activities or changing their focus to encompass developmental activities next to their usual charity, and expanding their target group in terms of numbers, segments of society or geographic coverage. Involving community members has importantly increased manpower and outreach of NGOs, and ensured continuous contact and trust with the local community. Al Nasser Area became a conversion point for other UNICEF programmes, resulting in wide outreach and profound impact. However, most NGOs have limited their interventions to ad-hoc activities in the field of training and awareness raising, rather then developing comprehensive projects which would fit into their mandate and for which they have the access to the local community. 

The achieved networking and community involvement represent firm elements of sustainability of the community empowerment process set in motion by the CEP, and largely contribute to the sustainability of projects and activities implemented by NGOs. While the obvious merits of the ALC guarantee its sustainability to a certain extent, power imbalances undermine the concept of equal partners and put it at risk. The pilot area posed relatively large challenges in terms of problems of coordination and unification of NGOs compared to what can be expected in other areas with less NGOs intervening in the same location. The sustainability of the CACs is reflected in the degree of their institutionalisation within NGO structures and the ALC, their capacity to replicate activities independently, and the level of personal satisfaction and dedication of their members. 

Partnering and capacity development, advocacy for the community empowerment approach and experience sharing at the national level both with government institutions and with the NGO sector need to be reinforced in view of replication on a large scale.

Introduction

Project description

The Community Empowerment Programme implemented its pilot phase from 1998 to 2002, building forth on earlier community based rehabilitation (CBR) interventions to develop a comprehensive approach, widen its impact and ensure sustainability through an NGO network.

It consists of two projects, focusing respectively on community-based interventions and networking and on policy development at the national level. This report concerns the Community Empowerment Project (CEP), which aims to empower and build the capacity of selected underprivileged local communities to identify their needs and priorities, and meet them through mobilization of own resources and acquisition of external assistance. UNICEF support focuses on facilitating the process, technical advise and training, direct funding of some priority activities and facilitating linkage of community committees with third parties.

Four sub-areas within Al Nasser Area in Amman served as pilot area: Prince Hassan Camp, Al Hirsheh & Kassarat, Hai Alia and Hai Al Mahasreh & Al Karakiyeh. At mid-term, the project expanded to the Governorates of Al Mafraq, Al Kerak and Aqaba. This report largely focuses on the results achieved in the Al Nasser area, and draws some lessons from the later interventions in the other governorates.

Community Empowerment Approach

The pilot phase aimed to develop a model for community empowerment to be replicated on a wider scale at a later stage. It represented a learning process for involved staff of both UNICEF and the involved NGOs and community members.

The Community Empowerment Approach is a bottom-up approach making the community responsible to lead the development process.

The Bottom-up Approach serves the following purposes:

· It promotes community contribution and voluntary work, and shared responsibility between the community and the government, creating a sense of community ownership for all interventions;

· It encourages people to steer the development process, analysing their problems and needs, preparing their development plan, and requesting assistance with one voice, rather than as individuals with different personal interests;

· It allows the community to play a role as partner of the government asking for its contributions to meet some needs through coordination and networking, rather than wait for the government to come and solve its problems as beneficiary of its services.

The methodology consists of 5 action steps (see Figure 1) that reinforce each other and overlap in time: 

· Community mobilization: facilitating the establishment of an Area Local Committee (ALC) consisting of NGOs and local community members, and of Community Action Committees (CACs), consisting of local community members;

· Needs Assessment and Strategic Planning: conducting Participatory Rapid Appraisals (PRAs) in the target areas, identifying problems, analysing priorities and preparing strategic plans of action with full involvement of community members;

· Capacity building: training of NGO staff and community members in all fields necessary to assess community needs and develop and implement projects and activities in response;

· Community Participation in NGO Project Development: further develop capacity, structures and practices for full involvement of community members in all stages of the project management cycle as implementers, decision makers and managers;

· Monitoring and evaluation: supporting a Management Information System facilitating monitoring of family situations and achievements of projects and activities at the community level.

Figure 1: Steps of Community Empowerment

                                   












The CEP aims at the following working objectives:

· Improved coordination and cooperation between NGOs and joint community based needs assessment and strategic planning;

· Increased community empowerment through full participation in planning, implementation, evaluation and management of projects and activities;

· Increased capacity of NGOs to develop meaningful projects conceived in response to priority needs and contributing to improving the quality of life for the local community.
Methodology of the Study

This document presents the results of a study carried out from December 2002 to February 2003 to document and review the first phase of the CEP. The study comprised lecture of available documents and meetings with key persons, including NGO staff, fieldworkers and involved community members in both Amman and the three governorates to which the CEP expanded its interventions since 2000. An analytical framework was developed, based on the steps of community empowerment and on the working objectives stated above. It facilitates the analysis of achievements and impact at three levels, namely NGO-networking, community participation and project development within NGOs (see Annex 1). The study is confined to assessing impact in terms of control and self-determination of the target communities over development activities, and does not focus on the ultimate impact of these activities on the target groups.

Community Mobilization 

Establishment and Functioning of the ALC 

Establishing an Area Local Committee (ALC) is the starting point of the Community Empowerment Approach. It represents the institutional structure through which NGOs working in Al Nasser Area and representatives of the local community were brought together in order to adopt a common approach based on community participation, and to pursue a common set of objectives and goals based on community needs.

The functioning of the ALC is regulated in line with these objectives. Its participatory role is ensured through the involvement of both NGO field staff and community members as full members. The equal status of all member organizations is reinforced through ALC bylaws stipulating that its chairmanship is done by rotation among the member-NGOs every six months. Common objectives are based on joint needs assessment and defined in annual plans of action.

