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PREFACE

This NGO evaluation Report is the result of many months of labour, tens of
thousands of miles of accumulated travel, and the work of many hands. Four of the
main building blocks of the overall evaluation consisted of a series of project
evaluations/assessments in Bolivia, India, Kenya and Zimbabwe. This work was
undertaken by a core team of nine people. These were Agnes Abuom, Anthony
Bebbington, Sheelu Francis, Adalberto Kopp, David Lewis, Simon Matsvai, Soneni
Ncube, Mark Sinclair and Roger Riddell. The team leaders for each of the four
country case-studies were Anthony Bebbington (Bolivia), David Lewis (India),
Mark Sinclair (Kenya) and Roger Riddell (Zimbabwe).

The country study work could not have been completed in the time allotted if
it had not been for the assistance and cooperation of scores of different organisa-
tions, and hundreds of different people located across the four countries and in
Sweden. Their names cover over 11 pages of Appendix B of this Report.

The work of helping to set up and facilitate particular project visits was
supplemented by avariety of essential inputs from two groups in particular: arange
of SIDA and Swedish Embassy officials in Stockholm, and across the four countries,
and key personnel from the 14 framework organisations and linked Swedish
NGOs, many of whom spent considerable time and effort in providing informa-
tion, answering questions and helping to organise visits. The thanks of the team go
out to all these people.

This evaluation Report was authored by three people: Anthony Bebbington,
Lennart Peck and Roger Riddell. Lennart Peck was responsible for Chapter 2,
Anthony Bebbington and Roger Riddell for the remaining chapters. Documenta-
tion preparation and lay-out were carried out by Sandra Cox at the Overseas
Development Institute in London who, as usual, coped ably with the demanding
time-schedule.

To the extent that the Reportand its recommendations are found to be relevant
to policy debate in Sweden, no small thanks are due to the SIDA officials, especially
personnel from the NGO Division, and representatives of the different Swedish
framework organisations who discussed the different conclusions and recommen-
dations as they were being formulated, and who provided written comments to the
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team. Thanks are also due to Mark Sinclair who, at short notice, agreed to come

to Stockholm in mid-November for a series of key discussions.

Formal responsibility for the overall evaluation lay with the Overseas Develop-
ment Institute, London. However, the work could not have been undertaken
without considerable logistical support ably given by ICS Interconsult Sweden AB,
Stockholm. They provided a host of administrative services to the team, which they
performed with great efficiency, and with tolerance of the often excessive demands
made on them by distant foreigners. A special word of thanks needs to go to Mr.
Géran Schill of ICS Interconsult Sweden AB for his particular, conscientious and
most efficient, contribution to the study.

Development is a difficult business to work in: the longer one engages in
development debate and practice, the more certain one becomes of one’s igno-
rance. In contrast, because evaluations, of their nature, tend to be critical docu-
ments - evaluators are employed to be critical and to make recommendations —the
impression is sometimes mistakenly conveyed that the evaluators have the answers.

Evaluators, especially evaluators of large, complex and diverse initiatives, are in
a privileged position: privileged to meet a wide range of different people, and see
a wide range of different activities — and privileged, especially on this occasion, to
witness the working lives of dedicated individuals who are trying to make a
difference for the people with whom they live and work, often in very difficult
circumstances. For many, it is rewarding work, but, equally, it can be lonely and
sometimes dangerous work. What reports such as this tend to omit, and certainly
not to praise enough, are all these different positive and enriching aspects of NGO
development work. One of the underlying objectives of the authors of this Report
is to build on all this, not to undermine it.

Finally, I would like to thank both the head of the NGO Division, Eva Asplund,
and her staff, and the former and current heads of the Evaluation Unit, Stefan
Dahlgren and Eva Nauckhoff, together with Annika Idemalm, for the kindness and
hospitality extended to the team during the months of the evaluation.

While responsibility for the views expressed remain those of the different
authors, in so many ways this Report is very much the product of a joint effort.

Roger C. Riddell
London
February, 1995

4 SIDA Evaluation Report 2/95




Contents

PPEIACE ..ttt s st s st ass s s s sasae 3

EXECULIVE SUMMAIY ...ttt cscseses e tscssasensssssssssssssnensssssssans |

1.0 Introduction ..........cccoevevcererennnennn.. ereeseeeseentesnsenesnresssnnssanaestenaes 17

1.1 Background and the Broad Purpose of the Evaluation ................ 17

1.2 Timing and APPIOAChEs ......cocvvuivreeereieeeecieseeiee e 20

2.0 Swedish Government Support to NGOs...............cceeruruenrnceresenssnssmcnsennens 25

2.1 The Role of NGOs in Swedish Aid ........cocovvrverrireeerieereeeeeren 25

2.2 Different SIDA Funding Windows ...........cc.cooevueeereereieevueserseeennns 26

2.2.1 NGO SUPPort ...t 27

2.2.2 Eastern and Central EUrope. ................c.cooeveeeeereeeeeeereereenae 31

2.2.3 Disaster Relief ..............c.cccooooeeemiinioneieriieneeeeeeeereneen, 31

2.2.4 Democracy and Humam Rights ............ccoceerevererereeneeenen. 32

2.2.5 Other windows open to Swedish NGOs ............c.cocvveveneaa... 32

2.2.6 Direct SUPPOTL .........covoueveeeeieiseeecieeeee e 33

2.3 Feed-back and Allocation of FUNAS ...........c..ovvevevereeeceeeerseeeeenean 33

231 Policy ISSUES ..........coueueeierierinieieeeeeeeeeeeeeeeeeeee e 33

2.3.2 Feed-Back from Projects ...........cc.cococeuevveeererenenirerereeeseneen 34

2.3.3 The Allocation of FUnds ..............cceeeeeueeeeeeeeseeeeeeeeveennn 35

2.4 Dependency and SIDA INfIUENCE ......oervererermreereireseeeeeeeeeean 38

3.0 Methods and APProaches ................ceeeeceevessecneneeesnsesssssssssssssssesssssssesseens 39
3.1 Judging Impact and Effectiveness:

the requirements of the Terms of Reference................o..oooveeeen.... 39

3.2 The Methods and Approaches Adopted for the Evaluation .......... 42

3.2.1 Selecting Profects ..............c.cccoveervreoeeieeasenieeseseeeenesennin 42

3.2.2 Undertaking Project EOGIUGLIONS .............c.c.o.eoeeeeeeerereeerennenns 14

3.2.3 Addressing Issues beyond discrete Projects ............................... 46

3.2.4 Drawing the threads together ..................coceeeveeeevererereaeneann. 47

SIDA Evaluation Report 2/95 5




3.2.5 The Validity of Making Generalisations ..............cccccoeeoeveeene. 47
3.3 Judging Development Impact and Making Judgement

about SWedish NGOS ...cc.ccvvereniriiiiieiet et 49
3.3.1 Ouwn criteria or SIDA criteri@?.......cocoeeeeeeveiiiinnninieeceniininnnnn 49
3.3.2 Broadening the Criteria still further ..........cc..coccovoiiinvinnniinns 52
3.3.3 Concluding COMMENT ........cccoovveerimneeniniiiisineient e 53
3.4 Assessing the Sustainability: possible concepts and criteria.......... 54
3.4.1 Initial Definitional Issues And SIDA’s current input ................ 54
3.4.2 Sustainability as Process...........ccooveevieeoiciiiniiiiiiniiiies 55
3.4.3 Defining Sustainability .......c..covvnieriiiiniiniiiiis 58
4.0 The Development Impact of Swedish NGO Interventions: ........cocceveeverucnene. 61
4.1 INtrOAUCHON .ooeeriieeierienicciiiiierrr it 61
4.2 Summary of Project Performance across the Four Countries ....... 61
42,1 BOIUIA oottt 64
A 22 INAUA .o 64
2.3 KENYQ ..ot 65
424 ZIMDADWE .........covveeeeeeeieeeeeeiiiiiiieeeeiitiee et 66
4.3 Contexts of NGO activities in The Four Countries .......c.c.cooeuenene 67
4.3.1 Political and Economic Contexts..........cocvvvvvreeminiereeniiiiiiinnnins 67
4.3.2 NGOs, the Wider Society and State ............cccocoiiiiniinriniinn, 68
4.3.3 Funding NGOs and NGO QCIUITIES ...coccvvevereeniiiiiiininiiinieneee 69
4.4 Patterns in Swedish Ald ... 70
4.4.1 General Structure of Swedish Aid............ccooovveiiiiininninnnn 70
4.4.2 Patterns in the Structure of SIDA NGO Division-supported work 71
4.4.3 Other Windows of SIDA Support to the NGO Sector .................. 72
4.5 Patterns and Performance

of SIDA NGO Division Supported Projects .........coooveiiviiniiinnn. 73
45,1 PAITEINS ...vveaevieeeereeeaineneiitesenneesenrnea s et e siss s 73
4.5.2 Performance: Poverty and Livelihood Issues ....................cc.co.. 75
4.5.3 Performance: Partnership and Participation ...................ccoc..... 79
4.5.4 Performance and Policy IMPact ..........cccooveveieiniininiiiiiiniannn. 82
4.5.5 Sustaining Performance ............cocvenoeeniiinniinnieniiiiniininns 84

4.5.6 The Performance of Sweden’s Added Value,
including Swedish Technical ASSiStance..............cc.ooovvveveienn 92
4.6 Patterns and Performance in non-NGO Division NGO Project .... 93
4.7 Country Case-Study Conclusions .......ccocoeeneeniiinn 95
4.7.1 Coherence and IMPAct ...........ccoveuveeuienuieiiinininiiinieeniiesnnenens 95
4.7.2 NGO Capacities and IMPact ...........oocceoveiiviiiiniininiiiinianan, 96

6 SIDA Evaluation Report 2/95




4.8 Some International Comparisons: Projects and Programmes
of Donor-Based NGOs supported by the Finnish

and United Kingdom GOVErnments..........c...oveeceeverrerernmerrercerennenens 96
4.8.1 Overall Impact and impact on the Poor ..............ccccoveenerennn. 97

4.8.2 Gender IMPACE ........c..covceeivieiieieeereieesrseeeesae e 99

4.8.3 PartiCipation ...............ccoueeveveeeereneerieniesieesenereeesssseeanis 100

4.8 4 SUSLAINADILILY ... 100

4.8.5 Environmental Impact ............ccceceeceereeeeeeeeaieneineereenennns 102

4.8.6 Monitoring and EVaIUGLON .............cccceoeeeivereararrerirannn, 102

4.8.7 Innovativeness, Flexibility and Replicability........................... 102

4.8.8 Concluding COMMENT ............ccoeveeveeeeierienenieieieiecieensnes 103

5.0 Recommendations to SIDA .............coeeeeereerrnsrrereeessanssesenes 105
5.1 Introduction: setting the stage, drawing the parameters ............. 105
5.1.1 Recommendations are made to SIDA ................cccevveveevrennennen 105

5.1.2 Recommendations relate only to development impact and focus
predominantly on only one particular SIDA funding window ... 106
5.1.3 Working from the core consumption that it is the Swedish NGOs’

own initiatives which are being funded ..............coocecerenninn. 107
5.2 Enhancing Development Impact at the Level of Discrete Projects/
Programmes Funded .............cccoooecirimeienineseesneiseee e 109
5.2.1 The Need to Consider New Ways
of Enhancing Development Impact ..............cc.ocovcvecenrenennnnn. 109
5.2.2 Changing Procedures and Guidelines
to Enhance Development Impact ................ccoccoveoveevnvenennnne. 112
5.2.3 Monitoring and Evaluation ..............c.cccceeeveecrnvevirerenenanns 122
5.2.4 Enhancing Transparency and Public Accountability............... 124
5.3 Enhancing Development Impact: Strategic Thinking
about the Broader Role of Swedish NGOs .......cccovernirnerernnnn, 127
5.3.1 Enhancing Information-EXcRange ..............cccccecercrrneanennnn. 128
5.3.2 Reaping Additional Benefits from Swedish NGOs ................... 130
5.4  Concluding COMMENLS .......ccvueeirieerrerreerrereersssssssesessssssssesen. 135
APPENAICES ......o.eeeteierreteterecesereeiseescseeasseessstessstesensensnesassesssessnsansasnsessasenes 137
Appendix A Terms Of REfErence ..........coovuevevviereevveveeceseeeeeesieseennn. 137
Appendix B People Consulted ............covuereveeinireeeereenesieeeseeeeeienacseens 143
Appendix C List of Documents Cited and other References ............... 155

SIDA Evaluation Report 2/95 7




Education is the most common NGO activity in all the four countries studied. Here, mentally
retarded students in Caritas-supported Sadhana school, India, are taught how to make

wedding decorations as an income-generating activity. ProTO: CARITAS
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EXECUTIVE SUMMARY

Promoting Development by Proxy is the Evaluation Report covering the develop-
mentimpact of Non-Governmental Organisations’ (NGOs’) interventions (projects
and programmes) funded by SIDA.

The evaluation was undertaken by the Overseas Development Institute (ODI)
in London, but Chapter 2 was written by ICS Interconsult Sweden AB.

The emphasis of the report is the issue of the development impact of the NGO
initiatives funded through the NGO window, i e through SIDA’s NGO Division.
NGO activities funded through other windows, such as Disaster Relief and Democ-
racy and Human Rights, are only briefly summarized and referred to as a compara-
tive background.

The NGO Division currently funds some 2,000 different development initia-
tives by over 200 Swedish organizations, taking place in over 100 different
countries. As itwas not possible to assess all the different initiatives funded, choices
had to be made. The first choice was to narrow the evaluation to just four countries:
Bolivia, India, Kenya and Zimbabwe. Projects were selected on the following
criteria: one from each of the major framework organisations working in each
country; at least one intervention whose main or only component was "technical
assistance”, including volunteer intervention; to select projects and programmes
which reflected the sectoral spread of activities funded; to choose at least one
intervention by a fairly small Swedish NGO; to choose no projects which had not
been running for at least 18 months; and to identify at least one project which had
already been completed. Totally, 37 projects were assessed.

Each project was assessed at two levels: firstin relation to the achievement of the
immediate objectives for which the funds had been provided and second in
relation to a check-list of nine broader criteria: poverty focus, degree of participa-
tion, gender focus, environmental assessment, the role and impact of Swedish
technical assistance, the innovativeness, flexibility and replicability of the project;
and links between the project; links between the project and democracy and
human rights issues.

The purpose of the evaluation was not to judge individual organizations or
projects but to use project data to validate general conclusions. The projects were
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assessed against broader developments and trends of the particular country
concerned and the difference NGOs in general were making to development in
the country itself.

The Results of the Evaluation

It was possible to make fairly firm judgements on project impact in the case of 35
of the 37 projects. Two major conclusions were drawn. The first is that the
overwhelming majority either have achieved, or are well on their way to achieving,
the stated and immediate objectives for which SIDA’s NGO Division provided the
funds. Only two instances of projects failing to meet their immediate and direct
objective were recorded. The second conclusion is that achieving project objec-
tives provides little guidance to the overall development impact of the projects in
question viewed more broadly. When the projects were judged against an increas-
ing number of the nine broader criteria, their aggregate performance rating
dropped progressively.

Itis important to add, however, that such a conclusion was not unexpected. In
the first place, a number of these broader criteria are new to many Swedish NGOs.
Secondly, comparisons with assessments from other NGO projects of other donor-
country based NGOs show that these, too tend to score badly when assessed against
an increasing number of broader criteria. Thirdly, “doing development” is a
complex and difficult undertaking, especially where addressing poverty means
addressing power relationships within a community.

The context of the NGO studies indicates that insufficient attention is paid by
many Swedish NGOs to thinking strategically and realistically about development
opportunities in the areas in which they are working.

Each of the country studies makes clear that there are a range of windows
through which SIDA supports NGOs, although the NGO Division remains the most
important window. Diversity can be an asset, but it can also bring a range of
complications, not least the increasing possibility that officials responsible for one
funding window are not aware of the potential or real overlap between the
different activities funded. One inevitable resultis that public funds channelled to
these different NGO initiatives are necessarily less effective than they might be if
one part of SIDA was clearly aware of what the other part of SIDA was doing and
funding: shared learning opportunities are repeatedly lost.

Poverty impact

Perhaps surprisingly, three of four country studies suggested that the NGO
projects did not often reach the poorest, and not even necessarily the very poor.
It was quite common for the NGOs simply to assume that they were working with
the very poor.

All the case studies conclude that there is little evidence to suggest that the work
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of Swedish NGOs has had much of an impact on poverty. In many ways this is
because many Swedish NGO projects do not begin from a conceptualisation of
poverty; of what it is, of what causes it, and of how to address it. Those Swedish
NGOs which have engaged in or supported more politically relevant work either
have had impact on poverty or have enhanced capacity within the popular sectors
to do so.

One dimension of questioning power relationships is to foster activities that
question gender relationships. A number of projects claim to be gender sensitive
because they meet womens’ needs, however in many regards, these activities
address the symptoms far more than the causes of gender-linked poverty.

NGO impact on poverty tends to be greater where the state is strong. Similarly,
itis likely to be greater where the regional economy is dynamic. This implies that
when NGOs work in areas of economic decline and stagnation, their work is likely
to be focused mainly on alleviation of poverty and easing some of the pains of
economic transition.

Participation

Ingeneral, the extent to which Swedish NGO-supported activities are participatory
was found to be disappointing. The rhetoric on participation commonly exceeded
reality. In some cases, participation is limited more because of the narure of the
counterpart rather than the Swedish NGO. In other cases, where a rapid response

is required, participation can cause inappropriate delays. However, these condi-
tions were far from always the reasons for lack of participation.

Innovation replicability and dissemination

The Indian and Bolivian studies concluded that there were a large number of
innovationsin the programmes examined. Many of these innovations are replicable.
However, in practice, there has been limited replication. To a large extent, this
seems to reflect the low profile of many Swedish NGO projects, and their rather
poorly developed links with other non-governmental institutions, with SIDA and
with the government in the country where they are working. Many NGOs are also
more interested in making the ideas work within their own projects than they are
in scaling these ideas up for others.

Monitoring evaluation and learning

Swedish NGOs have carried out some monitoring and evaluation of their projects,
in general more monitoring than evaluation. Generally speaking, however, it has
been insufficiently rigorous to provide information that might be persuasive to
other agencies. If the objective is to generate information which is to be used by
others, then it would be important to engage in a different type of evaluation
including more assessment of impact and some sort of attempt to equate expected
benefits with costs.
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Sustainability

In many cases, the country studies concluded that the processes initiated by the
projects assessed were not yet sustainable, and some were never likely to be.
Nonetheless, each of the case studies also presented many reasons why we should
not be surprised that projects were not sustainable and, indeed, why it is often
unreasonable to expect projects to reach sustainability, particularly when the
projects work with the poor and very poor.

The issue of sustainablilty is very complex, partly because of the lack of a clear
definition. This evaluation has provisionally defined sustainability in the NGO
context in Chapter 3.

Technical assistance

The sample of projects which included a component of Swedish technical assist-
ance was extremely small. Thus, the comments of this Report should in no way be
seen as a comprehensive assessment of Swedish volunteers and linked technical
assistance programmes.

In general, the evidence suggests that the quality of work done by Swedes "in the
field” and their commitment was indisputable. Yet in only a few instances did the
Swedish personnel provide a skill that local people did not have. There is a risk that
the volunteer endsup only doing ajob, notin building capacity in the organisation.
In the worst cases, volunteers can obstruct capacity building because they control
and manage all the relationships between the local organisations and the Swedish
NGO.

Recommendations to SIDA

Chapter 5 of this report is build around seven main recommendations to SIDA.
They are summarized below:

1. New measures/initiatives should be taken by SIDA, in conjunction with
representatives of Swedish NGOs, which are aimed at improving the
development impact of funds provided by the NGO Division to support the
development initiatives of Swedish NGOs.

2. Asamatter of some urgency, SIDA should initiate work aimed at producing
clearer, in some instances more comprehensive, and, overall, more logi-
cally consistent Guidelines for Swedish NGOs wishing to apply to the NGO
Division to support their own development initiatives. Inter alia, and
minimally, any new Guidelines should specify clearly the status of different
criteria by which funding applications will be assessed, distinguishing
between those which are mandatory and those which are not.

3. Consistent with broader Swedish aid policies, the four issues of gender, the
environment, democracy and sustainability should be listed in the NGO
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Development Guidelines as core criteria against which all development
projectand programme applications submitted to the NGO Division are to
be assessed.

4. It is recommended that consideration be given to the compilation and
production of an annual report to the Swedish public (presented annually
at the time of the parliamentary vote) which provides data, information
and evidence of the development impact of projects and programmes by
Swedish NGOs which have been in receipt of state funds. Itis suggested that
this annual report be compiled by representatives of those NGOs/frame-
work organisations in receipt of such funds, and that this report be funded
by the annual budget to NGOs.

5. SIDA should place high priority on introducing a procedure for exchang-
ing information within SIDA and between SIDA and the relevant Swedish
NGOs about all aid it provides to particular countries.

6. In those countries in which the level of funds allocated to Swedish NGOs
is now so large that it is likely to have a significant broader impact, it is
recommended that the NGO Division funds be divided into two separate
funding windows. The first window should be available for Swedish NGO
projects and programmes and processed in the same way as at present. A
new second window should be opened. This would also be available
exclusively for Swedish NGOs wishing to execute their own development
initiatives in the country in question. Yet, this particular window would be
available only for funding proposals put forward by Swedish NGOs which
fall within given country-specific parameters drawn up by the leading
Swedish NGOs working in the country in question (in consultation with
others).

7. Asamatter of some urgency, SIDA should initiate a process of discussion
both internally and with representatives of Swedish NGOs to work out in
more detail how a pilot scheme as recommended could begin to operate
as quickly as possible, including the choice of the pilot country, or
alternatively, put forward an alternative practical way of addressing these
concerns.
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An interesting finding of the evaluation was that many projects for disabled people succeeded
exceptionally well in improving the conditions for the poorest. The photo shows work in the

Jairos Jiri workshop centre for disabled persons in Umtali, Zimbabwe.
PHoTO: GuSTAF ENEROTH/BAZAAR
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INTRODUCTION

|.1 BackGROUND AND THE BRoOAD PURPOSE OF THE EVALUATION

In April 1994, SIDA’s Evaluation Department commissioned an evaluation of the
development impact of Non-Governmental Organisations (NGO) interventions
(projects and programmes) funded by SIDA, entitled The Development Impact of the
Swedish Government’s Support to NGOs. The Overseas Development Institute (ODI)
in London was commissioned to undertake the bulk of the evaluation. ICS
Interconsult Sweden AB provided a range of back-up services to the main British-
based team: undertaking data gathering and analysis in relation to the NGO
support programme, and contributing Chapter 2, Swedish Government Support to
NGO:s to this final evaluation Report.

Besides the evaluations and monitoring exercises undertaken by individual
Swedish NGOs — a growing (although still far from widespread) phenomenon,
encouraged now by SIDA’s NGO Division! - a number of studies, evaluations,
assessments and reviews of NGOs in receipt of SIDA funds have been initiated in
recentyears by SIDA itself. The three most importantinitiatives have been capacity
studies undertaken of 13 of the 14 framework organisations;* an overview of
development assistance channelled through NGOs entitled State Grants for Non-
Governmental Organisations;® and an ove-view study, in 1992, of SIDA’s methods and
approachesin supporting volunteers. However, none of these three initiatives have
been directly concerned with the main focus of this particular evaluation, namely
development impact. Each, in different ways, has been built around the working
assumption that the impact of NGOs development initiatives funded by SIDA is
broadly positive.

A comprehensive assessment was commissioned by SIDA in 1985, the results of
which were published as “Review of NGO Capability for Development Assistance”.

The NGO Division is also known as the Division for Cooperation with Non-Governmental Organisations.
A capacity study of the fourteenth framework organisation (the Africa Group) began in early 1995.

The original text was published in Swedish in September 1991; a summary and partial extract were
published in English in September 1992. It is the English version which is cited in this Report: F. Albinson
and E. Ahlstrém State Grants for Non-Governmental Organisations, Stockholm: SIDA, September 1992.
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More recently SIDA has provided funds for the NGOs to expand their own
capability in the field of assessment and evaluation.

It was felt, however, that these initiatives on their own remained inadequate.
The Terms of Reference (TOR) for this evaluation (see Appendix A, below) give
a number of more specific reasons for commissioning this evaluation. Since the
1985 study (almost ten years ago), the funds SIDA has provided to NGOs for
development has increased many times during the last years”).* Additionally, the

Study State Grants for Non-Governmental Organisations recommended that such an
evaluation should take place.®

Indeed, in the ten year period to 1994, the funds SIDA has provided to Swedish
NGO:s for development have risen more than fourfold. This has occurred concur-
rently with the decisions to delegate more and more of the decisions about how
these funds should be spent to the 14 framework organisations. There has been no
requirement for Swedish NGOs to provide evidence that the funds they have
received have been used effectively as a requirement for the funds to be provided,
no less to be increased at such a pace.

The growing view extending across Swedish society that more information is
needed about development assistance funds out of the direct control of SIDA.
Thus, the report of the Government Commission published (in English) as
Management and Coordination in Swedish Development Assistance (Ministry of Foreign
Affairs, 1993) comments that

Parliament also needs to have a cohesive picture of the purpose and content of cooperation
with individual countries. Parliament should receive better information about the activities
of all Swedish development assistance — at the moment information about SIDA dominates
the picture (p. 10).

Additionally, four recent surveys of public attitudes to Swedish aid all con-
firmed that what people in Sweden are most interested in

is not the actual percentage (of aid given)... but how the development assistance funds are
utilised and which effect they have.®

The other major Scandinavian and Nordic donors — Denmark, Finland and
Norway — are themselves currently involved in, or have recently completed,
evaluations of the development impact of funds channelled to NGOs. Thus the
SIDA initiative can be seen as part of a wider part of geographically-linked donor
initiatives.

* Trend figures are provided in Chapter 2, below.

5 The Study makes the following statements about NGO projects and programmes supported by SIDA
(page 37 and following): A major reason to increase NGO aid is the ability of the organisations to reach the real
target groups of Swedish aid — the poorest people in the poorest countries — and to build up mutual cooperation.
It is also the impression of the NGOs and SIDA that their strongest side is their ability to reach the grass roots
levels, the local population, and to establish direct contacts between people and organisations in Sweden and other
countries.

¢ “Attitudes to Swedish Development Cooperation: an analysis of four qualitative surveys”, SIDA
Information Secretariat, 1994 (mimeo).
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The TOR lay out three inter-related objectives for the evaluation.

1. To provide SIDA with an independent and comprehensive review and
analysis of ... Swedish development support through Swedish NGOs and to
assess the effectiveness of Swedish NGO support...

2. To provide an assessment of key lessons learnt concerning NGO support as
an aid form, its strengths and weaknesses.

3. To provide conclusions and recommendations for the future role of the
support in the framework of overall objectives and policies of the Swedish
development cooperation.

Consideration of the first two objectives highlights a potential tension: on the
one hand, the evaluation is required to focus on “Swedish development support
through Swedish NGOs”, but, on the other, it is required to broaden its horizon
both to comment on “NGO support as an aid form” and to contextualise NGO
support in terms of wider goals and concerns of Swedish development coopera-
tion. The way in which this tension confronted the evaluation (and the evaluators)
is a theme which recurs throughout this Report.”

Preliminary discussions, largely between the consultants, SIDA’s Evaluation
Department and SIDA’s NGO Division, led to the decision that the predominant
focus of the evaluation would be on the development initiatives of NGOs funded
by SIDA’s NGO Division. In effect, this meant a concentration on initiatives
submitted to SIDA’s NGO Division by Swedish NGOs. The implications of this
decision of SIDA on the ability of the evaluation to draw wider lessons of NGO
impact are discussed below, especially in Chapter 5.

Itshould also be noted that the evaluation excludes assessment and discussion
of funds provided by SIDA to NGOs for emergency and/ or refugee work.® Likewise,
the TOR did not ask the evaluation to focus either on the funds SIDA gives to NGOs
for information work in Sweden, or on the importance in Sweden of activities
related more to solidarity. It may well be that when other factors are brought into
play, the conclusions and recommendations of this particular evaluation will be
viewed in a different light.

7 As the discussion in subsequent chapters of this Report indicates, most clearly in Chapter 2, there are
a number of different channels through which NGOs receive funds from SIDA to support development
initiatives. Some of the NGOs in receipt of funds are Swedish, others are not. Some receive funds from
Stockholm, some from SIDA and DCO offices and from Embassies in different developing countries.

¢ A number of recent evaluations have been undertaken which, at least indirectly, assess the impact of this

aspect of NGO-funded work. See, for instance, U. Rundin et af Evalugtion of Swedish Support to the Drought
Operations in Southern Africa: a study commissioned by SIDA, Stockholm, UIf Rundin AB, January 1994, and
R. Apthorpe et al What Relief For The Horn? SIDA-Supported Emergency Operations in Ethiopia, Eritrea,
southern Sudan, Somalia and Djibouti, The Hague: Institute of Social Studies Advisory Services, September
1994.
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1.2 Timing and Approaches

In terms of timing, the evaluation formally began in early May and the draft final
Report had to be with SIDA in the first week of December. In the interim, the
evaluation team had to be finalised, Swedish and local NGOs had to be visited to
discuss the evaluation, agreement had to be reached on the timing of project visits
and related meetings, and country study reports had to be written up. Thereafter,
these had to be brought together and further discussions and analysis undertaken
focused on drawing up conclusions and specific recommendations.

In relation to what to assess, choices also had to be made. The NGO Division
currently funds some 2,000 separate projects and programmes across just over 100
countries and itwas clearly only going to be possible to focus attention on a relatively
small sample of projects. The first decision was to select NGO Division-funded
projects and programmes in just four countries. SIDA decided that these were to be
Bolivia, India, Kenyaand Zimbabwe.? These four countries were chosen because they
are amongst the largest in terms of NGO Division funds,'® because of their geo-
graphic coverage, and because they encompass initiatives overseen by a spread of
different framework organisations, as well as a spread of different types of interven-
tion. However, even in these four countries, the NGO Division currently funds over
200 different projects and programmes, and it was never going to be possible to make
a special study of all these. A smaller selection had to be made. It turned out to be
possible to look quite closely at 37 projects across the four countries.

The largest amount of time was devoted to preparing for, undertaking and
writing up the results of the different individual case studies — approximately 80%
of the total person-weeks funded.

Thus, projectand programme impact was assessed notin isolation but in relation
to the particular country context in which the projects were located. This means that
this form of development assistance (support through Swedish NGOs) could be
compared with other forms of development assistance (Swedish and non-Swedish,
within the context of the broad development problems of the four countries. This
contextual approach proved invaluable in trying to come to grips to some of the
broader objectives of the overall evaluation (see above). It also enabled some
comparisons to be made between NGO projects and official aid projects.'

* Though the decision was made prior to the engagement of the evaluation team, the decision was made
following discussion most notably between the NGO Division and SIDA’s Evaluation Unit.

In terms of funds allocated by SIDA in 1992/93, Kenya constituted the third largest African recipient of
NGO Division development funds, India the second largest Asian recipient, and Bolivia the fourth largest
Latin American recipient.

This comparatively high figure (in comparison with the anticipated number) was due largely to the
Zimbabwean case study evaluation team splitting up into three separate units. In most other cases,
northern and southern evaluators conducted project visits together.

An important attempt to provide such comparisons is contained in SIDA Evaluation Report 1991/3, L.
Andersson-Brolin et al The Art of Survival: A Study on sustainability in health projects, Stockholm: SIDA.
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The overall evaluation was split upinto three phases. These were termed: (i) the
pre-study; (2) the country case studies; and (3) the synthesis phase.

The Overseas Development Institute (ODI) in London had responsibility for
planning and executing the four country case studies, and the synthesis phase of
the evaluation. The ODI provided the overall evaluation’s team leader, Mr. Roger
Riddell, and each of the four country case study co-ordinators and lead-evaluators.
They were joined by local evaluators whose main role was to participate in the
discrete project evaluations. The main ODI lead evaluators were the principle
authors of the four country case-studies. The details are as follows:

Bolivia Dr. Anthony Bebbington
Mr. Adalberto Kopp

India Dr. David Lewis
Ms. Sheelu Francis

Kenya Myr. Mark Sinclair
Dr. Agnes Abuom

Zimbabwe Mr. Roger Riddell
Mpr. Simon Matsvai
Ms. Soneni Ncube

The ICS Interconsult AB team consisted of Dr. Jan Valdelin (Director), Mr.
Lennart Peck and Mr. Gdran Schill.

