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Part I (A) SITUATION ANALYSIS 
1. Background

For the past two decades protracted civil strife between the principal ethnic and religious communities in Sri Lanka has undermined the well being of the country’s population of 19 million. More than 70,000 people have been killed in the conflict between the Government of Sri Lanka (GOSL) and the Liberation Tigers of Tamil Eelam (LTTE). The December 26th tsunamis, which claimed over 35,000 lives, has created another major obstacle to the country’s prospects for sustainable development by dealing a double blow, ravaging parts of the war-affected northeast as well as the southern coastal belt..  

During the period of fragile and fraught “non-confrontation”, Sri Lankan civil society has played a pivotal role in promoting peace and sustainable development at the policy/advocacy and grassroots levels, especially through various visible initiatives to support the peace process. However, the capability of civil society, especially at the district and village levels in the worst-affected areas, to play an effective role in development, policy/advocacy and humanitarian issues remains weak, notwithstanding the presence of excellent CSOs in Colombo and the district capitals. 

The post-tsunami context has put Sri Lankan civil society, specifically NGOs and CBOs in the affected districts, to the acid test. Local organizations in these areas carry the expectations of the people not only to articulate local concerns in policy debates but also to act as the interface between the state and the people in rehabilitation and reconstruction processes. Challenges for CSOs include issues of coordination on the ground, as well as ensuring meaningful community participation in decision-making. Tensions among CBOs, NGOs, government agencies and international donors have also flared up on occasion. The existing local administration system and framework has never been geared to ensure serious participation and accountability, much less now after the devastation of infrastructure and the large-scale displacement of people.

The broader civil society leadership, including local NGOs and longstanding international NGOs (INGOs), has been critical of what is characterized as the 'rapid internationalization of the disaster'. The post-tsunami influx of new INGOs and the mushrooming of local NGOs – some based on need and others on greed – has created antagonisms with longstanding NGOs and INGOs, as local capacities are being bypassed and newcomers are largely ignoring established conflict-sensitive development principles. Local NGOs are most often treated as mere sub-contractors, while CBOs are all but ignored entirely. 

While the problems relating to conflict exacerbation, non-consultation, aggravation of economic inequities, ethnic polarization, gender violence etc are avoidable, it must be recognised that the tsunami response itself has posed serious and complex issues of policy and implementation that defy simple solutions. It is precisely to address these overarching concerns of equity, accountability, conflict- and gender-sensitivity etc that the capacity of hitherto voiceless sectors and communities need to be urgently developed in order to ensure that the transition to development is sustainable and just.

2. Needs Assessment and Stakeholder Dialogues

A preliminary Needs Assessment and stakeholder dialogue conducted at the end of April 2005 in six districts, which included interviews and discussions in Colombo, and the findings of the BCPR/BRSP mission (see annex 1 for report) reiterated the perception that local CBOs and smaller district-level NGOs require sustained and systematic reinforcement and capacity development in order to better address both community needs and ensure transparency/ accountability of larger (I)NGOs and Government in tsunami-affected areas. 

These capacity shortfalls can be broadly categorized into three areas: (a) lack of managerial, financial and administrative capacities; (b) lack of technical capacities (ranging from the relatively longer-term peacebuilding processes to more immediate strategic interventions towards disaster recovery), and (c) the capacity to develop access and spaces for engagement with Government and non-state actors. All of these lacunae come together in the fact that these organisations do not have access to sufficient funds, nor are they able to produce the requisite paperwork such as proposals etc in order to compete for available assistance which would help them develop the necessary capacities, thereby inhabiting a vicious cycle. The urgent grassroots challenge facing CBOs can, therefore, be described as

“the development of skills and capacities to engage and bargain with key state, non-state and donor actors through holding them accountable for outcomes and processes on the ground, as well as the enhancing the capacity to access resources and account for the equitable and transparent management and delivery of these resources to their respective communities who comprise the most marginal /vulnerable and otherwise least accessible groups to traditional relief/development programmes.”

This needs assessment matched well with the objective external assessment conducted in Feb/March 2005, concretizing, accommodating nuances and many of the insights summarized above.  Notable among these are:

	No.


	Key Area Identified by  UNDP-CSO Mission
	Preliminary Needs Assessment and Stakeholder Dialogue Findings



	01
	Need for extensive support to CBOs to reach out to most vulnerable
	This is both acute on the short-term and crucial to long-term change. Virtually all respondents identified this need as a major priority. Mid to large NGOs sometimes disempower smaller CBOs, or hijack their programmes. Most vulnerable groups are still inside/outside delivery systems, and have no decision-making role.

	02
	Affected communities lack crucial and systematic information on entitlements and relocation 


	They often lack any information. This has led to corruption and narrow politicisation of aid delivery. The relocation issue in the East (and South) portends catastrophe. In these contexts “participation” becomes tokenist at best.

	03


	The need for special targeting of women and their interests, and for paying attention to neglected and vulnerable groups


	No flexibility available/shown by Government to deal with special needs. This is true to some extent even with INGOs and other donors, though lip-service is provided (see 04 below).

	04


	Strong and repeated emphasis on consultation and meaningful participation of communities in the local relief-development response
	Women “participate” while Men decide. One group described participation at this level as being another way of justifying cheap labour! Real participation in planning and decision-making is, as a rule, inadequate, since all the emphasis is in ensuring community participation is at the implementation stage only. Informed participation requires access to accurate, timely information, the space and time for extensive discussion, and the capacity of CBOs to facilitate this in a mutually transparent and accountable manner. Now, budgets and plans are a fait accompli, requiring rubber stamping

	05


	Learning from Gujarat, India and Turkey:  The need to work with local CSOs/ CBOs with capacities to (a) Communicate and conduct village/habitat level consultations, (b) Recognize diversity – socio-cultural, political, economic, ethnic, and (c) Develop a community-wide /consensus and platform for action.
	Given the current skewing and absence of such capacities in the most vulnerable areas and among the most-affected communities, it is imperative that UNDP (and others) work towards building these capacities on the ground, rather than looking for them “readymade” in CBOs. Paradoxically, the existence of these capacities in an easily demonstrable form is already an index of the sophistication and experience of the CBO, and, hence, a luxury that newer (post-tsunami, for instance) CBOs cannot deliver on. In general, the more vulnerable and neglected the community, the less likely that there is in place a CBO that confirms to these selection criteria. Therefore, prior pro-active engagement and capacity development is necessary to bring them to this benchmark. To this list should also be added conflict sensitivity/DNH (see below)

	06


	
	The overlap and mutual exacerbation of conflict and tsunami ravages for multiply-affected communities. The need for conflict-sensitivity in all tsunami responses. The recognition that equity and social justice issues must be addressed vis-à-vis conflict survivors (relatively unaffected by the tsunami) who are (multiply) displaced and have lost homes/livelihoods due to the war, and who see tsunami survivors getting everything. Also, the need to think beyond replacing/reproducing pre-tsunami inequalities (e.g. boats/houses only for owners not labourers/tenants) to addressing poverty alleviation and economic empowerment.