Establishment of the ALC

The CEP was launched in Al Nasser Area through meetings with NGOs with a clear presence in the pilot area. They served to explain the CE approach and come to a shared understanding of the participatory and egalitarian structure of the proposed ALC. The legal and organizational status of NGOs working in Al Nasser Area varies widely, affecting their autonomy to join the ALC. At the time of this study, the ALC consisted of nine NGOs (six local; two national; one international) working in sub-areas covered by the pilot phase. Five other local NGOs never joined it or backed out very quickly. Initially it proved extremely difficult to unite the different NGOs in one committee in the face of mutual distrust and non-acceptance of each other’s values. These differences were overcome in time as the ALC members came to see the need for common goals and an integrated and coordinated approach.

Functioning of the ALC

The ALC prepares joint annual plans to address priorities of the community. They are subject to revision every 6 months, and serve as framework within which member-NGOs further define their individual programme. A PRA was used as basis for preparing the first annual plan of the ALC, and together with follow-up needs assessments and new insights contributed to the planning in the following years.  

Generally NGO-members are satisfied with the functioning of the ALC and with the contents and conduct of its meetings, and critical remarks are minor. The involvement of community members through CAC representatives is accepted and supported. Feedback from the ALC to the community at large takes place twice a year, in June (celebration anniversary) and in December (workshop on results of the past year).

Establishment and Functioning of CACs

The establishment of Community Action Committees (CACs) is essential to the mobilization phase of the community empowerment process. They constitute the institutional framework for community participation in the ALC and within the NGOs.

Initially four CACs were established to represent the sub-areas of Al Nasser covered by the CEP (41 members; 61% women). After orientation meetings for community members on the CE concept, the NGOs proposed candidates according to agreed upon criteria.

Selection Criteria for CAC members as established by the ALC Al Nasser Area:

· Represent different categories of the community: working, unemployed, teachers;

· Represent different age groups including youth; and men and women in equal proportions;

· No educational requirements;

· Originate from and living in the area;

· Not already engaged with one particular NGO to avoid biases;

· Interested and willing to carry out voluntary work without expecting financial incentives;

· Good personality, good relations in the community; pleasant to deal with.

In time, CAC and ALC members changed the CAC-concept, and currently separate CACs are being established for each member-NGO. 

Figure 2: Developments Institutional Structure CEP Al Nasser Area
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At the time of this report in total 6 NGOs (4 local, 1 national, 1 international) had their own CAC, while the remaining 4 (3 local, 1 national) at best had small committees of volunteers without institutionalized role. From the former area-based CACs, three were linked to a single NGO; only that of Al Hersheh & Al Kassarat wasn’t, and didn’t function very well. Three NGOs had established a new CAC. Each CAC was represented by one member in the ALC. Among them women outnumbered men (6:1), but this balance varies as CAC-members take turns as representative.

Training and Participatory Needs Identification

Training aiming at developing the capacities of NGO staff as well as community members was an important component of the CEP. Training of ALC members focused on PRA techniques, all aspects of project cycle management, teambuilding and communication skills, and concepts and approaches of community empowerment.

The ALC started out conducting a PRA in each sub-area, undertaken jointly by the concerned member-NGOs and with full involvement of CAC members. The exercise represented a completely new experience in needs assessment and community participation for both community members and most NGO staff. 

The PRA resulted in comprehensive and profound needs identification and revealed the magnitude of problems. It brought recognition of social problems within the area that before were considered taboo by the local community and made open discussion possible, e.g. on poverty, girls’ confinement, domestic violence, child abuse and children’s un-safety in the streets.

The PRA made NGO managers see the limited significance of their activities in relation to the priorities, and the importance of direct contact with the local community and its involvement in planning. These insights led to a firm commitment to respond to real community needs and prompted many NGOs to develop new activities and projects.

Role of UNICEF as Facilitator

During the initial two years of the pilot phase, UNICEF played an active role in introducing the community empowerment approach, and facilitating or attending ALC and CAC meetings and training sessions.

Over the past 2½ years the relationship between UNICEF and the ALC has evolved from one between capacity-builder and beneficiary toward one between equal partners, and follow-up by UNICEF has gradually scaled down. While UNICEF was initially heavily involved in the preparation of annual plans, the 2002 plan was prepared without UNICEF intervention. Content-wise these plans have profoundly evolved over the years. Similarly, while initially UNICEF identified training needs and contracted independent consultants to fulfill them, in time the ALC took over these functions and UNICEF limited itself to monitoring and providing technical advise. 

Most NGOs agree that UNICEF has played a very neutral role as facilitator of the ALC, overcoming ideological antagonism between the member NGOs, building trust and promoting full community involvement.

Notwithstanding clear attempts to establish a structure in which all members are equal, some NGOs consider the actual power distribution within the ALC unbalanced. This perception is related to the extended programme scope and budget of some NGOs on the one hand (although in reality only for a small part supported by UNICEF), and to their  “dominating” role in coordinating and managing UNICEF funds for joint programmes on the other hand. 

NGO Networking (ALC)

Impact of the ALC

The Area Local Committee (ALC) developed into a well functioning network of NGOs in Al Nasser Area, serving different functions as outlined below.

Communication

The ALC established a line of communication between the NGOs intervening in Al Nasser Area. Prior to the CEP, NGOs worked in complete isolation of each other and did not know the contents of their respective projects. Initial severe problems of prejudiced rejection founded on distinctive ethic orientations have in time evolved into mutual respect, friendly relations and the recognition they work for the same target group and towards the same goals. Contacts between NGOs became more frequent and informal, and facilitate collaboration that before was unthinkable.

Joint Planning and Distribution of Tasks between NGOs

Through the ALC, the NGOs started to jointly decide upon priority areas for intervention based on PRA results and subsequent needs identification, discuss possible activities and projects each of them can take on according to their field of competence and available resources, and prepare an overall year plan accordingly. 
Member NGOs consider joint planning exercise has facilitated a more rational distribution of tasks among them, avoiding duplication of efforts. 