The bulk of the (non-administrative) work in the final, synthesis, phase was
undertaken by Mr. Riddell and Dr. Bebbington, who were the main authors of this
the overall evaluation Report.”®

The breakdown and timing of each of the different phases of the evaluation
were as follows:

i. The Pre-Study: Early May 1994 to mid-July 1994

This phase of the evaluation consisted of the following:

* Initial (ten day) visit to Sweden by the evaluation team leader to discuss the
details of the overall evaluation with relevant SIDA staff and with the 14
framework organisations.

* Initial (seven day) visits to Sweden by the four ODI country case study main
evaluators to discuss the parameters of the case studies with relevant SIDA
officials, the relevant framework organisations and, where applicable, the
relevant individual Swedish NGOs.

'* As noted above, Chapter 2 was written for ICS Interconsult Sweden AB largely by Mr. Lennart Peck.
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Initial (seven day) visit to each of the case-study countries to make contact
with relevant Swedish Embassy/DCO officials; to make initial contact with

the relevant local NGOs; to make contact, and devise a plan for co-operative
work, with local consultants; to make initial contact, or prepare for subse-
quent meetings, with officials from the government, the donor and research
community and local NGOs regarding broader NGO development impact
questions.

Preparation by the team leader of the Inception Reportand its discussion with
relevant SIDA staff.

ti. The Country Case-Study Phase: Mid-July to mid-October 1994

This phase of the evaluation consisted of the following:

Research and analysis of broader NGO and development issues by principle
evaluators.

Extended visits (20-35 days) to the four case study countries to join the local
evaluators, in order to undertake the substantive project/programme visits
and conduct related interviews.

Additional research gathering and discussions with Swedish Embassy/DCO
staff, government officials, other donors, the research community, local and
international NGOs to provide contextual data and information on the case
study country.

Preparation, writing, and (limited) distribution of, the first draft of the
country case studies.

iti. The Synthesis Phase: Mid-October 1994 to February 1995

This phase of the evaluation consisted of the following:

22

Gathering feedback on the analysis and recommendations of the four
country case studies from SIDA, the relevant framework organisations and
Swedish NGOs (to end November 1994).

Summarising the results of the four country case studies, analysing the
conclusions and recommendations, and drawing wider conclusions and
recommendations (to early November 1994).

Discussion with SIDA and relevant framework organisations and NGOs on
the country case study material, wider conclusions and tentative recommen-
dations made (mid-November 1994).

Discussion between ODI and ICS Interconsult Sweden AB of the preliminary
drafts and conclusions of the final evaluation report (mid-October to mid-
November 1994).

Preparation of the first draft of the overall evaluation report (mid-October to
end-November 1994).
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e Submission to SIDA of the first draft of the overall evaluation report (early
December 1994).

e Revision of the first drafts of the four country case studies and preparation of
the final country case study reports (January 1995).

* Discussion with SIDA and representatives of the Swedish framework organi-
sations of the first draft of the final evaluation report (January 1995).

¢ Preparation of the final version of the overall evaluation report (January /
February 1995).

® Submission to SIDA of the final version of the overall evaluation report
(February 1995).

Increasingly over the period allotted for the overall study, the evaluators were
conscious of the time constraints under which they were working. A number of
NGOs and others felt that they did not have sufficient time to comment on draft
reports. Additionally, the final (draft) report, and the final recommendations, had
to be put together under extreme time constraints in order to meet SIDA’s
deadlines, one result of which was that there was little time to provide and write up
anything butavery hurried analysis of the wider international context within which
the impacts of Swedish NGO-funded development initiatives could have been
located.
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SWEDISH GOVERNMENT SUPPORT
10 NGOs

Sweden is by tradition a country where organisations and so called “popular
movements” have played an important role. Some of these were engaged in
development cooperation long before official aid even existed. Swedish churches
began their mission work in Africa in the late 19th century. The 1960s saw the
emergence of “solidarity movements” of various kinds, and, in recent years, a
number of organisations working primarily in Sweden have extended their activi-
ties to developing countries. These movements and organisations were an impor-
tant force in the creation of Swedish official aid, and since then, they have
continuously been part of the shaping of the aid programme both through the
political process as well as through participation in the board of SIDA, in working
groups, and in SIDA programmes.

Additionally, state aid has also been of great importance for the presence of
NGOs in developing countries. The development activities of several of the major
NGOs are today funded primarily with money from the Swedish state’s aid budget.
Some organisations have been created largely as a result of the availability of these
funds, and a few framework organisations have been established on the direct
initiative of SIDA.

2.1 THe RoLe oF NGOs IN SwebisH Ap

On a number of occasions, the Swedish Government has expressed the view that
NGOs have an important role in Sweden’s overall cooperation with developing
countries. Supporting NGOs is seen as a way of mobilising the resources and
initiatives of the Swedish people.

A second argument derives from the fact that Swedish NGOs usually work
togetherwith local NGOs in the different countries. As aresult of this linkage, NGO
assistance is seen to be complementary to official aid, in terms of reaching down
to local organisations. Relatedly, it is assumed that NGOs are better at working at
grassroots levels and in reaching the primary target group for Swedish aid, the poor
and the vulnerable. Another advantage is that NGOs can be used to channel aid to
those countries where, for some reason, Sweden cannot, or does not wish to,
provide aid officially. Thirdly, when funds provided to NGOs were raised to a
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significant level, this allowed agencies other than SIDA to experiment in a

meaningful way in promoting their own models of development. For instance, it
is widely assumed that NGOs are innovative and that a variety of different
approaches is likely to enrich the whole development effort.

Finally, there is a general conviction that NGOs operate efficiently due to their
advantages in terms of the small scale of their operations, their flexibility, the
replicability of their initiatives and their degree of beneficiary participation.
Increased recognition of NGOs as partners in overall development cooperation is
demonstrated by the increase of funds allocated by Parliament and by SIDA. In
1983, approximately 13 percent of SIDA’s budget was channelled through NGOs.
According to official SIDA information, the 1994 figure was close to 30 percent.

2.2 Dirrerent SIDA Funbing WINDOWS

There are a number of different windows through which Swedish NGOs receive
official aid funds. These are: NGO Support, Eastern and Central Europe, Disaster
Relief, Democracy and Human Rights and a variety of other smaller windows, such
as through the different country frames, special programmes, etc.

Both the objectives of support and the different roles given to NGOs vary
considerably depending on through which window funds are channelled. The
following sub-sections describe the differentwindows and their main characteristics.

Figure 2.1: Disbursements through different windows 1993/94
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Source: SIDA Finance Division

Note: SIDA’s accounting system does not allow one easily to extract data on funds provided for other “windows”, The
reason is that different accounting codes are used for the same organisation recieving funds from different windows.
Information from the framework organisation themselves indicates that they have recieved approximately SEK 50 mn
from other windows. However, some of the main recipients are outside the framework organisations and thus not
included in this figure.
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2.2.1 NGO Support

The “NGO-window” has been established to support organisations’ own develop-
ment activities. The responsibility for the project rests with the organisation. The
share of SIDA’s contribution should not exceed 80 percent of total project costs."
According to directives from the Ministry of Foreign Affairs, SIDA’s role is only to
make payments and to ensure that the state funds provided are used in accordance
with the different agreements signed between SIDA and the various framework
organisations.

The fundamental goals in providing funds for the development programmes of
NGOs are the same as those applied to all Swedish development assistance:. These
are to contribute to: (1) economic growth; (2) economic and social equality; (3)
democratic development; (4) economic and political independence; and (5)
sustainable use of natural resources and environmental protection. The Guidelines
also note that the projects funded need to aim to achieving a permanentimprove-
ment.'

Procedures and the division of roles have changed over the years, with ever
increasing delegation of responsibilities going from SIDA to the different organi-
sations. Some of these organisations are also implementing agencies, others are
merely umbrella organisations. In 1994, support was channelled through 14
framework organisations, which were:'®

* The Africa Groups (AG)

* Assistance and Information through Voluntary Organisations (BIFO)

¢ DIAKONIA (Free Church Aid)

* Swedish Organisation of Handicapped International Aid Foundation (SHIA)
¢ LO/TCO Council of International Trade Union Co-operation (LO/TCO)
® Olof Palme International Centre (OPIC)

e PMU Interlife (PMU)

¢ Ridda Barnen, the Swedish Save the Children (RB)

¢ Church of Sweden Mission/Church of Sweden Aid (SKM/LH)

¢ Swedish Missionary Council (SMR)

¢ Swedish Red Cross (SRK)

* Swedish Volunteer Service (SVS)

¢ Swedish Co-operative Centre (SCC)

¢ Training for Development Assistance (UBV)

14 Different organisations have different ways of evaluating this own support. Most of them tend to link total

SIDA funds with the total of their own contribution, rather than apply the 80/20 ratio to specific projects.
In fact, most of the projects assessed in the country case studies were 100 percent SIDA-funded.

'5 However the term ‘sustainability’ is not explicitly used — a point discussed further in Chapter 3, (Section
34.1).

'¢ BIFO and SVS will merge as from Ist July, 1995, reducing the number of framework organisations to I3.

SIDA Evaluation Report 2/95 27




Total disbursements from the NGO-window have increased from SEK 236 mn
in 1983/84 to SEK to 830 mn in 1993/94, rising from six percent to 11 percent of
SIDA’s total budget. The total budget of the NGO Division was raised from SEK 875
mnin1993/94to SEK1bnin 1994/95, a figure more than SEK110 mn higher than
had been requested by SIDA. The budget figures for 1995/96 (released in January
1995) provided for a fall back — to SEK 850 mn —for that year. Yet, given the overall
fall in the aid budget (from SEK 8.665 mn in 1994/95 to SEK 7.724 mn for 1995/
96), this still constituted (just over) 11 percent of the total budget."”

Figure 2.2: Percentage of total SIDA disbursements for development aid
channelled through the NGO window
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Figure 2.3 shows the increase of funds for the major framework organisations
since 1985/86. It clearly reveals the dominance of a few big framework organisa-
tions, with SMR and PMU in the lead. It also shows that, though there has been a
general increase in funds provided, the relative increase has usually been greatest
within these large organisations, while the small ones only show a modest increase.

The NGO-window itself has a number of what could be referred to as sub-
windows.

Project Support

Formally, a “ development project” is viewed in terms of a single intervention, and,
on that basis, it has been estimated that approximately 2,000 projects are being
funded each year by SIDA, using this definition. However, what the statistics record
as several projects might very well be components of a single initiative.

7 Note that some of the differences in funds allocated may have been due to reserves held, advance
allocations and changes in the numbers of organisations under a particular framework.
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The geographical division of funds allocated are recorded in Figure 2.4. This
shows that apart from a somewhat larger share going to Latin America, the
allocation of funds reflects the wider allocation of SIDA funds as a whole, though
itshould be added that Swedish NGOs fund projects and programmes in far more
countries, at present somewhat over one hundred in 1994.

Figure 2.5 records the distribution of funds per sector for the year 1994. This
shows that NGO activities were focused more directed on what is usually described
as “basic needs” sectors, health and education, than was SIDA as a whole.

Figure 2.3: Annual Allocations to the major framework organisations
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Source: Albinsson and Astrém (1983/84-1988/89) and SIDA NGO Division (1989/90-1993/94). LH/SKM (which
before 1992/93 were included under SMR) and BIFO are not included.

Figure 2.4: Geographical distribution of funds 1993/94
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Figure 2.5: Distribution of funds per sector 1993/94
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Volunteers

Within the NGO-window, SIDA also provides special funds for so-called volunteers.
There are two purposes for providing such funds. First, the volunteer should
perform development work in the country in question, and secondly, s/he should
take part in information activities about developing countries in Sweden. Accord-
ing to the framework organisations, in the year 1993/94, there were 700 persons
working in developing countries with SIDA-volunteer funding, amounting to a
total of SEK 122.5 mn, or approximately 15 percent of the total NGO window
funds.”®

The volunteer funds are used principally in two ways. For three framework
organisations, SVS, UBV and AG, the principal activity funded is the administra-
tion of the volunteer programmes. Other organisations, in particular SMR, PMU

and SKM who provided 65 percent of the volunteers working abroad during 1994,

use the volunteer funds to finance technical assistance personnel for their projects.
Five organisations, including SCC and SRK, do not normally use these volunteer
funds because the conditions laid down are not consistent with their own person-
nel policy. They prefer to include personnel in overall project support.

A study carried out in 1993'° showed that 26 percent of volunteers surveyed in
that year worked within the education sector, and 25 percent in the health sector,
a figure comparable to the ratio for project support. Thirty one percent defined
their work primarily as advisors, 25 percent as “gap-fillers”, and 23 percent as
administrators.

'8 This is the average over the whole period of time.

19 |CS Interconsult Sweden AB Volontdrbidrag och egeninsats: Utredning av en stédform: SIDAs volontdrschablon,
Stockholm, June, 1993.
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Information activities in Sweden

State support to Swedish NGOs is also intended, according to the Guidelines, to
“create understanding of and interest in the situation of developing countries”,
and to “counteract tendencies of hostility towards foreigners and racism in Swedish
society”. Within the NGO-window, SIDA therefore also supports information
programmes on developing countries in Sweden.

Those organisations which have project framework agreements drawn up with
SIDA include information activities in their overall block grants. Grants are
approved for production of materials, courses, seminars and conferences, meet-
ings, study visits, exhibitions and similar sorts of activities. In 1993/94, disburse-
ments for information within Sweden amounted to SEK 60 mn.

Administration and other uses

An increasing amount of SIDA-funded development work has put pressure on the
administrative capacity of the NGOs. As a result, SIDA finances a certain share of
their total administrative costs. For framework organisations, the amount is based
on an individual assessment of needs and ongoing programmes. Some of them,
primarily those framework organisations largely created to channel SIDA funds,
are 100 percent SIDA-funded. Supportis also given to non-central organisations as
part of the project request, though the amount provided may not exceed more
than five percent of the total granted for projects by SIDA. SIDA also provides
financing for pre-project planning, monitoring and evaluation.

2.2.2 Eastern and Central Europe

Since 1989, the NGO Division has been funding NGO projects in the countries of
Eastern and Central Europe. The funds come from a special government fund, not
from the normal development aid budget. Additionally, the objectives differ: for
Eastern and Central Europe, aid to NGOs should be used to support: the
restoration and consolidation of the institutions of democracy and the rule of law;
the reintroduction of a functioning market economy; and measures designed to
improve the environment, especially in the Baltic Sea. The responsibility for the
projects rest with the organisations and the organisations have to find no less than
20 percent of project costs. SIDA has signed framework agreements with six
organisations for Central and Eastern Europe. During the two fiscal years preced-
ing 1993/94, this funding window amounted to SEK 45 mn, for some 70 projects.

2.2.3 Disaster Relief

SIDA provides funds to NGOs for disaster relief initiatives. This is aimed at
supporting people affected by natural or man-made disasters, as well as rehabilita-
tion and disaster preparedness programmes. Figure 2.6 records disbursements for
total disaster relief, and the share channelled through NGOs.
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Figure 2.6: Disbursements for Disaster Relief (MSEK), 1983/84-1993/94
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Source: Albinson and Astrém (1983/84-1988/89) and SIDA NGO Division (1989/90-1993/94).

In 1993/94, SEK 687 mn out of a total of nearly SEK 1,600 mn were channelled
through 55 Swedish NGOs. The main ones receiving this money were SRK,
DIAKONIA, LH, Caritas, PMU, Praktisk Solidaritet, the Sweden Afghanistan
Committee and RB, accounting together for 90 percent of all NGO disaster funds.

In contrast to both the general NGO window and the window for support to
Eastern and Central Europe, the NGOs considered here function as channels for
SIDA aid. Itis SIDA which is using the NGOs for its own purposes, because theyare
considered professional and efficient organisations with valuable local networks.
In principle, the NGOs are responsible to SIDA for the way they operate, just as any
consultant would be using SIDA funds to carry out SIDA’s objectives. As this
window is not based on support to the organisations to promote their “own”

activities, there is no 20/80 rule: the organisations receive total project costs from
SIDA.

2.2.4 Democracy and Human Rights

In 1991/92, SIDA established a special Democracy and Human Rights window.
Total funds for the year 1993/94 amounted to SEK 676 mn. Of this, 37.8 percent,
or SEK 256 mn, was channelled through 40 Swedish NGOs. Six of the framework
organisations also received funds from the Democracy window. Like the funds
allocated for Disaster Relief, NGOs are given these funds on the basis of promoting
SIDA initiatives.

2.2.5 Other Windows Open to Swedish NGOs

There are a number of other windows through which NGOs receive funds. These
include the different country frame programmes, as well as special programmes,
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such as those which focus on environmental and gender issues. Thus, the SCC has
entered into a major co-operation agreement with the Division of Natural Re-
sources, SHIA has been given funds from the Health Division, and the Africa
Groups work with the Education Division. There are many other particular
examples. The overall size of funds granted in these sorts of way is not easily
determined.

2.2.6 Direct Support

Thusfar, the discussion in this chapter has focused on Swedish NGOs. However
local NGOs in particular countries receive funds from Sweden. The bulk of the
funds from Sweden which reach southern NGOs from the NGO Division comes to
them indirectly, via Swedish NGOs. However, the NGO window does have a facility
which allows the NGO Division to fund southern NGOs directly, albeit, thusfar,
only in three countries: Sri Lanka, Bangladesh and India. As of 1994, there were
no plans to extend this particular facility to other countries.

Figure 2.7: Direct Support to southern NGOs
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2.3 Feep-BAck AND ALLocaTioN oF FunDs

In thissection, the criteriafor, and the process through which, funds from the NGO
window are allocated are described. Procedures applying to other windows differ
and are not considered here.

2.3.1 Policy issues

Policy issues can be examined at three different levels: the level of the NGO, the
level of SIDA and the level of the Ministry of Foreign Affairs.

NGOs

The Guidelines state that all organisations in receipt of SIDA funds through the
NGO window should be democratic. Usually this means a traditional organisation
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with annual meetings, an elected board etc. Thereafter, each organisation is free

to work with itis own ideology, and its own idea of its mission. For example, some
churches have expressed a desire to limit their SIDA-funded activities in order not
to loose their identity as churches.

SIDA

SIDA’s policy towards NGO assistance has evolved continuously over time. Its main
features include an increased confidence in NGOs, shown in increased amounts
of money channelled to the NGOs. A marked decentralisation of responsibility to
the NGOs has been not only a logical consequence of this development but also an
administrative necessity.

The process of major decentralisation started in the late 1970s when SIDA
signed one-year framework agreements with two organisations; SCC and LO/
TCO. In the early 1980s, framework agreements were signed with another 10
organisations. Another major shift came aboutin 1985 following acceptance of the
recommendations of a study which concluded that NGOs could constitute effi-
cient implementors of development projects and programmes but that their
capacity so to act was partly restricted by the prevailing relations with SIDA.** The
same year the NGO Division was established, and a number of measures were taken
to rationalise administrative tasks. Since then, there has been a continuous process
of decentralisation of responsibilities to the NGOs.

As the level of professionalism varies considerably between different organisa-
tions, SIDA has established partially different procedures for working with differ-
ent organisations. However since 1993, SIDA has made an effort to unify and
tighten procedures, including the publication of new guidelines and general
conditions. In 1994, the NGO Division was preparing a “mandate paper” focused
on reaching clearer definitions of its particular role and mandate.

Ministry of Foreign Affairs
Ultimately SIDA’s relationship with NGOs depends on instructions that it receives
from the Ministry of Foreign Affairs. In practice, however, these are extremely vague.

2.3.2 Feed-back from Projects

When attempting to describe the system of providing feed-back from the projects
executed, itisimportant to keep in mind the complexity of activities funded. There
are an estimated 2,000 projects taking place in more than 100 countries.

Organisations

Each NGO has its own system of project monitoring, dependent on their activities
and internal organisation. SIDA’s policy has been to encourage NGOs to make

2 S. Happling Gversyn av enskilda organisationers bistdndskapacitet, Stockholm: Liber, [985.
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their own evaluations, and funds for this purpose may be sought within the
different framework grants. In 1993/94, the framework organisations spent ap-
proximately SEK 6 mn, or 0.7 percent of the amount received from the NGO
Division (including SIDA funds) on evaluations and similar activities.

SIDA

Information provided to SIDA by the organisations has changed over time with the
changing division of roles between SIDA and the NGOs. At present, SIDA’s main
role is to ensure that state funds provided are used in accordance with the signed
framework agreements. SIDA should not, and does not have capacity, to review the
details of the projects.

The feed-back on projects provided to SIDA includes both formal and informal
information. The main formal instrument of feed-back to SIDA is the annual report
submitted by organisations in November each year, following the ending of the
previous fiscal year. Other formal feed-back includes brief financial accounts
prepared in connection with requests for funds and information provided in the
application forms. SIDA has full access to project reports, as well as to any other
relevant information, on request.

Figure 2.8: Requests, allocations and disbursements to the major framework
organisations
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Evaluations carried out by the NGO Division have focused not so much on
development performance and impact, but on the general capacity of the frame-
work organisations to carry out development work. From 1987 to the end of 1994,
13 such “capacity assessment studies” were carried out; the fourteenth (the
capacity study of the Africa Group) commenced in early 1995. Additionally, a
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major study on the NGO support programme was produced in 1991%!, and a few
smaller studies on more specific issues, such as the volunteer study* and the recent
study on information activities in Sweden? have been produced. However, there
has never been any comprehensive evaluation of the development impact of NGO
support prior to this study. In 1993/1994, SEK 1.6 mn, or 0.2 percent of total
disbursements, were spent on evaluations. In previous years the figure was far
lower. These sorts of formal information are complemented by continuous
informal communication between the organisation and the NGO Division.

Co-ordination between the NGO Division and SIDA’s country desk officers, or
any other department or division of SIDA, varies. It tends to take place on an ad hoc
case by case basis, depending on the persons involved.?* The absence of a uniform
reporting system and the fact that much of the information is of an informal nature
implies that there is very little information compiled systematically on projects. As
a result, the funds which organisations receive from other SIDA windows is often
not known to officials in the NGO Division.

Minstry of Foreign Affairs

Formal reporting to the Ministry of Foreign Affairs is limited to SIDA’s annual
report and consultations that might take place during the year. Despite the fact
that NGO assistance accounts for a major share of SIDA’s budget, reporting to the
Ministry of Foreign Affairs was limited to one and a half pages in the annual report
of 1993. Partly as a result of this paucity of information, one study of Swedish
-development aid described NGO support as a “black hole”.

2.3.3 The Allocation of funds

The allocation of funds by SIDA to the NGOs is a process involving several discrete
steps. A first screening of projects is made at the NGO level: each organisation has
its own criteria for selecting projects. The funds provided are considered a support
to the organisations’ own activities. SIDA has neither the mandate nor the ability

to influence the content of the projects as long as they are not contrary to the
Guidelines.

SIDA’s decisions are based on the organisations’ overall performance over
time. The different annual reports produced reach SIDA only four months after

21 F. Albinson F and Ahlstrém E. Solidaritet med statsbidrag: Oversyn av bistdndet genom enskilda organisationer,
Stockholm: SIDA, September, 1991.

ICS Interconsult Sweden AB Volontdrbidrag och egeninsats: Utredning av en stédform: SIDAs volontdrschablon,
Stockholm, June, 1993.

Norberg Network AB SIDAs bidrag till U-landsinformation i Sverige — verksamhetsdret 92/93, Stockholm,
April, 1994.

The country case studies indicate that there is considerable room for improvements in this regard.

Gustavsson L. and Johansson S. Rena roller i bistdndet — styrning och arbetsférdelning i en effektiv
bistdndsforvaltning, SOU 1994:19, Stockholm, February, 1994.
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Figure 2.9: Relation between SIDA funds and other funds per organisation
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the fiscal year has ended. These include brief information on activities, but usually
very little on actual project performance. The fact that each organisation has its
own format for reporting implies that there is no way of making comparisons
between the performance of the projects of different organisations.

Anotherissue to be considered is the expansion of funds provided for the NGO-
window. To 1994, total funds were usually not a break on potential activities. Figure
2.9 provides trends in relation to funding requests, allocations and actual disburse-
ments between 1989/90 and 1993/94, showing that disbursements have consist-
ently been lower than requests for funds. This implies that unless projects are
contrary to the signed framework agreement, SIDA will usually grant the funds that
the organisation is likely to spend.

Different working relations have been established between SIDA and the
different organisation in regard to how requests are assessed. For some organisa-
tions, SIDA reviews individual projects to assure that they are in line with the
Guidelines.

As already noted, the Ministry of Foreign Affairs receives basically no informa-
tion on project performance from SIDA, nor on development impact of NGO
support. The increase of NGO funds must therefore be seen as exclusively policy
based, reflecting the government’s conviction that NGOs should have a greater
role in Swedish development cooperation. It should be remembered that state aid
has been heavily criticised in recent years. One of the reasons for providing more
funds to NGOs may have been the absence of information on the impact of NGO
support funds - nobody has ever had anything bad to say about it.

One final factor to note is that disbursements of SIDA-implemented aid
projects has sometimes been slow, while NGOs have shown a great willingness to
expand their government funded activities.
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- 2.4 DepeNpency AND SIDA INFLUENCE

At one and the same time, it is stressed both that the organisations receiving funds
from SIDA are independent of SIDA and the projects funded are their own, and also
that they have to conform to SIDA conditions to qualify for financial support. The
state has provided a framework for NGO activities to be supported by public fund,
by defining what may be supported and what may not. Activities falling within this
framework are not subject to any influence other than administrative ones concern-
ing reporting rules. In this sense, there would appear to be no obvious contradiction,
though it is possible to address and analyse this issue somewhat differently.?®

It should be remembered that state funds for development form the basis not
only for most of the development projects of the NGOs discussed here but also of
the very existence of some of the more recently established NGOs themselves.
Figure 2.10 provides some data on the (mostly project-focused) incomes of (most
of the) the framework organisations. As mentioned above, there is a requirement
for at least a 20/80 funding relation between own funds and SIDA funds for the
project window. However, only 10 out of 14 organisations meet this criteria; for
various reasons, the others have been exempt from the rule. From an overall
dependency perspective, of course, SIDA resources obtained from the other
funding windows are no less important to the overall build up of total income.
According to data in Figure 2.9, nine organisations received more than 85 percent
of their funds from SIDA in 1993/94. The exceptions were SMR, RB and SRK,
which lowered their average SIDA dependency ratio to 70 percent.

SIDA has undoubtedly had a strong influence on the NGOs in terms of
procedures to be followed and organisational requirements. Representatives of
the NGO Division and the framework organisations both confirm that in only
exceptional circumstances has SIDA sought to interfere, and insist that revisions
be made to project applications as a condition for funds to be granted.

However, attention should be drawn to the notion of fungibility. The fungibility
of funds within NGOs also limits SIDA’s influence: SIDA funds provided for one
activity inevitably release an organisation’s own funds for other activities which,
perhaps, SIDA would not necessarily have supported.

In conclusion, it can be stated that even though there exists strong financial
dependence of Swedish NGOs on funds from SIDA, the organisations have been
able to maintain an operational independence characterised by limited SIDA
influence. To the extent that SIDA exercises an influence, in practice it tends to be
informal rather than formal.

As Swedish NGOs now have access to close to the equivalent of a third of all Swedish
bilateral aid funds, one can probably best characterise the relationship between SIDA
and the Swedish NGOs as one of mutual dependency and a mutual influence.

% As will be clear from the discussion below, in Chapters 3 and 5, the external evaluation team assessed
the issue in a somewhat different way, and come to a rather different conclusion.
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3.

METHODS AND APPROACHES

The core objectives of this evaluation are to provide a comprehensive assessment
of the development impact of (a certain group of) SIDA-funded Swedish NGO
projects and programmes, and draw wider conclusions on the basis of the case-
study material obtained. Immediately, fundamental questions arise in terms,
especially, of methods and approach questions which could potentially give rise to
differences of opinion.

3.1 JupGiNG IMPACT AND EFFECTIVENESS:
THE REQUIREMENTS OF THE TERMS OF REFERENCE

The TOR specify that assessments are to be made in the four specified countries (Bolivia,
India, Kenya and Zimbabwe) and that the main emphasis is to be data and information
obtained by focusing on discrete projects and programmes funded by SIDA.

However, the TOR also emphasise that the “general purpose of the evaluation
isnot to judge individual organisations or projects but to use project data (from country
studies) to validate general conclusions” (emphasis added).

The TOR do not specify explicitly how the project data will be gathered and
what norms should be used in judging the development impact of the interven-
tions funded by SIDA. However, they do contain a list of over 25 direct, and some
further indirect, questions, which the evaluation is expected to answer.

In devising a practical way of carrying out the evaluation, it was found beneficial
to rearrange these questions into four different clusters, representing a movement
from immediate project-focused concerns to far broader considerations.

More explicitly, these four question-clusters focus in turn on the following:

1. projectassessmentin relation to the achievement of direct and immediate

objectives;

2. project assessment in relation to the achievement of additional near-term

objectives;

3. projectassessmentjudged in relation to factors beyond the project, includ-

ing institutional and policy issues, as well as comparisons with non-NGO
development efforts; and,
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4,

broad-based assessment in which NGO achievement beyond the discrete

project is viewed in relation to even broader, but in many ways even more
relevant, contextual criteria.

Grouped together in this way, the different questions posed in the TOR would
read as follows.

1

Project assessment in relation to the achievement of divect and immediate objectives

The questions posed in the TOR relevant to this cluster are as follows.
To what extent do the projects achieve their overall objectives?

Whatare the key factors that determine the extent to which the projectsare
able to achieve their specific objectives?

Have the projects been executed efficiently?

Have overall costs been appropriate to the range, level and distribution of
benefits?

Have assessments of risks and consequences been made before implemen-
tation of the projects?

Project assessment in relation to the achievement of additional near-term objectives

The questions posed in the TOR in this cluster raise a series of questions
some of which may have, but many of which probably have not, been raised
explicitly with the NGOs prior to, or during, the SIDA-funding period. They
include the following.

What are the other major basic impacts and effects, intended and unin-
tended, in terms of technical, economic, socio-cultural, institutional and
environmental factors resulting from the activity?

Are the projectsupported institutions likely to continue beyond the project
completion?

Are resources available to fund the activities after external funding has
ended?

Do the projects have the necessary support from the beneficiaries, egin the
form of active participation, operation of facilities and use of services?

Have the institutional arrangements for project implementation strength-
ened or hampered the possibilities of sustained project activities?

What indications of multiplier effects or project replicability exist?

Do the projects generally stimulate community participation and respond
to community requests?

Does the long term participation of women receive special attention?

Do the projects support local mobilisation of resources?
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3. Project assessment judged in relation to factors beyond the project, including
institutional and policy issues, as well as comparisons with non-NGO development

efforts

There are two sub-groups of questions which fall into the parameters of this
particular cluster. The first concerns not the project funded per se, but the NGO
concerned, with questions focused on issues beyond the project. The relevant
questions posed in the TOR are the following:

To what extent are NGOs effective in the planning, implementation and
evaluation of environmentally sound and sustainable development activi-
ties, in emphasising especially the needs of women, the poverty problem,
local capacity-building regarding equality, and in building democracy and
regard for human rights?

How effective are Swedish NGOs in strengthening collaboration, equal
partnership and local participation by NGOs in developing countries?

Have Swedish organisations supported capacity development (manage-
ment and/or other) within cooperating organisations?

Have the Swedish organisations emphasised core funding or project fund-
ing in the cooperating organisations?

Are the projects planned and implemented in coordination with other
donors/NGOs?

Have new institutions been planned to fitin to the government or existing
institutional set-up of the cooperating country?

The second group of questions posed in this cluster focus on comparisons of the
projects against (it is assumed) the performance of non-NGO donor agency
projects in general, and SIDA projects or wider interventions in particular. Thus,
in outlining the reasons for the evaluation, the TOR draw the following compari-
sons:

1t is generally ... assumed that NGO projects are more cost effective due to low
operating costs, and (more) effective since the projects are carried out with the target
group. Other assumptions are that support through NGOs is more flexible, innovative
and reaches the poorest groups (emphasis added).

The generally assumed effectiveness and efficiency of NGO-supported develop-
ment projects is seldom corroborated by systematic monitoring and evaluation. It
is felt that an overall assessment is needed both in order to have a firmer ground
for future decisions on NGO support and to learn from experiences on handling
and running NGO projects... (p. 2-3).

The contextin which the word term “more” is used would appear to assume that
NGO interventions are more cost effective than official donor programmes, most
notably more effective than SIDA’s own interventions. The implication — and
particularly the reference to the need to corroborate this assumption —is that the
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evaluation should attempt to make a comparison between NGO initiatives funded
by SIDA and Swedish official aid projects.