Rather than presenting the preliminary findings of the needs assessment and stakeholder dialogue at the district and village levels separately and in detail, to ensure brevity and greater coherence, they have been incorporated into refining the following sections, with suitable acknowledgement.

3. Concept

UNDP is developing a programme aimed at supporting the empowerment and capacity development of local CBOs, women and communities to participate in reconstruction.  By investing in grassroots capacities, UNDP will enable affected communities to address both their immediate and longer-term needs and social/economic vulnerabilities, thus building community resilience that would safeguard them against future disasters as well.

The programme will support capacity development that includes the enhancing of management skills, provision of administrative support, infrastructure such as information resource centres and support to build community leadership and outreach. The objective is to empower CBOs to move from an ad hoc sub-contractual relationship with development partners to a genuine partnership. The staying power of local organizations in comparison to the international organizations makes them key to continuity and sustainability of development efforts.

The preliminary needs assessment and stakeholder dialogue has identified two clear constraints in reaching the most vulnerable and marginalised communities: (a) the over-burdening and under-resourcing of the few active local CBOs and localized NGOs, combined with “poaching” of their key staff by larger NGOs and INGOs, and (b) the insistence on unrealistic capacity and logistical/administrative/reporting requirements on emerging CBOs and small local organisations, which tend to disqualify them and increase donor dependence on large national NGOs for aid delivery, whose model of “efficiency” does not include the extraordinary time and effort needed to engage with these multiply marginalised communities and groups.

On the one hand, by developing the capacity of existing NGOs, at community and policy levels, to respond effectively to disasters and reduce risk, the programme will seek to build links between conflict and post-conflict initiatives and disaster management. The importance of linking post-conflict and post-tsunami recovery and reconstruction cannot be overstated, both in terms of equity and sustainability. Equally, the programme will attempt to use the post-tsunami context as an opportunity to strengthen capacities to connect initiatives in the humanitarian, peace-building and conflict transformation arenas.

On the other hand, by creating the space and providing the resources to be pro-active and innovative in developing capacities of small local organisations and CBOs, this programme seeks to provide a concrete and practical alternative to current models of INGO/Multi-lateral/Bilateral engagement with the non-state sector. Rather than exclusively looking for and selecting organisations with pre-existing capacity (which implies levels of privilege and even complicity in the systemic exclusion of marginal groups), this initiative seeks also to enhance and build on the nascent capacities of emergent and struggling CBOs, thereby expanding the pool of potential partners and providing a valuable point of entry to hitherto broadly excluded areas and groups.

Based on the feedback received on the district-level dialogues and preliminary needs assessment, the STRONG PLACES initiative will initially be implemented in the following eight tsunami-affected districts:

· Galle

· Matara

· Hambantota

· Ampara

· Batticaloa

· Trincomalee

· Jaffna

· Mullativu

This assessment was based on district-level and Colombo responses, and included perceived need and complexity of ground situation, access and ability to provide extensive support in situ, availability and responsiveness of district consortia and individual resource persons, lack of other avenues and similar initiatives, the extent of ethnic polarization and conflict imperatives, etc. However, there is some flexibility in the selection of districts, as well as the possibility of expansion to other areas, subject to the availability of additional resources.

4. Rationale 

Civil society organizations can play a pivotal role in disaster preparedness and sustaining recovery. However, the needs assessment has demonstrated that capacity development is an urgent and essential prerequisite in the aftermath of the tsunami. 

The relief phase was marked by massive inflow of aid and volunteers coupled with ad hoc coordination at best. State institutions, multilateral and other international agencies have committed to unprecedented levels of investments in (transitional and permanent) housing, infrastructure and services with no clear role for the CSOs, CBOs and affected communities in programming these investments. In the context of emergency response through immediate delivery of relief, “efficiency” and “speed” are adduced to rationalize direct operationality and the parachuting of “specialist” INGOs with no history of engagement in-country. Now, however, no such rationalization can be made, which has led to a scrambling to identify “suitable” local partners for handing over operations on the ground.

In the next phase in the move towards rehabilitation and development, widespread decentralization processes have resulted in a shift, where local organizations are expected to take on more responsibility for development programmes. However, the rapid needs assessment of the worst-affected areas coupled with reports from national CSOs and consortia shows that performance is marred by low organizational capacities, and donor preference has been to work with large national NGOs, who, in turn, enlist local organisations more or less as “sub-contractors” with little say on anything other than immediate delivery and maintenance issues.

Organizations and donors working on post-disaster recovery recognize that the effectiveness of transition to recovery and development efforts is linked to strong organizational capacity at every level on the spectrum. Planning for reconstruction projects cannot be divorced from the entities that plan, implement and support them. Similarly, interventions cannot be divorced from organizational identity, capacities, networks and relationships with local institutions. 

Firstly, there is operational stagnation, due to lack of funds for capacity development activities, combined with constraints of access and the capacity to utilize funds. Secondly, there are clear and visible regional disparities in the capacities of CSOs, with vibrant and developed organizations tending to be highly concentrated in Colombo and major district centres, attracting the overwhelming proportion of available funds. Thirdly, CSOs engaged in peace building and humanitarian initiatives are now expected to play a central role on behalf of local communities in post-disaster recovery, an area in which they lack experience or expertise.