Information Exchange and Centralised Data Collection

A manual centralized data collection system has been established, managed by the NGO chairing the ALC. It collects information including survey results, identified needs and other data from the different member-NGOs to make it accessible for all. The system still needs to be modified to include data to measure impact of interventions. Also, it is not yet used by the member-NGOs for strategic planning or impact studies.

Referral among NGOs

The established relations between NGOs and the mutual knowledge of their projects and services have led to increased referral. Most NGOs now refer cases from amongst their own beneficiaries / target group to each other on a regular basis, within and even beyond the boundaries of their own intervention area.

Practical Support, Direct Collaboration in Implementation and Twinning

All NGOs mutually provide and receive practical support and expertise, considerably improving the efficiency and the quality of their projects and activities. In some cases, they have started direct collaboration and joint project implementation, in particular in summer camps and training of adolescents (Youth-to-Youth). 

NGOs that have been actively involved since the beginning of the CEP and have well developed their capacity, programme and approach through the CEP have started to “twin” with NGOs and develop them in a similar way. The “experienced” members assist the “un-experienced” ones” to conduct proper needs assessments, carry out strategic planning, design projects etc.

Channel towards the Local Community

For national and international NGOs, the ALC facilitates contact with local NGOs, and through them access to the community. It represents a clear institutional identity to address communities and channel support and interventions that can in time be sustained by the community. One national NGO first came to the area because of the presence of the ALC as entrée point. Likewise, the Ministry of Health has contacted the ALC for collaboration in order to reach more people and offer more services, and a MOH midwife based in the area attends all ALC meetings.

UNICEF itself has successfully channeled some of its sectoral programmes through the ALC, notably youth training and education on Better Parenting, as part of its Adolescents’ and Early Childhood Development Programme respectively.
Channel towards Government Institutions and Third Parties

Some NGOs established important links beyond the ALC. Several NGOs receive technical support from international NGOs. Two NGOs established links with the municipality to support their activities. An especially important achievement is the access to the Boys’ School one NGO gained, breaking previously existing barriers between mothers and teachers by arranging for them to meet at its premises.

The ALC represents a convincing structure to request support on behalf of the local community. NGOs and CAC members have joined forces to contact the municipality in the name of Al Nasser ALC to obtain the approval and support to turn the trash belt into a public park. This illustrates the political power the local community obtains through the ALC vis-à-vis the government.

Community Participation and Empowerment (CACs)

Impact of Community Participation on NGO Management

Involving Community Members in NGOs

The PRA represented the starting point for the local community to play an active role in development, and for many NGOs to engage community members in management and implementation of their activities. It led to the insight on the part of the NGOs that community members have specific abilities and could bridge the gap between themselves and the local community, and on the part of the latter that involvement could be beneficial for themselves and their community.

Among the local NGOs, most did not at all work with community members prior to the PRA, or at a limited scale. Only for two NGOs (1 national; 1 international) community participation was essential to their project strategy prior to the CEP. Now, all local NGOs work with community members, and some even with impressive numbers. Community members are especially active and valuable in carrying out home visits and conducting awareness raising and training sessions, next to practical work.

While two national NGOs have clear criteria for engaging health and CBR workers, local NGOs do not have any pre-requirements for community members. However, in one local NGO their selection into more responsible positions is based on performance and dedication, and two others have attracted people with important skills upgrading their organisational capacity. 

Offering financial incentives and training opportunities, internal upward mobility and a pleasant and respectful organizational culture are the main mechanisms employed by NGOs to retain their voluntary community members. Those involved on a regular basis in well defined projects usually are paid an incentive, while those involved in ad-hoc tasks or keeping in touch with the broader local community without specific regular tasks do not. Also, those receiving incentives and paid supervisors usually have started out without any financial compensation. This policy serves self-selection of those who are really motivated and dropout of those who were simply hoping to easily acquire paid employment.

Structures for Community Participation in NGOs
Structures for the involvement of community members vary widely among NGOs.  Two national NGOs worked with voluntary community workers from the outset of their projects, established clear structures for their functioning, provided extensive training to prepare them for their tasks and encouraged them to take full responsibility for the planning, implementation and review of their tasks.

Three local NGOs who prior to the CEP had no community involvement at all, now work with good numbers of community members organised in clear structures. One of them divided community members under different sections responsible for different projects, and allocated specific responsibilities within sections according to the type of interventions. This development started when it took over the functional structure and expertise of health workers from an international NGO, but has in time spread to its other sections. In another one, two community members take part in the managing board.

In the remaining NGOs, participation of volunteers has remained limited, and / or their tasks and mandates have remained vague, partly as a consequence of the absence of well-defined projects.

Level of Community Participation in NGOs
The level of community involvement similarly varies among NGOs. A number of local NGOs have started to depend on the skills of community members for training, technical design or practical maintenance. 

In four NGOs involvement of voluntary staff in terms of decision-making is far advanced. Community members play a substantial role in management, have moved into supervisory positions, are fully involved in planning of activities and strategies, and in one case even participate in financial planning. They clearly consider their ideas are taken into account and shape the way things are done. In the other NGOs community involvement is less advanced. It is limited to implementation of tasks with only superficial participation in decision-making in one case, and restricted to voluntary youth facilitators planning and implementing youth-to-youth activities in other cases. 

Open and respectful relations between the management and the community members and a good atmosphere among the community members themselves obviously largely affect their actual involvement in management, as well as their work satisfaction and motivation. The same organizations that have a clear organization and an advanced level of community participation score high in these respects. 

While its level varies among the NGOs, current community participation in management constitutes a striking contrast with the old days when decisional power was essentially concentrated with the Director. It represents a major change for the role of the local community, from passive receiving support to steering development.