4. Broad-based assessment in which NGO achievement beyond the discrete project
viewed in relation to broad development criteria

Finally, the TOR raise a further set of questions related to the role of NGOs
in the whole development effort. The relevant questions here are the
following.

Are the NGOs effective as a form (of) development assistance cooperation
in the framework of the development objectives of Sweden and of the
cooperating countries?

Are the NGOs effective in relation to (their) development impact in the
cooperating country?

How effective are Swedish NGOs in strengthening collaboration, equal
partnership and local participation by NGOs in the developing countries?

Have new institutions been planned to fit in to the government or existing
institutional set-up of the cooperating countries?

3.2 THE MeTHODS AND APPROACHES ADOPTED FOR THE EVALUATION

This section outlines the methods and approaches used and adopted for the
evaluation.

3.2.1 Selecting projects

The NGO Division funds some 2,000 NGO development projects a year worldwide;
it funds over 200 in the four countries selected. It was never going to be possible
to review all projects. On the basis of a number of broadly similar evaluations of
NGO projects undertaken, and within the constraints of the time available for
different phases of the overall evaluation, itwas decided to try to select between five
and eight projects in each of the four countries, and to subject these to close
scrutiny. This would give a total of between 20 and 32 projects overall.”’

Besides numbers of projects, decisions had to be made about the types of
projects to be selected for closer scrutiny. A first problem encountered here was the
difficulty of obtaining a complete list of development projects funded by SIDA’s
NGO Division for each of the four countries. Though to the outsider it may seem

7 In the event, it was possible to spend time examining closely a total of 37 projects, broken down as

follows: Bolivia, nine; India, eight; Kenya, seven; and Zimbabwe, thirteen. The time spent on each
project (projectvisits plus interviews, report reading etc) was between three quarters of a day and four
days. The Overseas Development Institute’s (ODI’s) study of British NGO projects in four countries
carried outin the early 1990s assessed | 6 projects, the FINNIDA evaluation, 29 projects (See Chapter
4, below).
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surprising, in practice no such list exists.?® As a result, it was decided to approach
each of the 14framework organisations requesting them to provide the consultants
with lists of current and recently completed NGO Division-funded projects under
their particular umbrella, country by country. As there remained a lack of
comprehensive project data by country, project selection could not take place on
the basis of choosing a sample from the whole population of projects funded.
Indeed, even by the time the countrystudy drafts were being finalised, the
complete list of all Swedish NGO development projects funded by the NGO
Division was still not in the hands of the main country authors.
It was thus decided to choose projects on the basis of the following six criteria:
* to select projects and programmes from all the main framework organisa-
tions which receive funds from the NGO Division for developmentin each of
the four countries;

¢ to select at least one SIDA-funded intervention whose main or only compo-
nent part is that of “technical assistance”, including volunteer interventions;

* toselect projects and programmes which, as far as possible, reflect the spread
of type of activities of total SIDA-funded interventions in the country con-
cerned: education, health, income generation, technical assistance etc.;

* to ensure, additionally, that at least one, and hopefully more than one,
intervention selected was a fairly small project of a fairly small Swedish NGO;
and

¢ to ensure that no SIDA-funded NGO intervention selected for assessment
had been operating for less than 18 months; and

* to search for at least one project which has already been completed.

Project selection was made additionally difficult because the task at hand was
notsimplya matter of assessing projects of organisations which receive moneyfrom
SIDA’s NGO Division. In most cases, the funds are passed on to some sort of non-
governmental organisation in the country in question to be implemented by them.
It is by no means exceptional for the organisation which receives NGO Division
funds for development projects to be a government agency, local or central
government: while in many cases the projects could be termed “NGO” projects, in
some cases they are not.?

% SIDA does have data on the global amount allocated each year by recipient country, and on the amount
within each country given to each framework organisation, in readily accessible form. Yet it does not
have readily available project data lists broken down by individual country. Although the data and
information clearly do exist within SIDA, the manner in which staff tasks within the Division are allocated
(by framework organisation rather than by country) mean that SIDA has not grouped the data in this
particular way.

¥ A further complication arises in the cases of Bangladesh, India and Sri Lanka, where the NGO Division

also provides funds to the respective local DCOs to funds development interventions of local NGOs.
This issue is discussed most fully in the India Country Case-Study (see Supplement l).
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In some cases, to get the green light for undertaking project assessments, and to
discover who was the ultimate “project holder”, it was necessary to go through six
administrative layers: from SIDA (1) to the Swedish framework organisation (2);
from the framework organisation to the Swedish NGO (3); from the Swedish NGO
to the local organisation in receipt of the funds (4); from the local organisation
receiving the funds to the local organisation executing the project (5); and, finally,
from the local executing agency to the actual project beneficiaries (6).

In practice, project selection took place in the following manner. First, the
evaluation team leader visited each of the 14 framework organisations to outline
the parameters of the evaluation and to seek their help in project selection.®
Secondly, in their first preliminary visit to the country, each of the team leaders
made contact with the relevant local organisations to seek permission for the
project to be the subject of study for the evaluation, and to work out the parameters
for project visits etc.

3.2.2 Undertaking project evaluations

In conformity with the TOR for the evaluation, the individual projects selected for
closer scrutiny were assessed by the relevant international consultant in collabora-
tion with locally-based consultants.® Each of the individual project assessments
comprised a process of analysis and information-gathering which included the
following elements: discussion and data-gathering with the relevant framework
organisation and Swedish NGO in Sweden; discussion and data-gathering with the
relevant indigenous project holder; one or more project visits which included a
series of discussions and interviews with both beneficiaries, staff and other appro-
priate third parties (government officials, local government organisations, other
NGOs working in the vicinity, etc.). It ended with the writing up of the project
assessment. Time and financial constraints did not permit systematic discussion
and feedback of project findings in Sweden following the in-country visits. How-
ever, time was provided for at least the relevant Swedish NGOs to review and react
to the first drafts of the country case studies.

The different project assessments which were made followed quite closely the
first two question-clusters described above. Thus, each project was assessed at two
levels: firstin relation to the achievement of the immediate objectives for which the
funds were provided, and second in relation to a check-list of nine broader areas/
questions which were asked of each of the projects assessed.

% For some time, the framework organisations had been aware that SIDA was proposing to fund an impact
evaluation. However, some had not been fully kept in the picture as regards the timing of the evaluation.

* In most cases, local SIDA staff in-country assisted in the process of selecting these locally-based

consultants and, in conformity with the TOR, none of the local consultants contracted had any
professional or personal interest in any of the projects assessed. In the Zimbabwe case, two local
consultants were contracted which explains in part why more projects could be assessed in Zimbabwe
than elsewhere.
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In order to assess their achievement in relation to their immediate objectives,
the projects were assessed against the following criteria:
* how closely they conformed to core stated objectives for which SIDA origi-
nally agreed to provide state funding;

* the degree to which they are succeeding, or have succeeded, in achieving
their stated objectives; and

* how the benefits achieved relate to the costs outlaid.

The TOR raise a series of wider questions which, when addressed, helped to
locate the specific project objectives in their wider context.

Thus, based on the questions posed in the TOR, each project was then assessed
against the following nine broad criteria, and finally, in terms of overall perform-
ance by forming an overall judgement of project performance against these
criteria considered all together.®

1. the extentto which the projectwas assisting the poor, and, in particular, the

extent to which it was assisting the poorest;

2. the extent to which the intended beneficiaries had participated, and were
participating, in different aspects of the project;

3. the extent to which gender issues had been incorporated into the project,
in both its preparation and while running, as well as the nature of the
project’s impact on prevailing gender relations;

4. the extent to which environmental factors were considered in designing
and executing the project, and what the environmental impact of the
project is and has been;

5. evidence from the projects/programmes assessed of the impact of Swedish
technical personnel: their importance, their training of local people, the
potential for their replacement and lessons learnt;

6. the extent to which the interventions funded have been innovative, have
exhibited flexible and adaptable characteristics, and the extent to which
they have been, or have the potential to be, replicable elsewhere;

7. the extent to which pre-project assessment took place prior to start-up, the
extent to which, and the methods by which, ongoing project monitoring
has taken place, and whether final evaluation has taken place or is planned;

8. the extent to which the projects reviewed could be considered sustainable;
and, finally,

9. the extent to which issues related to democracy and human rights have
been considered in drawing up and executing the project.

%2 As the following list indicates, a number of these nine criteria themselves embrace additional sub-groups

of criteria. Thus, for instance, category 6 raises three questions, concerning the extent to which particular
projects are considered: first, innovative; secondly, flexible; and thirdly, potentially replicable.

SIDA Evaluation Report 2/95 45




3.2.3 Addressing issues beyond discrete projects

Addressing the issues raised in the next two question-clusters necessitated widen-
ing the analysis and contextstill further. The chosen projects were assessed against,
and within the context of, broader developments and trends of the particular
country.

Thus, what the country case-studies tried to do was to build two pictures of the
selected Swedish-funded development initiatives, one from the bottom upwards,
the other from the top down. Within this context they have attempted to answer
the question: what difference do these NGO interventions make to broader
attempts, locally and nationally, to address the development problems the country
faces, and in particular to help resolve the problems of poverty?

They have tried to do this in various ways. Most particularly,

* by reviewing the extent to which the Swedish-funded NGO initiatives “fit

into” — and are typically similar to or different from — other NGO initiatives
in the country in question.

By assessing the Swedish development effort in relation to the strengths,
weaknesses and potential of the whole NGO development effort in the
country in question.

By reviewing this particular SIDA-funded way of assisting NGOs both in
relation to other ways in which SIDA interacts with the NGO movementin the
country in question. And, in a limited way,

by comparing the development performance and impact of Swedish NGO-
funded initiatives and the broader Swedish official aid programme.

The way the evaluation attempted to answer these questions was as follows. By
reviewing previous evaluations and impact assessments of NGOs and NGO work in
the countries in question, especially any overview assessments including, but not
confined to studies undertaken by other donors; by reviewing the current and
recent Swedish official aid programme in the country in question, including
relevant evaluations, and enriching written sources of information with interviews
with SIDA, Swedish Embassy and other relevant Swedish staff in Stockholm and in-
country;® by reviewing broad economic analyses and survey data from the country
in question, including especially World Bank country reports; and, by discussing
these issues, where possible, with other donors, and with NGOs not directly
involved with Swedish-funded programmes.

Utilising the information gathered from the discrete projects which were the
subject of closer scrutiny, and placing this in the wider context of the issues just
discussed led to the writing of the four country case-studies.

B The term “other relevant Swedish staff’ means officials from other agencies such as the Swedish Agency
for Research Cooperation with Developing Countries (SAREC).
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3.2.4 Drawing the threads together

The data, evidence and analysis of the country studies provided four building
blocks upon which to draw together the different threads to provide the broad
overview, general conclusions and recommendations required by the TOR.

This work took place in three (inter-linked) stages. The first stage involved
analysing the data from the four country studies. The main tasks here involved
comparing and contrasting the evidence and data from the four country studies,
to trace through similarities and to find differences and, more importantly to see
the extent to which explanations for these similarities and differences could be
found.

The second stage involved the main authors receiving feed-back on the analysis,
conclusions and recommendations of the country casestudy reports. This was
received, inter alia, from SIDA officials in Stockholm, SIDA officials in-country, the
relevant framework organisations and Swedish NGOs, and, in a few instances, the
local NGOs or umbrella organisations in-country executing the development
projects and programmes funded.

The third stage of drawing together these different threads involved an attempt
to draw general conclusions and make recommendations to SIDA, focusing — as
ever — on recommendations based on and seeking to enhance development
impact.*

3.2.5 The validity of making generalisations

At two key stages of the evaluation generalisations are made beyond the raw data
collected. The first involves making generalisations about Swedish NGO-funded
initiatives beyond the sample selected. The second stage involves making generali-
sations for a programme of development initiatives which cover just over 100
countries on the basis of a (partial) examination of projects in just four countries.

Scientific sampling techniques suggest that, provided the sample is large
enough, the population from which the sample is derived is uniform, and the
selection is random, generalisations about the whole population can validly be
made on the basis of the data and information obtained from the random sample.*
However, the procedures adopted for this evaluation fall far short of those
required for these conditions to apply.

* The words “in part” used here are important. They are meant to convey the point that because of
constraints of time, processes which, ideally, should have run consecutively, had to run concurrently.
Most especially, analysis of the country case-studies, the drawing of initial conclusions, and the inter-
change with Swedish NGOs and SIDA on the recommendations made by the evaluators had to take place
only when the first drafts of the country case studies had been prepared, not subsequent to the finalisation
of the country case-studies.

% The larger the sample the lower will be the standard error, and the higher will be the levels of confidence

achieved.
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The conclusion has to be that it would be illegitimate to make wider generali-
sations, conclusions and recommendations solely on the basis of the (biased
sample) data and information obtained, both at the country level and beyond. But
this is different from arguing that it is illegitimate to make any recommendations,
conclusions and/or recommendations on the basis of the data and information
gathered. They can be made, provided they are understood as provisional, rather
than firm, and that they remain open to revision, as and when additional informa-
tion comes to hand.
The following seven points provide the context for understanding the strengths
of particular conclusions made.
1. The method of projectselection used for the evaluation is likely to be biased
more in favour of better development impact than would result from
selection based on a more random survey.

2. On the other hand, as most projects assessed are ongoing rather than
completed projects, the judgements made need to be treated as more
tentative than if the selection contained a greater balance of completed
and ongoing projects.

3. However, it is also important to note that projects were assessed in very
different contexts. Therefore, to the extent that project impact is similar
across these differentenvironments, and causes of project success and failure
are similar, the conclusions initially drawn in isolation will provide a growing
basis for believing that they apply more widely and generally. Conversely, to
the extent that it appears difficult to make generalisations beyond the
specific project and country, one should be increasingly wary of assuming
that the results and conclusions drawn here can be applied more widely.*

4. Asthe countries selected were biased in favour of those in which more NGO
Division development funds are placed, the wider impact of these funds on
overall development and on enhancing the role of NGOs in development
is likely to be greater than in countries in which fewer NGO Division funds
are channelled. Thus, if the country case studies show that the wider
development impact is small, itis likely to be even smaller in countries with
lower levels of NGO Division funds.®

3% As the Bolivian country case study notes (Supplement, |): Evaluations such as this are asked to presenta
synthetic assessment of enormously different projects: projects that are different in almost every
conceivable sense. These are projects in different sectors, of different sizes and with different objectives.
They are simply in-comparable, yet they fall into the same programme. If we are to evaluate the
programme, we therefore have to talk about these incomparable, fundamentally different projects in the
same paragraphs.

¥ One obvious proviso needs to be made. Overall impact of NGO Division funds on a country’s
development is related not only to the volume of funds provided by the NGO Division but also by the
size of the recipient economy, as well as the quality of the work done or funded. Thus, the possibility
exists that the overall impact of fewer NGO Division funds could be greater in Country A (which is
smaller) than in Country B (which is larger) with the insertion of fewer funds.
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5. These evaluations did not take place in a vacuum. As the methods used in
this evaluation are broadly similar to those used elsewhere, they do form
the basis for enabling judgements to be made against the backdrop of this
wider literature.

6. Relatedly, while the evaluation was certainly a sample, it was by no means
insignificant. Together the development funds provided by the NGO
Division in the countries selected accounted for 12 percent of the total
SIDA funds allocated for development by the NGO Division in the year
1992/93, while the sample of projects selected probably accounted for
some 15 percent of all NGO Division development projects currently
funded in the four countries selected.

7. However, the projects funded by the NGO Division are only one part of the
whole SIDA NGO-funding enterprise. The criteria used for funding both
other Swedish NGOs and other Swedish NGO projects by different SIDA
windows and the criteria used for funding non-Swedish NGOs and their
projects are very different from those used by the NGO Division.

3.3 JupciNG DeveLoPMENT IMPACT AND MAKING JUDGEMENTS
ABOUT SWEDISH NGOs

Atfirst sight, it would appear that it is only fair to judge performance on the basis
of the specific criteria and conditions for which the SIDA funds have been granted.

But, as discussed fully in Section 3.2 above, the TOR for the evaluation raise a
whole series of different sorts of questions, many of which were clearly not
broached or raised by SIDA when granting funds to the Swedish NGO concerned.
Evidently in judging performance, NGOs in receipt of SIDA funds for develop-
ment should be judged more rigorously in relation to criteria which were applied
when funds were given than against criteria which were not.

3.3.1 Own criteria or SIDA criteria?

‘On the one hand, SIDA states that it is providing funds to support the NGOs’ own
development projects and initiatives. On the other, SIDA states that in receiving
funds from the NGO Division, Swedish NGOs have to comply with the general
objectives of Swedish development assistance. It appears to be quite widely
accepted in Sweden that these two principles generally work in harmony with each
other. However, if and when these two principles come into conflict with each
other, there appears to be no established, and accepted way, of resolving the
conflicts.

Thus, as just noted, it is an important principle of SIDA that funds given to
Swedish NGOs through the NGO Division are provided to NGOs in order to
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promote their own (development) programmes: those the NGOs themselves
select as appropriate.® This certainly suggests that SIDA should not concern itself

with developing criteria or imposing conditions on the initial choice of how the
money should be spent.

SIDA’s support is primarily considered a contribution to the organisations’ own
programmes for which they have the whole responsibility (emphasis added). SIDA therefore
concentraltes its efforts on evaluating and following up the programmes rather than on
examining the plans. (SIDA’s Strategies, June 1993, p. 34.)

However, as Albinson and Ahlstrom go on to point out, this is not an absolute
principle; it needs to be tempered with another (1992: 47).

On the other hand, the state is not obliged to provide financial support to all
organisations which run programmes of development assistance. If an organisation is to
receive stale grants it must fulfil certain criteria.

The place where one would expect these (other) criteria to be spelt out most
clearly would be in the Guidelines issued to Swedish NGOs and framework organi-
sations wishing to utilise state funds for their own development projects. At first
sight it appears that they do, inasmuch as the Guidelines for SIDA’s support to the
development programmes of Swedish NGOs state that:

.. (t)he overall goals of SIDA’s granis to the development programmes of NGOs are
the same as for all Swedish development cooperation: economic growth, economic and
social equality, democratic development, economic and political independence, and
sustainable use of natural resources and protection of the environment.

Swedish NGOs can make their own decision, but only provided that the use to
which the funds are put conforms to SIDA’s overall goals. In other words, the
decision made by NGOs is clearly viewed as dependent upon them conforming to
this higher and prior criterion.

The Evaluation Manual for SIDA states that (1994: 45):

Each individual development assistance input does not have to fulfil all five goals,
but should not work against any of them.

The five factors listed need to be seen more as general norms than as specific
criteria against which NGO projects should be judged and/or evaluated.

Additionally, (though thisis not contained in the Guidelines), SIDA provides far
more explicit and direct criteria for the funds it provides to NGOs. Thus, the
document SIDA Strategies (published in the same month as the current Guidelines
states that:

activities of the organisation should comply with the overall objectives of Swedish
official development as determined by the Swedish parliament (SIDA’s Strategies, June
1993, p. 34).

% This contrasts, for example, with funds provided through the Democracy and Human Rights Section of
SIDA’s Public Administration Division which are explicitly provided to promote SIDA’s agenda.
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This comment is important because it requires Swedish NGOs in receipt of
development funds from SIDA’s NGO Division to ensure that the projects and
programmes which they put up for SIDA funding work to achieve the underlying
objective of all Swedish development assistance. This objective has recently been
summarised thus (Swedish Ministry for Foreign Affairs International Development
Cooperation, Summary of the Budget Bill 1994/95, Stockholm 1994, p. 3):

The primary goal for Swedish development assistance continues to be to improve the

standard of living of poor peoples (emphasis added).

Applying this principle to the funds which Swedish NGOs receive through the
NGO Division means that the projects proposed for funding can be judged
(indeed, ought to be judged) in relation to their success in improving the living
standards of poor peoples.

But there is more: both the Guidelines and the SIDA Strategies documents point
to how this important objective should be understood, most notably by highlight-
ing (and in partinterpreting the meaning of) the notion of sustainability. Thus the
Guidelines comment:

A development project (or programme) is expected to lead to permanent
change for the people in the target group or for the activity supported by the
project.

The principle for Swedish projects in receipt of assistance from SIDA is that the
grant shall provide a temporary consolidation of resources in order that a
permanent improvement in the recipient country can be achieved. Even if the
activity supported in the recipient country is of a continuous nature, the develop-
ment project for which a grant is applied shall have a definite purpose and a time
limit. Grants can be approved for three years application.

The thrust of these statements suggests that, far from their being no criteria for
Swedish NGOs to receive NGO Divisions funds other than their own decisions on
how best to spend it, the NGOs concerned are explicitly required to ensure that the
funds they receive

have the aim of improving the standards of living of the poor, and that
improvement should in some senses be permanent.*

The implication is that there are legitimate grounds for NGO Division develop-
ment funds to be judged against this particular yardstick. The Albinson and
Ahlstrom study (presumably) articulates a widely shared view not only that Swedish
NGO projects do succeed in reaching the poor, but that they reach the poorest
people. Thus they write that (1992: 37):

¥ This leaves open the question of how long it might take to achieve a permanent improvement in living
standards. The June 1993 publication, SIDA’s Strategy for Its Programmes of Assistance in Support of
Democracy and Human Rights, provides the long view, when it notes that: Experience shows that almost all
work concerned with the development of a country should have a time perspective which extends over decades...
(page 25).
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A major reason to increase NGO aid is the ability of the organisations to reach the real
target groups of Swedish aid — the poorest people in the poorest countries — and to build

up mutual cooperation.*

It would appear legitimate to judge, and pass judgement, on the projects or
programmes funded against the stated (development) objectives for which the
funds were originally provided. The more evidence that accumulates indicating
that a Swedish NGO repeatedly fails to achieve the development objectives to
which it commits itself when receiving funds, the greater the grounds for question-
ing whether such an NGO should continue to receive state funds for these
purposes.

If the general thrust of this discussion is accepted, it seems that we have moved
on considerably from the view that SIDA has no right to vet potential projects put
forward to the NGO Division for funding, and has no right to assess their
development impact.

3.3.2 Broadening the criteria still further

As discussed extensively above, the TOR for this evaluation raise a host of questions
about development impact well beyond the two types of criteria just discussed —
impact on the poor and impact against specific immediate stated criteria. The
question to be discussed here is how fair it is to judge Swedish NGOs and the
projects they promote and sponsor against these further criteria.

It could be argued that Swedish NGOs should not be judged at all against
criteria which were not applied when funds were provided, or have never been
applied or discussed subsequently. Within this perspective, for example, Swedish
NGOs could contend that it is wholly inappropriate to judge and assess their
projects in relation to the direct involvement of the beneficiaries, or against the
objective of strengthening the institutional capacity of the executing organisation
(NGO) if such factors were never raised during the process of receiving funds.

The view taken here is slightly different. It is readily acknowledged that
different criteria vary in their nature and importance, and that a distinction needs
to be made between judging developmentagainst, on the one hand, the two linked
and explicit criteria of poverty alleviation and permanence, and, on the other,
against all others. But, equally, it is argued that care needs to be taken before
sweeping all these other criteria aside as “irrelevant”.

The Evaluation Manual for SIDA states infer alia that:

One of the basic principles of Swedish development assistance is that Swedish
supported projects shall benefit both men and women.... For evaluations this means that
assessment is... (made in relation to) the degree to which women and men respectively have
participated and been affected... (p. 47).

“ This statement was not based on analysis or scrutiny. It was merely a boldly stated assumption.
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All evaluations must include an assessment of environmental impact. The task of the
evaluators is to examine any environmental impact made by the project.” E. Lewin
FEvaluation Manual for SIDA, ... (p. 51).

The decisive issue concerning the value of a development project is whether the activity
supported can continue and be maintained retaining a reasonable level of quality after
support from external sources has been withdrawn. (p. 51). And

If the programme is to be sustainable in the long term, (it) is not merely dependent upon
the attainment of its primary goal, but also to a considerable degree on (whether) the sub-
goal — the strengthening of the recipient organisation — has been attained. For this reason
most evaluations must include an assessment of institutional development and compe-
tence. (p. 50).

Additionally, and in relation explicitly to NGOs, the 1993 publication of the
Planning Secretariat SIDA and the Environment states that

... SIDA requires that non-governmental organizations, too, integrate environ-
mental aspects into projects supported by SIDA.

For its part, SIDA Strategies (1993) requires that

(NGOs)... must be able to ensure that activities are sustainable..., and that they support
development towards democracy.*'

For SIDA, two immediate questions arise. The first is whether the Guidelines
should be altered, extended or made more comprehensive so that all Swedish
NGOs are made aware of all the different factors against which SIDA is likely to
assess development projects of NGOs which they fund. The second — based in part
on the results of the current evaluation — is whether SIDA should draw more
explicit attention in its Guidelines to additional criteria, because of a mix of their
importance to development and because so many NGOs appear to ignore them,
or fail to understand their deeper significance.

3.3.3 Concluding comments

The time has come to summarise the points made in this discussion and draw some
tentative conclusions. The extreme view which contends that because the NGO
Division funds projects and programmes submitted by Swedish NGOs, SIDA
should play no part in choosing which projects and programmes to fund and in
Judging development impact is rejected.

Areview of whatare perceived as the relevant documents®indicates that the NGO
Division has a core responsibility at the funding stage to ensure that the projects and
programmes submitted are aimed at enhancing the lives of poor people, and that
improvement should in some senses be permanent. It is quite legitimate for these

# The point about democracy is not new, what is new is the stress which is now laid upon it.

# It should be noted that the evaluation team did not have ready access to all Swedish documents. Though
the team was able to request translations of Swedish documents, without a translation, it did not always
know which Swedish documents were relevant to its analysis!
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projects and programmes, and the Swedish NGOs which seek funding for them, to
be judged against their ability to achieve these differentdevelopment objectives. This
view would appear to be confirmed in the Guideline (pages 20 and 21).

The aim should be to seek continually to utilise, in a dynamic way, the insights
and information obtained from a succession of development impact assessments
in order for SIDA and the NGOs to work out together how the criteria for funding
NGO projects and programmes should be altered in order to enhance their overall
development impact and, in particular, further permanent improvements in the
lives of the poor.

3.4 ASSESSING THE SUSTAINABILITY: POSSIBLE CONCEPTS AND CRITERIA

Sustainability has received such prominence that in many circles it is now far from
uncommon to see replaced the purpose of aid — to achieve development — by the
purpose of achieving sustainable development. It is thus not surprising that the
TOR for this evaluation makes specific reference to the issue of sustainability
requesting that

The generalised concept of sustainability in the NGO context shall be analyzed and
defined.

3.4.1 Initial definitional issues and SIDA’s current input

Sustainability is a complex issue: most frequently because of the emphasis given in
the debate to different development goals.

The term sustainability is not explicitly used or referred to in the pre-conditions
for SIDA providing funds to NGOs. However, the notion, is clearly implied in the
comment that “the grant shall provide a temporary consolidation of resources in
order that a permanent improvement in the recipient country can be achieved”
(page b),and in the requirement that final projectreportsshall “state how activities
shall run in the future” (page 21).

Far more explicit is the statement in the document SIDA’s Strategies in relation
to grants given to NGOs. This states that (1993: 34)

Organisations which apply for state grants through SIDA in support of their
activities with NGOs in developing countries are required to meet certain criteria
as regards policies, orientation and implementing capacity... (T) hey must be able
to ensure that activities are sustainable.

Here, however, though sustainability is demanded, it is not defined.

The Evaluation Manual for SIDA quotes and, in general, voices approval for the
OECD/DAC definition of sustainability.** Here, a development programme is
defined as sustainable when:

# QOrganisation for Economic Cooperation and Development (OECD) Sustainability in Development
Programmes: A Compendium of Evaluation Experience, Selected Issues in Aid Evaluation 4, Paris: OECD, 1989.
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it is able to deliver an appropriate level of benefits for an extended period of time after
major financial, managerial, and technical assistance from an external donor is
withdrawn.

Thus, here, sustainability is viewed solely as the survival of the project and
programme (thatis its outcome or the benefits expected) after an initial period of
investment — financial, physical or technological. The OECD/DAC Evaluation
Committee Compendium lists seven factors likely to influence sustainability. These
are: government policies; management issues; organisation and local participa-
tion; finance; technology; socio-cultural factors; environmental and ecological
factors; and broader external political circumstances. These are followed quite
closely in the Evaluation Manual for SIDA.

3.4.2 Sustainability as process

A different approach — and one which has a range of more practical implications
for NGO evaluations — is to concentrate less on whether a particular intervention
has become “self-sustaining” (meaning, simply, that it is able to survive without the
continued intervention, input and support of the donor), and to focus more on
broader issues. One of these broader issues would involve an examination of the
ways in which the individuals or groups of people, or specific organisations
involved in the project or programme have the capacity to take over successfully the
distinct project or activity when the sponsoring NGO withdraws. Broader still
would be an examination of the way in which the project or programme has
enabled not so much the project but the beneficiaries themselves to be or become
more able to survive without external inputs. Within this context, it is useful to
make a distinction between financial sustainability, institutional sustainability and
environmental sustainability.

Financial sustainability

Financial sustainability is achieved to the extent that those other than external
agents (including funders) are able to provide the financial input required to
maintain and run the programme/project. Various possibilities present them-
selves. Thus, the beneficiaries themselves could be paying for a greater share of the
costs; the host government takes over the financial burden of the donor; or again,
the form of the project/programme could be changed in order to create more, or
even new, internally-generated revenue-raising opportunities.* Itisacknowledged
that it will often be difficult for NGO projects/programmes to obtain accurate data
on the extent to which financial sustainability has been achieved. Yet it should be
easier to indicate whether there are visible signs of any movement towards greater
financial sustainability.

“An example of the latter could be a hospital which previously had been open only to “the poor” but which
now runs a private patient facility, with the revenue from the “rich” providing self-generating income to
help provide the service for the poor.
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A tension can often arise between attempting to achieve greater financial
sustainability and maintaining the quality of service provided. For instance, if a

health post becomes financially sustainable only as a result of now providing a

service which is so inadequate that no one wants to use the facilities on offer, then
achieving financial sustainability is a chimera. If a movement towards greater
financial sustainability is achieved largely by altering the nature of the intervention
such that only those who can afford to pay for the service now have access to the
project, then again, from the viewpoint of the poor and in terms of the objectives
of the project, the greater financial sustainability achieved is no real achievement
atall.

Itis a common characteristic of the poor that their development requirements
cannot be met by the market; thus for the poor to be served with the services they
require in order for them to take an active and productive role in the economy, they
will often require interventions which, at least in the short term, are subsidised.
What this suggests is that it can often be inappropriate to apply the same criterion
of sustainability on interventions targeted specifically to the poor as it is for other
groups.

Support for such an interpretation of the core issues to be addressed comes
from anumber of respected international sources. Thus, the Executive Director of
the United Nations Environmental Programme has stated that:*

In broad terms, the concept of sustainable development encompasses (1) help for the
very poor because they are left with no option other than to destroy their environment.. and
(5) the notion that people-centred initiatives are needed: human beings, in other words,
are the resources in the concept.

To the extent that people remain in sub-poverty conditions, the mostimportant
requirement is to work to raise their living standards above the povertyline. In such
circumstances, financial sustainability of discrete interventions must always remain
asecondaryissue, and be accorded alower order priority than the more important
aim of giving “overriding priority” to meeting the poor’s basic needs.

In many ways, such a view is not considered radical. Indeed, there are hints of
itin the OECD/DAC Compendium, which, as noted, receives the seal of approval in
the Evaluation Manual for SIDA (1994: 16).

It is not necessary for sustainability that the programme be totally supported by local
resources. The objective of a sustainable programme is to make a country self-reliant, not
necessarily self-sufficient in a selected development activity... The sustainable programme
is characterised by the developing country’s having the primary responsibility for the
activity, the institutional capacity and commitment to carry it forward and the ability to
mobilise the necessary resovrces to maintain it. It is not necessary for this to be accomplished
without any assistance from other sources.

*M.K. Tolba Sustainable Development - Constraints and Opportunities, London: Butterworth, 1987. p. 98.
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The main conclusion to be drawn from this discussion is that one should not
necessarily assume that

when NGO projects and programmes involve interventions to assist the poor, neither
the NGOs themselves nor their funders should always strive to achieve greater financial
sustainability.