Faced with these obstacles, it is inevitable that many local organisations tend to stagnate at a particular stage of their organizational development. Others, particularly emergent CBOs, are sidelined or disempowered since they do not have the readymade capacity to deliver reports etc in English, for instance. In the absence of external facilitation and due to the prevailing climate of intense local competition, local CSOs may even regress depending on internal and external factors (the “poaching” of key staff/leadership, loss of community assets, lack of infrastructure, restricted fund flows, etc). There are many opportunities for established and proven mid to large CBOs to access resources as well as participate in the reconstruction process, but not so for newer and emergent CBOs which have begun as a response to the felt need of neglected and marginalised communities. A third category of communities where CBOs have not yet been formalized or previously formed CBOs have been rendered completely dysfunctional (members decimated and dispersed, infrastructure and records destroyed by the tsunami)

In the transition to peace building, in the east and north, NGOs already face many barriers to move forward in their organizational development. A UNDP mapping in these areas prior to the disaster shows that the majority of CBO are linked to or dependent on larger organizations or donors for funds and technical support. While many of these relationships are not mutually accountable or transparent, nonetheless there is a need to build on these linkages and create a platform for interaction of civil society and institutional stakeholders, while at the same time increasing the mutual accountability of these relationships.

PART I (B). STRATEGY

1. Introduction 

UNDP’s strategic engagement can be separated into two inter-connected but distinct initiatives. Firstly, UNDP will facilitate the capacity development of CBOs and local NGOs in the post tsunami context. This will target eight tsunami-affected districts and build on the UNDP BCPR-BRSP pilot project in post-conflict capacity development. The first component will develop the institutional and human capacity of the selected NGO/CBO consortia, through partnerships with selected NGO facilitators/coordinators, to address the present predicament and urgent needs of 

· CBOs and small local NGOs  which have been sidelined or disempowered in the tsunami response process since they do not have the readymade capacity to deliver reports etc in English, for instance. 

· CBOs and local NGOs who have been adversely affected through the “poaching” of key staff/leadership, loss of community assets, lack of infrastructure, restricted fund flows, etc.

· Newer and emergent CBOs which have begun as a response to the felt need of neglected and marginalised communities. 

· CBOs or other appropriate local organisations which have not yet been formalized, and 

· Previously-formed CBOs which have been rendered dysfunctional (members decimated and dispersed, infrastructure and records destroyed by the tsunami).

These have been preliminarily identified through the assessment and dialogues just completed to include the following capacities and foci:

(a) To monitor, at village and divisional secretariat levels, the tsunami relief and rehabilitation aid flowing from multi- and bilateral agencies, international and national NGOs, private contributors and the Sri Lankan State. While it is realised that this remains a longer-term objective or ideal, immediate and tangible outcomes should be targeted, in terms of early warning systems on key concerns such as conflict-exacerbation and corruption, trouble-shooting and enhancing informed public participation in local decision-making. In this sense, the effective monitoring of complex and changing ground realities is a prerequisite for the realisation of all other capacities and deliverables identified below.

(b) To ensure that a transparent and meaningful consultative process is instituted to convey the views and voices of affected communities to decision-makers at the national level so as to ensure their inputs in determining both the substance and modality of aid delivery. Moreover, to ensure that centralised policy decisions are communicated to affected communities and reasons provided for these decisions, so that accountability is bottom-up.

(c) To actively mitigate the potential for the exacerbation of ethnic tensions and work towards reducing polarization, through conflict-sensitive analysis and troubleshooting.

(d) To convey grassroots concerns and issues to relevant district, national and other policy fora, to advocate for policy support for community participation in recovery and reconstruction, and

(e) To facilitate the timely flow of accurate “user friendly” information on the recovery and reconstruction process, and people’s entitlements in particular, at the community level.

All this necessitates the strengthening of community decision-making by mobilizing communities and strengthening their organizations, paradoxically at a time when they are most weakened by the tsunami and when their limited resources are most stretched. To address this dilemma as well as the fact that worst-affected areas and most vulnerable communities may not have any functional CBOs now, the capacity development component of the project has an innovative element built-in: the provision of individual “fellowships” (in the form of a stipend and training/guidance for one year) for selected youth representatives (of these unserviced communities and in these most vulnerable areas) who are already working in the sector and who will function. 

The idea is to create a critical mass of individuals who will then facilitate the creation/strengthening of small CBOs and also serve as locally available resource persons for sustaining the capacity development process beyond the tenure of this particular project. STRONG PLACES will, therefore, leave behind enhanced institutional capacity as well as trained individuals who can carry the process forward into newer areas and contexts. Preference will be given to women, undercaste and underclass groups, and the totality will reflect the ethnic and linguistic diversity of the individual districts.

The second component of the programme will be a small grant facility to support vulnerable CBOs to ensure sustainability of their operations through financing institutional strengthening and other areas not generally supported by tsunami assistance. The SGF mechanism would resource CBOs to mobilize women and communities, facilitate the formation of other CBOs and to channel their participation in post-disaster recovery. 

The criteria for funding selection by the SGF will favour grassroots organizations that are unable to access external funds, so as to ensure that areas that are traditionally not funded by donors are included. 

A flexible approach to supporting CBOs will ensure that funds are made available for elements that frequently go un-funded such as human resources, communications, logistics or salaries of local employees to prevent human capacity drain to INGOs and national NGOs.

2. Implementation

The focus of the programme will be on CBOs, by developing their capacity to enable them to play a central role in post disaster recovery and development. The initiative will be anchored in local organizations, ensuring capacity development by augmenting existing networks and initiatives, rather than creating parallel mechanisms.

CBOs are indigenous and form the operational base for NGOs at the district level. They are generally independent organizations while some function as branches of district-level NGOs. The services of these CBOs are essential for government agencies and international agencies involved in post-disaster recovery work. Further, CBOs have the most contact with local communities and are best placed to make a qualitative impact at the grassroots. They are however the least organized and developed in their capacity to do so and are thus an underutilized resource.