Participation of Women and Youth

At the time of this report, in most NGOs women constitute the majority if not 100% of the community members and participate in project implementation and management. It should be noted that male community members tend to limit their involvement to leadership and policy making; very few men are involved in voluntary work.

Participation of youth takes place in all organizations involved in Youth-to-Youth activities. Their involvement in decision-making structures beyond the scope of their own activities is however limited. In one local NGO youth are involved in planning, another one currently envisages the inclusion of youth in the CAC, and a third one aims to involve a youth representative in the ALC. 
Impact of Community Participation on Personal Life

Community members working as volunteer with NGOs cite three main sources of motivation for their engagement. It contributes to their personal development, allows them to play a role in society and gain respect, and opens new opportunities to earn an income, either through upward mobility to more responsible tasks within the NGO for which incentives are paid, or through access to jobs elsewhere on the basis of gained working experience and contacts. As an example, all community members of Haj Alia CAC ended up as CBR workers, receiving financial incentives. 

The CEP also had a profound impact on NGO staff. They considerably increased their capacities through training, trying out new practices and exposure to new experiences. Some already became experts in community empowerment, and worked on consultancy-basis for other organizations. Others applied the concept within their own community by establishing committees to support their extended families.

Brokers for the Local Community and Development Institutions

CACs are instrumental in developing and maintaining firm relations and regular contact between the local community and NGO management in a variety of ways, including home visits, needs assessment during educational sessions, Youth-to-Youth activities and regular information provision and feedback to the larger community.

In time, the CACs developed a clear identity as brokers between the local community and NGO management. They gained status with the local community and a position as partner in planning and implementation within the NGOs. Through home visits and educational sessions CAC members play an essential role in transferring information and providing counseling to the local community and have an undeniable impact on its attitudes about public and personal health issues, women’s and children’s rights etc.

They similarly act as ambassadors of the local community in the ALC and towards third parties. Their intimate knowledge of the local community allows them to effectively represent it, putting extra weight to appeals and requests from the local community to third parties and government officials. 

Capacity of NGOs in Participatory Project Development 

Training and Capacity Building 

All NGOs are very positive about the training offered by the CEP, and project planning, monitoring, and review have improved as a result. Planning, evaluation and management are now carried out in a more organized and systematic way then before, and many NGOs have started to involve community members. 

The quality of project cycle management of the different NGOs varies. Some have complex comprehensive annual plans and carry out systematic monitoring and review, while others practice ad-hoc planning, keep hand-written records and do not have cumulative figures available.

Project Development

Autonomy in Policy Development

Differences in decentralization among NGOs affected the autonomy of some to fully engage in a community empowerment approach as promoted by UNICEF. Project managers of international NGOs were free to develop their own strategies within broad policy guidelines. In contrast, most local NGOs initially suffered from restricted freedom to develop plans at the local level in response to community needs and a negative interference by their super structure. These obstacles were overcome quickly by some, and continue to put heavy constraints for others. 

Shifts in Activities and Target Group

Local NGOs have since the beginning of the CEP initiated new activities and projects, clearly indicating a shift in their orientation in response to priority needs identified through the PRA.  Four local NGOs that previously exclusively focused on charity activities for poor families (distributing food during Ramadan, handing out money, distributing school materials at the beginning of the school year etc.) added development activities on their agenda. Two NGOs developed comprehensive projects addressing development needs e.g. a public park, libraries, a computer training center, integrated family care, educational sessions on health and human rights issues with systematic follow-up and dialogue with the target group, reflecting their recognition of the importance of self-development for the local community. In two others some small projects were started, e.g. short computer training courses, incidental educational sessions with some space for reflection and follow-up dialogue with the beneficiaries. Various NGOs engaged in summer clubs for children, carry out youth-to-youth activities, and organize special ad-hoc (usually educational) activities for women without follow-up.

The implementation of new developmental activities and projects has resulted in an expansion in beneficiaries reached. Except for one, all local NGOs have increased their target groups in terms of numbers through new activities. Also, for most of them the target groups have widened to include segments of society whom their initial (charity) activities did not directly address, particularly women and youth. Two local NGOs witnessed a clear geographical expansion of the target area to which they provide their services, from one sub-area towards the whole of Al Nasser Area.

Obviously, new development projects and activities have also increased NGOs’ impact in terms of the quality of life and opportunities of the targeted community. A number of NGOs have conducted follow-up needs assessments to adjust their planning.

Implementation of Sectoral UNICEF Programmes

The intervention zone in Nasser Area became a conversion point for other UNICEF programmes, benefiting from the established coordination structure among NGOs and the increased capacity and potential outreach of local NGOs. In particular, interventions relating to early childhood education, better parenting and youth-to-youth were channeled this way into the area. According to UNICEF staff, this resulted in wide outreach and a profound impact compared to other areas where partner organisations do not work with community members and have not established regular contacts and trust with the local community. 

Limitations and Potential

While firm commitment among the local NGOs to address development needs of the local community has clearly been created, this has so far resulted in only a few new comprehensive projects, reflecting the limits of NGO capacity rather than disinterest. 

Also, most new projects and activities are not especially spectacular or innovative: libraries and computer and health courses respond to practical needs and give women an opportunity to go out, but do not empower them or create new opportunities. Many priority needs including children’s un-safety, school dropout, domestic violence, child abuse, girls’ confinement, poverty and unemployment are hardly addressed. One NGO has been innovative in its responses, e.g. establishing links between mothers and boys’  teachers, and addressing the traffic un-safety of children with the municipality. 

Once they opt for addressing development needs, local NGOs are in an extremely good position to do so. Direct experience and trust with the poor families of their intervention areas make them capable to effectively reach them. 

Sustainability Community Empowerment Project

Institutional Sustainability

ALC

Capacity has clearly been developed within the ALC to continue functioning independently. UNICEF has already downscaled its role from that of facilitator of the community empowerment process towards that of occasional observer of the ALC. Sustainability is an integral part of the annual planning of the ALC.