The challenge of financial sustainability requires moving away from the view
that poverty and deprivation solely justify any action for the poor, away from the
view that the only important thing is that the poor are “helped”. Such a view
discourages attention from being focused on different ways in which they might be
helped, or even on reviewing whether it might be possible to provide the services
required by the poor in a better/more efficient way. In such cases, there is an
urgent need to focus on the issue of financial sustainability.

Atone level, there is often a great need to encourage NGOs to focus on the issue
of financial sustainability: the evidence suggests that it is still all to common for
NGOs not to address the issue of financial sustainability until they are well into
funding the project. Atanother level, it is important that attempts to enhance and
improve financial sustainability at the project level are not viewed as ends in
themselves.

Institutional sustainability

This dimension of sustainability commonly involves the imparting of management
abilities and, more generally, the building, sustenance and strengthening of local
capacity, and often, local institutions. It involves the growth and development of
different “capacities”: the capacity to identify and resolve problems; the capacity to
negotiate; the capacity to manage and administer; the capacity to strengthen the
power of poor groups, and to utilise that power to draw resources to the poor. A
number of these notions are captured in the OECD/DAC Compendium and apply
equally to poor people as they do to developing countries. Thus (1989: 17)

It should be the goal of a development programme to help establish and strengthen the
Joundation on which future activities can grow and spread. Thereis a need to develop and
nurture capabilities so that developing countries can take charge of the pace and direction
of their own development. From self-reliance can come the experience needed to sustain
development efforts.

And when focused explicitly on beneficiaries, it involves the building and
nurturing of skills, ideas, networks, contacts, enthusiasm and vision among those
who participate in the particular activity funded.* Indeed from this perspective, it
is the creation and enduring aspects of building peoples’ capacities which is most
often of greater value and importance than either the financial sustainability of
discrete projects.

* This list embraces more widely what Albert Hirschmann has termed “social energy”. See A. Hirschmann
Getting Ahead Collectively: Grassroots Experience in Latin America, Oxford: Pergmann Press, 1984.
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Environmental sustainability

Atagenerallevel, negatively and narrowly, discrete projects and programmes need
to be drawn up and carried outin a manner which, minimally, ensures that they do
no lasting harm to the environment. Ideally, given the way that the environment
has been damaged and continues to be damaged, NGO projects and programmes
should, like other interventions, be drawn up and executed in a manner which
leaves the environment in better shape for future generations than in the pre-
project period. These notions are well encapsulated in the Brundtland definition
given above that development should meet “the needs of the present without
compromising the ability of future generations to meet their own needs”...

Yet again, however, when the basic needs to the poor and working to provide
them with life’s bare necessities are considered, complications can and do arise.
There could be reasons for tolerating (but not condoning) projects for the poor
which have adverse environmental consequences, most notably if the environmen-
tal damage done can be addressed through other measures.

In particular, if the environmental costs are localised and less than permanent,
then it could be argued that a project for the poor should go ahead, provided that
alternatives are not available and that measures are taken to redress the damage
done. However, one needs to be careful about pressing this analogy with financial
sustainability too far because they are differences between them. If the poor are
provided with goods and services in a manner which involves contributing in a
permanent way to environmental damage, then a more difficult dilemma is
presented: weighing the fulfilling of basic/core needs now against being able to
leave the earth’s resources intact for future generations.

3.4.3 Defining sustainability

The sustainability of projects and programmes needs to be understood in terms of
their financial components, their institutional components, their human resource
components and their environmental components, without exclusive focus on any
single element. It is increasingly important to judge NGO projects and pro-
gramumes within the context of their ability to stand on their own feet, in terms of
achieving greater financial sustainability, in terms of achieving greater institu-
tional sustainability, and in terms of their influence and impact on the environ-
ment. Yet, there is an equally important need to focus all the time on quality of
delivery and access, and to guard against an extreme view that those unable to
utilise the market can be provided with basic needs, including productive needs,
without the payment of any subsidy. Sustainability in the NGO context is provision-
ally defined thus:

All NGO projects and programmes need to be implemented with a view to
furthering the ability of the beneficiaries to take more control over their lives. This
will mean from the outset (pre-project assessment stage) that the funding/
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external organisation will need to review the steps required not only to encourage
the executing agency/organisation to become more direct owners of the project
or programme assoon as possible, but, equally, to ensure that the focus of attention
extends beyond the discrete project or programme funded to the primary benefi-
ciaries.

Mostimmediately, all NGO projects and programmes need to be drawn up with
aview to assessing the extent to which they should attempt to achieve financial and
institutional sustainability, wherever possible within a explicit time-table, and in
relation to the direct and indirect impact they will have on the environment. This
assessment will need to include reviewing the concrete steps that need to be taken
in order to increase the likelihood that an appropriate level of benefits will
continue to be delivered for an extended period of time after major financial,
managerial, and technical assistance has been withdrawn.

Equally, however, the requirement to review and assess all initiatives funded
against the achievement of sustainability does not necessarily mean that future
financial or institutional sustainability should in all cases be a necessaryrequirement
for funding discrete projects or programmes. In particular, financial and institu-
tional sustainability need to be pursued only on condition that, especially for the
poor and where basic needs or services are being provided, the quality of, and
access to, the basic good or service provided will not be radically compromised.
Where the good or service provided is considered essential to the basic well-being
of the beneficiaries, and where alternative funding cannot be found, the inability
to achieve either financial or institutional sustainability should not constitute an
impediment to funding such NGO initiatives.

SIDA Evaluation Report 2/95 59




Christian organisations in Sweden have a long history of missionary work, especially in
Africa. Traditionally, the Christian organizations worked mostly with educational and
health projects, but today they are involved in all sorts of development projects. In Zimbabwe,
the Swedish Christian organisation Lutherhjilpen supports the construction of dams to
prevent fututre drought disasters. PHOTO: BROR KARLSSON/BAZAAR
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4.

THE DEVELOPMENT IMPACT
oF SWEDISH NGO INTERVENTIONS

Results from the Country Case Studies and Some International Comparisons

4.1 INTRODUCTION

The main purpose of the chapter is to provide a synthesis of the findings of these
country studies in a form that draws attention to patterns, trends, similarities and
key differences among the four countries. This is not so much an attempt to draw
generalisations from just four countries, which are clearly very different. It is more
an attempt to identify critical questions and issues that emerge from the studies,
especially those of particular interest to SIDA. The chapter ends by reviewing, all
too briefly, studies of the development impact of NGO projects funded recently by
two other bilateral donor countries: Finland and the United Kingdom.

4.2 SuMmary of PRojJecT PERFORMANCE AcROSS THE FOUR COUNTRIES

A major part of the overall evaluation consisted of assessing the development
impact of some 37 different projects funded by SIDA’s NGO Division. These 37
projects were distributed across the four countries as follows: Bolivia, nine; India,
eight; Kenya, seven; and Zimbabwe, 13. What was their development impact?

It was possible to come to fairly firm judgements on project impact in the case
of 35 out of these 37 projects (94 percent of the total). In the other two cases —one
in Kenyaand one in Zimbabwe — the failure to be able to form an overall judgement
was due, in part, to the complexity of the two projects concerned. What character-
ised these two projects in particular was not exclusively their complexity, but
complexity married with a marked lack of transparency within and across the
implementing agency. To the extent that there exists a substantial lack of transpar-
ency within any implementing agency, it is likely that the impact of a project upon
primary beneficiaries will suffer.

The assessment of the remaining 35 projects points forcibly to two major
conclusions. The first is that the overwhelming majority either have achieved, or
are well on their way to achieving, the stated and immediate objectives for which
SIDA’s NGO Division provided the funds. Schools have been built; study circles
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have been formed; trees have been planted; NGO networks have been estab-
lished; and land has been designated as planned. Only three instances of projects
failing to meet their immediate and direct objectives were recorded across the
four countries. As this constituted less than 10 percent of the sample, it suggests
quite a high rating: reviews of official aid projects suggest that a success ratio of
around 15-20 percent is often considered “acceptable”. Nonetheless, one also
needs to recall the point made in Chapter 3 that the projects selected for
investigation were almost certainly biased towards those more likely to be among
the more successful.

The second prominent conclusion across all four country case studies was that
success at achieving immediate project objectives provided little guidance to the
overall development impact of the projects in question when viewed more broadly.
While achieving immediate project objectives is certainly a necessary condition for
the project to have a substantive and sustained development impact on the
beneficiaries, it is by no means a sufficient condition. We still know very little about
how peoples’ lives have been changed. It would certainly have been worrying if
immediate project objectives had not been achieved. In most cases, the achieve-
ment of direct/immediate objectives fails to answer central questions about
development impact.

All the projects were assessed in relation to nine broad criteria which, when
taken together, provide a guide to their broader developmentimpact. These were:
their poverty focus; their degree of participation; their gender characteristics;
their contribution to the environment and to environmental awareness; their
sustainability; the manner in which Swedish personnel were utilised; their
innovativeness, flexibility and replicability; the extent to which they have engaged
in pre-project appraisal, ongoing monitoring and post-project evaluation; and,
finally, the manner in which the projects funded have worked to promote
democracy and human rights concerns.

The evidence from the project assessments across all four countries shows that
when these projects are judged against more and more of these broader criteria,

their aggregate performance rating drops progressively. Indeed, very few of the

projects examined scored consistently high marks in relation to a majority of these
broader criteria.

Itisimportant to add, however, that in many respects such a conclusion was not
unexpected, for three main reasons. In the first place, a number of these broader
criteria are new to a number of Swedish NGOs. Most criteria were not raised when
SIDA provided funds for the projects supported. Secondly, comparisons with
assessments of NGO projects of other donor-country based NGOs funded by other
bilateral donors reveal that these, too, tend to score relatively poorly when assessed
against an increasing number of broader development criteria. Thirdly, and
relatedly, it needs to be recognised, probably more widely than it is, that “doing
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development” is a complex and usually difficult undertaking.*” Helping to provide
the means for the poor to take more control of their lives can often be an extremely
difficult undertaking. Especially where addressing poverty means addressing
power relations within a community and across communities, development work
can often not escape the issue of conflict.

Equally, however, a recognition of these factors needs itself to be placed in
perspective. If the aim is to further and promote development, then the fact that
there is a gulf between what is intended and what happens on the ground ought
not to breed complacency. If there is a gap, and it is large, it should raise questions
about how this gap might be narrowed. This is a central theme for the discussion
in Chapter 5.

The project assessments also showed that when grouped together, the projects
reviewed achieved high scores in relation to practically all the different broader
development characteristics examined. Thus, some projects are succeeding in
reaching down to the very poorest and were clearly making a significant difference
to their lives; some are substantially succeeding in addressing gender bias in the
wider society, others are having a major positive impact on the environment; some
are extremely innovative, others had survived and are now achieving notable
successes because of the flexibility to change in response to external influences. Of
major importance, too, some projects (though very few) are well on the way to
standing on their own feet and have a high chance of continuing to function
without external financial or institutional assistance.

This does not provide evidence of major indicators of success. Rather, it shows
is that, when viewed collectively, none of the broader development criteria and
questions posed in the TOR are totally alien to the NGOs and projects in question.

One final general feature of the projects examined across at least three of the
four countries, was the relatively good performance of the (small) cluster of
projects for disabled people. In Kenya, India and Zimbabwe, these were judged as
making a significant impact in relation to a range of broad development criteria,
scoring particularly highly in relation to their reach to the poorest and at least their
potential for making often a major difference to the lives of the beneficiaries
assisted. The common weaknesses identified for this particular cluster of projects
was that they tended to touch only an extremely small number of beneficiaries, and
in some cases, they appeared to be quite costly to run.

The four Supplements to this evaluation Report contain further details of analysis
of the projects in each of the selected countries.

7 The evaluation was not asked to analyse the literature produced by Swedish NGOs for circulation in
Sweden. However, evidence in other countries indicates a distinct bias in much NGO literature: far more
emphasis is put on stating how a particular NGO is able to help the poor than in providing evidence that
it succeeds in doing so.
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4.2.1 Bolivia

Swedish NGOs primarily support education projects, followed by health and
human rights projects. Swedish volunteers have been concentrated in health,
education and natural resources. The main counterparts of Swedish NGOs are
Bolivian NGOs and Bolivian church related organisations.

Like most NGOs working in Bolivia over the last ten years of structural
adjustment programmes, Swedish NGOs have had limited impact on the poverty
of the people with whom they work. They have focused very little on income
generation, employment and creditinitiatives, and where they have, they have had
little lasting impact. The two most striking exceptions to this are two initiatives
which have recovered or defended the territory of two indigenous nationalities.

Some of the infrastructural work supported by Swedish NGOs has been very
visible and on a massive scale, but faces serious problems of sustainability. The
popular education work is far less visible, but is potentially very effective, with its
impact likely to endure at a grassroots level in the form of human knowledge,
experience and capacity.

Swedish NGO projects tend not to have particular environmental or gender
dimensions: there are few projects specifically aimed at these issues, but nor do
many projects have negative impacts. Although projects are sensitive to issues of
participation, much could be done to improve participatory project planning, and
participatory monitoring and evaluation.

Some Swedish NGOs are closely involved in project implementation. This
allows increased control but can create a degree of paternalism and dependency
between the Swedish NGO and the local organisation. In other cases, the Swedish
NGOs are peoples’ groups who are not present in Bolivia, and send funds from
Sweden. This approach has the advantage of being people-to-people development,
but the disadvantage is that a lack of knowledge and monitoring capacity tends to
create more problems in these particular projects. This case-study suggests that
more mechanisms need to be in place for improving the quality of Swedish NGO
projects and for monitoring them. This implies creating a capacity for this in
Bolivia.

The other principle weakness of the Swedish NGO programme is that like most
or all NGO programmes in Bolivia, it supports a project-oriented approach. They
are not able to create a sustainable and permanent capacity within Bolivia to
finance and support initiatives within the wider, civil, society.

4.2.2 India

Most of the projects assessed in India have succeeded in meeting their own
objectives: they reflect, in general, high levels of commitment by their staff, and
indicate a quite responsible level of management of the Swedish funds provided.
However, this country case-study concludes that, in many cases, there could be
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substantial improvements in the development relevance of these projects both
locally and more widely.

Few, if any, of the NGOs visited were able to point to concrete evidence that they
worked with the very poorest sections of the local population, but most made an
attempt to reach poor people and succeeded, at least partly, in this attempt. The
projects visited threw up a tension between reaching the poorest and innovation.
Thus, many of the most successful innovators who try ecological farming tech-
niques have done so because they can withstand the costs of failure, at least at the
start. Few —if any — of the NGOs visited are concerned with any direct assessment
of costs against benefits.

The assessment of project impact, the promotion of wider participation (not
Jjustin implementation but also in planning and decision-making), the considera-
tion of gender issues and frank discussion of the difficult issue of sustainability are
all areas where more clearly needs to be done. The projects visited tend to suggest,
overall, thataiming for complete financial sustainability is in many ways unrealistic
under conditions of external funding. NGOs can find great difficulties in making
this work, especially if they have little market/private sector experience. For many
NGOs, the only option for achieving project sustainability is to tie the work in
directly with the Government.

Many Swedish organisations working with Indian NGOs do so within purely
‘funding’ relationships, or are more linked by principles of church fellowship than
by a joint sense of wider development priorities. This may not constitute the best
use of Swedish NGO funding resources in meeting SIDA’s overall objectives within
the Indian context.

Several of the NGOs visited seemed excessively dependent for decision-making
on one or two key founder members: the development of strong second level staff
remains a difficult issue. There were two exceptions to this. A problem frequently
mentioned by the NGOs is the difficulty of keeping good staff. Relatedly, some
NGOs find building their own administrative capacity difficult.

4.2.3 Kenya

In Kenya, the projects selected comprised a mix of national member organisations
(trades union and farmers), a national disability organisation, three rural eco-
nomic development projects, and a vocational training school. In terms of the
narrow objectives for which funds were provided, all projects one seemed to have,
or be in the process of, achieving success except for one whose impact was falling
well short of realisable objectives. In terms of the nine broader development
indicators, however, the picture appears to be far more mixed.

Thus, in their ability to reach the poorer members of the community, all but one
project was exceptionally weak. In relation to their degree of participation, four
out of seven projects could be judged positive, with two of the four having started
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in a non participatory manner. The gender aspect of the projects, however, were
far more impressive. Thus, six of the seven projects gave gender and women a high
profile, going beyond the mere targeting women of women as beneficiary recipi-
ents. In contrast, little thought was given to environmental issues exceptin the two
projects which were initiated to address environmental problems.

Swedish technical personnel are only present in two projects, although in

earlier stages of the project cycle there were more. Innovation was not a strong
point of any of the projects, with one notable exception. Flexibility of approach was
clearly evident in two projects, but not generally seen otherwise. In terms of

replicability, most of the projects were themselves evidence of approaches which
had been well known and tried (such as trade schools, maize mills, study circles,
agro-forestry extension services).

Project monitoring is clearly evident in relation to both reports being carried out
and visits taking place, in all projects. Evaluations had taken place in the case of four
out of the seven projects, and they were of a high standard. Democracy and human
rights issues were not explicitly to the fore in any of the projects, except for one.

Finally, in relation to sustainability, almost no project or host organisation
could be viewed as capable of passing the test: if SIDA withdrew its funds all would
be likely to collapse in the near future, except one. Yet in the case of two projects,
the beneficiaries, their communities and families will permanently be in a more
sustainable position to live than they were before the project started.

4.2.4 Zimbabwe

The Zimbabwe country case study focused on 13 individual projects. In terms of
achieving the immediate objectives for which the funds were given, itisjudged that
eight projects (66 percent) had achieved the immediate objectives for which the
funds were given, or, in the case of those which had not yet been completed, were
well on the way to doing so. One clearly failed to achieve its immediate objectives,
and three other projects could be termed “borderline”. Few attempted to assess
benefits against costs outlaid, though in at least three cases, the benefits clearly far
outweighed the costs.

Assessing the projects in terms of the nine different broader criteria, judging
each in terms of three broad results — clear success, borderline, and clear failure
—and then averaging out the results produces quite a different view of impact. Only
four (as opposed to eight) would be judged as (reasonably) clear successes; four
would be almost certainly be judged as failures, leaving the remaining four as
borderline, or as projects for which it is not easy to form firm judgements. The
project evidence shows that a number of projects have been quite impressive,
exhibiting a range of positive features, in relation to innovation, flexibility, and
even, in one case, financial and institutional sustainability.

Outof'the 12 projects upon which some sort of judgement could be made, itwas
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found that three (25 percent) were clearly failing to reach the poorest, while a
further one most mostly benefiting those with the funds to participate. In contrast,
four projects (33 percent) were clearly succeeding in reaching the poorest. Of
these, two, in particular, were exceptional — providing skills to poor disabled
people who in the absence of the project would for their whole lives be totally
economically dependent on their (mostly poor) relatives.

Very few projects are likely to be sustainable without external assistance, with
the exception of one which was focused on groups which were certainly far from
poor. Gender and the environment were not prominent in the vast majority of
projects: in the case of five projects where it was believed environmental factors
were “irrelevant”, adverse environmental impact was found or suggested. Out of
the 13 projects visited, five currently have Swedish volunteers working. It would
appear that (with perhaps one exception) all the Swedish volunteers were making
a positive contribution in terms of the task set and its execution. Some were
considered outstanding.

4.3 Contexts oF NGO activiTies IN THE Four COUNTRIES
4.3.1 Political and economic contexts

All four country studies indicate that the economic and political context have a
critically important bearing on the nature of NGO activities and their scope for
improving the lives of the poor. They set the stage for the roles and types of work
in which NGOs engage in each country.

The four countries in which case study work was conducted are in many senses
enormously different. However, within this diversity there are common trends and
patterns. These are all ethnically diverse, poor countries. Most significantly for this
study, each has embarked on a programme of structural adjustment and public
sector reform over the last decade. This process began earliest in Kenya (in 1980),
though profound changes did not really occur until the early 1990s. It has been
most radical in its effects in Bolivia, beginning in 1985. In India and Zimbabwe,
these programmes began far more recently, in the early 1990s, though they had
been planned beforehand.

The forms and pace of these structural adjustment programmes (SAPs) vary.
But notwithstanding these differences, the SAPs have had important implications
for the work of NGOs and for participatory grassroots development more gener-
ally, increasing the need for all NGOs to address SAPs and their consequences for
what they are trying to do for and with the poor. Increasingly, SAPs shift the
geographies and structures of economic opportunities. In Bolivia, for instance, the
SAP has reduced the economic development possibilities of parts of the highlands,
but perhaps enhanced the possibilities of other parts; it increases the possibilities
forsome economic activities and reduces the chances of others. NGO programmes
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have to take these realities into consideration if their impacts are to have a chance
of being sustainable.

These programmes are also associated with short and medium term aggrava-
tion of poverty in some sectors. They tend to expect that non-governmental,
voluntary and commercial initiatives will take on an expanded role in the delivery
of social services and the implementation of poverty alleviation programmes. In
some cases, the state has oris planning to create special funds that set priorities for
service delivery and infrastructural projects, and then finance non-state organisa-
tions to implement these programmes. The first (global) experience with such
“social funds” began in Bolivia in 1985/86; Zimbabwe, rather half-heartedly,
introduced a social development fund in 1991/92, while both India’s and Kenya’s
SAPs contain plans for such a fund. So the SAPs have changed the opportunities
to, and pressures on, NGOs in the different countries, and promoted an interest
in closer NGO-state relationships — on the side of the state at least.

4.3.2 NGOs, the wider society and the state

A general pattern is that early voluntary initiatives derived from church and
missionary activity, and in India also from the Ghandian movement. This early
“NGO” work tended to be welfarist, voluntaristic and service-providing, and, to the
extent that these NGOs interacted with the state, the relationship was often cordial.
These patterns within the NGO sector subsequently changed in each country in
conjunction with broader political changes, which, in turn, often led to a steady
politicisation of major parts of the NGO sector. In India, for instance, this change
grew out of radical critiques of welfarism, and in Bolivia it came from resistance to
periods of repressive dictatorship. These periods led to the emergence of a
different type of national NGO, that attempted to combine the delivery of services
with the elaboration of alternative approaches to social development.

One of the mostsignificant characteristics of much of these NGOs was that they
did not emerge from popular sectors within the wider, civil, society, but rather
from political, professional, religious and social sectors that in some way aimed to
work with the grassroots. Because of this form of linkage with and to the poor/
grassroots, these sorts of NGOs are now increasingly termed intermediary NGOs,
or grassroots support organisations (GSOs), that is organisations that give some
form of support to others, usually those “below” them, or, as is commonly termed
in Latin America, the bases.*

A relatively recent phenomenon has also been the growing number of small
groups or individuals who have created their “own” NGO, sometimes being no
more than a consultancy firm or business.

As aresult of these developments, it is becoming increasingly unhelpful to talk

% For a discussion of different types and classifications of NGOs, and, in particular, for a discussion of
intermediary NGOs see Carroll, T. Intermediary NGOs: The Supporting Link in Grassroots Development,
Hartford, Connecticut: The Kumarian Press, 1992.

68 SIDA Evaluation Report 2/95




of the NGO sector as a coherent whole. Swedish NGOs work with a range of very
different organisations, with very different functions and very different social
origins. To lump support to trades unions, churches, GSOs and community
organisations into the same development basket can be confusing, especially when
one is trying to focus on impact and effectiveness questions.

Conversely, in different countries, the state perceives the role of NGOs in
somewhat differing ways - or at least with differing emphases. However, with the
advent of structural adjustment programmes, the state across many countries has
become increasingly interested in NGOs — of diverse types — as partners in the
implementation and delivery of social programmes. This has encouraged the
emergence of new so-called NGOs that in essence merely implement programmes
as contracting agencies to governments or donor agencies. In contrast, the scope
foradvocacy and popular educational work has not increased in the same way, and
in some cases, such as in Bolivia and in Kenya, there appears to be a move on the
part of the state to exercise more control over NGOs engaging in such activities.
Byand large, the private entrepreneurial sector seems to have a similar view to that
of the states. For their part, some popular organisations want NGOs to be service
providers and project implementers. Others, however, feel that NGOs, especially
the GSOs, should primarily give support to popular organisations in training and
other activities for organisational strengthening.

Another phenomenon noticeable in recent years is a growing criticism of
NGOs, or at least of GSOs in recent years. There is perceptibly more scepticism
about their impact, their efficiency, the quality of their relationships with the
grassroots, and even, in some cases, of their honesty. In part, this reflects assess-
ments of what they do and how they act, but it is also partly political. Governments
are not immune to welcoming criticisms of organisations, like NGOs, as a way of
aiming to weaken their legitimacy as an independent force within society.

This is the growing context for NGO activities and the context within which an
assessment of the development impact of Swedish NGO activity needs to be placed.

4.3.3 Funding NGOs and NGO activities

Almost all the projects and administrative costs of the NGO sector depend very
much on external financing. This aid dependence of NGOs is reinforced because,
thusfar, few donors have focused on the issue of how to help nurture and support
independent and domestic mechanisms to fund initiatives of organisations within
civil society such as NGOs and GSOs. In some countries, however, there is a
growing, yet still small, phenomenon of domestic financing. Thus in India, an
increasing number of NGOs now receive individual and company donations, a
phenomenonwhich appears also to be growing in Kenya and Zimbabwe. In Bolivia,
there is some private venture capital investing in credit funds for small scale
lending that are managed by NGOs or social enterprises.
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Another increasingly important national source of NGO finance is government

funding of NGOs involved in the implementation of government coordinated
programmes. Often, of course, these government-managed funds use (official) aid
monies rather than domestically generated government revenue, and so are
ultimately still external funds, as occurs, for instance, with the social funds. The
general point stands: that financial flows from government to NGOs are tending
to increase. This brings new financing opportunities to NGOs; it changes the
relationship between NGOs and the state; and in some cases it encourages the
emergence of organisations calling themselves NGOs who are primarily con-
cerned to capture these new sources of funds, rather than to foster social change.
But, most notably, it challenges GSOs and grassroots organisations to develop the
capacity to negotiate these new sorts of relationships with the state to tap the
resources without losing their autonomy.

4.4 PATTERNS IN SWEDISH AID

4.4.1General structure of Swedish aid

The country studies present two main contexts of Swedish aid distinguished by the
presence of a strong DCO or not. India, Kenya and Zimbabwe have been large
country programmes for many years now, and have well-established DCOs. In
contrast, SIDA’s support to Bolivia has only grown to any significant size in the 1990s,
and the SIDA office was only opened in La Paz in 1992 with just one staff member.
Clearly then the operational capacity of SIDA is greater in the other three countries.

This difference is also reflected in the composition and orientation of the
bilateral programmes in the different countries. In the cases of India, Zimbabwe
and Kenya, where there is a strong SIDA DCO presence, this translates into a
tendency to support defined operational projects which are Swedish projects
sometimes with Swedish technical staff attached and linked to the purchase of
Swedish inputs (eg consultancy). These have been particularly concentrated in
social forestry, education, health and infrastructure with a notable poverty focus.
The Bolivian programme is significantly different in that it tends to support
existing state programmes, such as educational and civil service reform, and
programmes of other agencies.

This difference has implications for potential synergies between SIDA NGO
supportprogrammes and the bilateral programme. By the same token, there isalso
far more scope for duplication or contradiction (for example in Kenya, where the
bilateral forestry projectand a large Swedish NGO forestry project work side byside
with very different methodologies). Conversely in Bolivia, there is no scope for
transfer of lessons from bilateral to NGO programmes or vice versa because they
work in very different ways: but there is far less scope for overlap or contradiction.

These two contexts also point to different ways in which there can be coherence
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between the bilateral and the NGO programmes of SIDA. In Bolivia, for instance,
the clear potential for complementarity lies in the idea that the bilateral pro-
gramme can concentrate on working with national and multilateral institutions
such as the state and the Inter-American Development Bank in order to create a
more enabling environment for initiatives such as through educational reform,
local government reform, or micro-enterprise credit programmes. Swedish NGOs
would then operate within this civil society. In India, Zimbabwe and Kenya, where
the bilateral programme is operational, the scope for complementarity with NGOs
would appear to lie more in joint learning and scaling up through the bilateral
programme innovations developed within the NGO programme.

All the country studies showed that SIDA staff were very busy with their bilateral
responsibilities. There are real time constraints on the extent to which mutual
learning can occur between the SIDA and NGO programmes, unless extra
personnel resources are provided, either in-house or contracted in.

4.4.2 Patterns in the structure
of SIDA NGO Division-supported work

In all four countries, one or two framework organisations dominate the portfolio
of Swedish NGO development activities supported by SIDA’s NGO Division in that
country (Table 4.1). In the cases of Bolivia and India, one framework organisation
has received over half of all NGO Division funds for development work — in the
most extreme case for 1992/93, PMU received 66 percent of NGO Division
development funds spent in Bolivia. In Zimbabwe and Kenya, the distribution was
more balanced between two or three framework organisations.

Table 4.1:Principal framework organizations by country
Percentage of NGO Division funds received in 1992/93

Bolivia India Kenya Zimbabwe

PMU 66% SMR 52% SMR 33% SMR 30%
UBV 8% BIFO 15% BIFO 27% SCC 22%
DIAKONIA 4% LO/TCO 12% SCC 14% SVS 19%

Source: Country Case-Studies (Supplements)

This pattern of the distribution of funds means that it is the priorities, policies
and approaches of a particular framework organisation that dominates the overall
patterns of any country level portfolio of NGO Division supported development
projects. It is also notable that in all four countries, it was a missionary framework
that dominated activities. In this sense, the NGO programme continues to reflect
the history of Swedish mission and evangelising work in each country.

Another feature is that in each country, one or two projects stand out as
particularly large and dominant projects. The most striking instance of this is the
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Vi Tree Planting project in Kenya which, in the last few years, has received around
25 percent of all NGO Division expenditure in Kenya. That is clear is that not all
Swedish NGO Division-supported projects are small!

Another feature is the tendency for Swedish NGOs to continue supporting the
same counterpart over a number of years. In many instances what happens is that
the Swedish NGO supports a programme of work of its counterpart, selling this to
SIDA as a series of separate projects. In doing so, there are often dual objectives:
one is to implement particular activities, the other to sustain, support and
strengthen the counterpart.

4.4.3 Other windows of SIDA support to the NGO sector

Each of the country studies makes clear that there are a range of windows through
which SIDA supports NGOs in each of the countries and that, although the NGO
Division remains the most important window, this importance may be declining.
In Zimbabwe for instance, the NGO Division only accounts for SEK 23 mn of the
approximately SEK 40 mn that are channelled through a broadly defined NGO
sector. In Kenya, the corresponding figures are SEK 32 mn of a total of SEK 50 mn.
Direct funding of Indian NGOs has also shown an increase.

In those cases where the DCO is relatively strong, some DCOs have developed
programmes of direct funding to local NGOs in which there is direct negotiation
and contact between the DCO and the local NGO. This happens in India,
Zimbabwe and Kenya.

In Bolivia, where the DCO has just one professional, there is far less direct
funding because there are no personnel to manage such a programme: the
bilateral programme primarily supports programmes implemented by the Boliv-
ian government and other agencies. The more general lesson of the Bolivia office
is that where DCO human resources are limited, SIDA engages in less direct
funding and management of projects in general, in both the government to
government and NGO sectors. SIDA is supporting three networks of Bolivian
NGOs so that they can systematise their project experiences across regions and
sectors of activity (eg agriculture, health, informal economic development etc),
and translate those lessons into alternative programme and policy proposals that
could be taken up by the state or other political actors within Bolivia (including the
donor community). This is a complex project that requires much monitoring and
management, which DIAKONIA is monitoring.*

There are still more mechanisms for funding to the NGO sector. In Stockholm,
the Democracy and Human Rights section of the Public Administration Division,
the Emergency section of the NGO Division, and the Natural Resources and
Management Division all fund NGO initiatives, or initiatives that then support

# More widely in South America, DIAKONIA is implementing an NGO component of a regional SIDA
gender programme, coordinating and monitoring the work with 10 NGOs in eight different countries.
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NGOs. In some cases, these are channelled via a Swedish NGO, and in other cases
they may be direct to local NGOs. In Zimbabwe, for instance, the Democracy and
Human Rights Section provides funds to the Fond for Manskliga Rattigheter (The
Swedish Foundation for Human Rights), which then passes these funds to ZimRights
which then distributes them to a number of Zimbabwean NGOs.

In other cases, SIDA channels funds to NGOs via multilateral agencies. For
instance in Bolivia, a coca substitution project®® has been implemented by PMU/
MSLB (Mision Sueca Libre en Bolivia) with SIDA funds channelled through the
United Nations Drugs Control Programme. Finally, other parts of the Swedish aid
family have funded activities of the NGO sector. For instance, SAREC has funded
the activities of anumber of Zimbabwean NGOs who receive funds from other parts
of SIDA, including the NGO Division.