3. Planned Interventions for Capacity Development 

The activities targeting CBOs through direct capacity development and the small grant facility are as follows: 

3.1 Direct Capacity Development 

      Knowledge-sharing and advocacy 

(a) Regional / inter-district exchanges: In order to draw upon the large body of knowledge and experience of the last decade in post-disaster recovery and development, UNDP will facilitate learning among key stakeholders. These will be aimed at fast-tracking local capacity development by sharing insights and innovative strategies and providing hands-on training by community representatives and practitioners within Sri Lanka and from neighbouring countries. Care will be taken, however, to ensure that CBOs and other local organisations can determine and control the nature, modality and type of information-exchange and training that they receive.

(b) Documentation of good practice: UNDP will support publication and dissemination of innovative strategies in print and in the electronic media (web sites, newsletters, reports, in English and local languages). 

(c) Policy advocacy engagement: To take community priorities upstream to inform policies and programmes, UNDP will support community monitoring (data collection, rapid assessments, strategy workshops) so that community representatives can participate and effectively intervene in local decision-making processes throughout rehabilitation and resettlement. Additionally, national actors will be encouraged to explain to local communities the rationales for their advocacy and policy interventions, ensuring greater mutual accountability.
     (d) Participatory assessment and monitoring: The programme will support CBOs to conduct participatory assessments by involving communities at the inception and mid-term to evaluate /share results of programme support. Technical support will be provided to design tools for surveys and qualitative assessments with CBOs. 

(e) Direct development of local capacity: This initiative encapsulates all of the foregoing activities in that it develops the capacities and skills of CBOs and local NGOs to effectively address issues of community participation, upstream accountability, reporting/documentation and information exchange etc. It will also ensure sustainability by facilitating the creation of a critical mass of persons within CBOs in each district who can continue such CD/training beyond the tenure of the project. Special TOT modules will be held for selected individuals representing under-represented areas and sectors as well as the existing vulnerable CBO leadership. The potential champions /trainers thus developed will be also provided limited financial support to enable them to work full-time for one year in this field and also support the community research centres.

(f) Facilitating “aidwatch” and “genderwatch”: type networks and similar whistle-blowing and/or accountability coalitions, which involve broad public participation and awareness-raising. This would be a direct outcome of the information-sharing and direct capacity development training activities, and will feed into the advocacy agenda.

3.2.  Small Grant Facility

(a). Institution-building support for CSOs and CBOs: This will include human resource development to address critical staff gaps on a priority basis (through the deployment of UN Volunteers, national and international, and the hiring of competent local staff), and operations and logistics support (transport and communications). 

(b). Support for community resource centres: These centres will fill a critical need for a common space in which communities can access and share information, engage in social mobilization activities and avail themselves of training, orientation and community services. They will be built in transit/resettlement sites, and be designed and managed by communities themselves. Such participation is empowering for the community, women in particular, and also acts as a check on corruption. In the first phase (immediate response to felt needs), the centres will:

· Provide a space for social mobilization of the community, women in particular.

· Facilitate delivery of services (child care, psycho-social counseling, health education and services) through family health workers.

· Provide access information regarding their entitlements as citizens. 

· Create sector-wise action plans based on local community priorities. 
· Enable communities to seek advice and assistance from professionals. 

· Address grievances and provide links with relevant authorities.

· Provide training resources for province-level journalists, building on the work of other agencies 

In the second phase, the centres will:

· Provide the space, resources and expertise for hands-on training and capacity building to strengthen capabilities of CBOs and individuals in the areas of organizational and institutional development and in the areas of personal development.

· Training will be provided to develop capabilities in: English and computer skills, proposal and report writing, developing indicators, and accounting systems. 

· There will be special emphasis on providing skills to women and young people and to members of minority communities.

Part II.
Results and Resources Framework

1. Overview: 

These outputs are analysed in the attached Result and Resources Framework (RRF).  The key innovation here is the integration and mutual reinforcement of the various different initiatives and activities, all of which combine to achieve the desired objective of enhanced local capacity and commitment to address tsunami-related relief-to-development issues in sustainable and transparent ways that are both gender- and conflict-sensitive. The success of STRONG PLACES is, therefore, not so much the aggregate of individual outputs but the synergies between and among them. For instance, the capacity development of emergent and vulnerable CBOs must merge with the provision of fellowships to key individuals in these areas who in turn should help resource and catalyze the community resource centres, all of which must result in the access to greater funds by these CBOs through the small grants programme.
2.  Results and Resources Framework Table

	Intended Outcomes:  Strengthened capacities of village-level CBOs, emergent local organisations and small NGOs to access and manage additional resources that will enhance community participation and accountability during the post-tsunami relief-to-development phase

	Applicable Strategic Area of Support: Crisis Prevention and Recovery 

	Partnership Strategy:  This project will actively seek the guidance, support and cooperation of all relevant line ministries and decentralized bodies at the district and provincial level. In addition, the district NGO consortia will provide the initial foundation for the sustained consultation with village-level CBOs and small NGOs on which the capacity development and small grants programme will be built. The partnership strategy is, therefore, one of inclusivity and breadth, especially since the project seeks to bring into the mainstream of post-tsunami development organisations who have either been left out or whose voice has been muted at least in part due to their own lack of capacities and resources. This strategy seeks to develop local skills and experience that would lead to long-term sustainability and empowerment, thereby enhancing transparency, accountability and public participation in the post-tsunami and post-conflict recovery process.

	Project Number and Title: 00045349 – Sustaining Tsunami Recovery by Organisations Networking at the Grassroots level through Promoting Local Accountability and Capacity Enhancement Systems (STRONG PLACES)

	Intended Outputs
	Output Indicators, Targets & Completion Dates
	Indicative Activities
	Inputs (cost in US $) 

	Up to 20 Trained Trainers whose training has included the development of methodology for enhancing sustainable  local capacity in order to resource CBOs and small NGOs as platforms of public participation and accountability in the post-tsunami relief-to-development process.
	(+)The production of a grassroots capacity development guideline/manual in Sinhala and Tamil, which can be used in all future district-level trainings [2 months duration:  August 2005]

(+) 20 trained community workers functioning as trainers [two months onwards: August 2005]

(+) Improved access to funds by local CBOs and small NGOs, as manifested to the ability to write better proposals and manage greater resources [3 months: September 2005]
	Selection of appropriate candidates and organisations who will be represented in the training/CD process [40 individuals]

Selection and training district-level trainers who will conduct the TOT programme with support from project staff and consultants 