The absence of a unified legal framework and administrative status poses a risk to the sustainability of the ALC. Either the MOSD or the MOP could serve as an umbrella and take up the role of facilitation and capacity building to establish and maintain democratic structures.

CAC

Involvement of CAC members in the ALC has become an essential part of its functioning, and community participation produces clear merits on which NGOs have come to rely heavily. The institutionalization of CACs within NGOs constitutes an important element of their sustainability. Its extent varies among NGOs and is reflected by the level of community participation in management. The capacity of CAC members to replicate activities independently obviously also affects CAC sustainability and similarly varies among NGOs. 

NGOs

While all NGOs used to work isolated from the local community, most of them have, with community members as brokers, established firm relations and regular contact with the broader local community. The resulting trust with and access to the local community contribute to the sustainability of NGOs.

In addition, increased involvement of community members, collaboration with other NGOs and linkage with third parties all constitute important elements for organizational sustainability of NGOs.

Behavioral Sustainability

ALC

The ALC represents a functional structure for joint planning and coordination, and has led to friendly informal contacts and many practical ways of collaboration. The member-NGOs all recognize these obviously beneficial functions, ensuring continuity. The twinning of NGOs initiated in Al Nasser indicates the success of the ALC as institute for collaboration and capacity building, and represents an important element of sustainability. The ALC has also developed into a platform for identifying and addressing NGO training needs, and will continue this function in the future to the extent it will be able to access funding to this aim. 

However, while antagonistic feelings among NGOs have largely been overcome, channeling funds of sectoral UNICEF programmes through “leading NGOs” has created sentiments of inequality undermining the stability of the ALC. 

CAC

Community members developed their skills in planning, implementation and management and are capable to carry out many tasks independently. Participation of community members is largely motivated by personal development, respect within the local community and the importance of altruism for the sake of community development, next to training and employment opportunities. Training opportunities will diminish with the phasing out of the CEP, partly decreasing NGO’s potential to educate new community members and motivate the current ones, affecting CAC sustainability. 

NGOs 

Involvement of well-trained community members in management next to implementation tasks will clearly contribute to the sustainability of project activities, making them less dependent on the availability of central management and continuous funding. Turnover of community members is an obvious threat to the efficiency of NGOs relying on voluntary work for implementing their programmes. Mostly, community members leaving NGOs mostly do so because of private reasons. A number of NGOs anticipate the departure of well-trained community members, and continuously attract new trainees who will be prepared to take over their tasks in time.

Only one international NGO had conducted performance evaluation of its voluntary health workers, and discontinues with those functioning poorly. Other NGOs do not have mechanisms to deal with such cases. This is an obvious consequence of their embedment in the local community and their incapacity to guarantee continuity in financial incentives in the absence of fixed & predictable project funding. 
The CBR project has set an example in Al Nasser Area in relying on broader community involvement for ensuring project sustainability. Through the involvement of mothers, youth and even imams it aims at broad awareness raising in order to create an enabling environment for disabled children’s development. The same principles are applied in some youth projects. In one case youth and mothers were addressed simultaneously in separate educational sessions, and fathers approached through training of imams. In another case, workshops were conducted for youth and their mothers together.

Financial Sustainability

ALC

Phasing out of UNICEF financial support will be done gradually over two years. A drop in activities should be expected, but does not pose a risk to the continuity of the ALC. However, some NGOs consider the ALC an institutional framework for working with and obtaining funds from UNICEF, and may quit as UNICEF pulls out.

CAC

CAC members are willing to work on a voluntary basis, but financial incentives represent an important source of motivation for regular and time-consuming tasks within project settings. While working with community members keep project costs down, financial compensation contributes importantly to project sustainability.

NGOs

Local NGOs relied mostly on UNICEF funding and conceptual support for developing new developmental activities. In particular the summer camps and Youth-to-Youth activities depended on UNICEF support and would not have taken place without it. Three local NGOs were really successful in attracting assistance from other partners, contributing to the sustainability of their activities. With the exception of one, all local NGOs receive regular private donations from the local community (financial and/or material); in three cases these contributions increased following the expansion of their activities and their increased popularity. 

With the lack of new comprehensive project ideas, budgets of most NGOs only marginally developed since the start of the CEP. One NGO sticks out and raised its budget more then ten-fold over the past 5 years, obtaining funding from many different donors and private sources, and only 7% of the 2002 budget from UNICEF. Another one expanded its budget from the central organization to fund new project ideas developed following its involvement in the CEP, and created new partnerships with the government and private sector.

The involvement of community members reduces project implementation costs and makes NGOs attractive partners for both donors and government agencies.

Replication Community Empowerment Project 

Over the past two years, the CEP has expanded to replicate its pilot interventions in other, partly rural settings. Because of the distance, follow-up has from the beginning been much less intensive then was the case in Al Nasser Area, and consisted of visits once every 3 months. The experiences confirm the validity of the community empowerment approach outside the pilot area, and demonstrate varieties in its application and impact according to the particular situation.

Al Mafraq Governorate

In Al Mafraq Governorate, the CEP started since august 2001, building forth on the achievements and the existing coordination between NGOs involved in the Community Based rehabilitation (CBR) programme. Interventions were limited to establishing an ALC and CAC, training NGO staff and community members, and conducting a PRA on youth issues. GUVS-Al Mafraq coordinated a joint intensive training programme on the community empowerment approach, institutional development and project cycle management. 

At the time of this report, the ALC did not yet function as a joint institution of planning and collaboration. The 2003 plan of action simply sums up the plans of the individual NGOs; it does not yet set the framework for NGO-level planning, pending the results of further PRAs. Similarly, UNICEF interventions represent the starting point for joint planning and initiating new activities, and are not branched upon existing projects.