Diversity can be an asset—butit can also bring arange of complications, not least
the increasing possibility that officials responsible for one funding window are not
aware of the potential or real overlap between the different activities funded. In
practice, the country studies point out that there is little or no attempt to aim for
coherence among these different funding windows. For instance in Zimbabwe,
SIDA’s bilateral programme has worked for many years on initiatives focused on
raising the health status of farm workers. Swedish NGOs funding the main farm-
workers union has been unaware of these initiatives, and so have not tried to build
on the work done while, for its part, the bilateral programme has failed to make use
of the union, which NGO Division funds are being used to try to strengthen.

Diversity gives NGOs, especially Swedish NGOs, the relative freedom to “do
their own thing”. In some cases, it allows NGOs (Swedish or local) to move projects
between different budget heads inside SIDA. This can be desirable for several
reasons: if a project is rejected by one part of SIDA, it may be accepted by another
(as has happened in Zimbabwe); and if funds are tight, a project can be sent to the
Human Rights and Democracy Section’s 100 percent funding window rather than
the NGO Division’s 80 percent window (as has occurred in Bolivia and India, for
instance). But the existence of diverse windows also increases the transaction costs
in the relationship between SIDA and Swedish NGOs.

4.5 PATTERNS AND PERFORMANCE
ofF SIDA NGO DivisioN SUPPORTED PROJECTS

4.5.1 Patterns

In the four case study countries, Swedish NGO-supported projects are concen-
trated predominantly in the social sectors: education, followed by health (Table

5% Coca substitution projects are those which aim to promote alternative economic opportunities in coca
producing areas, and in the areas from which the migrants who work in coca producing areas originate.
The optimistic thesis is that these opportunities can be sufficiently attractive to persuade farmers to
produce the alternative rather than coca.
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4.2). Projects supporting productive and income generation activities are far less
frequent and most of these are clustered in agricultural and rural development
work. There is not much human rights work, except in Bolivia.” There is also very
little work focused on productive activities in urban areas, even though it is to
urban areas that large numbers of the landless or land scarce rural poor migrate.
An exception would be initiatives for disabled persons.

This concentration in health and education reflects the primary concentration
of Swedish NGO-supported projects in service delivery activities. It also reflects the
fact that the portfolio of Swedish NGO projects in each countryis dominated by the
mission framework organisations: SMR, SMK and PMU. Missionaries have long
had a tradition of providing health care and schooling in the areas where they are
active. Equally, however, it is important to recognise that the category “education”
encompasses a wide range of activities, embracing both formal and informal
education, including trade union study circle activities in Kenya and Zimbabwe,
and popular education programmes for leadership training in Bolivia.

Complementing the sectoral breakdown given in Table 4.2, it is helpful to
consider the distribution of local partners of Swedish NGO-supported projects.
This allows one to build up a sense of where these different activities are located
within the wider (civil) societies of the four different case study countries.

Table 4.2: Sectoral distribution of SIDA NGO Division supported projects and
volunteers by number of projects

Sector Bolivia India Kenya Zimbabwe
Education 28 60 32 20
Health 14 24 8 13

Agriculture/rural
development/

environment/forestry 5 I 7 9
Relief/emergency/welfare 5 7 |

Income generation/credit 3 3 2 3
Organisation/institutional

development 2 3 10 5
Building/infrastructure 2

Human rights

Youth 2
Housing |

Communication |

Source: Country Case-Study Reports (see Supplements).

*'Note that these are generalisations about activities funded by the NGO Division, not about SIDA-funded

NGO activities as a whole.
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As Table 4.3 makes quite clear, Swedish NGOs have two main types of partner:
church organisations and local NGOs, though popular organisations and trades
unions are also relativelyimportant. Itis striking that the links with government are
very weak in Bolivia, Kenya and India, yet prominent in Zimbabwe, where 17 of 21
SVS volunteer placements work with local or central government organisations.

Table 4.3 Partners of Swedish NGOs
Numbers of partners and percentages (in parentheses)

Partner Bolivia India Kenya Zimbabwe
Church/church related group 21 43 38 10
Local NGO 28 45 13 I
International NGO 0 0 2 3
Popular organisation/trades

unions I 12 7 10
Local trusts 0 7 - Y
Government 2 0 - 20

Source: Country Case-Studies (see Supplements).

These different partners reflect the Swedish NGOs and their own origins within
Sweden: mission organisations work with church partners, LO/TCO with trades
unions, DIAKONIA with NGOs, and the Swedish Red Cross works with local Red
Crosssocieties. Itis largely among the projects of framework organisations like SVS
that one sees a variety of types of partner; this reflects the nature of these particular
organisations which have emerged primarily out of a general concern to working
on development issues.

4.5.2 Performance: poverty and livelihood issues

As discussed in Chapter 3, the core principle underlying all the funds the Swedish
Parliament provides in the form of development assistance is that they should be
used to improve the standards of living of the poor. This provides the focus of the
discussion in this section, namely to assess performance in terms of its poverty
orientation and impact. This is done in two stages. First, we consider how far the
Swedish NGO projects in fact work with and reach the poor, indeed right down to
the poorest —a claim widely made by NGOs inside and outside Sweden. Second, we
consider the extent to which the funds provided make a sustained impact on this
poverty.

Here, poverty is viewed quite broadly; it is deemed to be alack of both economic
and political status and opportunity, or, in other words, the existence of constraints
which limit peoples’ opportunities to participate in the economy and to express their
voices effectively in the political arena. One way in which poverty has been concep-
tualised is understandingitas alack of entitlements, and more specificallyan inability
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to claim these entitlements.”* The power to claim entitlements can derive from
various (re)sources, but in particular monetary income and political power.

Poverty reach

Perhaps surprisingly, three of the four the country studies suggested that the NGO
projects often did not reach the poorest, and not even necessarily the very poor.

In large measure, at least a contributory factor was the absence of any initial
baseline studies in order to identify and target the poor, and indeed the absence
ofany thoughtaboutundertaking such asurvey. It was quite common for the NGOs

simply to assume that they were working with the very poor. In some cases — such
as the trades union-supported projects — the absence of a poverty focus arose
because the natural partners of the NGO were not organisations that usually
represent the very poorest: trades unions by definition are organisations of those
informal employment. The Zimbabwe case study concluded that onlya third of the
projects reviewed reached the poorest, and, as in Kenya, some of the most effective
in this regard were those working with disabled people.

It is by no means an easy task to identify the very poorest, even if one wishes to
do so. Itis often even more difficult to find a way of working with them when they
are identified. The very poorest frequently lack the resources, as well as the
individual and group security, to allow them to participate in any sort of project,
and can onlyreally be helped by more general employment generation. Attending
meetings and participatoryrural appraisal exercises are an unaffordable luxury for
the poorest.

Additionally, in some cases of service provision programmes there may be sound
reasons for working with both the poor and the relatively wealthy, for instance in
order to be able to use funds provided by the wealthy to cross-subsidise services to the
poor. This was a strategy used by the Caritas supported Sadhana school in India and
may have to be used by the PMU/MSLB supported school in Cochabamba, Bolivia.
Equally, there may be some tension between having an orientation towards the
poorest in projects and being innovative and experimental, precisely because the
poorest cannot afford experimentation. For instance, in India, Kudumbam’s work
on innovative ecological farming techniques with Svalorna support has been most
successful with slightly wealthier farmers who can afford to innovate.

The purpose of these cautionary observations is to stress that even if an NGO
is alerted to the need to focus explicitly on the issue of poverty, working effectively
with the very poorest is often not easy. This point is all the more apparent when we
consider questions of impact. All the case studies come to a similar conclusion in
this regard — that there is little evidence to suggest that the work of Swedish NGOs
has made much of an impact on poverty.

52 This is the approach used, and popularised, by Professor Amartya Sen. See, especially, A. Sen Poverty and
Famine, Oxford: the Clarendon Press, 198I.
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Poverty impact and economics: of income, employment and markets

If one clear indicator of poverty is lack of, or very low levels of, income, then one
of the principle ways in which Swedish NGO supported programmes can have an
impact on poverty will be through increasing the income of the poor. This may be
done through improving the income they derive from their existing economic
activities: for instance through improving product quality; accessing new higher
value markets; or expanding output by removing economic constraints to produc-
tion (such as credit). It can also be done by generating new employment opportu-
nities for the poor.

Three things are striking across the case studies in this regard. First, many
Swedish NGO projects do not begin from a conceptualisation of poverty: of what
itis, of what causes it, and of how to address it. Without a theory of poverty, it is
largely going to be a hit and miss affair as to whether a project will address poverty.
Interestingly, one sector in which there was a greater conceptualisation of poverty
was that of projects with disabled people.

Secondly, there are very few Swedish NGO projects that even attempt to achieve
any of these objectives. Projects are dominantly service delivery and training projects
which only very indirectly attempt to address poverty. Thirdly, of those few projects
that do aim to enhance income and employment, the impact is very limited — and
sometimes totally dependent on continued funds provided by the Swedish NGO.

There are many reasons for the state of affairs just described. On the one hand,
they reflect asituation common not only among Swedish NGOs but elsewhere too.
Quite simply, the staff and experience of Swedish NGOs do not equip them well,
nor predispose them, to focus on analytic issues related to income and employ-
ment generation, or markets and market analysis. On the other hand, the limited
resources of individual NGO projects are often not sufficient to make the types of
investment necessary for some of this sort of work, such as the investments in an
initial capital fund for a reasonably sized rural credit programme. The challenge
of generating income and employment in stagnant economies where markets are
weak or absent surpasses the resources and capacities of many Swedish NGOs.

Poverty impact, power and advocacy: of development politics,
gender and human rights

Political and power relationships that marginalise poor people are both a condi-
tionand acause of poverty. This political dimension of povertyis a complicated one
for Swedish NGOs to address as foreign institutions operating in another country,
and some therefore restrain from this. Yet it is equally clear, from the case study
evidence, that those Swedish NGOs which have engaged in or supported more
politically relevant work have had impacts on poverty, or have enhanced capacity
within the popular sectors to have such impacts. In the former case, they address
the power relationships that cause poverty; in the latter instance, they strengthen
poor peoples’ abilities to claim and defend entitlements.
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The most striking instances of the former case came from a project in Bolivia
where PMU/MSLB worked to demarcate, petition for and gain a Presidential
decree to recognise traditional territory of an indigenous group, the Weenhayek,
whose land has been progressively occupied by non-Weenhayek. Although these
territorial rights are not yet guaranteed (see below) this is at least more likely now.
By protecting the land rights of the Weenhayek, MSLB’s intervention has pro-
tected their access to entitlements that are critical to the survival of the economy
of this minority and marginalised ethnic group.

Swedish NGOs have supported popular educational, leadership training and
legal aid work that aims to enhance the capacity of the poor to organise and to
assert their rights, and of local NGOs to support the poor in these political and
livelihood strategies. Cases include much of DIAKONIA’s work in Bolivia and
India, and the study circle work supported by LO/TCO in Kenya, Zimbabwe and
India. The livelihood impacts of this work are more difficult to trace, for they are
indirect and longer term. Nonetheless, the principle underlying the work is
coherent: that to build organisational and political capacity in the popular sectors
will build capacity to question dominant power relationships.”

Having said this, one dimension of questioning power relationships in which
Swedish NGOs have not been strong has been to foster activities that question
gender relationships and that enhance the capacity of women to do so. A number
of projects examined claim to be gender sensitive because they meet womens’
needs (for instance in maternal and child health service provision). The case
studies did identify a few cases where gender relations are questioned. Thus the
DIAKONIA supported Indian NGO, SIRD, has begun to address issues of dowries,
female infanticide and domestic violence in its work, and has worked in the
establishment of a womens’ group based credit and income generation pro-
grammes. It is also providing legal aid and training para-legal workers. In other
cases, activities which, at one level, may appear to endorse stereotypical gender
roles can nonetheless help create new spaces of organised womens self manage-
mentwhich have a significant empowering and symbolic effectin the communities

where they operate. This seems to have happened in Kenya, in the SMR supported
posho mill project with the Young Womens’ Christian Association (YWCA), and in

some of the women'’s groups supported via BIFO and Future Forest, Itis also visible
in PAS’s work in highland Bolivia.

Yet these examples tended to be the exception rather than the rule: the primary
way in which projects considered themselves gender sensitive was that they
delivered services and benefits to women. This reflects a broader limitation in the
ways in which Swedish NGOs deal with poverty — namely they respond to its
symptoms rather than in its causes.

53 This is consistent with Albert Hirschmann'’s thesis that once built, this capacity (or “social energy”) never
disappears, but continues to resurface in a range of organisational guises.
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Poverty impact: what is it reasonable to expect of NGOs?

In many instances, poverty is only going to be ameliorated if structural changes
occur in regional economies and social relationships. In areas such as parts of
highland Bolivia, where regional markets are weak or absent, and where there is
little dynamism in the economy, then it is difficult for any NGO to make much of
an impact. If a multi-million dollar rural development programme such as the
European Union supported programme for peasant self-development in Potosi
feels it can make little impact, then we should not expect much of small and
isolated NGO projects.

This provides a supplementary view to the observation that NGO impact on
poverty tends to be greater where the state is strong.** Similarly, it is likely to be
greater where the regional economy is dynamic. This implies that when NGOs
work in areas of economic decline and stagnation, then their work is likely to be
focused mainly on alleviating poverty and easing some of the pains of economic
transition. Theirworkis onlylikely to have a sustained developmentimpactin areas
where the economy is relatively dynamic.

Inshort, one’s expectations of NGO poverty impact should not be exaggerated,
certainly not as exaggerated as they sometimes are. By the same token, NGOs
should not claim to have the degree of poverty impact that they often claim to have
— in most cases, they simply do not have this impact.

This does not mean that nothing can be done. The case studies suggest NGO
work that is most likely to have an impact when it directly addresses the social
relationships that underlie poverty - such as land holding relationships, territorial
conflicts, or having greater power to influence the distribution of profits — and
which increases the organisational, political and entrepreneurial capacities of the
poor to tackle these relationships for themselves. Some of the most striking
examples of thisimpact—and the complexity of getting involved in this type of work
— comes from Bolivia.

Conversely, service delivery programmes are not likely to make much of a
difference, although they are easier to implement, less politically charged, and are
more visible in the field (in the shape of schools, water systems and health centres).
They are also easier to monitor: bureaucratically they are more attractive projects
tosupport, butdevelopmentally their potential contribution is likely to be far more
limited.

4.5.3 Performance: partnership and participation

There are different types of stakeholders in projects supported by Swedish, and
other, NGOs. When we think of participation we usually refer to the participation
of the direct beneficiaries — sometimes referred to as the “primary stakeholders”.

*t See, for instance, S. Annis and Hakim P. (Eds) Direct To The Poor, Boulder: Lynne R Rienner, 1998.
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However, there is also a range of secondary stakeholders involved in these

interventions: the counterpart organisation in-country, and the different offices
and individuals within the organisation; other interest groups affected by the
intervention, such as the local state, or those living in the locality but not included
in this particular project. As a general rule, for a programme to be successful, itis
usually necessary for each of these stakeholders to feel that it has a “stake” in the
successful outcome of the project. Thus, when we talk of participation we ought
also be thinking of how far these different groups have a chance to participate in
the conception, implementation and the monitoring and evaluation of a project,
even if our principal focus will be on the participation of primary stakeholders.*

The country case studies report that at the conception/design/planning stage
of projects there has been limited participation of the primary, and many of the
secondary, stakeholders. There was little or no evidence of community-based
planning and a prioritising of needs preceding project conception and design,
although there was more evidence of consultation with beneficiaries prior to the
commencement of activities (of already designed projects. UBV in Bolivia, an
exception in this regard, is one of the few NGOs which has decided only to work
with community and membership organisations; these community organisations
plan the project that UBV then supports.”®

More widely, the evidence collected from this sample of projects suggests that
pre-project participation in church or mission implemented projects was particu-
larly weak. This seems to have been particularly so in Zimbabwe where, in the cases
examined “.. the pattern seemed to be that the church authorities would decide
that institutions would be built ... with no indication of consultation among the
church membership of their development priorities” (see Supplement, IV). There
was evidence of similar patternsin Bolivia. Ina number of cases, it even appears that
the local counterpart played a limited role in the design of a project. Thus the
Kenya case-study notes that, with the sole exception of the maize mills project, the
original project ideas came from Swedish people, even though in some cases
projects were drawn up in consultation with the local partner.””

Weak participation at the stage of conception and design isa critical failing, and
can lead to problems deriving from a poor fit between project goals and local
priorities. This can be partly righted when there is on-going participation in the
monitoring of projects, allowing feedback and adaptive planning. Although this

55 This terminology of stakeholders is being used now with increasing frequency. A recent report which
describes the term and its usage in more detail is World Bank “The World Bank and Participation: Report
of the Learning Group on Participatory Development”, Washington: The World Bank, 1994 (mimeo).

5% |ronically, UBV in Bolivia seems to be too hands-off in relation to project design. Indeed, the quality of

this project would have been enhanced had it been more assertive and questioning of the ideas presented
by the base organisation.

57 These points are not new to Swedish NGOs. They were raised, for instance, in the SIDA Evaluation
Report 1991/3, L. Andersson-Brolin et al The Art of Survival: A Study on sustainability in health projects,
Stockholm: SIDA.
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occurred mostly at a project level only, there were exceptions, such as that of
DIAKONIA in Bolivia, whose counterparts periodically monitored the general
performance, orientation and management of DIAKONIA’s broad programmes
and certain of its sectoral activities. In several cases, this on-going participation
resulted in considerable improvement of projects which were initially very pre-
scriptive and top-down. This occurred for instance in the Vi Tree Planting and
Future Forest programmes in Kenya.

It should be noted, however, that it is not directly as a result of the nature and
work procedures of Swedish NGO that participation was limited in the projects
examined. In many instances, this is a result of the culture and style of the
organisation with which the Swedish NGO is working. Some of these — for instance
some of the unions in Kenya and Zimbabwe — appear to have a somewhat
authoritarian management style. In other cases, as noted in the India case study,
local partnership organisations work on the basis that poor people “need educat-
ing.” Likewise, in some instances, the counterpart can have a rigid internal
structure which does not allow its staff or component divisions to participate in
programme management. This occurred with the Red Cross in Bolivia, for
instance, where until recently authority over the use of Swedish funds was vested
so absolutely in one person that although the field impact of the programme was
reasonable, the institution as a whole began to feel very resentful of the situation,
and was consequently weakened as a result. The tendency of Swedish funds to lead
to a centralisation of authority, either at headquarters or, more narrowly, in the
power of one or two individuals, was also observed in Kenya and Zimbabwe. Such
trends are the very opposite of participation.

Participation has the potential to reorient projects towards stakeholder con-
cerns particularly at the stage of evaluation, before another cycle of support begins.
The evidence of the limited number of evaluation suggests that it can have
dramatically positive impacts. For instance continuing with the case of the Bolivian
Red Cross, changes of staffin Sweden and in Bolivialed to a change of management
style: an institution-wide participatory evaluation of the Red Cross’ whole pro-
gramme of institutional strengthening was conducted involving all the regional
branches of the Red Cross and all its staff. The impact on morale and the sense of
ownership of the next stage of the project was remarkable. In Kenya, a consultative
evaluation (though not participatory) undertaken by Future Forest had a major
effect on the future direction and methods of the project.

The greater the extent to which the counterpart organisation participates on
equal terms with the Swedish NGOs in all these stages of the project cycle, the more
thatone can talk of a “partnership” between the Swedish NGO and the local NGO.
In general, the relationship becomes more of a partnership the more that it goes
beyond a simple funding relationship. In some instances, the Swedish NGO was
making moves in this direction. In Bolivia, DIAKONIA holds annual and termly
meetings in which its partners are able, among other things to comment on
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DIAKONIA. In an interesting case, Caritas in Tarija Bolivia wrote a short paper
evaluating the way in which Caritas Sweden was working — a phenomenon that is
now far from uncommon among other northern NGOs. However there are limits
on how far partnership can go. While Indian NGOs were generally positive about
their relationships with Swedish NGOs, one commented that in the final instance

”

“when you are at the receiving end, you cannot be an equal partner ....” (see
Supplement, II).

On the other hand, itisimportant not to take the partnership argument too far.
Swedish NGOs are also stakeholders in these projects; they, too, have a right to
exercise voice and opinion —so a partnership in which the local organisation makes
all the decisions would also not be ideal. Indeed, the quality of projects supported
could well increase if the Swedish NGOs were to express this voice. For instance,
UBV’s experience in Bolivia suggests that the quality of projects would probably be
improved if it were to work with its membership organisation counterparts in
developing strategies, rather than simply responding to the strategies that the
counterparts develop by themselves. Conversely in Kenya and Zimbabwe, it would
appear that some Swedish partners tend not to be sensitive to finding out and
acting upon the views of the primary beneficiaries. Finallyitneeds to be recognised
thatsouthern NGOs do not always behave as ideal partners and can use the rhetoric
of partnership to try to dissuade Swedish NGOs from becoming engaged in
projects they support, or from enquiring into the work of the local NGO. For
instance, it is not unheard of for local organisations either to conceal sources of
funds provided by other donors, sometimes for similar activities as those funded by
SIDA.

To conclude, in general, the extent to which Swedish NGO-supported activities
are participatory was found to be disappointing, and, as in the case of other NGOs,
the rhetoric on participation commonly exceeds the reality. Butitis importantnot
to take these arguments too far. In some cases, participation is limited more
because of the nature of the counterpart than the Swedish NGOs. In other cases,
where a rapid response is required, participation can cause inappropriate delays
— this was the case, for instance, for the NGO MCC (an SMR partner) in India.

In the end, the most crucial dimension of participation is that in which
grassroots capacity is built: a participation that empowers primary stakeholders to
become stronger economic and political actors in their own right. Suffice to say
here that Swedish NGOs, like all NGOs, could do much more in this regard and
that with some notable exceptions (UBV, Caritas, DIAKONIA), the case studies
threw up all too little evidence of the Swedish NGOs attempting to address these
principles seriously.

4.5.4 Performance and policy impact

One of the primary challenges laid before NGOs, is how they can “scale up” their
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impact beyond the limits of the projects they support. In this section we look
specifically at how far Swedish NGO projects have been innovative, and of wider
relevance, and the extent to which they have aimed to widen their impact through
learning and dissemination activities.

Innovation, replicability and dissemination

The country case studies offer a mix of evidence as to how far Swedish NGO
supported programmes are innovative. There was little innovation encountered in
Kenya or, with one notable exception, in Zimbabwe. Conversely, the Indian and
Bolivian studies concluded that there were a larger number of innovations in the
programmes examined. The innovations which were encountered included the
development of languages (a SHIA supported project developing sign languages
for deaf people in Kenya); MSLB’s written alphabets for indigenous people in
Bolivia); the elaboration of therapies for mentally handicapped young people in
the Caritas supported Sadhana school in India; and a new approach to providing
clean water and sanitation at the village level in Zimbabwe.

Many of these innovations are replicable, especially when the group with which
the organisation works is part of a larger social group in that country, or when the
project design techniques are neither too costly nor complex. However, in
practice, there has been limited replication. In large measure, this seems to reflect
the low profile of many Swedish NGO projects (for example in India), and their
rather poorly developed links with other non-governmentalinstitutions, with SIDA
and with the government in the countries where they are working. But it also
reflects a certain institutional culture that is common to many NGOs — namely they
are more interested in making the ideas work within their own projects than they
are in scaling those ideas up to others. In the Kenyan case, a high proportion of the
projects examined were replications of (tried and tested) projects carried out by
other NGOs either elsewhere in Kenya or abroad.

This artifact of institutional culture is further deepened by the tendency of most
projects to focus on actions rather than on dissemination —on tangibles rather than
ideas. This is, perhaps, less likely to occur when the counterpart is an organisation
that has representation and advocacy as its mandate, and when it has a national
reach. Thus, SHIA’s work with the Kenya National Association of the Deaf in
developing asign language for the deaf’is likely to reach beyond Kenya because the
project’s principal researcher and team leader are each advisors for the African
work of the World Association of the Deaf.

It should also be noted that the most significant innovations identified in the
country studies grew out of prior research work: the development of sign and
indigenous languages in Kenya and Bolivia; the Mvuramanzi Trust water and
sanitation work in Zimbabwe;, and ecological farming techniques at Kudumban in
India. This research was either done in house, or by other institutions. NGO
innovations do not derive simply from action and practice: they also require
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research, reflection and experimentation. In many cases, the absence of innova-
tion, in Swedish NGO projects may reflect a weak institutional commitment to the
idea of research.

Monitoring, evaluating and learning

Innovations and experiences must also be supported by information derived from
monitoring and evaluation. Monitoring and evaluation is essential for NGOs to
learn from their own, and other NGOs’ experiences and adapt accordingly, and in
order that they do not disseminate faulty ideas. Successful scaling up requires
therefore that NGOs be learning organisations.

Swedish NGOs have done some monitoring and evaluating of their projects, in
general more monitoring than evaluation. Sometimes this is informal and inter-
nal, and at other times it is more formal and external. In general, however, it has
been insufficiently rigorous to provide information that might be persuasive to
other agencies. And often monitoring and evaluation have not been conducted
much with a view to learning as with a view to focusing more on the internal
operations of the projects. This is perfectly reasonable to the extent that the object
of the monitoring is to assist and improve management. However, if the objective
is to generate information that might help convince other agencies to adopt and
adapt the NGO’s approach, then it would be important to engage in a different
type of evaluation including more assessment of impact and at least some sort of
attempt to equate expected benefits with costs outlaid.

The case studies seem to suggest that, in not a few cases, evaluation and
monitoring is done merely in order to meet SIDA’s needs and concerns. In such
cases, there is a bias towards a financial, accounting and management audit of how
SIDA’s funds are being used rather than to concerns about development impact.
There is little to suggest that SIDA is particularly concerned to generate policy
lessons.

4.5.5 Sustaining performance

Some initial cautionary considerations

The country studies presented many reasons why we should not be surprised that
projects were not sustainable and, indeed, why it is often unreasonable to expect
projects to reach sustainability, particularly when the projects work with the poor
and very poor. Indeed, the Zimbabwe case-study suggested that if projects had
alreadyreached the point of being sustainable after such ashort period of time, this
would indicate bad judgement on SIDA’s part because it would be injecting funds
into initiatives that had clearly had the potential to become sustainable more
rapidly than the duration of the funding period.

The case studies also point out — in different ways — that while the sustainability
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of the projects beyond the funding period is of course desirable, there are other
benefits to consider. This is perhaps clearest in the case of training programmes
which form leaders, impart skills, and build human capacity in general. All projects
are primarily investments, and the return to that investment can take multiple
forms. The most valuable sort of project, and the one whose impacts will be most
sustainable — even if it not in the most immediately intended form — is often the
project that invests in human and organisational capacity.

Rather than describe the litany of unsustainable projects pinpointed in the
case-studies, the following discussion draws attention to different themes identi-
fied as pertaining to the question of sustainability. These revolve around: stakeholder
interests and conflicts; financing; capacity building and institutional sustainability;
and environmental considerations.

Stakeholder participation and sustainability

What was clear from the case studies was that the likelihood of sustainability is
greater when primary and different groups of secondary stakeholders are commit-
ted to the project and the processes that has been initiated. If they merely
participate because of the benefits that the existence of external funding delivers
to them, rather than because they see the ideas underlying the project as priority
concerns to them, then there is little likelihood that the processes and activities
initiated by the intervention will continue once Swedish funds have been with-
drawn.

This is an apparently obvious point, butitis notatall trivial. Some Swedish NGO
projects come with packages which they implement because that is what they know
andare good atdoing. For instance, Find your Feet works with machinery to extract
concentrates from leaves, and LO/TCO works with study circles among local
trades unions. Providing a package, especially one which is home-grown in
Sweden, runs the risk that the project has not grown out of priorities as defined by
local stakeholders. This increases the risk that what is imparted will not be
sustained beyond the duration of the funds provided. More generally, the relatively
limited use of participatory problem identification, pre-project appraisal, and
participatory design methods in the work of Swedish NGOs means that there is a
higher risk that projects will not respond to stakeholder priorities.

Stakeholders, sustainability and conflict

To complicate the issue of stakeholder participation yet further, there is no reason
why all interest groups with a stake in the project should view the project with equal
glee. Indeed in many cases, there may be real conflicts of interests between different
stakeholder groups. This is particularly true in those projects that address and aim
to change relationships of power, be these between social classes, between women
and men, or between different ethnic groups. Yet, as noted, these are precisely the
projects that are likely to have a positive influence on the livelihoods of the poor.
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Conflicts, of course, will challenge the sustainability of an intervention, but
they may well be necessary to make a lasting difference. There may be conflicts

not only between those with power and those without power, but also between
different groups of poor people, if some of the poor feel they are losing outas a
result of other poor people benefiting from the project intervention. The most
dramatic case of this is the work of the PMU/MSLB with the Weenhayek people
in Bolivia. As mentioned earlier, this was a project to gain presidential recogni-
tion of a demarcated area as being the territory of the Weenhayek — a territory
that has been progressively occupied by other interest groups over the years.
These groups include a multi-million agro-enterprise programme of the depart-
mental development corporation, large scale livestock ranchers, and very poor
ranchers. In order to expedite the demarcation, the project did not consult any
of these groups — for understandable reasons. When the decree was issued, it
called into question the legality of the occupation of those ranchers without title,
many of whom are very poor, and it meant the agro-industrial project had to be
frozen.

This has generated resistance from the livestock producers organisations, and
the principle civic organisation of the area. These are still lobbying to have the
decree overturned or modified, and, in some cases, for the Swedish mission to
withdraw from anything other than evangelising activities.

The point is clear: when a project cuts through opposing stakeholder interests
it carries with it the risk that it will trigger existing latent conflicts. In order to
survive these, and sustain the project intervention, the project therefore must also
nurture mechanisms and relationships between different actors that can help in
the resolution, or at least alleviation, of those conflicts.

Financing sustainability

Financial sustainability is particularly problematic in projects that work with the
poor. Despite this, and perhaps because of it, many of the Swedish NGOs and their
partners appear to have given little or no thought to financial sustainability at the
onset of the projects. One local Red Cross society stated explicitly that it would only
start thinking about financial sustainability when it believed the Swedish funds
would dry up, admitting, quite openly, that it would probably completely rethink
the approach when this time came.

The major conclusion deriving from the case studies is that even if financial
sustainability may be an impossible panacea, what can be generalised is that in the
future all Swedish NGO projects must from the very outset consider how they are
going to address the issue of financing the sustainability of the processes that they
initiate.®®

58 This confirms the point made in the discussion and definition of sustainability: see Chapter 3, section 3.4,
above.
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The problem of financial sustainability is particularly acute in projects that
deliver services to poor people. Often by definition, these people are too poor to
afford to pay for such services, and indeed in other societies — including above all
Sweden - they are not expected to pay for these services. Rather, services are
financed through taxation systems that transfer resources from wealthier interest
groups. The problem in the case study countries is that the state is too poor, the
economy too weak, and redistributive taxation systems too underdeveloped to
allow this cross subsidisation on a national scale.

However, one means through which some Swedish projects have sought, and
which others may well consider, to sustain services to the poor is through internal
cross-subsidisation. Typically this is done by providing services to wealthier and
poorer members of the community and charging for these on a sliding scale.
Experiences with this approach are mixed. This approach has been relatively
successful in the Caritas supported Sadhana school for the mentally disabled in
India. It is only recently beginning in the PMU supported Buenas Nuevas school
in Bolivia; and in one dental care programme in Zimbabwe it has not led to
financial sustainability. These differing experiences tell us that cross-subsidisation
per seis not sufficient for sustaining service provision, even if it probably has a very
important role to play. The scope for using this means of financing sustainability
is often limited to those areas where there is arelatively large middle /lower middle
class in the area of the project. In areas where everybody is very poor, there is
nobody to cross-subsidise the service provision to the poor. A further problem is
that in practice it can be very hard to identify who can afford to pay.

A particularly difficult element of financial sustainability concerns service
delivery programmes that have involved large scale construction. The installation
of large physical edifices creates a new set of recurrent costs for maintenance that
will have to be financed in some way. Some Swedish NGOs have dedicated large
amounts of SIDA NGO Division resources to building schools and hospitals. The
case studies from Zimbabwe and Bolivia, in particular, suggest that little thought
was initially given as to how the maintenance of these installations was to be
sustained, or who would provide the maintenance funds. These sorts of problems
have tended to mushroom in the era of SAPs when governments are under
pressure to spread costs and reduce state expenditure. Not so often, it leads the
government to privatise and/or introduce user fees.