05 x 02 Training of Trainers workshops at district level, each of 05 day duration, and field monitoring

Preparation of manual/guidelines for replication at the grassroots level

 
	40 candidates to be paid a stipend of  $150/- for working in their organisations or the communities where there are no organisations: $ 72,000/-

Briefing/Training district-level trainers in the TOT process: $ 15,000/-

Two five-day District-level training workshops and follow-up monitoring in the field: $ 15,000/- (workshops), $5000/- (monitoring)

Two weeks consultancy for manual preparation with trainee and CBO input:

$ 3,000/- (consultant) and  12,000/- ( publication)

	Intended Outputs
	Output Indicators, Targets & Completion Dates
	Indicative Activities
	Inputs (cost in US $) 

	Establishment of National Advisory Committee (NAC)  to lead on the small grants programme

Establishment of District Advisory Committees (DAC) to pilot the small grant process at the decentralized level

Formulation of small grant award principles and processes in a participatory and inclusive manner

Award of 100+ small grants to local CBOs and small NGOs as the outcome of a joint project-formulation process facilitated by the trained community workers (see above). 

Enhanced capacity of these CBOs and NGOs to access and manage additional resources

Successful implementation of these small institutional strengthening seed grants assisted by  innovative monitoring and evaluation strategies


	Selection and acceptance of members of the NAC and DAC and preparation of draft grant guidelines for broader consultation. [months one & two: August - September 2005]

Consultation process that includes national, district and sub-district representation [third month: October 2005]

Submission of 100+ well-formulated small grant applications/proposals by CBOs and small NGOs who normally do not have access to international donor funds. In general, these proposals will be for funds under Rs 1,000,000/- for a two-year period, but in most cases will be for around 500,000/- in the case of first-time applicants. [four to six months:  November 2005]

Institutional  development initiatives including project proposal writing workshops and discussions at the district and sub-district levels [four months: November 2005]

Six-monthly, annual and 18-month Monitoring/Evaluation reports on the small grants awarded to successful applicants [ nine, fifteen and twenty-one months after commencement]


	Individual consultations with prospective and ex-officio candidates for NAC and SLC membership. Finalising of NAC and DAC committees and obtaining their leadership in the rest of the small grant allocation process

Sustained dialogue with stakeholders, particularly small CBOs on the preferred structure of a small grants programme that is sensitive to their needs and current capacities

Preparation of draft guidelines and obtaining a consensus on this.

Sub-district workshops and informal discussions with local CBOs as necessary (but no less than one each per DS division in the selected districts) facilitated by the trained community fellows (see output above) and project staff [ throughout the fourth to six months of project: tentatively Nov– Jan 2006]

More centralized district-level colloquia and workshops to streamline proposals in an advanced stage as well as to ensure that there is coordination and synergy in the district. This would feed into the aidwatch-type initiatives as well (see below) [November 2005 onwards]

National-level workshops for selected small grants to (a) initiate the process, (b) ensure mid-term uniformity of assessments, (c) maximize potential synergies and minimize waste or duplication, (d) disseminate important findings, lessons learnt and concerns [third month, ninth month, fifteenth month and twenty-first month]
	 Establishment and financing of NAC and DAC committees, including meetings and monitoring expenditure where relevant:         $ 10,000/-

Consultancy (two person-weeks) for formulation of draft small grant fund guidelines, including consultation process at district level: $ 5000/-

Publicity for small grants programme, including handbills etc to be circulated at the sub-district level and awareness-raising workshops: & $5000/-

Small Grant Fund to be used for 100+ two-year grants of between $ 5000/- to $10000/- institutional support and capacity development assistance to CBOs and small NGOs: $700,000/-




	Intended Outputs
	Output Indicators, Targets & Completion Dates
	Indicative Activities
	Inputs (cost in US $) 

	The effective administration, documentation and monitoring of the direct capacity development of CBOs/NGOs and the Small Grants Fund
	Monitoring and Documentation will continue throughout the project cycle.
	Hiring of National Project Coordinator and 07 project officers as well as other relevant staff [first month: August 2005]
	National Programme Coordinator: $ 12,000/-

Deputy Programme Coordinators: $16,800/-

District Support Officers [08]: $57,600/-

Admin. Staff [01]: $3,600/-

Monitoring and Evaluation: $15.000/-

Staff Training workshop: $5,000/-

Supplies and administration: $18,000/-

Vehicle: $22,000/-

Miscellaneous: $8,000/-


Part III: 
Management Arrangements
In line with the principle of subsidiarity and empowerment, the management of the programme will as decentralized as possible to facilitate meaningful participation by local actors.  Given the practical complexities involved in determining the optimal implementation modality, this document proposes a generic management structure with options for district-wise variation in implementation. 

Management Structure 

A National Advisory Committee (NAC) comprising representatives of key Colombo-based CSOs, district-based CSOs, the private sector and the Government (Social Welfare Ministry and TAFREN), will be responsible for oversight and guidance for the programme (see Annex III) for structure and role of NAC.  The NAC will meet quarterly to review progress and provide direction. It will also meet on a needs basis to review and approve SGF guidelines and to advice on implementation.  The first task of the NAC would be to establish the basic criteria and modality for the selection of project proposals. 

District Advisory Committees (DAC) will also be established in the eight selected tsunami-affected districts; in some instances with representation from the NAC. The District Secretary (Government Agent) will be consulted in the establishment of the DAC and also be represented in the committee. Where possible, members will be drawn from the existing District Review Board (DRB) to strengthen the existing linkages and to avoid creating new mechanisms. The DAC will meet periodically to perform its functions one of which will be to serve as the selection panel for the Small Grants Facility.  The chairs of the DACs will represent the district at quarterly review meetings.

The project will be executed by the Centre for Non-governmental sector (CNGS) of the Ministry of Finance and Planning as a NEX project in close partnership with the UNDP. However, the overall responsibility for the guidance and direction of the project as executed by the National Project Unit will be with the National Advisory Committee. The project implementation strategy will therefore be provided by the NAC, which in turn will be executed by the National Project Unit.
Implementation Plan

Taking into consideration the ground realties such as the northeast situation, the relative urgency, short duration and flexibility required in implementation, as well as the optimal arrangements conducive to bringing together all stakeholders equally into the comfort level of NGOs to work in partnership with the Government and the potential conflict of interest in NGO execution, it is necessary to adopt an execution modality that may differ from region to region. 