Impact

Unlike NGOs in Al Nasser Area whose antagonistic feelings initially hampered their unity, competition among those in Al Mafraq is absent as their target groups are geographically separated. They were from the outset convinced of the potential benefits of the ALC in terms of exchange of experiences and practical information, practical mutual services and support, and their potential to jointly cover the entire Al Mafraq Governorate.

The impact of the CEP is reflected in the increased involvement of community members, especially women, and the start of new activities targeting women. Also, several NGOs have started to conduct focused PRAs and adopt new project cycle management skills in daily practices.

Kerak Governorate
In Kerak Governorate, the CEP collaborates with the JCDSP, already successfully implementing a CBR project in the area since five years with an advanced level of self-management by CBR workers making further training on promoting community participation unnecessary. It also has very well developed work relations and collaboration with other NGO, government agencies, the private sector and a university, and does not need further support in networking. 

The collaboration focused on expanding activities to include awareness raising and education on women’s and children’s rights. Although the agreement was signed much later, collaboration de facto started in 1999 with training of the CBR workers and representatives of the partner organizations. 

Impact

The collaboration has widened the project focus from CBR toward community empowerment in a broader sense. While some impact has been achieved in terms of awareness raising, this has not yet led to behavioral changes. 

The CBR workers appreciate the change in focus and consider themselves particularly well placed for the additional activities because of their intimate knowledge of family situations allowing them to target the disadvantaged and marginalized households. 

In addition, the CEP has led to a further reaching involvement of the local community then was the case for the CBR project. Committees have already been established for youth and will equally be founded for women, through which the target group will be directly involved in planning and implementation of project activities.

Aqaba Governorate

Prior to the collaboration, the Community Centers Association (CCA) had established over 10 centers for women and children in the most disadvantaged, mainly rural, areas. It had developed a clear focus on priority problems and effective intervention strategies, working with local people as staff members and volunteers carrying out home visits. The impact of this programme was already impressive and well documented through field studies prior to collaboration with the CEP. Partnership with the CCA concerned Aqaba Governorate and included technical, financial and material support. 

Impact

Financial and material support allowed for upgrading one center and establishing two new ones, increasing the programme outreach in Aqaba Governorate.

Technical advise and training resulted in an enriched programme, improving the contents and methods of women’s education, addressing youth as separate target group, and working on relations between men and women rather then focusing on women only.

In addition, the CEP had an impact in terms of community participation in planning and management, starting with a PRA, needs analysis and action planning, followed by institutionalisation through women’s and adolescents’ committees with systematic planning and working methods. The CCA particularly successfully facilitated linkages between communities and government institutions to provide required services, significantly increasing communities’ self determination to change existing conditions and address priority needs. The women’s committee of Al Rashadieh has appealed directly to the Department of Education and was granted a girls’ secondary school for girls in the village. This experience demonstrates the political power the women acquired through the CEP, both vis-à-vis the men of their village and towards government officials. 

Sustainability of CAC Centers

Outside Aqaba Governorate, two CCA centers have already reached their financial independence. CCA staff continues close follow-up of their activities and planning. The development towards fully independent centers at community level still requires sustained efforts to build their capacity in strategic planning, comprehensive project development and presentation towards partner organisations.

In view of its ultimate aim to develop models for replication, the CCA envisages to continue and extend their interventions in the current centers rather then expanding their number. As an organization working nation-wide at grass root level, the CCA has the potential to develop a mentoring programme encouraging other and/or new NGOs to engage in similar activities.

Overall Conclusions

Conclusions

Participatory needs assessment

Needs assessment through PRA techniques with full involvement of both NGOs and the local community had a profound impact on the relation between NGOs and local community in Al Nasser Area. It increased the knowledge and understanding of the priorities of the local community and created firm commitment to respond to them in all NGOs. It also represented the starting point for joint planning of the ALC, and for project identification within NGOs. For some NGOs, it marked the beginning of involving community members and of continuous contact with the local community. 

Network of locally based NGOs and community members

From a starting situation of isolation, mutual distrust and antagonism among NGOs, the ALC developed into a clear and functional network of NGOs in Al Nasser Area, serving the purposes of mutual contact & information; joint annual planning; coordination and task division, avoiding duplication; information exchange and sharing; exchange of practical support and expertise, collaboration in project implementation, twinning between NGOs, and catering for training needs of its members. It acts as channel for third parties and government institutions to reach the target group and channel support and funds into the area, and for the local community to request external support, thus increasing its political power. 

Participatory structures for community involvement

The successful establishment and multiplication of CACs and the high numbers of community members involved in NGOs indicate a growing interest of both NGOs and the local community in Al Nasser Area. Policies to retain community members in NGOs often consist of financial incentives, training opportunities, upward mobility and a pleasant and respectful organizational culture. 

The level of community participation varies widely between NGOs. In terms of organisation, it ranges from well-established participatory structures and clear working practices and responsibilities to more fluid situations. In terms of management involvement, it ranges from a substantial role in planning, strategy development, implementation, supervision, and even budget allocation to mere involvement in implementation. Advanced participation of community members is clearly related to positive attitudes of NGO managers towards them and to the presence of well-defined projects offering space to develop clear roles for them.

Women are well represented in most NGOs, and take a more then equal part in implementation and management. Youth-involvement started much more recent and so far remained limited in most NGOs. The major sources of motivation, namely self-development, recognition from the local community, and opportunities to paid employment, are especially important for women who traditionally often have a low self-esteem and only play marginalized roles in society.

Community members have importantly increased manpower & outreach of NGOs, and play a valuable role in establishing trust, raising awareness, and identifying needs. Their position as brokers between the local community and NGO and ALC management, third parties and government officials has increased the role of the local community in steering the development process, and thus its political power.