Other market based mechanisms for financing sustainability have been tried in
addition to cross subsidisation. The PMU supported carpentry youth training
projectin Kenya is attempting to sustain its work through the sale of products, and
appears to have some hope of doing this. In other cases, however, efforts to sustain
processes through engagement in the market seem to have had little success. This
was the case for the NGO projects visited in Zimbabwe, for instance. Among the
reasons for this are a lack of skills in accounting and product pricing, and a more
general lack of entrepreneurial and economic expertise and orientation.
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One potential means of working towards achieving financing sustainability
open to those NGO projects that are implemented by membership organisations
is through membership subscriptions (as opposed to user fees). Several trades
union based projects have attempted this, though the only possible success appears
to be that of the Zimbabwe Teachers Association. Significantly this is a union of
predominantly middle class members who can pay comparably large union fees,
which can then be used to finance the continuation of the study circles that were
initiated with LO/TCO support from Sweden. Other cases are less auspicious. The
Kenya Railway Workers Union study circle project — also supported by the LO/
TCO - is unlikely to be sustained via membership fees, and the SCC supported
organisational strengthening project of both the Zimbabwe Farmers’ Union and
the Kenya National Farmers’ Union could only be maintained through member-
ship fees if the unions were to increase their membership to unimaginably high
levels.

Confining the discussion merely to the project, the Zimbabwe case-study
argued that two particular factors seemed to be of major importance to the
prospects of achieving eventual financial sustainability: the living stands (level of
poverty) of the beneficiaries, and the degree to which the beneficiaries are
committed to the project in question. Thus, from the evidence of these projects,
it would appear that financial sustainability is likely to be greater: if the project
holders place major emphasis on the issue; if the beneficiaries are not among the
poorest; and if they are very committed to the projectin hand. Obversely, financial
sustainability is likely to be lower: if the project holders do not consider the issue

of sustainability early on in the project cycle; if the beneficiaries are very poor and
have few if any assets of their own to contribute to the project; and if they do not
consider the project to be a very high priority to their lives.

Rather than look to the market or the membership for financial sustainability,

Swedish NGO-supported projects have looked more frequently to government
funding. This probably only provides a durable and viable option for projects that
deliver services. Even so, governments are not likely to sustain popular educational
programmes to train indigenous leaders, or to fund trade unions study circle
programmes. Indeed, it would almost certainly be undesirable that governments
impinge on the autonomy of these programmes.

Several health, dental and educational projects have sought government
funding, or have expected that this would be available to sustain the projects
initiated by the NGOs. PMU’s health and educational work in Bolivia initially
hoped that the government would pick up the running costs of their schools and
health centres. They have been partly successful in this regard, and the govern-
ment does now meet some salary costs. However, it seems almost impossible that
the government will be able to take over the full running costs of these pro-
grammes. In Zimbabwe, another dental project has attracted Ministry of Health
support for some of the running costs. Once again, though, it seems increasingly
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unlikely, in the days of structural adjustment-induced budget constraints, that the
Government will be able to assume all the running costs.”

If governments are similarly unable to ensure a sustainable service provision
programime, then one should be cautious before damning NGO projects for not
being sustainable: government initiatives may often be no better. Another point is
that even when governments do agree to take over the running costs of a project,
then it is often able to do this because it too is heavily supported by external
bilateral and multilateral funds. The problem of unsustainability has merely been
passed from the NGO to government: the problem of unsustainability in the wider
economy remains as before.

For many of these NGO initiated service delivery programmes to be sustainable,
two types of structural change need to occur. First, the host government, whether
centrally or locally, has to develop mechanisms through which it can tax, mobilise
and transfer resources from wealthier parts of society in order to sustain the delivery
of services to people who cannot afford to pay for them. And secondly, the economy
needs to be sufficiently endowed and expansive that it can generate the wealth to pay
these taxes in the first place. For poorer economies, the problems of financial
sustainability of discrete projects can only be solved through long term development.

Capacity building, organising and training

Swedish NGO projects have also faced a range of managerial and institutional
challenges. These revolve primarily around the nature of their partners, and more
specifically around qualities of their partners which enhance or undermine their
sustainability as institutions.

The case study evidence suggests thatin a number of instances, Swedish NGOs
have worked with partners who are themselves not sustainable. For instance, where
Swedish NGOs work with local support (as opposed to grassroots) organisations,
these are typically financially dependent on external funding, or, in rare cases, on
domestic government funding that is tied very closely to specific project activities.
Consequently, their ability to continue the activities initiated with the help of the
Swedish NGO is limited. In those countries, such as India, where government
wages are higher than NGO wages, NGOs can also have the problem of keeping
hold of staff.

On the assumption that pursuing managerial and institutional sustainability is
a goal which should always be aimed at, it is therefore important for the Swedish
NGO to focus on ways in which capacity can be built in more sustainable forms of
organisation. Of particular importance is to support membership organisations

* In the current era of structural adjustment, some of the assumptions made 10 to |5 years ago that
governments would take on the running costs of NGO capital projects now look dated and, in some cases,
naive. It is important, however, to place these historical decisions in perspective. Ten or 15 years ago,
such decisions did not seem anytning but reasonable. The benefit of hindsight should thus not be grounds
for misplaced blame.
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that have legitimacy, and will be able to mobilise resources of their own. This can

be done, indirectly and most readily, by working with those intermediary NGOs
that explicitly help build membership organisations. Some of the NGOs, such as
Caritas in Bolivia, and SIRD in India have worked hard to achieve this. Conversely,
it can be done directly: UBV in Bolivia has decided to work only with membership
organisations. Whatever the approach used, it is far from easy to make tangible
progress: it requires time and specific skills. But, above all, it requires Swedish
NGOs to focus on the issue continually. The case study evidence suggests that this
has not always been the case.

In some ways, those Swedish NGOs who work with church intermediaries suffer
fewer problems of institutional unsustainability among their partners, as the
church is expected to last forever. However, in these cases there is a risk that the
Swedish NGO can be supporting an organisation which because it benefits from a
paternalistic dependency relationship with the north, runs the risk of replicating
such a relationship with its members. The Zimbabwe research found evidence of
SIDA projects funded as part of a larger flow of funds to local churches which, in
many ways were viewed by the local church groups as permanent.

Afurther dimension of building capacity must be to encourage the broadening
of authority, experience and skills within an organisation so that it is not too
dependent on one individual. This is awkward because it can appear as if the
Swedish NGO is interfering too much in the internal dynamics of an organisation,
and indeed it would be. At the very least, though, the Swedish NGO must avoid
developing the type of relationship with a counterpart in which the Swedish NGO
itself contributes to the concentration of power and authority in just one person.
The case studies suggest that this has happened in one or two cases, albeit usually
unconsciously. To minimise this occurring it is important, for instance, to develop
and sustain contacts with arange of actors within the counterpart organisation and
to foster a wide distribution of information on the nature of the relationship
between the local and the Swedish organisation.

Although personal relationships are critical for the quality of many projects and
collaborations, they do not guarantee sustainability. Indeed, when key individuals
leave an organisation or a project, there is often a high risk that processes and
relationships that they have initiated will also come to an end. To minimise this
particular risk will often mean that as the Swedish NGOs work with their partners,
they need to focus on encouraging the institutionalisation of many of the relation-
ships on which projects depend.

These different observations imply that ultimately the surest way in which
capacity can be built is through nurturing the emergence of membership organi-
sations with a wide distribution of skills and authority within the organisation.
Additionally, and more generally, capacity building will be furthered when there
islonger term funding available for capacity building. But this should not be “easy”
long term funding. The case studies show that this can lead to bad practices among
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local and Swedish NGOs. Rather, it should be funding guaranteed against the
progressive satisfaction of indicators of capacity building, and of the progressive
transfer of authorities from intermediary down to membership organisations.

Environment and sustainability

Only a relatively small number of the projects assessed in the country case studies
were explicitly concerned with environmental considerations. Those that were
included forestry work in Kenya and Bolivia, and ecological agriculture in India.
The only really significant environmental project visited was the Vi Tree Planting
Projectin Kenya which aims to work with 45,000 farmers and pastoralists eachyear
and has had a budget of SEK 7.6 mn a year since 1991 /2. It installs tree nurseries,
and works in different aspects of soil conservation. Its impact has been positive.

A minority of the projects incorporated environmental concerns into their
operations, while a small number of other projects have positive environmental
impacts. What was particularly worrying was that a not insignificant number of
projects were found to be having negative effects on the environment in large
measure because the project promoters were unaware of, and in some cases had
not addressed the issue of, environmental impact. In Zimbabwe, five instances of
this were discovered in the 13 projects visited.

But perhaps the most significant feature of the projects as a whole is that
environmental considerations were in large measure not really relevant. The small
scale of most projects meant that ultimately they had very little capacity to have
either much positive or negative effect on the environment. By the same token,
environmental disturbance or regeneration is not a particularly significant impact
on the sustainability of the project initiatives.

A small intervention that is nonetheless coherent with broader social processes
in a region, and which could as a result be scaled up through those very social
processes, has the potential to have a large impact in the longer term. This, for
instance, is the objective of the Kudumban ecological farm in India, and UBV’s
forestry support to a peasant federation in Bolivia. In the latter case, the principle
is that if the federation is able to establish a coherent tree nursery programme then
the structure and reach of the federation could widen the impact of a volunteer
enormously. So far, however, that coherence has been elusive and the nurseries
still depend entirely on the presence of the volunteer.

Individual NGO projects, especiallyif they stay small and discrete interventions,
are never going to have much of an environmental impact. However, if they are
able to develop mechanisms that have a synergistic relationship with existing social
and economic processes in a region, then those very processes can scale up the
initial intervention significantly. Such interventions also have the potential of
being replicable in a way that large projects, such as the Vi Tree Planting project,
are presently not. So far, however, there is little evidence of Swedish NGOs having
achieved such an impact.
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4.5.6 The performance of Sweden’s added value,
including Swedish technical assistance

One of the justifications of an indirect as opposed to direct funding mechanism to
supportlocal NGOs is that the Swedish NGO adds value to the SIDA funds that are
channelled in this way. Value can be added in a number of ways, through financial
contributions, specific and relevant knowledge of the NGO sector, technical
assistance, and complementary work in Sweden.

In most of the cases examined, the Swedish NGOs work with their “natural”
counterparts (unions, churches). This has the positive result of focusing on
nurturing and developing contacts with the one “natural” partner. But, equally, it
can run the risk of “blinding” the northern organisation to problems arising in
those projects and within the organisation — transparency in institutional
sustainability being two to which the case studies draw particular attention. In
other cases, small Swedish NGOs work with chance contacts, and have no special
knowledge of the local NGO world. So the value that Swedish NGOs add in these
regards is less certain.

What about technical assistance? The first thing to emphasise is that while
efforts were made to assess a group of Swedish NGO projects which had a Swedish
technical assistance component across all four countries, the sample was not only
biased (see Section 3.2 below) but extremely small. Thus, the comments made
here should in ne way be construed as constituting a comprehensive assessment of
Swedish volunteers and linked technical assistance programmes.

The extent to which the projects visited had Swedish technical assistance varied
among countries. There was least assistance in India, where local staff are very well
trained anyway: indeed in India no Swedish NGO whose projects were visited have
alocal office. Conversely in Zimbabwe, five of the 13 projects visited had Swedish
volunteers. Five out of seven in Kenya have or have had technical assistance, and,
in Bolivia. Swedish missionaries or volunteers were involved in four out of nine
projects.

The projects examined raise a number of questions about these technical
assistants/volunteers. In general, the quality of their work and commitment was
indisputable. This fact should be broadcast widely. Yet in only a very few instances
did the Swedish personnel possess and provide a skill that local people did not
have. Additionally, the volunteer would usually have to take time to adapt to the
local context, to understand what was going on around them, and to ease their way
into their work.,

In most cases, local NGOs were therefore taking volunteers, or projects were
using them, for reasons other than the uniqueness of their professional and
technical contributions. The principal reason appears to have been that the
volunteers provided the project with free or cheap labour. A peasant federation in
Bolivia, the Corporacion Agropecuaria Campesina (CORACA), that had two UBV
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volunteers saw them as filling jobs that CORACA could not afford to fill. In
Zimbabwe, an SMR - supported urban dental programme could only continue
because of the Swedish volunteer who was prepared to work for wages below those
that a Zimbabwean dentist would charge.

If the volunteer is perceived as free labour, the risks rise that local organisations
will not assign her/him a counterpart, so the volunteer ends up only doing a job,
not in building capacity in the organisation. In the worst of cases, as reported in
Kenya, volunteers can obstruct capacity building because they control and manage
all the relationships between the local organisations and the Swedish NGO, thus
preventing anylearning within the local organisation. However, itis also important
to point to exceptions. In Zimbabwe, SVS volunteers appear successfully to have
trained local counterparts to take over their work, thereby making a major impact
on the future viability of the projects in question.

The cases examined suggest that it is often necessary to assess whether this type
of assistance could be used more strategically, and be linked more closely to the
challenges of building capacity and the means for sustainability within projects. It
is certainly for this reason that two of the case studies also concluded that the
impact of volunteer work is greater when there are local coordinators for the
volunteers, and indeed when the local office has significant capacity to plan,
support and think strategically with the counterparts as to how most effectively the
volunteers could be used.

Another value that Swedish NGOs can add is through their educational and
lobbying work back in Sweden. A few of the organisations assessed do engage in
such work. In some cases the local counterparts of the NGOs saw the value of such
work ~ in others they either did not see it as important or were unaware of the
possibility of it. Indian NGOs, for instance, seem not to distinguish between SIDA
and Swedish NGOs as sources of funding. They are therefore unlikely to feel that
the Swedish NGO might play any special role back in Sweden.

Finally, note should be taken of a potential inverse link between technical
assistance, sustainability and solidarity. A succession of Swedish volunteers has,
from the point of view of the local organisation, the desirable result of cementing
relationships between the projectand Sweden. From asolidarity point of view there
are a host of sound reasons for applauding the cementing of such links. However
there is sometimes a risk that these links lead to a permanent flow of funds from
north to south.

4.6 PATTERNS AND PERFORMANCE
IN NoN-NGO Division NGO pRrojecTs

The comments made in this section should, perhaps, be viewed more as an
addendum than as part of the flow of the main text. Yet, in that context, some
comparative, interview and evaluation data was collected. The activities supported
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In Bolivia, NGO support has become a counterweight to government. Here a twelwe year old
girl concentrating on her schoolwork in the PMU-supported school Buena Nuevas, in
Cochabamba, Bolivia. PHoTO: BenaT HAGGLUND/PMU

in non-NGO Division funded NGO projects tend in large measure to reflect the
priorities of the funding windows. Thus, Human Rights and Democracy projects
revolve around legal support, media and civic work; environment and natural
resource funds go to technology development, training and informational work
relate to those sectors; gender funds support womens’ income generating projects,
gender training to NGOs, training to women leaders, and so forth.

Where the bilateral projects support NGOs then the stated objective is usually
that these NGO activities are supported as they relate to the broader bilateral
programme. This is sometimes born out in practice, as in the Social Forestry
programme in India in which Indian NGOs are supported because SIDA sees them
as playing an important role in linking the Forestry Department and rural people.
In Kenya, however, the link often seemed more rhetorical than real.

An interesting twist on the theme of the relationship between the government
to government support and direct bilateral support to NGOs is that in Bolivia. In
this case, the principle underlying a whole programme which supports the NGO
sector in developing policy proposals is that the programme aims to strengthen
NGO policy proposals, as an explicit counterweight to government. Here, then,
SIDA aims to use the bilateral programme to strengthen both state and civil society,
on the grounds thatboth are needed for an effective and democratic development.

Whilst the Swedish NGO supported projects tend to work with a range of

94 SIDA Evaluation Report 2/95




organisations in the non-profit sector, there is probably more tendency for the
other SIDA funds to work with more traditional support-type NGOs.

Within the bilateral programme, local NGOs are perhaps mainly expected to
bring a more social dimension to programmes, as for instance in the forestry
programme in India. They are expected to organise people, foster participation,
and link government and beneficiaries. Evaluation data in India suggest that this
is broadly what is achieved, but also warn that NGO participation in bilateral
programmes and projects is no miracle cure to underlying problems in those
projects.

NGOs are also looked to for innovation within these bilateral programmes and
indeed the image from the country studies is that by and large the directly funded
NGO activities (ie those funded from the DCO) do tend to be innovative, indeed
perhaps more innovative than the broad sweep of projects funded via Swedish
NGOs. There is probably also a greater tendency to supportmore interesting policy
development work in these directly funded activities ~ the most notable example
being SIDA’s support to NGO networks in Bolivia.

One of the reasons for this interest in experimental funding relates to the
government-to-government programmes. In Bolivia, as mentioned, the interest
was in supporting a counterweight to government and to help the NGO sector
develop policy proposals that could be of interest to actors in civil society and to
other donors. In India, the DCO expressed an interest in NGO experimentation
with approaches that, at a later date, might be integrated into, and scaled up
through, the government-to-government programine.

This tendency towards experimental funding reflects the knowledge of the
SIDA staff in the local office, and in particular how far they are, for personal or
professional reasons, knowledgeable of the local NGO sectors. Of course, direct
funding would be far more complicated in those cases where there was no DCO,
or where staff resources are limited. But, in general, the country studies made the
point that the work funded through these non-NGO Division windows and
involving local DCO knowledge, included a number of interesting and important
initiatives.

4.7 CountrY Case-STupy CONCLUSIONS
4.7.1Coherence and impact

The discussion in this section points conclusively to the general observation that
in most cases the development impact of the initiatives reviewed could have been
more effective. This leads on to a consideration of those factors which seem to have
been particularlyimportantin influencing the qualityand the outcome of the work
of these NGOs.

Looking across the sweep of projects reviewed in the country case studies, it
appears that projects that do not build on processes of economic and social activity
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and change that are already underway, nor on priority concerns of the people with
whom the project is ostensibly working, stand less chance of making much of an
impact, far less a sustained impact.

Thus, insufficient attention is placed by many Swedish NGOs on thinking
strategically and realistically about the development opportunities in the areas in
which theyare working. This gap appears to be particularly marked for those NGOs
who do not have a presence within, and knowledge of the country. Indeed, some
of the evidence suggest that the projects involving direct DCO funding of local
NGOs have been more coherent and relevant than those projects that are funded
by the NGO Division via Swedish NGOs. On the other hand, they also note that
there are real capacity constraints on the DCOs’ ability to handle more projects.

What these two conclusions together imply is that many Swedish NGO projects
would gain if mechanisms existed to ensure that more local knowledge of the NGO
sector and of development realities feeds into the design, screening and adapta-
tion of Swedish NGO supported projects. Developing this point further, the case
studies suggest that there is scope for more information-exchange and mutual
learning between the bilateral and Swedish NGO programme in each country, and
that this could enhance the coherence, impact and quality of Swedish aid in
general.

4.7.2 NGO capacities and impact

An important observation that emerges from the country case-studies, one which
is similar to most NGO programmes, is that Swedish NGO supported projects are
not very successful in promoting viable income generation projects. The evidence
suggests that Swedish NGOs are more active in funding the delivery of services. If
success is to be judged by the fact that the services reach the people, then many of
the projects reviewed would be deemed successes. However, they have been less
effective in evolving new means of service delivery that raise the possibility of those
services to be sustained — financially, managerially and technically. In general, the
continuation of the services provided will need to depend on the continued
injection of support from outside.

This combination of features is critical because it implies that Swedish NGOs
have neither been very successful

(i) in fostering processes that generate wealth among the poor; nor,

(ii) in developing methods for service delivery that mobilise and redistribute
existing resources in ways which maintain the capital (wealth) introduced
by the Swedish NGO butensure it continues to be used to the benefit of the
poor.

In exhibiting these characteristics, they tend to share the weaknesses of many
other donor-based NGO efforts funded across a range of different developing
countries.
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The reasons for the poor performance of Swedish NGOs in this regard are
clearly related to the difficult economic contexts within which they have worked.
Yet is probably also true that most Swedish NGOs have not had, or have not sought
to devote, the internal resources to engage effectively in economic activities, and
have often been too concerned to implement works rather than to experimentwith
means of ensuring the sustained poverty orientation of those works and the services
linked to them.

More positively, an important socio-political pillar of inclusive development is
the enhancement of capacity among the poor through training, learning and
organisation. In working to enhance this capacity, there have been more successes
among Swedish NGOs, in large measure reflecting their skills and past experi-
ences. Nonetheless, the case studies make clear that there is still much more that
can be done to enhance this capacity building impact within the popular sectors.

4.8 SoME INTERNATIONAL COMPARISONS:

Projects and Programmes of Donor-Based NGOs supported by the Finnish
and United Kingdom Governments

The purpose of this final section of the chapter is to provide some data and evidence
from other countries in order to make some judgements of comparability.

However, at the outset, the evaluators would like to stress that in their judge-
ment the data and information are not available with which to make strict and
direct comparisons. There are three main reasons for this. First, all NGO evalua-
tions undertaken by and for official donors have been evaluations of sample data.
When groups of projects from one country are put up against those of another
country, one is certainly not comparing like with like. Secondly, the group of
Swedish NGO projects examined here are probably biased towards what the NGOs
perceive as more successful projects. Thirdly, as has been emphasised continually
throughout this chapter, impact of discrete projects is usually critically dependent
upon the wider context in which they are located. It is highly unlikely when
comparing performance of a sample of projects across different countries that one
is making comparisons within this same contextual framework.

Thus, the most that these comments can do is to show relative comparisons
drawn from the confines and constraints of the particular circumstances within
which each was made. It is within these parameters that the following summary
points are made.

The remaining sections of this chapter are drawn from studies of the develop-
ment impact of projects of British and Finnish NGOs, part funded by their
respective official aid agencies. Comments on the impact of British NGO projects
are derived from two sources: R. C. Riddell and M. Robinson The Impact of NGO
Poverty Alleviation Projects: results of Case Study Evaluations, Overseas Development
Institute, London, Working Paper No. 68, November 1992 and Overseas Develop-
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ment Administration (ODA) Evaluation of NGO Projects: Synthesis Report, London:
Overseas Development Administration, Evaluation Report, 1995. Comments on
Finnish NGO impact are drawn from a recent FINNIDA Evaluation Report (1994/
1) entitled Strengthening The Partnership: Evaluation of the Finnish NGO Support
Programme, FINNIDA: Helsinki, February 1994.

The ODA report is based on a synthesis of 12 evaluations of British NGO
projects in Bangladesh, Burkino Faso, Ethiopia, India, Kenya and Sierra Leone.
The ODI report is based on a synthesis of 16 projects biased towards income-
generating interventions undertaken in Bangladesh, India, Uganda and Zimba-
bwe. The FINNIDA study involved a developmentimpact assessment of 29 projects
funded by Finnish NGOs, with financial support from FINNIDA in Ethiopia,
Nepal, Nicaragua and Uganda.

4.8.1 Overall impact and impact on the poor

Of the 12 British NGO projects evaluated and reviewed in the ODA report, eight
have succeeded in meeting their main objectives, three were considered partially
successful and one was considered largely unsuccessful. However, the report
stresses that these results should net be seen as representing all British NGO
projects.

The results of the 16 British NGO projects studied by the ODI revealed that
none were setup exclusively for and exclusively benefited the poor. Almost without
exception the poor benefited more than the poorest, and men to a greater degree
than women. In only a quarter of the projects evaluated were the incomes of the
poorest raised significantly, in two thirds of cases, they were either bypassed or the
benefits were limited in comparison with those who were less poor. As regards
those projects which are intended to deliver services to the poor, the ODA report
indicates that 65 percent have done so successfully, about 28 percent were partially
successful and one clearly failed to do so. The evaluations suggest that a more
careful targeting of the poorest in the design stage and implementation, and
focusing more on participation is likely to enhance impact and reach to the poor.

Finally, the ODA report notes that the main way of effectively alleviating poverty
islikely to require challenging existing social structures, adding that very few of the
projects evaluated produced results significant enough for this to occur, even if a
small number of projects were exceptions and were having a significant wider
impact.

The evidence from the Finnish case studies suggested, at its most neutral, that
Finnish NGO-supported projects have performed no worse than other NGOs in
the four countries: the share of projects which exhibited substantial problems was
no higher than similar evaluations of other donor NGO programmes have
revealed.

More positively, Finnish NGOs have performed better in supporting the
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delivery of services than in influencing the policy of national governments or the
donor community (including FINNIDA). Their ability to articulate concerns for
participation, gender sensitivity and sustainable development has exceeded their
ability to put these concerns into practice. They have been weak in systematising
and learning from their experience, which has at times been quite innovative and
of potential relevance to a wider community. Additionally, it was difficult to assess
the cost effectiveness of these interventions, and it seemed that the benefits have
not always justified the costs.

The case study evidence showed that a number of Finnish NGOs were doing
work or supporting work of a very high calibre. Indeed in three of the countries
Finnish NGOs were supporting primary and curative health programmes which
had gained a national reputation for quality of service, innovativeness and/or
impact. Similarly, a few activities in other sectors supported by Finnish NGOs were
notable for their innovativeness, gender orientation and social welfare impacts.

A general pattern was that social impacts were often significant, whereas there
was little evidence of significant economic impacts on the livelihoods and income
generating capacity of beneficiaries. In large measure, this pattern reflected the
fact that Finnish NGOs have concentrated their activities on social rather than
productive projects. Another general pattern was that those (frequently smaller)
projects with more clearly defined and less complex objectives, and with more
closely targeted beneficiaries, were often more effective. The more diverse and
complex the objectives, the greater difficulty the implementing organisations have
had in meeting them.

What about impact on the poor and the poorest? In general, the Finnish NGO
projects evaluated were targeted to the poorer sections of society. Whether these
were the poorest or notwas harder to discern, though a few projects which claimed
to be for the poorest were in fact not. Nonetheless, a significant number of projects
preferentially targeted women, children, low castes and the disabled, groups that
are typically among the poorest and weakest in developing countries. Addressing
symptoms of poverty is one thing, addressing its causes are quite another, and in
this regard the Finnish NGO projects performed particularly poorly.

The British ODA studied addressed the issue of the time horizon for projects
and donor funding. It expressed concern about what is termed the artificially short
time horizon adopted by some donors, including the ODA, where a time period of
over three years is often a reason for not funding an NGO project for fear that it
will be unsustainable. One result is that NGOs often unrealistically compress time
periods in order to obtain funds. This can both accentuate failure, and cut off
donor funding, prematurely.

Finally and importantly, it has been recognised increasingly, not least by the
donors funding the NGO projects, that the policy environment in which the
projects operate and are located is seen as critical not only to development more
broadly, but also to success at the local micro-level.
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4.8.2 Gender impact

Gender is an important theme for many British NGOs, and women played an
important role in many of the projects examined. Though there are exceptions,
the general pattern is for the impact on women to be quite limited, often falling
short of expectations held at the start of the project. Cases were found of local
NGOs being willing to be seen to be adopting policies in favour of women, partly
in order to secure donor funds, but failing to provide the benefits expected. Most
projectswhich assisted women did so within existing social, political, economic and
cultural frameworks; examples of projects which successfully challenged prevail-
ing discrimination were very rare.

For the Finnish evaluation, gender sensitivity of the 29 projects was assessed in
two ways. First, in their orientation towards women as preferred target groups in
projects. Second, and more fundamentally, in relation to the way they challenged
the underlying structural problems which marginalised and disempowered women
face, and continue to face.

In relation to the first dimension, a number of the Finnish NGO programmes
scored quite well. This partly reflected the sectoral objectives of such programmes.
Community-based and maternal and child health care programmes and child
development programmes are by their nature more oriented towards issues that
affect women more directly than men. On the other hand, other projects scored
badly because of the place at which they enter the development (and gender)
process. Far fewer projects really addressed the relationships that keep women
disempowered, or aim to work with and strengthen womens’ own organisations.
There were, however, a few notable and impressive exceptions.

4.8.3 Participation

There is an observable shift in British NGO projects which are now focusing more
and more on group participation, with primary stakeholders increasingly involved
in the process of identifying, designing, implementing and evaluating projects.
NGOs now regard beneficiary participation as essential. However, the evaluations
found some confusion of what precisely was meant by participation. Nevertheless,
an important finding of the ODA evaluations is confirmation that where projects
have been successful this has been facilitated by the effective participation of
beneficiaries at all stages of the project cycle. Conversely, though, where projects
failed it was often factors other than the degree of participation which also
influenced the impact. Finally, it is noted that increased participation is usually not
costless, even if the costs seem to be justified in relation to the likely benefits
obtained.

Most of the Finnish NGOs visited claimed that they promoted grassroots
participation and strengthened local capacity to sustain local development. The
evidence suggests that in general they probably were more participatory than
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public sector institutions, though not as participatory across the range of potential
areas of participation, as they often claimed to be.

At the planning stage, when objectives are identified, most Finnish NGOs
beneficiary groups did not participate. There was, however, a more institutional
participation in project preparation. In most projects, the participation of local
populations was limited to the implementation of the actual project.

4.8.4 Sustainability

The FINNIDA studies examined sustainability in terms of two dimensions:
sustainability of impacts, and sustainability of the processes and institutions
supported. In many cases, Finnish NGOs only began thinking seriously about how
to sustain the processes they had supported part-way through the project. This has
made the effort to shift to sustainability more difficult: in some cases, it has involved
the introduction of user charges half way through or towards the end of a project.
This hasled to a decline in use of services (primarilyamong the poorest), and some
misunderstanding on the part of beneficiaries as to why fees had been introduced.

As aresult, it is not surprising that only very few of the Finnish NGO-supported
projects visited seemed to have their sustainability more or less guaranteed. Very
few have addressed the problem of maintenance costs of building and other
physical/infrastructural projects. Most of the projects for poorer people and
poorer groups have neither hope nor intention of finding a means of being self-
financing. The report argues that as it is impossible and unreasonable that most of
these projects should be asked to meet this goal of sustainability and one needs to
question whether the broader ambitions of achieving financial sustainability ought
not to be altered. Relatedly, the Finnish report stresses that Finnish NGOs are
operating in environments where many other types of project, and where many
bilateral and, indeed government, programmes also have great difficulty in
achieving sustainability.

As for process sustainability, many Finnish NGOs have not given it much
thought, although they have at times (in some cases understandably) felt it was not
“their” problem. In a number of instances, Finnish NGOs gave too little emphasis
to this issue because they believed that government would ensure the sustainability
of the initiative by providing necessary financial, administrative and technical
support. In some cases, the government had often agreed to this. In the end,
however, government has usually been unable to provide support, unwilling to do
so, and/or was replaced by a regime less sympathetic to the idea of continued
public support to such initiatives. Indeed, one conclusion drawn by some NGOs is
thattheyshould think twice before expecting the host government to be the source
of sustainability.

The British ODA review notes that very few indeed of the projects and activities
assessed are judged to be sustainable, in the sense of the beneficiaries or local
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executing agency having the capacity to take over and run the project when the
sponsoring NGO withdraws. It is argued that financial sustainability should be
viewed more as a long term issue, whereas, in practice, it is all too often viewed as
a short term one. Nonetheless, some projects were found to be sustainable, in the
sense that the activity sponsored was sustainable, even if the overall project was not.
Additionally, the report notes that the work of some NGOs has made a contribu-
tion to the spread of new ideas, and that initiatives focused on empowerment, for
example, can spread well beyond the life of a particular discrete project.

Lack of sustainability, in the sense of projects being able to stand on their own
feet, was attributed to two main causes. The first was the inability of governments
to step in and take them over. The second was the lack of regular sources of local
finance to replace the injection of foreign funds.

The report argues that in some circumstances there may be a continuing role
for NGOs in projects which are not self-sustaining either financially or institution-
ally, especially in the near-term. Yet, it suggests that this should happen by
deliberate decision of the funder, and not by default.

4.8.5 Environmental impact

Among the 29 Finnish projects examined, the theme of environment does not arise
very often. In large measure thisis because Finnish NGOs have not been very involved
in productive activities: their focus on health, educational, humanitarian and service
activities has meant that they have had few and only minor environmental impacts.
Similarly, the relatively small scale nature of many NGO activities means that their
net environmental impact — whether positive or negative — is not great.