At the central level a project unit will be established, headed by a Project Coordinator (PC) to implement the project with the support of two deputy project coordinators. The project unit would be co-located at CNGS at the Ministry of Finance and Planning and would be situated under the Head of the Centre for Non-Governmental Sector whose title will be National Project Director. District Support Officers will be recruited in each district to support the DAC activities and perform administrative functions and will be part of the unit. The project officers will report to the NPC and be under the guidance of the DAC. The project would also partner district based CSOs and/or NGO consortia to implement the project at the district level, selected through a competitive process under the supervision of the DAC. The PC will be responsible for formulating the work plan in close consultation with the NAC and DACs and for preparing the annual progress reports, quarterly reports and the annual progress review meetings. 

MONITORING AND EVALUATION 

The overall responsibility for monitoring will be with the NAC at the national level and the DAC at the district level. However, a key lesson from other UNDP small grant facilities and projects is that NAC and DAC members will not be able to allocate the necessary time commitment for monitoring. In order to surmount this problem and to reduce the monitoring burden on the implementation agency, an inter-organizational monitoring framework will be developed. In addition, the NAC will also undertake periodic monitoring and assessment, in conjunction with the DACs.

This framework will bring together representatives of the SGF beneficiary organizations to monitor one another. It will be in keeping with the knowledge sharing and learning framework. Self-assessment tools will be developed with the organizations prior to finalizing plans and with the idea of making indicators of success.

The project officer by facilitating this monitoring framework will enhance the monitoring capacities of these organizations and also create the space for cross learning and information sharing of each other’s project. UNDP and the NAC will also monitor selected projects in partnership with the district monitoring mechanism. 

Part IV: 
Legal Context:
This project document shall be the instrument referred to as such as in Article 1 of the Standard Basic Assistance Agreement between the Government of Sri Lanka and the United Nations Development Programme, signed by the parties on 20 March 1990.  The host country implementing agency shall for the purpose of the Standard Basic Assistance Agreement refer to the government cooperating agency described in that agreement. The following types of revision may be made to this project document with the signature of the UNDP Resident Representative only, provided he or she is assured that the other signatories of the project document have no objections to the proposed changes. 

a) Revisions in or addition of any of the annexes of the project document.

b) Revisions which do not involve significant changes in the immediate objectives, outputs or activities of a project, but are caused by the rearrangement of inputs already agreed to or by cost increase due to inflation.  

c) Mandatory annual revisions which rephase the delivery of agreed project inputs or increased expert or other costs due to inflation or take into account expenditure flexibility.

PART V. Budget 

	Description 
	Cost USD
	Comments 

	Small Grants Facility 

	National Advisory Committee and District Steering Committees 
	10,000
	Establishment and functioning of these committees

	Consultancy 


	5,000
	Develop SGF guidelines etc. 

	Publicity 


	5,000
	Publicity and dissemination of information about the SGF 

	Grants to organizations 


	700,000
	Grants to selected organizations 

	Total
	720,000
	

	Direct Capacity Development

	Community Fellowship programme


	72,000
	Providing 40 youth from the selected districts with a stipend contribute to CBO capacity development, and training them in this process.

	District level TOT and follow up workshops 


	35,000
	Information on Land/Shelter, livelihoods, water and sanitation, policy issues 

	Training manual preparation with input from CBOs and publication 


	15,000
	Preparation of manual/guidelines, and creation of a sustainable process that ensures CBO access to resources

	Total
	122,000
	

	Administration 

	National Project Coordinator 


	12,000
	12 (months) X 1000 approx.

	District Support officers 


	57,600
	8 (persons) X 12 (months) X 600 approx. 

	Deputy Project Coordinators
	16,800
	2 (persons) X 12 (Months) X 700 approx.

	Coordination/administrative support 
	3,600
	1 X (12 months) X 300 approx.

	Total
	90,000
	

	Coordination/Logistical support  

	Monitoring and Evaluation 
	15,000
	Preperation of documents, monitoring Travel, DSA staff

	Supplies (CNGS)
	8,000
	Stationery and logistical needs,  furniture, 1 laptop, 2 computers for project unit 

	Supplies (DSO)
	12,000
	8 Computers, Stationery, furniture (DSO will be placed in the UNDP transition programme offices)

	Staff training (PMU and DSO)
	5,000
	1 X Training workshop + logistics

	Vehicle (CNGS)
	22,000
	PMU use

	Miscellaneous
	6,000
	Contingencies

	Total 
	68,000
	

	Grand Total
	1,000,000
	


Annex: 1

 UNDP-CSO Mission Assessment

A joint UNDP-CSO mission from 24 February to 1 March 2005 to assess the status of CSOs and CBOs after the tsunami and to express their interest in working with UNDP in a programme for capacity development at the grassroots level made the following key findings:

(i) Given the massive inflow of resources for recovery and reconstruction, strong civil society organizations, particularly CBOs at the grassroots level, will be required to ensure that disaster recovery programmes and policies incorporate principles of equity, accountability and transparency. 

Visits to affected communities revealed that:  

a. Local NGOs / CBOs need support (infrastructure and programme support) to cope with the scale and intensity of loss and engage effectively in recovery processes.

b. There is an urgent need to facilitate the participation of communities in reconstruction. 

c. The affected communities lack crucial and systematic information on entitlements and relocation. There are currently no forums for updated information flow and feedback.

d. There is a need to respond to community needs and priorities in the planning and implementation of recovery and reconstruction. There are no formal mechanisms for grievance redressal, which allow people to express their views on relief distribution, shelter, services, etc.
 A sense of urgency has been created around this issue by the officials of international organizations and decisions about location and types of shelters are being made without any consultation with the communities themselves.

e. Men dominate all negotiation with authorities in the transit camps. Discussions with women revealed concerns on uncertainties over critical issues of shelter, infrastructure, and livelihoods. 

f. Programme interventions must specifically target and empower women and facilitate their participation and leadership. Women’s groups can be supported to play an effective role in gathering and disseminating information on recovery and reconstruction.

g. The needs of neglected and vulnerable groups and communities should receive special attention in planning.

h. Post-tsunami camps have immobilized women further – safety and security conditions and the sense of trauma have made women afraid – to go out for work, to leave their children and remaining assets, as houses are not secure.