Capacity and performance of NGOs

In their commitment to respond to community needs, most local NGOs in Al Nasser Area expanded their activities or changed their focus altogether to encompass developmental activities next to charity or education. In many cases, they also expanded their target group in terms of numbers, segments of the local community or geographic coverage. The intervention zone in Al Nasser Area became a conversion point for sectoral UNICEF programmes, benefiting from the coordination structure and increased capacities of NGOs and resulting in wide outreach and profound impact. A considerable number of local NGOs have grasped the opportunity to engage in youth-to-youth activities with UNICEF funding and conceptual support, and have started to develop participatory structures to that aim.

Capacity building through training and on-the-job support considerably improved technical procedures and community involvement in project cycle management. In terms of independent comprehensive project development however, most NGOs have not gone beyond short-term activities and the usual training courses. However, the CEP clearly added value to well conceived programmes of capable NGOs in terms of increased outreach, enriched contents, development of participatory structures and enhanced impact in terms of community empowerment. 

Given their firm basis and thrust within the local community and the latter’s involvement in management and implementation, NGOs now have the potential to develop real community-based and driven innovative projects. 

Sustainability

The beneficial functions of the ALC are fully recognized by its members and represent an important guarantee for its sustainability. Twinning of NGOs indicates the success of the ALC as institute for collaboration and capacity building and represents an important element of sustainability. Perceived power imbalances due to alleged inequalities in achievements, received funding and responsibilities in funds management on its behalf puts at risk the sustainability of the ALC.

CAC sustainability largely depends on variable factors, including the degree of institutionalization within NGOs, their capacity to replicate activities independently, and their members’ level of personal satisfaction and dedication.

Project sustainability is ensured in varying levels in different NGOs, depending on the extent to which community members are involved in management next to implementation tasks making projects less dependent on central management and continuity in funding. Creating an enabling environment to perpetuate the impact of training and treatment is practiced by few NGOs.

Scope for Replication

The pilot area posed relatively large challenges in coordination and unification of NGOs compared to other areas with less NGOs intervening in the same location. Initial experiences in Al Mafraq already show the potential of the ALC in the absence of competition and antagonism among NGOs. The pilot phase successfully developed a model for community empowerment and proved its feasibility and merits. It also founded a firm basis allowing other UNICEF programmes to channel interventions through a community empowerment approach. 

The absence within Jordan of experience in community empowerment projects and of interest among possible government counterparts to engage in them, made UNICEF decide to initially on its own develop an approach for wide replication in the future. In the next phase, replication at the national level is envisaged in partnership with the government, ultimately responsible to take over the process. Tangible results of the pilot phase have aroused interest of the ministries of Social Development and Planning. 

Training of trainers within the CEP has resulted in five community members capable and involved in training others outside their own area. However, UNICEF has not made systematic efforts to involve partners capable of taking over its role as facilitator of community empowerment at a wider scale.

Lessons Learned

Participatory needs assessment

Needs assessment through PRAs represents an appropriate starting point for the process of community mobilization. It has proved a powerful tool for awareness raising of both community members and NGOs on priority needs, for joining NGOs behind common objectives and for mobilizing community members to take their responsibility in the development process. However, it revealed many needs to which NGOs were only partly capable to respond. PRAs do not produce base line data, necessary for future impact studies.

Network of locally based NGOs and community members

The pilot phase has shown that initial lack of understanding of the community empowerment concept and antagonistic sentiments between NGOs can be overcome, and a functional network established.  Involvement of all NGOs from the beginning is by no means imperative for its success. Some may join later, while others simply miss the opportunity to develop their capacity. The neutral role played by UNICEF in facilitating the process of establishing a functional ALC has been essential for its ultimate success. 

Participatory structures for community involvement

While area-based CAC structures serve best the purpose of needs identification through area-based PRAs, NGO-linked CACs are better suited for involving community members in project planning, implementation and management. Community members have proved their potential to take full responsibility of their tasks.

As a result of their traditionally marginalized roles in society and their low self esteem, involvement of women and youth risks to be limited to voluntary work while men tend to quickly get engaged in management and policy development and obtain positions in leadership. The CEP should focus explicitly on women and youth and support them disproportionally in their development to ensure the CEP benefits them equally and women and youth are involved as leaders. Vise versa, efforts need to be made to engage men in voluntary work.

In spite of firm contacts between many NGOs and the local community, community ownership of projects remained limited: so far only two local NGOs have started involving the larger community in project cycle management or provide it feedback. 

Capacity and performance of NGOs

The legal and organizational status of NGOs affects their capacity to fully engage in a community empowerment approach. Also, insights in community needs do not by themselves increase NGO capacity to respond to them through innovative and comprehensive projects.

The CEP proved effective for enriching already well-conceived projects of some NGOs. However, the Al Nasser experience has demonstrated the difficulties of promoting a community empowerment approach in weaker NGOs, lacking the imagination, experience or institutional backing to develop completely new project ideas in response to identified problems. Developing a CE approach and project cycle management capacities around sectoral UNICEF interventions was particularly beneficial for those NGOs as a first experience to put newly acquired ideas into practice.

Sustainability

Channeling funds of sectoral UNICEF programmes through leading NGOs fuelled existing power imbalances within the ALC, undermining the concept of equal partners and its sustainability. This highlights the needs for an approach in which organizations are encouraged to take responsibility for funds management and collaborate on the basis of equal partnership.
Scope for Replication

Developing a model at the local level and starting to involve government agencies at a governorate level before implicating the national level was coherent with the bottom-up approach. It was also instrumental for convincing government partners of the feasibility and merits of the CE approach.

Recommendations

Participatory needs assessment

In view of the aim during the next phase to make the CEP pave the road for interventions by other UNICEF programmes, UNICEF should focus the PRA on these areas and avoid identifying a wide range of needs raising too high expectations with the community.