In those few projects where there are potentially significant environmental
impacts, while NGOs may refer to these in their project documents, in practice
their attention to environmental impact assessment is limited. Indeed, it is felt by
some that Finnish NGOs are not particularly strong — at least in technical and
evaluative terms — when it comes to environmental issues. Few cases were encoun-
tered where NGOs had prepared serious environmental assessments. In one
project, adverse environmental influences were damaging the project, and these
had not been addressed when the project was being formulated.

4.8.6 Monitoring and evaluation

The British studies reveal that while steps have been taken over the past 10 or so
years by British NGOs to improve their monitoring and management of projects,
continued difficulties still persist. In many cases, effective management systems are
not in place, and only rarely is a systematic distinction made in the types and levels
of monitoring and evaluation information that different stakeholders require. At
least until relatively recently, very little emphasis seems to have been paid by NGOs
on rigorously examining the impact of their projects and drawing out the lessons
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to be learnt: usually the focus has merely been on whether the project’simmediate
goals have been achieved, and not the project’s overall impact. The result is
commonly that lessons are not learnt, similar mistakes are made in similar
subsequent projects, and lessons learnt are only irregularly fed into the design of
future projects.

The Finnish case study evidence suggests that Finnish NGOs have often not
been good learners. Most of them have not had systems in place to foster learning,
and there has been little systematic documentation and dissemination of experi-
ence to other agencies. Indeed in all four countries, the evaluations of the projects
visited were often hampered by the absence of, or inaccessibility to, information
about the project performance, particularly information of past performance,
even if there were notable exceptions.

4.8.7 Innovativeness, flexibility and replicability

It is claimed that one of the important characteristics of NGOs lies in their
innovativeness. In common with a number of other studies of the impact of
particular NGO projects, the four Finnish country case studies found insufficient
grounds to support such a widespread generalisation. Overall, little evidence was
found to suggest much innovation in project design and strategy. Nonetheless,
several of the country studies did show signs of innovations in Finnish NGO
projects which could be relevant — if made available — to other NGOs and bilateral
projects.

Inregard to replicability, the British ODA study suggests that most projects have
a rather narrow perspective: objectives of replicating or scaling up activities are
largely absent from the project’s design.

4.8.8 Concluding comment

The British and Finnish evaluations are just two of a number of donor-sponsored
assessments of development impact undertaken by an increasing number of
donors. Canada, Norway, Denmark, the Netherlands, the United States and
Australia are six OECD bilateral donors which, to the authors’ knowledge, have
conducted or are conducting similar evaluations. The European Union has
conducted impact studies over a ten year period, and there are certainly others
which have been undertaken or are planned.

In the last 20 years, OECD donors have increasingly funded the development
activities of NGOs based in their own countries. More recently, they have focused
on the funding of the development activities of local NGOs, especially in the
countries in which they have a significant bilateral presence. This process, itself
fuelled by recognition of the development role and work of NGOs, has tended to
lead to a breaking down of some of the barriers which have sometimes existed
between NGOs on the one hand and official donors and agencies on the other. As
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donors have moved in to support the work of NGOs in development, an increasing
number of NGOs, especially the larger ones, have become less insistent exclusively

on defending their “own” approach to development, and more open to using their

talents and expertise to cooperate with official donors to address the problems of
poverty. It is partly for this reason that donors and some northern NGOs are now
more open to addressing the question of where their respective comparative
advantage lies.

It is the impression of the ODI team that this sort of movement now being
observed in some places internationally has not progressed as far in Sweden as it
hasinanumber of other donor countries. Itappears to the outsider thatinfluential
parts of SIDA continue to feel uncomfortable suggesting that SIDA would wantin
any way to influence what NGOs do and how they use the funds provided. For their
part, it appears to the outsider that some Swedish NGOs and framework organisa-
tions believe, in rather a complementary fashion, that they have aright to the funds
provided, that it is solely their choice how the funds should be spent, and that
external ideas influencing this choice need to be defensively filtered, if not
resisted. When such attitudes are mixed together, little thought is given to mutual
learning, still less to understanding better the contribution the other can make to
different facets of the development process. It is not being argued that all these
generalisations apply equally to all such organisations. It should also be stated that
the evaluation team was exposed to a number of Swedish NGOs and framework
organisations who are clearly fully abreast of international debate about the
comparative advantage of international NGOs and their changing role in develop-
ment.
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D.

RecoMMENDATIONS TO SIDA

5.1 INTRODUCTION: SETTING THE STAGE, DRAWING THE PARAMETERS

The purpose of this final chapter is to put forward a series of recommendations
based largely on the evidence gathered and the analysis made. Before the specific
recommendations are made, it is important to place these in context and to state
the various assumptions upon which the recommendations are built.

5.1.1 Recommendations are made to SIDA

Ultimately, it is the NGOs themselves, and not SIDA, which have both the more
direct responsibility for the projects and programmes whose developmentimpact
was assessed, and the means to alter what they do, and how they do it in order to
enhance development impact. As these NGOs will wish to improve the develop-
ment impact of the projects they execute or promote, it is hoped that many of the
points raised in Chapter 4 and in the four country Supplementswill be pondered on,
discussed, and found useful by the relevant NGOs.

The focus of the recommendations is SIDA, who commissioned the evaluation.
Theyare targeted, more specifically, ata range of proposals to assist SIDAin its role
as bridge between the Swedish Parliament, which provides the funds used by the
Swedish NGOs, and the NGOswhich utilise these funds. Atits broadest, SIDA’s role
is to ensure, as far as possible, that Swedish taxpayers’ money is being used as
effectively and efficiently as possible, and in the manner for which it was intended.

One of the main purposes of the evaluation has been to assess the development
impact of projects funded by SIDA’s NGO Division. However, the evaluation was
not commissioned by the Division, and ithas become increasingly apparent during
the course of the evaluation that there is a range of quite sharply differing views
within SIDA about the development funds which SIDA provides to Swedish NGOs,
and the types of action which SIDA should, or should not take, to ensure that the
funds are used efficiently and effectively.

Discussions with staff suggest that opinion of many within the NGO Division
tends to be closest to those who believe that SIDA should take as minimalist a role
as possible, seeking to interfere aslittle as possible in choosing or influencing NGO
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projects. In contrast, there are others, in SIDA and outside, who believe that NGOs
are far too free and that present policies and practices need to be re-assessed. Even
before the first recommendation is made, it would appear thatit is not going to be
possible fully to accommodate both these opposing viewpoints.

The approach taken here is to view SIDA’s links with Swedish NGOs through
the prism of development and development impact. Thus, the recommendations
given are made with a view to trying to ensure that development impact is
maximised.

The recommendations will therefore seem of most relevance to those within
SIDA, and outside, to whom the development impact of NGO projects funded by
SIDA is of greatest concern and interest. They are likely to be questioned (or
challenged) most by the following groups or individuals:

* those in SIDA, and outside, who believe that the record of development

impact should play no part in influencing what NGOs are permitted to do
with state funds;

* those NGOsreceivingstate funds who believe that what they do with the funds
are ‘their own business’ and should not be discussed with those outside their
organisation, not even other NGOs; and

¢ those who believe that action should not (ever) be taken to reduce the
number of cases where development impact of either (or both) SIDA and
NGO initiatives are reduced because of mutual ignorance and failure to wish
to learn from each other’s experiences.

5.1.2 Recommendations relate only to development impact
and focus predominantly on only one particular SIDA
funding window

Thus, this is a development impact evaluation: it is concerned with assessing the
development impact of funds allocated by SIDA for development purposes. This
is both a strength and a weakness. It is a strength because it should assist SIDA and
the Swedish Parliament to answer as best they can the question: what is the
development impact of funds channelled to Swedish NGOs? It is a weakness
because SIDA, and others, do have additional criteria by which to fund different
initiatives. But these have not been addressed here.

One obvious implication is that it is the job of others to weigh the results,
conclusions and recommendations made here in this Report against those other
criteria for supporting the work of Swedish NGOs. It may be that in the view of
some, development criteria should take second place to solidarity issues, or should
take second place to the notion that Swedish organisations have a right to state
funds which over-rides considerations of the development impact of the funds
used. Though these views are clearly important, they go beyond the TOR provided
for this evaluation and so are not addressed further in this Report.
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Another point to stress is that the primary focus of this evaluation has been the
developmentinitiatives of Swedish NGOs funded through SIDA’s NGO Division in
Stockholm. By implication, the primary focus of the evaluation has not been, and
the recommendations contained in this chapter are not focused on, the following
areas or questions — important though they undoubtedly are to SIDA:

* whether the present approach to NGO funding of development initiatives is

both the most rational and most effective, and thus whether changes in the
mode of funding NGO initiatives should be made.

® Whether the current balance is optimal between those funds which are
channelled to and through Swedish NGOs over and against those channelled
directly to, and through, local NGOs, and thus whether a different balance
is likely to be the most efficient and effective way of achieving SIDA’s broad
development objectives.

e Whether changes should be made to the functioning and operation of the
NGO Division, including its links to the rest of SIDA. In practice, especially
when looking at development impact in its widest sense (see Section 5.3,
below), itisinevitable thatissues related to the role of the NGO Division have
had to be raised. In the attempt to respect the wishes of the NGO Division,”
wherever possible, when comments about the NGO Division are made, they
have attempted to focus on its role in policy terms, and not in terms of
personnel and bureaucratic efficiency and effectiveness. One direct conse-
quence is that, inevitably, the comments which are made relating to the role
of the NGO Division will necessarily be partial.

5.1.3 Working from the core assumption that it is the
Swedish NGOs’ own initiatives which are being funded

A core principle upon which development funds from the NGO Division are
allocated to Swedish NGOs is that these funds are provided for development
interventions of, or proposed by, the Swedish NGOs themselves.

In other words, the recommendations made here are based on the mainte-
nance of the principle that it is the NGOs’ own development initiatives which are
tobe funded, and thatitis on this basis that funds should be provided by Parliament
and administered, as at present, by SIDA.

The reason for basing the recommendations on this principle is not that they
formed part of the TOR for this evaluation: the TOR are silent on this particular
issue. Rather, itis judged that this is the only context and framework within which
debate about policy alternatives and proposals can in practice proceed at the
present time.

% Indeed in discussions, the Head of the NGO Division explicitly stated that these questions should not form
part of the evaluation and recommendations.
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Immediately a question will be raised: how is it possible, at one and the same
time, to continue to allocate development funds from the NGO Division on the
principles that it is the projects and programmes put forward by the NGOs
themselves which are being funded, and, at the same time, suggest that other
criteria - the context in which these projects and programmes are located —are to
be applied as well?

To anticipate slightly, itis argued that the two principles can be held in tension,
or balance, if they are utilised in two related ways. Firstly, itis suggested that itis the
main Swedish NGOs working in particular key countries which should play a major
role, with others including their local partners, in analysing and drawing implica-
tions of the country context for outlining the broad areas in which future Swedish
NGO development initiatives should be focused. Secondly, and relatedly, it is
suggested that SIDA should use these data and analysis to favour the funding of
Swedish NGO projects and programmes in particular countries which fall within
these narrower (but agreed) parameters.

Thus, even these most “extreme” recommendations are made on the basis of
the principle (highlighted above) thatitis Swedish NGO projects and programmes
(rather than SIDA-defined projects for NGOs) which will be funded through the
NGO Division funding window. What makes the discussion in this section different
from current practice is that it is proposed, in certain clearly specified circum-
stances, that the selection of some potential projects and programmes be nar-
rowed. The definition of these narrower and more specific parameters would be
formed in large measure by Swedish NGOs and their local partners, and by those
in particular countries with the relevant knowledge and expertise about NGOs,
aiming to focus on how best international, including Swedish, NGOs can make the
best development impact.

All this sounds unduly complex. Why it is thought necessary to make these sorts
of changes — or any changes? Part of the answer lies in comments drawn from the
Kenyan country case-study (Supplement, I1T). This study makes the point that to the
extent that Swedish taxpayers’ money is not being put to its best use, it is ultimately
the poor people in developing countries who are the losers. The recommendations
given here are made with the express purpose of trying to ensure that these state
funds, channelled through Swedish NGOs, are used to the maximum advantage of
the poor. A major thrust of Chapter 4 was to argue that there exists a gap between
project objectives/intentions and project outcome. It is the view of the evaluators
that it is possible to narrow at least some of this gap, the result of which will be to
raise the efficiency and effectiveness of the state funds allocated to Swedish NGOs.
To the extent that efforts are not made to enhance efficiency, it is not the Swedish
NGOs which will suffer, it will be the poor themselves — because fewer poor people
will be reached with state firms, or because the degree and extent of their poverty
will not alleviated to the extent possible.
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5.2 ENHANCING DEVELOPMENT IMPACT AT THE LEVEL
of DiscreTe ProjecTs/PRoGRAMMES FUNDED

5.2.1 The need to consider new ways of enhancing
development impact

One of the main, and consistent, conclusions made across the four country studies
is that a gap exists between the development objectives of NGO projects funded by
the NGO Division and the development impact achieved.

Experience indicates thatin the often difficult world in which NGO projects are
located it is never going to be likely that the gap between objective and achieve-
ment will be bridged: development projects are always likely to fall well short of
whatis hoped for. Yetwithin this context, it is the judgement of the evaluation team
that the gap between intention and achievement is both sufficiently wide that
efforts should be made to narrow this gap and that at least some of the gap can be
narrowed. To the extent that this gap-narrowing effort is successful, the efficiency
and effectiveness of state funds will be enhanced.®' Following from this conclusion,
it is the first recommendation of this Report that

1. new measures/initiatives should be taken by SIDA, in conjunction with

representatives of Swedish NGOs, which are aimed at improving the
developmentimpact of funds provided by the NGO Division to support the
development initiatives of Swedish NGOs.

This raises the (next) question of precisely how the intended improvement in
development impact (as viewed more broadly) can be brought about. The rest of this
section discusses this both at the general level and in relation to more specific criteria.

There are two different, though complementary, approaches which could be
adopted in order to try to enhance development impact. These could be termed
the formal, and more informal, approaches. As noted earlier, the most effective
way of enhancing development impact is for the Swedish NGOs themselves to
examine what they do and work out themselves different methods and approaches
in order to try to narrow these gaps themselves. In many ways, this is the best
approach because it is likely to have the largest impact. Though it is not the role
of this evaluation Reportto make recommendations to Swedish NGOs, it is certainly
hoped that the Reportwill provide these NGOs with data and information to help
them to do this.

However, even this approach has its limitations because, for the majority of

*' ltis important to bring this value judgement into the open, not only because a series of recommendations
flow directly from it, but because it is possible to acknowledge the development impact gap but to
conclude that no effort should be made to alter current practice. For instance, it could be argued either
that the existence of this gap is “just one of those things”, or that the costs of trying to alter current
arrangements (perhaps in terms of bad will, or complexity) are simply not worth the effort. if SIDA were
to accept this viewpoint (judgement), it would be distancing itself further from a growing consensus
among other leading OECD donors that efforts should be made to enhance NGO development impact.
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projects examined during the course of this evaluation, it was not Swedish NGOs
which were implementing the projects assessed, but different types of local
organisations. Thus, it is not only SIDA which faces the task of promoting
development by proxy. Promoting development by proxy is a characteristic
(limitation) of most ‘Swedish’ NGO projects funded with state funds and managed
by SIDA’s NGO Division.

Informal approaches: redoubling efforts

What role should SIDA play, informally, in encouraging Swedish NGOs to focus on
ways in which they should work to improve the effectiveness of their ‘own’ projects
and programmes?® It is submitted that SIDA has an informal role to play, notably
by facilitating and encouraging Swedish NGOs to undertake reviews and to expose
themselves further to debates within and beyond Sweden about improving devel-
opment impact.

But what is new in this? It is well known both that SIDA does already play this
role, and that it has expanded activities in this area in recent years, as well as
funding others. Yet, the evidence from across the case-studies indicates that
whatever initiatives are being undertaken, there is clearly much work which still
needs to be done. More specifically, it appears that there are particular gaps in the
practices of (some) Swedish NGOs which the work SIDA does could promote in
two more specific areas:

* awareness raising among, and encouragement of, Swedish NGOs about how
to assess development impact and how to utilise the information gained to
feed into current practice and decisions about the nature and patterns of
future projects and programmes; and

* exposing Swedish NGOs to the processes of assessment and feedback being
utilised by NGOs of other countries, in order to learn from them practical
ways in which development impact can be improved.

In common with probably all other donor agencies, SIDA’s links with NGOs
receiving funds from the state has focused predominantly on the financing of the
projects funded and methods of accounting for those funds. This has clearly been
successful: the evidence gathered in this evaluation suggests that very few Swedish
NGO projects have funded southern NGOs or projects in developing countries

where money has “gone astray”. What is required is not a loosening of current

demands made in relation to accounting for the funds provided, but action to
boost the status of development impact questions.

But here lies the heart of the difficulty. Whereas SIDA needs to convince the
government’s accountant, Riksrevisionsverket (RRV), that state funds have not
gone astray, these accountants are not mandated to assess the far less tangible issue

€ As just noted, in many instances, it is not their ‘own’ projects, but those of organisations located in
recipient countries.
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of development impact, even though they may well be interested in the issue.
Indeed the ultimate aim is for the NGOs themselves to raise the status and priority
of development impact within the rhythm of their own organisation. What SIDA
needs to do is to work on ways of inculcating in those NGOs which still appear to
lack it a sense that, in many ways, equal value should be placed on assessing the
development impact of the work undertaken.

Formal ways of enhancing impact
There are three distinct, though linked, contact points through which SIDA
connects with Swedish NGOs in relation to their development projects and
programmes to be funded by the state.®
These three contact points are the following:
1. When the initial decision is made either to accept or reject projects for
funding by the state.

2. When monitoring, including financial monitoring, reports are submitted to
SIDA, usually linked to the further draw-down of funds.

3. When final reports are submitted.

It is the view of the evaluators that the work informally of trying to improve
impact could be complemented by a variety of initiatives focused explicitly on
improving the SIDA-Swedish NGO interaction at each these three contact points.

In particular it is submitted that:%

1. inanumberof respects, the current published Guidelinesfor Swedish NGOs
are inadequate as a guide for NGOs in relation to pointing the criteria by
which the state will fund their development projects. In many ways, theyare
imprecise and unclear and, in some places, they contradict other official
documents. With improvement, they could play a stronger role in enhanc-
ing the development impact of NGO projects and programmes.®

2. As should be apparent from the previous discussion of informal ap-
proaches and the discussion in Chapter 4, there are major gaps and
fundamental weaknesses in the manner in which monitoring and evalua-
tion is carried out and the results fed back to the NGO sector. Further work
is needed to improve monitoring and evaluation techniques and processes
and to incorporate these better into the rhythm of NGO life.

3. Thereporting requirements for Swedish NGOs in receipt of state funds for
development are in many ways insufficient to inform parliament and the

¢ Itis acknowledged that for many especially smaller NGOs, this contact is by proxy, through the respective
framework organisation.

¢ The three points made here concern ways of improving impact of particular projects; broader issues of
enhancing the overall efficiency and effectiveness of funds channelled to Swedish NGOs in a particular
country are discussed in the next section of the chapter (5.3.).

¢ This point is discussed in greater depth in Chapter 3, above.
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wider public about the impact of projects using these funds. There is scope
for NGOs to provide the Swedish public with more information and data
on the development impact of the projects and programmes they execute
or promote with state funds.

It is the view of the evaluators that work in each of these areas should help to
narrow the gap between development intention and development performance.

5.2.2 Changing procedures and guidelines
to enhance development impact

It is likely that one of the causes of the shortfall in wider development impact
observed in the country case studies lies in ambiguity in the criteria under which
Swedish NGOs receive funds for non-emergency projects from the NGO Division.
The basic document in which (it could be expected that Swedish NGOs would find
clearly laid out) the development criteria for accepting and rejecting project
proposals is the one entitled Guidelines for SIDA’s support to the development pro-
grammes of Swedish NGOs.

From the viewpoint of providing guidance to Swedish NGOs in order to
enhance the development impact of the projects funded, it would appear that this
document suffers from a number of deficiencies. In particular the Guidelines state
that “SIDA’s grants are given to support the development assistance or information
programmes run by the organisations. The responsibility for the programmes rests with
the organisations’. However, the document notably fails to spell out the specific
criteria upon which NGO Division funds can be give out, or to point which criteria
are mandatory for NGOs and which are not.

More specifically,

e Nomention is made in the Guidelinesof any poverty criterion even though this

is the fundamental basis upon which funds for this vote are allocated by
parliament.

e The Guidelines draw attention to the goals of Swedish aid. Yet they do not
indicate the importance and relevance of, or try to make alink between, these
goals and specific project proposals. It is apparent from other official
documents that some, though by no means all, these criteria are considered
mandatory.

e The Guidelines implicitly refer to the question of project sustainability but
only with reference to the less than precise comment that development
projects funded are “expected to lead to permanent change for the people
in the target group or for the activity supported by the project”. This provides
little to no specific guidance to project applicants, while other official
documents state, quite explicitly, that all NGO projects funded by the state
need be sustainable (see Section 3.4).
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® The Guidelines try, in the confines of one, short, document, to address three
differentissues: technical issues related to development (which, asindicated,
are scanty and superficial and do not provide much guidance); procedural
issues about how to apply for funds; and both technical and procedural issues
for NGOs applying for information grants.® In terms of column inches, far
more is said about the nature of the Swedish NGO which qualifies for
receiving funds than about the nature of the proposal which qualifies for
funding.

* In a number of respects, the Guidelines give an inaccurate, or contradictory
picture, or less than clear ‘guidance’ about the nature of the funding
relationship. For instance, they lay down (on page 6) that funds should be
channelled to a partner organisation in a developing country which should
be a “local non profit-making NGO”. But they then go on to state that funds
need not be channelled to such an organisation “where itis considered more
appropriate” to channel funds differently. Such comments provide little
concrete guidance to NGO applicants of when one set of criteria are to apply
and when others are to be applied.

* Confusion is compounded because, as discussed in Chapter 3 (Section 3.3),
a number of other documents and publications of SIDA, the Ministry of
Foreign Affairs, and from parliament either state explicitly, or implystrongly,
that criteria other than those specifically highlighted in the Guidelinesshould
apply to Swedish NGOs in receipt of official aid funds used for development
purposes.

It is because of these sorts of problems that this Report’s second recommenda-
tion is made, namely that
2. Asamatter of some urgency, SIDA should initiate work aimed at producing
clearer, in some instances more comprehensive, and, overall, more logi-
cally consistent Guidelines for Swedish NGOs wishing to apply to the NGO
Division to support their own development initiatives. Infer alia, and
minimally, any new Guidelines should specify clearly the status of different
criteria, which funding applications will be assessed,®” distinguishing be-
tween those which are mandatory and those which are not.
It is submitted that any new NGO Development Guidelines should have the
following characteristics:

¢ Development and information work are not, of course, entirely separate. However, it is submitted here
that confusion will persist unless the distinct reasons for providing funds for development and for
information work are spelt out, the outcome is likely to be confusing.

¢ The TOR for this evaluation does not require the evaluators to comment on the relative roles of the

framework organisations and SIDA’s NGO Division in processing applications and accepting/rejecting
proposals for funding. However it is probably not out of place to note, in passing, that the evaluation did
not uncover any reference to any significant problems in relation to the demarcation of responsibilities
between SIDA and the different framework organisations.
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* they should specify clearly what is required of Swedish NGOs wishing to
receive state funds from this window in relation to principles and reporting
requirements.

* Theyshould clearly state the mandatory criteria upon which funds will or will
not be granted, distinguishing these from other criteria. They should make
clear the ways in which development projects and programmes funded by the
NGO Division need to conform to the important stated principles of Swedish
development cooperation.

* They should be relatively short and simple to understand, with the thought
that the different parts of the current Guidelines, such as those focusing on
criteria related to development projects and those focusing on criteria for
informational grants, might be placed in different (shorter and more sharply
focused) documents.

The following paragraphs discuss some of the main. factors which, from the
evidence accumulated during the evaluation, suggest should influence the sub-
stance of these new NGO Development Guidelines.

Raising the profile of the poverty focus

What are the core criteria upon which SIDA should provide funds to Swedish
NGO:s for their development projects? The current Guidelines do not guide the
applicant in helping to answer this question. The core development criteria upon
which funds are given to Swedish NGOs have been laid out by Parliament. Unless
and until they change, those presently agreed are encapsulated thus:

the projects and programmes funded should have the aim of improving the
standards of living of the poor, and that improvement should in some senses be
permanent.

Thus, the new NGO Development Guidelines need to make explicit that this is the
core criterion upon which development funds from the NGO Division will be
provided. At present they make little to no explicit mention of the poverty
criterion.

In what way does this emphasis on poverty and permanence constitute any
change in current practice? As far as the evaluators can ascertain, the way that the
Guidelines have been interpreted (and used) up to now indicates that assessment
of applications in relation to the way they are intended enhance the lives of the
poor, and in the attempt to make a permanent difference have not been a priority.
Indeed, SIDA’s guidelines are so general “that they are usually not regarded as a
restriction by the organisations”. This has been confirmed by evidence from the
case studies which revealed the following: cases of projects assisting groups who
were clearly far from poor; projects which had little to no intention of being
sustainable; and, more generally, quite a larger group of projects where little
attempt had been made either to ascertain the poverty status of the people being
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assisted or the causes of their poverty. These points appeared to be confirmed by
analyses being undertaken across at least some framework organisations. For
instance, a recent report by BIFO notes that®

There is a need to identify and prioritise projects which are focused on
improving the living standards of the poor in developing countries, through
overseas development assistance.

The thrust of this particular recommendation would be to suggest that Swedish
NGOs would need tojustify their receipt of funds in terms of this mandatory poverty
criterion. It is likely that such a focus would include a requirement for NGOs to
specifywhich groups are to be assisted, and if it is not clear that these are poor atleast
they should be required to provide grounds for why they should be particularly
deserving of Swedish development funds. It is additionally hoped that by focusing
more explicitly on the poverty criterion those NGOs which currently have a rather
one-dimensional project-specific perspective would be encouraged to begin looking
beyond the narrow confines of the isolated project to its broader context — a point
addressed directly in the discussion of Recommendations 6 and 7, below.

More practically, this suggestion implies that Swedish NGOs applying for funds
will not only be required to state the specific objectives of the project/programme
in question (as they are required to do at present), but they would need to satisfy
the framework organisation, and through it SIDA, that they have made an effort
seriously to confront the core poverty/permanence criterion required for receipt
of all Swedish development cooperation funds.*

Specifying other core criteria

The current Guidelines state that “(t)he overall goals of SIDA’s grants to the
development programmes of NGOs are the same as for all Swedish development
cooperation: economic growth; economic and social equality; democratic devel-
opment; economic and political independence; sustainable use of natural re-
sources and protection of the environment.” Relatedly, various SIDA/Swedish

% See BIFO “A Checklist for Measuring The Performance of Development Projects: A Method Adopted by
BIFO to Promote an Evaluation System”, September 1994 (mimeo), page |.

¢ It might be argued that the poverty/permanence issue is squarely addressed in the five-page application
form which Swedish NGOs have to fill in for each project they wish SIDA to fund. For instance, Question
4 “Target Group” requires NGO:s to specify the people or groups which will be affected by the project,
and how weak/poor people will be affected. And Question 10 “Plan For Local Takeover” requires NGOs
to describe how the phasing out of the project will take place. For the vast majority of projects, the
evaluators did not review these completed forms — one drawback was that the evaluators are not fluent
in Swedish.
However, the project-based evidence gathered in this evaluation suggests that for a high proportion of
the projects reviewed: these questions were not sufficiently answered by the NGOs in question; they
were answered correctly but disregarded when the applications were processed; or, they were answered
correctly but largely ignored on execution of the projects.
Whatever the reason, the evaluation evidence suggests that the poverty/permanence criterion is not
adequately addressed at present. It is submitted that the poverty/permanence criterion will be more
adequately addressed by implementing the proposal to draw up more detailed project guidelines.
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Government publications have drawn attention to specific criteria with which, itis
intimated, all NGOs in receipt of SIDA development-focused funds need to
comply. The main ones relate to gender, the environment, democracy (and
human rights), and sustainability.

What is not clear from the present Guidelines is the status and practical
importance to be attached to these different criteria. In precisely what manner
should the various specified goals of Swedish development cooperation influence
and shape the types of development projects and programmes which SIDA is
willing to fund through the NGO Division?

The first part of an answer is that the NGO Development Guidelines need to make
a clear distinction between general goals and norms and more specific criteria
which, like the poverty/permanence criterion discussed above, are clearly meant
to be more binding in their application.

Itis submitted that the complete list of “overall goals” currently reproduced in
the Guidelines are not to be grouped among the mandatory criteria upon which the
granting of funds stand or fall. The point being made here is not that these goals
are unimportant — they clearly are important to the overall thrust and orientation
of Swedish development cooperation. Rather, it is argued that it is not a require-
ment for any individual project to conform to any particular one of these goals.
This point is not one being made here "out of the blue’. It is made here to because
this would appear to reflect current official thinking. Thus in the publication
Evaluation Manual for SIDA it is stated that (1994: 45) “Each individual development
assistance input does not have to fulfil all five goals... “. If such aliberal view is taken for
official development projects, it ought to apply with even grater force to projects

funded outside the official aid programme. The implication for Swedish NGO
projects funded by SIDA is that these goals should be treated in the proposed NGO
Development Guidelines more in the form of things “to note” rather than as binding

criteria which require specific action, or a specific response. The Guidelines need
to make this distinction clear: at present they do not.

On the other hand, it appears from reading a range of SIDA and other official
documents that the thrust of current Swedish aid policy treats the issues of gender,
the environment, democracy (including civil society) and sustainability quite
explicitly as core, or all-embracing, factors against which all project and pro-
grammes submitted for funding by Swedish NGOs should be assessed. Thus,
unless, and until policymakers change the rules, it would appear that each of these
four areas do need to be considered by SIDA (and through it by the framework
organisations) when processing applications for development funds.”

0 The reader may note an apparent contradiction here because a number of the goals of Swedish aid, such
as the focus on the environment, which, it has just been argued, are not to be considered mandatory, are
also included in the mandatory list. The answer would appear to lie in treating as mandatory only those
criteria which have specifically been singled out as mandatory. To the extent that there is overlap
between this list and the list of goals, then those specific goals should indeed be treated as mandatory.
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There are two issues which need to be addressed here. The first is whether all
NGO projects ought to contain gender, environmental, and democracy and
human rights components and be sustainable. The second is precisely how each
project can be assessed against each of these four criteria.

In relation to the firstissue, the point being made here is not that all projects ought
to contain these four characteristics. But that all projects need to be assessed against
these four characteristics. The main practical implication is that if an NGO project is
submitted for funding which, say, does not contain an explicit gender or environmen-
tal component then it would be a requirement for the NGO to explain why such a
component is considered, in these particular circumstances, to be irrelevant.

In theory, this sounds quite easy to implement. In practice, however, it is likely
to be more difficult. This is because the project evidence showed that there is often
a gulf between agreeing that, say, gender or the environment are important, and
thinking through ways in which gender bias or environmental degradation might
be corrected. Indeed, the evidence from the projects examined showed thata very
high proportion of projects either failed to grasp the importance of gender and the
environment or treated the issues extremely superficially.

What this suggests is that what is needed in the NGO Guidelines is a procedure
which at the same time alerts NGOs to the requirement to focus on each of these
different core issues, helps deepen awareness of the sorts of factors which need to
be incorporated in a gender, environmental and democracy and human rights
assessment, but which, by the same token, does not attempt to mould projects
within an (unworkable and unnecessary) straightjacket.

One way in which this tension might be resolved would be for the new NGO
Development Guidelinesto stipulate that each NGO has to address each of these issue
by requiring them to answer a specific question on each item in the application
form, explaining either how it will address the issue in question or why it is not
considered relevant. Such a requirement would both raise the status of these core
issues, and address the need for NGOs to explain how their particular project
intends to tackle each in turn. They might also be asked (in time) to address how
potential tension between how working to achieve these individual objectives
might be recognised, and, hopefully, resolved.

Additionally, it is recommended that the NGO Development Guidelines include
new, specific, sections devoted to each of these core items. These sections would
begin to spell out the sorts of questions which need to be addressed in relation to
these different issues, providing, in effect a check-list of questions for NGOs to
review. This would serve a dual purpose of providing some contextand focus to new
questions on the project application form, and alerting NGOs to the core under-
lying issues which help to explain why they are considered so important. If NGOs
are convinced that in their particular case, the issues of, say, the environment, has
no practical relevance to the project and programme they intend to promote or
execute, then they would have the space to explain their views.