(ii) NGOs/ CBOs with varied capacities exist. Many disaster-affected communities are not organized, however. Local CBOs and NGOs are prepared to reach out to these communities but will require extensive support (human and infrastructure) to do so.
 

(iii) In light of the fact that INGOs and other external professionals will leave disaster- affected areas after the rescue and relief operations are completed, it is essential that UNDP invest in enhancing the capacities of local organizations and communities who have a long-term presence in the area. Other external actors and organizations can undertake limited roles in the short term in conjunction with the local team.  

(iv) Capacity development initiatives in the recovery-to-development phase must centre on building social capital and therefore on community participation – the cost of not actively involving communities, women in particular, will be very high. Experience shows that investment in infrastructure can lead to higher dependency if not accompanied by matching capacities to manage it. The social costs of not involving women are particularly high – resulting in wrong choice of sites, and faulty design, especially in housing, schools and childcare centres, and poor use of all.

(v) All tsunami assessment reports portray women as victims who need trauma counseling, ignoring the fact that women represent a strong force in turning crisis into development. This lack of understanding was reflected in conversations with CSOs and communities and women themselves. UNDP must operationalize strong gender principles, specifically in women’s participation in planning and decision-making. Capacity building for CSOs needs to acknowledge and include the experience and potential that women represent in planning programmes from recovery to development.

(vi) The objective of UNDP interventions should be not only to replace traditional means of livelihood but also to facilitate alternative pathways to development. A strategy of replacement cannot realize the full potential of communities. Prior to the tsunami, communities were dependent on a single natural resource; post-tsunami livelihood strategies should look at creating a basket of livelihoods not only in fisheries, but also in other large sub-sectors such as agriculture, housing, infrastructure, and services.

(vii) In the livelihoods sector, women’s livelihoods must receive special attention. In every community women supplement family income. These contributions are particularly significant in the non-fishing season, but are usually invisible in gender-disaggregated data on livelihoods. Post-tsunami interventions should address this gap by enhancing vocational skills, asset building, and increasing access to micro-credit and local markets. It would be useful to undertake community needs assessments with women, combined with demand assessments and studies of local markets.

(viii) There are key lessons to be learnt from the experiences of recent disasters in Gujarat, India, Iran and Turkey, where international NGOs and networks and corporate bodies have brought in professional teams and mobilization of skills and have thereby marginalized local capacity. However, there are a few good examples of joint partnership to overcome this hazard. The programme will strive to work with these players to collaborate with local CSOs/ CBOs with capacities to:

· Communicate and conduct village/habitat level consultations. 

· Recognize diversity – socio-cultural, political, economic, ethnic.

· Develop a community-wide /consensus and platform for action. 

(ix) The UNDP Guiding Principles of the Recovery Strategy state that: 

“The allocation of resources both domestic and international should be strictly guided by the identified needs and local priorities without discrimination on the basis of political, religious, ethnic or gender considerations.. Reconstruction interventions should be done in such a way as to build confidence between different actors in the process …”
 In order to ensure that vulnerable groups and disaster affected communities participate, the planning of recovery and reconstruction must invest in mobilization and capacity building of CBOs. Without organizations, communities will not be able to sustain their involvement in the long term. 

(x) There is a persistent disconnect between development planning and disaster management efforts. Disaster prevention and mitigation should be the core of all development exercises. So also, development priorities should be incorporated into post-disaster recovery and reconstruction programming. Hence, all district and sub- division units implementing various development initiatives should be part of the planning process right from the start.

(xi) Assessment reports by multilateral and other specialized agencies and, universities mention women primarily as victims requiring special services to prevent harassment and violence. This perception of women as victims disregards their potential as mobilisers in the community, who can play a crucial role in disseminating information and voicing community priorities on shelter, basic services, infrastructure and livelihoods. 

(xii) A community-driven rehabilitation strategy focuses on key elements of building local capacities and skills instead of adopting a brick-and-mortar approach to reconstruction, and the formation of village development committees with participation of existing community institutions and women’s groups as facilitators to manage the rehabilitation effort. This was the experience in Latur in western India after the 1993 earthquake, and greatly enhanced women’s ability to influence disaster relief and reconstruction programmes.

(xiii) An approach that builds capacities and resources and strengthens mediating structures is essential for CBOs that existed with minimal capacity prior to the tsunami and cannot cope with the overload of aid and information after. CBOs/women’s groups can be excellent mediators in intra–community work, linking peace and disaster initiatives by channeling aid with dignity, listing beneficiaries, supervising relief and recovery programmes, watching out for neglected groups such as widows and persons with disabilities, ethnic minorities, etc. (taking on these public roles also legitimizes and empowers CBOs).

(xiv) The UNDP Guiding Principles of the Recovery Strategy also state that: The strategy should be based on the principles of subsidiarity, meaning each reconstruction activity should be designed and implemented at the lowest competent tier of the government. 

(xv) Local authorities would provide a visible, accessible transparent, accountable mechanism for implementation of recovery and reconstruction programmes. At present local authorities are marginalized from decision-making and implementation processes. Thus, operationalizing the principle of decentralization and subsidiarity requires investing more powers with local authorities as well as creating dialogue mechanisms that generate transparency of recovery efforts.  

Annex II : Timeframe and Duration:

The proposed capacity development and small grants programmes have been designed to take one-and-a-half years in the first phase, and thereafter, depending on continuing need, a further six months to disburse and monitor unspent small grants, as summarized in the following schedule. The additional six months will be designed and structured on the basis of a twelve-month evaluation.

Evaluation

Of Programme






_____



______

Documenting

Learning




_____



______

M & E**


____

_____

_____

______
______

Operation

Of Centers








______
______

Setting up

Community

Resource Centres





_____



Selecting

Grants





____



_____

Capacity

Building*


  ___

____

_____

_____

______

Selecting

Individual

“Fellows”
  ___

_

Selecting 

Partners
  ___

_

Disseminating

Programme
____





_____



______

Needs

Assessment  __

                ______________________________________________________________________

Months 
1 – 3

4 – 6

7 – 9

10 – 12 
13 – 15

16 – 18 

Note: * Capacity Building includes three separate but connected areas – institutional strengthening, individual capacity development and facilitation of small grant applications.