Next to PRAs, base line surveys needs to be carried out in target areas covered by the CEP at the outset of its interventions for measuring its impact in the future. Clear indicators need to be developed for measuring changes in attitudes and behavior among the target groups it aims to target through NGOs involved in the CEP.

The manual centralized data collection system needs to be modified to include data to measure impact of interventions. Also, it is not yet used by the member-NGOs for strategic planning or impact studies.

Network of locally based NGOs and community members
During the mobilization stage, UNICEF should back NGOs with limited autonomy in deciding to join an ALC in convincing their board of its potential merits. 

Participatory structures for community involvement

UNICEF should continue to establish area-based CACs for the initial phase of the community empowerment process, and leave subsequent changes in the organizational structures for community involvement to involved NGOs and community members.

UNICEF should encourage and build the capacity of NGOs to improve performance and rationalize the allocation of tasks by developing mechanisms to evaluate and correct poorly functioning voluntary staff. 

UNICEF should further promote community ownership of projects through more training and direction on community involvement in reviewing results and financial monitoring and on systematic evaluation involving the community at large. 

Capacity and performance of NGOs

UNICEF should assess the capacities of NGOs from the outset and provide them appropriate support for developing comprehensive and innovative projects responding to priorities. For NGOs with a strong vision and clear projects, material and technical support as offered by the CEP is sufficient to enhance their impact. However, NGOs with limited experience and visions will benefit more from on-the-job collaboration to develop their approach and project cycle management capacities around clearly defined activities, e.g. as part of sectoral UNICEF programmes, and put newly acquired ideas into practice.

Overall, UNICEF needs to focus more on project development in response to tangible needs, next to awareness raising, changing attitudes and capacity building.

Sustainability

UNICEF needs to take care not to create power imbalances within the ALC by carefully distributing its support and avoiding channeling of sectoral programme funds through “leading NGOs”. Contracts should be signed with the ALC as umbrella and contractual modalities should establish the equal partnership of the involved NGOs and define the amount of funding earmarked for each of them as well as their responsibilities.

UNICEF needs to collaborate with the government to establish an appropriate legal and organizational umbrella under which ALCs can continue to function. Technical assistance to ALCs should continue far beyond the direct collaboration with UNICEF through this umbrella channeling technical support and training from UNICEF as part of its national programme, as well as other agencies. UNICEF also needs to secure the establishment of new linkages between the ALC and third partners to guarantee sustainability before phasing out financial support. 

UNICEF should encourage NGOs to ensure project sustainability through furthering community participation in management tasks, anticipating dropout of community members through continuous identification and training of potential replacement, and decreasing dependence on central management and continuous funding. 

Scope for Replication

In view of the aim of the next phase of the CEP to establish ALCs and CACs as institutional basis for channeling sectoral UNICEF programmes, UNICEF needs to develop focused methodologies for community-based problem identification and intervention design, and apply contractual modalities and collaboration formulas empowering the communities. Although larger contracts with supervising NGOs may be attractive for easy administration, making local NGOs responsible for funds management is an important step in their capacity building and empowerment, and promoting collaboration on the basis of equal partnership will avoid unequal relations and domination between member-NGOs undermining the sustainability of the institutional networks that are essential to the CE approach.

UNICEF needs to focus on advocacy and model setting at the national level, documenting its first replication efforts and making its model wider applicable. It needs to involve both other organizations applying similar approaches and partners capable of taking over as facilitator of community empowerment in the future. 

Annex 1: Acronyms

	AAC
	Abdallah Azzam Committee

	Abu Thar
	Abu Thar ………….

	ADRA
	 Adventist Development & Relief Agency

	ANLS
	Al Nasser Ladies’ Society

	ATh
	Al Thakireen ………………

	CCA
	Community Centers’ Association

	CIC
	Al Nasser Camp Improvement Committee

	CEP

	Community Empowerment Project

	HAI
	Human Appeal International

	JCSDP
	Jordanian Corporation for Social Development & Productivity

	JRF
	Jordan River Foundation

	JWU
	Jordanian Women’s Union

	SCUK
	Save the Children UK

	UNICEF
	United Nations Children’s Fund

	WES
	Women Empowerment Society
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	Community Based Rehabilitation
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	Community Empowerment Project

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	


Annex 4: Resource Persons

National / International NGOs:

· Jordan River Foundation: Sayed Adel Ratrout & Rawan Ibrahim (Research Unit Child Safety Center)

· ADRA (ex-project coordinator integrated health project Al Nasser Area)

Local NGOs:

· Al Nasser Ladies’ Society: Umm Imad (Director) and several volunteers working since between 2 months and 2 years for the organization 

· Abu Thar: Abu Ibrahim (Director); CAC-members; Sub-Committees of community members involved in different projects (health education; women’s education; children’s education etc.)
· Camp Improvement Committee: (Director)

· Women Empowerment Society: Sameera Lahaam (director), Zeinab Tameemee & Abeer Ahmed Abdel Aziz (volunteers) and Fawzi Ibrahim (volunteer Abu Thar, and only working with the Women Empowerment Society)

· Abdallah Azzam Committee: Ali Saleh (director) 

· Jordanian Development Productive Association: Mahmoud Salem (Project Coordinator CBR Project in different locations in Jordan); CBR workers based at Al Nasser and Al Kerak

· Human Appeal International: Mohammed Mahmoud Abu Kutach (Coordinator Al Nasser Area)

· Al Thakireen: Ali Najaar (director)

· Al Mafraq: representatives of the different NGOs and of the CAC involved in the newly established ALC

· CCA Al Aqaba: Sari Nasir (Chair Person Board ), … (Project Coordinator), field staff, CAC members and beneficiaries in the Community centers of Al Shalalah North and Al Rashadieh 
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