** M & E includes ongoing support for the individual “fellowship holders” in the worst-affected areas, and guidance to the Community Resource Centres.

Annex III

STRONG PLACES Implementation/Funding Modality

Advisory/ Project Selection structure








Funding Structure











ANNEX IV



Technical Advice





Monitoring





Call for proposals, through local media, consortia, networks, DS offices etc. 





Technical Advice: proposal writing etc.





Monitoring





Funds





Selected Proposals 





Short listed Proposals 





Proposals





1.Calling for proposals


2.Short Listing of Proposals 


3.Contracting of selected CSOs


4.Financial and conceptual monitoring 


5.Facilitation of  joint activities 


6.Administrative Support 





1.Selection of Proposals 


2.Monitoring of Organizations


3.Advisory support to NGOs/CBOs for preparing proposal


4.Informing NAC on critical new areas


5.Monitoring of short listing process 








1.Advising on SC selection


2.Cap dev for SC and Project unit


3.Monitoring of SC


4.Identifying Critical Areas


5.Random monitoring of projects 





Quarterly Reports / other information





NGO & CBO





Implementation and Monitoring Mechanism 





Selection and Oversight Mechanism





District Advisory Committees (CSOs & UNDP) appointed in consultation with GA or with a representative of the GA in the committee





Secretariat


(Project Coordinator & 2 associates)


Based in CNGS




















Support to the SC in each district (1 field person per district)














National Advisory Committee (1 CNGS, 1 Social Welfare Ministry, CSOs & UNDP)





Executive Summary: The STRONG PLACES programme is aimed at supporting the empowerment and capacity development of local CBOs, women and communities to participate in reconstruction.  By investing in grassroots capacities, UNDP will enable affected communities to address both their immediate and longer-term needs and social/economic vulnerabilities, thus building community resilience that would safeguard them against future disasters as well. The programme will support capacity development that includes the enhancing of management skills, provision of administrative support, infrastructure such as information resource centres and support to build community leadership and outreach. The objective is to empower CBOs to move from an ad hoc sub-contractual relationship with development partners to a genuine partnership. The staying power of local organizations in comparison to the international organizations makes them key to continuity and sustainability of development efforts.





The preliminary needs assessment and stakeholder dialogue has identified two clear constraints in reaching the most vulnerable and marginalised communities: (a) the over-burdening and under-resourcing of the few active local CBOs and localized NGOs, combined with “poaching” of their key staff by larger NGOs and INGOs, and (b) the insistence on unrealistic capacity and logistical/administrative/reporting requirements on emerging CBOs and small local organisations, which tend to disqualify them and increase donor dependence on large national NGOs for aid delivery, whose model of “efficiency” does not include the extraordinary time and effort needed to engage with these multiply marginalised communities and groups.





On the one hand, by developing the capacity of existing NGOs, at community and policy levels, to respond effectively to disasters and reduce risk, the programme will seek to build links between conflict and post-conflict initiatives and disaster management. The importance of linking post-conflict and post-tsunami recovery and reconstruction cannot be overstated, both in terms of equity and sustainability. Equally, the programme will attempt to use the post-tsunami context as an opportunity to strengthen capacities to connect initiatives in the humanitarian, peace-building and conflict transformation arenas.





On the other hand, by creating the space and providing the resources to be pro-active and innovative in developing capacities of small local organisations and CBOs, this programme seeks to provide a concrete and practical alternative to current models of INGO/Multi-lateral/Bilateral engagement with the non-state sector. Rather than exclusively looking for and selecting organisations with pre-existing capacity (which implies levels of privilege and even complicity in the systemic exclusion of marginal groups), this initiative seeks also to enhance and build on the nascent capacities of emergent and struggling CBOs, thereby expanding the pool of potential partners and providing a valuable point of entry to hitherto broadly excluded areas and groups.





Based on the feedback received on the district-level dialogues and preliminary needs assessment, the STRONG PLACES initiative will initially be implemented in the Eight tsunami-affected districts of Galle, Matara, Hambantota, Ampara, Batticaloa, Trincomalee, Jaffna and Mullativu. The programme will be managed by a National Advisory Committee supported by District Advisory Committees, and will include a range of direct capacity development initiatives for vulnerable and under-resourced CBOs/NGOs as well as a small grants programme (awarding 100+ two-year institutional strengthening support of around 0.5 million rupees), all of which are designed to empower local communities to effectively participate in the determining of their post-tsunami future.








8 District Support Officers:





Reports to DAC, monitor funding etc.





8 District Advisory Committees:





District NGOs, civic leaders, GA





National Advisory Committee





ERD, TAFREN, Min. of Social Welfare, UNDP, civil society orgs. and Civic leaders





Civil Society Project Unit:





Management/Implementation Structure





National Project coordinator


+


2 Deputy Coordinators


Technical support, reports, monitoring and evaluation etc.





UNDP





Funding





Ministry of Finance and Planning





Centre for Non-Governmental Sector





		





Training on


PRA, PNA, Best practices, Monitoring, Reporting, Management and administrative training at the District level provided with assistance by SLIDA











CBOs


In 8 Worst affected districts








� Though this is in itself as Output, in this context it is also an indicator of the success of the initial capacity development and TOT process, and forms the bridge to the Small Grants and Resource Centre initiatives.


� This need is reiterated in a recent report on the tsunami response in Sri Lanka which says: The absence of clear and accurate information through reliable channels has created much uncertainty and worry for the displaced people…(Freks G. and Klem B. (2005) Tsunami Response in Sri Lanka: Report on a Field Visit From 6-20 February 2005. (Disaster Studies Unit and Wageningen University Conflict Research Unit Clingendael Institute)


� See, for instance, the CBO Mapping Study conducted by UNDP at the end of  2004………..


� Sri Lanka Damage and Needs Assessment. ….


� Awareness, Access Agency: Experiences of Swayam Shikshn Prayog in Micro-finance and Women’s Empowerment (….): Report commissioned by UNDP India.
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