SIDA Evaluation Report 2/95 117




This leads on to the next question: how should the new NGO Developmeni
Guidelines be drawn up from this check-ist of questions? The project assessments
for this evaluation provided considerable evidence to suggest that there is a fairly
shallow/superficial understanding of the importance, influence, impact and
implications of especially gender and environmental assessments across a number
of NGOs and within a high proportion of NGO projects funded by the NGO
Division — as well as some wide-ranging problems in relation to sustainability. In
some cases, outcomes which were anticipated did not occur, in others unexpected
outcomes were occurring, sometimes reinforcing adverse effects on gender or the
environment. Even if these issues did not have the high profile which SIDA and the
Swedish Parliament have given them, such evidence suggests quite forcefully that
action should be taken to ensure, minimally, that the worst effects do not
continually recur.

A particular problem arises in relation to the issue of sustainability — one of the
cluster of four factors which, it is argued, against which all NGO projects and
programmes presented to SIDA for funding need to be assessed. The problem here
is not about the importance of sustainability but about precisely how projects
should be judged in relation to sustainability.

Both the evidence from this evaluation and from other donor impact assess-
ments, raise serious questions about the way that the notion of sustainability is
currently applied to NGOs and NGO projects. As a result, the discussion of
sustainability at the end of Chapter 3 tentatively put forward a new definition of
sustainability for SIDA’s NGO work —more, it should be added, as a basis for further
debate and discussion than as anything like the “final word” on the matter.

This attempted to hold in tension at least two key ideas.” The first is to require
all NGO projects to focus explicitly on the issue of sustainability. The second, in
particular and clearly specified circumstances, is to permit projects to be accepted
for funding which are not likely to be financially sustainable. In other words, a
distinction should be allowed between requiring all NGOs to address the issue of
sustainability, and requiring all NGO projects to be financially sustainable within
a given period of time. This distinction is being made because of evidence which
indicates that there is (often) likely to be a tension between meeting the needs of
the poor, by providing a service of a quality high enough to ensure that the
particular need will continue to be met, and being able to achieve financial
sustainability through requiring the poor to pay the full financial cost of maintain-
ing that service. In such circumstances, itis argued, meeting the core human need

should take precedence over working to achieve financial sustainability.”

7' The discussion in these paragraphs is focused mostly on financial sustainability. Yet, as noted in Chapter
3, issues related to institutional and environmental sustainability also need to be incorporated into any
comprehensive attempt to review projects in relation to their sustainability.

2 Of course, this does not mean that donors should not try to work out different (and perhaps different)
ways in which continued subsidies might be financed.
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While this evaluation Report has been able to pinpoint the problems of the
projects assessed in relation to these core issues, it has not had time (nor hasitbeen
specifically asked) to work out precisely the specific questions and issues related to
how each of these core issues should be presented in the new NGO Development
Guidelines — even if the discussion on sustainability and the working definitions
given should assist the process.

As a result it is recommended that

3. Consistent with broader Swedish aid policies, the four issues of gender, the

environment, democracy and sustainability should be listed in the NGO
Development Guidelinesas core criteria againstwhich all development projects
and programme applications submitted to the NGO Division are to be
assessed.

As a result, it is proposed that the application forms which all Swedish NGOs
have to complete to apply for funds for non-emergency projects should require all
NGOs to address each of these issues, notably by stating either how the issue will
be addressed, or why it is not considered relevant.

Relatedly, it is proposed that the NGO Development Guidelines be expanded to
contain specific sections which provide a check-list of the underlying issues to be
addressed in relation to each of these criteria, or, alternatively, that these check-
lists be prepared as separate supplements to the Guidelines.

Itis recognised that these four check-lists need to be drawn up and finalised by
the NGO Division. However, it is proposed that the substantive work in drawing
them up be undertaken with the full cooperation of representatives of Swedish
NGOs, including those with specialised knowledge in each of these areas, and, if
deemed desirable by them, with non-Swedish NGOs. Itis proposed that this input
is pooled with the expertise of the relevant specialised divisions in SIDA, and other
relevant expertise.

Though it is to be hoped that at least the first draft of these check-lists would
soon be available, delays in their production should not preclude NGOs from
being required to answer questions about these four core criteria on the applica-
tion forms they have to fill in to apply for development grants.

Other issues of relevance to project/programme impact

The individual project assessments highlighted a range of other issues beyond
these core and fundamental criteria which directly or indirectly effect develop-
ment impact, many of which relate to other questions posed in the TOR for this
evaluation. Inter alia, these include: the time-frame for NGO projects and pro-
grammes; the beginning and end of a project; the link between discrete projects,
other initiatives of the local organisation being funded/assisted, and the role of
other donors; the role of Swedish technical assistance; and the monitoring and
evaluation of Swedish NGO projects and programmes.
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What follows here is a brief summary of some of the points raised in the
evaluation which SIDA and the NGOs together need to ponder, precisely because
they touch on issues of development effectiveness.

PROJECT/PROGRAMME TIME FRAME On the one hand, NGO Division
funds for development are usually provided for a maximum period of three years,
with funds drawn down on an annual basis on submission/acceptance of previous
years’ accounts. On the other hand, the NGO Division and the NGOs know full well
that projects can and do last for longer than this. The result is that in practice the
time-period requirementis far more flexible in practice than it would appear to be
in theory.

The evaluation suggests that SIDA needs to encourage NGOs to hold in tension
two attitudes to projects and programmes. On the one hand, NGOs need to be
encouraged to focus on the issue of sustainability right from the outset. On the
other, they need to be assured that (alternative) funds could be made available
both for quite long periods, where there is agood chance thatfinancial sustainability
can be achieved, and “semi-permanently” when basic goods to the poor are being

provided and the cessation of funds would halt or severely disrupt the provision of
these services. What this suggests is that SIDA and the NGOs should seek continu-
ally to deepen the debate of project time-periods to address these core issues,

perhaps by considering eliminating the current, and widely ignored, three year
time-frame.

BENEFICIARY PARTICIPATION One of the earliestinsights into the strengths
of NGO development interventions was that the development impact of a wide
variety of interventions is enhanced through the direct involvement of the benefi-
ciaries in the project at different stages of the project cycle: from the earliest
planning stages, to ensure that what was being proposed was in line with the
priorities of the target group, right through to project completion, to ensure
continuity and sustainability. Indeed so important have been these particular
insights that it has become increasingly common for official aid agencies to
propose various form of beneficiary participation in a wide range of official aid
projects.”

The evidence from the case study countries tended to confirm a positive link
between project impact and participation.

In general, however, the Swedish projects examined here did not appear to be

7 Thus, as argued in Riddell, R.C. and Bebbington, A). (1995) Developing Country NGOs and Donor
Governments: Report to the Overseas Development Administration, London, London: ODA:
The participation of people in the development process and the strengthening of poor groups in civil society are
no longer seen as extras, or as add-ons, to official donors’ agendas. Through the [980s, World Bank project
completion reports have highlighted the nature of institutions and beneficiary participation as critical factors which
profoundly influence impact and sustainability of donor programmes, while into the 1 990s more and more donors
have accepted the need for civil society to be nurtured as a necessary component of their aid programmes.
Increasingly, official aid programmes are including the objectives of strengthening the poor and expanding their
participation as constituent parts of the process of development as well as ends to be achieved.

SIDA Evaluation Report 2/95




particularly strong in regard to involvement of the beneficiaries. One of the most
common forms of participation was manual labour, the least common form was
involvement in decision-making and activities to enhance the feeling of project
ownership. But all too often, projects tended to consist of external organisations
doing things: commonly providing services for people in a very top-down manner.
The 37 Swedish NGO projects examined did also include a few where the primary
stakeholders have participated and been significantly empowered by the projects.

SIDA and the NGOs need to focus on this area and discuss implications for
current procedures. This Report can at least pose a question. One specific question
which could be addressed would be the merit (and problem) of raising the issue
of beneficiary participation to be specifically included in the check-list of factors
which NGOs ought to be required to address. As with the issue of environment,
however, it is not being suggested that the NGO development projects funded by
the NGO Division should be required to include a participatory component to
their projects. Rather, it is suggested that they might be asked how this issue will be
addressed in their particular project, and if itis not being addressed to explain why.

PART-FUNDING OF LARGER PROJECTS AND PROGRAMMES The evi-
dence gathered during this evaluation indicated thatina number of cases SIDA was
funding only part of a particular programme, and/or was funding a local organi-
sation which was also receiving funds from other sources, usually from other
donors. Some of these donors are themselves NGOs, some are agents of official
donors, and some forms of funding are a complex mixture of different funding
sources.

The current application form requires Swedish NGOs applying for funds to
specify “other funding”. However, it would appear that this is not commonly
understood to embrace other non-Swedish funders of the same or other projects,
still less other funders of the local organisation which is implementing the
particular project funded, and there is very little space on the application form into
which to insert all the relevant information.

It is proposed that SIDA and the NGOs discuss these linked issues of other
funders in light of the findings of this evaluation. Minimally, it is suggested that
NGOs should be required to provide information on other donor funds going to
the same project, and other donor funds going to the same organisation. Without
this information, it is very difficult for either SIDA or the Swedish NGOs to ensure
that double funding of projects and local NGOs does not take place.

SWEDISH TECHNICAL ASSISTANCE This evaluation looked at Swedish
technical assistance as only one of nine broader issues against which it assessed
development impact. As it was not possible to devote much time to these matters,
the first point to be stressed here is that while the evaluation may have provided
some evidence to raise some questions about volunteers and technical assistance
there is certainly insufficient information with which to derive firm policy guide-
lines.
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The case studies pay tribute to the talents and contributions made by the
Swedish volunteers met: the vast majority are doing excellent work and are
appreciated by the communities with whom they work. However, in terms of
development impact the following four points were made. These need to be the
subject of further study and/or discussion between SIDA and the relevant Swedish
NGOs/framework organisations:

* some Swedes appear to have stayed “too long”. Their presence seems to have

affected adversely the goal of local NGO /local project sustainability.

* In some cases, Swedes were requested not so much because they provided a
unique talent which was unavailable in the country, but for a mix of other
motives. These included cheap labour and the desire to strengthen ties with
Sweden in order to help guarantee the future of flow of project funds.

* Assessment of technical assistance requirements usually failed to examine
the broader context and especially alternative modes of assisting. It is often
important to ask whether Swedish technical assistance could be used more
effectively, for instance in a government-linked programme.

* The evidence suggests that more efficient placements will be made if the
sending organisation has an in-country presence. Placement at a distance
runs a high risk of encouraging a more costly placement.

5.2.3 Monitoring and evaluation

The comment was made above (Section 5.2.1.) that further work was needed to
improve monitoring and evaluation techniques and processes on an informal
basis, and to incorporate these better into the rhythm of NGO life. This issue is
addressed more explicitly here.

The TOR for this evaluation give as one reason for carrying out this exercise the
fact that no comprehensive development assessment of NGO projects funded by
SIDA has been carried out for some 10 years. A potential danger arising from this
particular evaluation is that it could be seen as all that is necessary for a further 10
years.

Very few Swedish NGOs appear to have developed, and internalised, compre-
hensive evaluation and monitoring systems. It is thus the strong view of the
evaluation team that this particular evaluation should be considered more as
something for SIDA and the NGOs to build upon, and not as a substitute for
monitoring and evaluation as an everyday practice.

Before changesin current practice are discussed, itis of significance to note that
SIDA already makes funds available to NGOs for pre-project assessment, monitor-
ing and evaluation work. This practice puts SIDA ahead of many other officiat
donors. However, the evaluation evidence pinpointed a range of quite widespread
weaknesses in the area of monitoring and evaluation, though, itshould be stressed,
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these weaknesses do not apply equally to all Swedish NGOs and framework
organisations. Thus
¢ while the monitoring of projects is becoming an increasingly prominent
activity, it is not yet universal. In addition, it appears often that monitoring
takes place more because of the urgings of SIDA than because of an
internally-motivated desire continually to assess development performance
and progress. Relatedly, it often tends to be focused more on financial than
development analysis. Only rarely does monitoring feed back to decision-
making processes within different NGOs and framework organisations, and
make a difference to the next cycle of projects processed and put up for
funding.

* Pre-project reviews and assessments are growing in number. However, they
are far from universal, and often appear to be rather narrowly focused. Also,
as pointed out in Chapter 4, beneficiary participation was usually notable by
its absence.

e Evaluations are increasing in numbers and in their depth of analysis. Like
monitoring experience, however, there is less evidence of the lessons and
insights of evaluation filtering through to NGOs and being incorporated into
future project decisions and understanding of development. Evaluations by
people outside the immediate staff or membership of the NGO in question
is still a rarity.

The core challenge is to work on creating an awareness among NGOs of the
importance of the whole package of monitoring and evaluation for themselves,
and to feed this back into their work in order to enhance development impact.
There are clearly limits to what SIDA can do in this regard: though it can fund
initiatives, it can only help by proxy.

The authors of this Report have not had sufficient time to be able to make firm
and explicit recommendations. What they can do is to make a few suggestions,
based largely on examples from other donor countries, of initiatives and ideas
which appear to have proved helpful in pursuing what has been termed here the
“core challenge”. They include the following points, which could form the basis of
further discussion between SIDA and Swedish NGOs.

* Donors trying to assist monitoring and evaluation among NGOs need
consciously to have before them two inter-related goals, and seek to work out
methods and approaches to address each of them. On the one hand, they
should continue to encourage individual NGOs to increase their own
capacity to undertake pre-project assessments, monitoring and evaluation
exercises: by providing funds for such purposes etc. On the other hand, they
should promote an internalisation of these processes within and across the
NGO world, in order to enhance the development impact of their own
projects and programmes.
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* Itisrecognised internationally that there are still major gaps in knowledge of
both how NGOs should undertake monitoring and evaluation and how they
could put the data and information to use to enhance development impact.
To make further advances in this field, SIDA might consider promoting two
approaches to “best practice”. One would be to continue funding the
broadcasting of ideas within Sweden — by providing resources for those
Swedish NGOs with most expertise to explain and share their approaches to
other Swedish NGOs. The other would be for SIDA to allocate additional
fundsand resources forinternational networking among especially northern
NGOs in order for Swedish NGOs to be kept abreast of developments and
insights in other donor countries. This might entail Swedish NGOs travelling
to other donor countries and learning what other northern NGOs are doing
in this field, or it might involve extending invitations to international NGOs
tovisit Sweden to explain their own procedures. The entry of Sweden into the
European Union (EU) will provide additional opportunities for Swedish
NGOs to interact with other EU NGOs on these issues.™

Some donors, like the British ODA, have undertaken a series of joint
evaluations by NGO personnel and staff of the official aid agencies. SIDA
should obtain feedback from other official aid agencies of these joint
evaluations to help assess whether it might be useful to mount similar
exercises of SIDA-funded Swedish NGO development projects. Relatedly, it
might consider setting up a joint SIDA/NGO evaluation working group
which, inter alia, might identify gaps, assist the expansion of ideas and
monitor international developments.

5.2.4 Enhancing transparency and public accountability

Here we consider the third type of initiative aimed at enhancing the development
impact of what NGOs do, namely encouraging transparency and public account-
ability.
The recommendation which follows is based on the following points/observa-
tions.
¢ In the financial year 1994/95, Parliament voted some SEK 1 bn to NGOs,
most of which goes to Swedish NGOs to fund their development projects. In
the 1994/95 budget, this constituted seven percent of total development
assistance, 16 percent of bilateral aid through SIDA, and two and a half times
the funds allocated to SAREC. Yet, the only formal way in which the general
public is informed about the use to which these funds are put is through

7 In the first quarter of 1995, the British ODA were in discussion with British NGOs to draw up a study
to provide them with guidance about how best to undertake cost-benefit analysis of NGO projects,
bearing in mind, especially, the particular nature of many NGO projects which make traditional cost-
benefit analyses an inappropriate technique to use.
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reading just over two pages of SIDA’s annual report, most of which does not
discuss development impact.” There is effectively no way that the public can
obtain information about the development impact of the funds allocated
beyond that provided in the normal course of events by the NGOs themselves.

* It is usual for Swedish NGOs to produce annual reports of their activities.
These, however, are directed at their membership, and the content of such
reports goes well beyond the projects and programmes funded by Parlia-
ment. Because, these are the annual reports of the different voluntary
associations, the Government cannot determine the content of such reports,
nor would itwish to do so. There appears to be no platform, besides the SIDA
annual report, for the different NGOs to inform the wider (voting) public of
the use to which the funds the Government provides is put.

Extending and deepening public knowledge of NGO development work’

I'would appear that at some stage it should be deemed appropriate for the public
to receive more information than it receives at present about the use to which these
funds have been put and are being put. Such a suggestion is supported by recent
public opinion surveys which indicate that Swedish people increasingly want to
know how effective is the aid provided.” Discussion with some NGOs and frame-
work organisations confirmed not only that there was a gap at present, but that
there would be little resistance, indeed some support, for the idea that NGOs in
receipt of state funds for development ought to provide data and information to
the public about the performance of the activities funded in a more structured
form than occurs at the present time.
In view of these considerations, it is recommended that
4. Consideration be given to the compilation and production of an annual
report to the Swedish public (presented annually at the time of the parlia-
mentary vote) which provides data, information and evidence of the
development impact of projects and programmes of Swedish NGOs which
have been in receipt of state funds. It is suggested that this annual report
be compiled by representatives of those NGOs/framework organisationsin
receipt of such funds, and that this report be funded by the annual budget
to NGOs.

s SIDA Arsredovisning 1993194 “Bistand genom enskilda organisationer”, pages 123 to 125. In the second
half of 1994, SIDA produced a publication From Kiruna to Kitale: SIDA’s development assistance via Swedish
popular movements and non-governmental organisations. This covered a wide number of issues concerning
support to Swedish NGOs, and only minimally addressed the issue of development impact of three or
four framework organisations.

7 The TOR did not require this Report to focus on information work of NGOs. The points made here

consider the role of information, and the feedback received from the information, as a tool to help to
enhance development impact.

77 See SIDA Attitudes to Swedish Development Cooperation, Stockholm: SIDA Information Secretariat, 1994.
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The purpose of this annual report would not be so much to provide
complex details on a case-by-case basis of all the different (2,000) projects
and programmes funded. Rather, its purpose would be to provide Parlia-
ment, and through Parliament, the general public, with a broader assess-
ment of the types of work which are being funded, and the impact and

effect they are having. However, it would be expected that such an annual
report would illustrate general trends with specific examples.

At this stage, it would be premature to specify in greater detail what the
content of such an annual report/publication would be, or its length. In
time, it is anticipated that the response (from parliamentarians and from
the general public) to each annual report, as it is produced, would play a
critical role in influencing the sorts of issues which would be addressed in
forthcoming reports, and the sorts of questions to which the public would
wish to seek answers.”™

There are two ideas underlying this particular recommendation. The firstis to
encourage the spread of information and to increase understanding across the
wider public. Additionally, however, itis hoped that the provision of such data and
information might itself act as a means of deepening debate still further about the
role of NGOs in enhancing development.

Enhancing development impact and the level of funds SIDA allocates to
Swedish NGOs: the size of the budget

In the world of NGO projects, as elsewhere, there is a widespread assumption
that more funds provided will lead to greater, or at least more extensive develop-
ment impact. This assumption has probably been a major force driving the
expansion of public funds provided to Swedish NGOs for development (see
Chapter 2).

The purpose of this section is not so much to draw firm conclusions about what
the level of funds should be, but more to contribute to thatimportant wider debate
with some ideas that come directly from this particular evaluation.

In general, if funds are freely available to Swedish NGOs to finance their
different development initiatives, and if few projects are turned down, it is more
likely that there will be a lower level of quality control than if funds were tighter,
and SIDA and the framework organisation were able to be more discriminating
and selective in terms of which projects and programme to fund and which to turn
down.

It would appear that in practice this general proposition does have some basis
in the Swedish context. For instance, the analysis in Chapter 2 indicates that over
the past five years, Parliament has voted consistently more funds to Swedish NGOs

78 As mentioned already in this Report, the specific focus of the recommendations is to enhance development
impact. If this recommendation is taken up, it may well be that such an annual report might be used to
inform the general voting public about other aspects of Swedish NGO work funded by the state.
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than have been disbursed.” Relatedly, a number of SIDA officials and almost all
staff of the framework organisations with whom this question was raised said that
they believed that SIDA was currently giving too much money to Swedish NGO
initiatives funded through the NGO Division. This comment would appear to be
based mainly on the capacity of the different organisations involved to handle the
expanded throughput of funds. When large quantities of money are available, and
few potential projects are turned down, there is evidently less pressure to discern
the quality of projects put forward for funding, and to select the better projects.

There is alink between this quality point and the evidence gathered in some of
the projects visited during the course of the evaluation. In not a few cases, the
evaluators were told that the issue of sustainability would only be addressed
seriously by the NGOs executing the projects when they genuinely thought that
SIDA and the Swedish NGOs were going to stop sending funds to support them.

The purpose of making these comments is not to conclude that the funds SIDA
makes available to Swedish NGOs should be cut. Such conclusions would require
far more data and information than has been available to those writing this
particular Report. The main point is that it can often be too simplistic to assume
automatically that giving NGOs more money will in itself, directly and necessarily
lead to an improvement in the lives of the poor.

5.3 EnuANCING DEVELOPMENT IMPACT:
Strategic Thinking about the Broader Role of Swedish NGOs

The country case-studies in each case enabled the evaluation teams to locate the
individual projects examined within the context of broader development issues,
within the context of the wider role of the NGO development effort, and, where
applicable, of broader Swedish aid initiatives.

One of the prime characteristics of the way in which SIDA’s NGO Division
relates to Swedish NGOs in funding their development initiatives is its passivity.
The proposals and recommendations made in the previous section would leave the
basic procedures largely untouched: SIDA would still remain predominantly a
passive partner, whose role would continue to lie in merely accepting or rejecting
projects submitted to it for funding.

The country case studies drew attention to a range of ways in which this system,
at best, limits the potential development impact of the funds it has at its disposal
for development work, and, at worst, creates or exacerbates inefficiencies which in
practice reduce actual development impact.

7 One needs to be cautious in assuming that this implies that all Swedish NGO development projects put

forward for funding are automatically provided with state funds. This is incorrect. In the case of BIFO,
for instance, about 350 separate applications are received each year from NGOs for projects valued at
around SEK 350 mn. However the BIFO funding window only receives about SEK 100 mn each year. See
BIFO “A Checklist for Measuring The Performance of Development Projects: A Method Adopted by
BIFO to Promote an Evaluation System”, September 1994 (mimeo).
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5.3.1 Enhancing information-exchange

A major cause of reduced development impact, to which all four country case
studies draw attention, is inefficiency in the spending of state funds caused by alack
of information exchanged within SIDA, and between SIDA and the NGOs, on the
development initiatives funded by the NGO Division and other development
initiatives funded by SIDA.

There is no attempt systematically to exchange information between Swedish
NGO initiatives funded by the NGO Division in Stockholm and initiatives funded
through other windows, whether they form part of the bilateral aid programme or
whether the funds are used more directly to strengthen the local NGO sector. In
many instances, that there is a high degree of mutual ignorance within SIDA of
what different parts of SIDA are doing in the projects and programmes they
individually fund relating to NGOs. Likewise there is, in many instances, a high
degree of mutual ignorance among Swedish NGOs of what initiatives SIDA is
funding.

It is argued both explicitly and implicitly in the country case-studies, that the
present lack of systematic information-exchange within SIDA, and between SIDA
and the different NGOs with which SIDA interacts, can and does have an adverse
effecton the development impact of state funds. While sometimes, this can involve
double-funding, if not of specific projects then of local organisations, the more
over-arching concern is that, repeatedly, opportunities of mutual learning and
more efficient project delivery are lost. Thus

¢ The DCO offices in-country are often not aware of the range and extent of

projects funded in-country by the NGO Division. Likewise, the NGO Division
is often notaware of the array of different NGO projects funded by other parts
of SIDA.

The evaluators were told of instances where DCO offices had reviewed and
turned down projects of local NGOs only to find later that the local NGO had
gone to a Swedish NGO and succeeded in funding the same project through
a Swedish NGO.

It has been discovered on occasions that one part of SIDA sometimes funds
one NGO and that another part of SIDA funds the same NGO without either
part of SIDA knowing about the project funded by the other. In some cases,
SAREC has constituted a third funding source to the same local NGO.

The NGO Division sometimes funds projects in sectors or areas in which, in
particular countries, the bilateral programme is actively involved. Failure to
know about these activities and share experience means that it is highly likely
that what is known and learnt about development in one area is not
transferred to the other, to the potential developmentloss of both initiatives.
As a result of these real and potential losses, it is recommended that
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5. SIDA should place high priority on introducing a procedure for exchang-

ing information within SIDA and between SIDA and the relevant Swedish
NGOs about all aid it provides to particular countries.

As noted earlier in the chapter, this evaluation has not been asked to address,
and resolve, questions of how the SIDA bureaucracy should function. Nonetheless,
itisapparent thatif this particular recommendation is followed through it will have
implications for current practice. The country case-study evidence would suggest
that the following points should be considered in working out precisely how
information exchange should take place, and what should happen in those,
hopefully rare, cases where double funding of the same initiative is discovered.

Information exchange within SIDA at the country level ought to include all
NGO activities funded by SIDA. In countries where SIDA staff are resident it
would appear rational for the person responsible for aid coordination in
terms of the official country programme to have her/his responsibility
extended to include reviewing all information related to all NGO activities
funded by SIDA.

The tasks involved should minimally include reviewing all projects and
programmes forwarded to SIDA by the different framework organisations,
and to alert SIDA to the possibility of either double funding or duplication
of other initiatives funded by SIDA.

In those specific cases where proposals from a Swedish NGO would clearly
lead to the double funding of a project which SIDA, or another donor, is also
financing, the in-country representative would pass this information to the
NGO Division. In its turn, the NGO Division would have the power to refuse
funds for such Swedish NGO projects.

More generally, it is proposed that the role of information-exchange would
include the exchange of information between different parts of SIDA and
different Swedish NGOs about projects and programmes in areas or sectors
where both SIDA and Swedish NGOs have a direct involvement. The imme-
diate purpose would be to ensure that the development experience of each
can be mutually shared. In time, it would be anticipated that this might lead
more tangibly to more substantive forms of cooperation on the ground.

The country studies also revealed that there is often considerable ignorance
of the work of those involved in NGO activities and those involved in official
aid projects. As a result, it seems that information exchange could be
extended to encouraging personal interaction across this divide within
different developing countries. The country case-study evidence indicates
that there are often real professional gains to be made by formalising this
interaction.®

‘f" These sorts of ideas are likely to require additional human resources to implement them. As noted above,
the team was asked specifically not to address and discuss these bureaucratic issues.
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5.3.2 Reaping additional benefits from Swedish NGOs

A fundamental principle in allocating development funds through the NGO
Division is that they are provided by initiatives proposed by the Swedish NGOs
themselves. There are other windows through which SIDA provides funds for
NGOs to cooperate and work with projects originating in SIDA’s and not the
NGO’sagenda. This section of the Reportis also framed on the assumption that this
basic method of proceeding will remain intact.

Within this context, the discussion here focuses on the notion of SIDA
extending its current role, in particular circumstances, beyond merely an informa-
tion-exchange function, to stimulating Swedish NGOs to play a more active role in
influencing (and narrowing) the type of initiative to which SIDA funds should be
channelled. The purpose is aimed at enhancing further the development impact
of the funds SIDA provides to Swedish NGOs.

At present, funds channelled to and through Swedish NGOs are used to fund
discrete initiatives on a project-by-project basis. Thus the funds are not only NGO-
driven, they are also project-driven.

Until recently, the funds allocated were relatively small. However increasingly
over the past fewyears, they have grown and are now large in absolute terms as well
as being a significant share of the total Swedish development cooperation budget.
For particular countries, the share of SIDA funds going to Swedish NGOs for
development projects and programmes can amount to 10 to 15 percent or more.
Indeed, in aggregate in not a few countries, the total funds channelled to NGOs
are now often larger than the funds SIDA provides for specific sectoral pro-
grammes.

In spite of these large amounts of money provided by the state, it appears
extremely common for the developmentimpact of state funds channelled to NGOs
to be downgraded, and, not infrequently, totally ignored, when assessments are
made of the impact of Swedish development assistance. For instance, a 1994
evaluation report on Swedish development cooperation in Namibia made no
mention of the impact of projects and programmes of Swedish NGOs, though they
amounted to SEK 10.4 mn, nearly eight percent of total SIDA aid in 1992/93.

Likewise, a 1994 evaluation report of “Swedish development cooperation in
Tanzania” notes that some SEK 42 mn worth of SIDA funds has gone to NGOs, over
eight percent of total SIDA funds, yet no attempt is made to assess the development
impact of these funds. A third example would be the 1994 evaluation report of
“Swedish development cooperation with Nicaragua”. This notes that between 1979
and 1993, SEK 172 mn (at 1985 prices) has gone to NGO work but in the chapters
which examine “the most important projects and programs funded by Swedish
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aid”, no mention is made of NGOs, even though smaller programmes are the
subject of separate assessment.®!

The broad development impact of the funds SIDA provides through and to
NGOs s likely to be enhanced considerably not merely by exchanging information
about the different parts of SIDA funding operations (discussed above), but by
placing these different initiatives within a particular focus, based on the develop-
ment needs and potential of the particular country in which SIDA funds are
channelled.

But perhaps the most worrying aspect of the current approach to funding
Swedish NGO initiatives lies in its failure to assess the merits of NGOs and NGO
development initiatives in any strategic way, most notably beyond the discrete
projects funded. Thus, there is no requirement either to understand the process
which causes NGOs to put up projects for funding, or to step back and ask whether
increasing amounts of money being funnelled to a particular country on the basis
of frequently small and usually unlinked projects is the best way for the Swedish
Government to help the contribution which the NGO movement in a particular
country can make to development.

Chapter 4 highlighted the growing importance, status and influence of struc-
tural adjustment programmes in all four of the case-study countries. It noted that
one effect of these SAPs has been for governments to lean more and more heavily
on NGOs. A direct result of these pressures has been for governments to ask NGOs
either to take over the running of schools and hospitals they might previously have
handed over to the state, or to take on the running, administration and financing
of completely new delivery services. The result is that individual NGOs are now
being approached with greater frequency, most often on asingle project-by-project
basis, most especially to take over the running and funding of a range of basic
services.

From the point of view of the poor who need to be helped, there are sound
reasons why NGOs should take on such projects, and thus sound reasons why SIDA
should fund Swedish NGOs wishing to support local NGOs who have been asked
to meet such local needs. This is not in dispute.

Over time, however, one can easily foresee a situation developing where more

8 C. Adam et al Evaluation of Swedish Development Cooperation with Tanzania: a Report for the Secretariat for

Analysis of Swedish Development Assistance, Stockholm: Ministry for Foreign Affairs, Secretariat for Analysis
of Swedish Development Assistance (SASDA), DS 1994: |13, August 1994; B. Odén et al Namibia and
External Resources: The Case of Swedish Development Assistance, Uppsala: The Scandinavian Institute of
African Studies, Research Report No. 96, 1994; J. Behar and M. Lundahl Now’s The Time: An Evaluation of
Swedish Development Cooperation with Nicaragua, Stockholm: Ministry for Foreign Affairs, SASDA, DS
1994: 112, September 1994.
The exception was the report by P. Svedberg et al. Evaluation of Swedish Development Cooperation with
Guinea-Bissau, Stockholm: Ministry for Foreign Affairs, SASDA, DS 1994: 77, June 1994. This particular
study devotes two pages to NGO work in Guinea-Bissau, though it fails to draw any conclusions beyond
the specifics of individual projects.
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and more funds are being sucked in to a particular country merely to fill gaps.
Indeed, it would be quite possible to conceive of SIDA being able quite easily to

spend its whole budget on supporting such activities in only a few countries in the
developing world. But eventually, someone needs to step in and raise development
impact questions beyond the narrow project-by-project focus, asking simply:

Is this the best way for the Swedish Government to fund NGO efforts? Might it
not be more efficient to look at the funds being channelled to NGOs more
holistically? At least, one should take a look at the issue from both ends — from the
viewpoint of the project, and from the viewpoint of national development and the
comparative advantage of NGOs.

The weakness of the Swedish NGO support programme funded by the NGO
Division is that it is still wholly driven by assessing funding applications which are
usually made with next to no consideration of factors beyond the discrete project
funded. Even fairly straight forward questions about broader impactare notraised,
or do not have to be raised.

How can SIDA begin to take a broader perspective while at the same time
funding Swedish NGOs on the basis of the principle that it is Swedish NGOs’ own
initiatives which should continue to be funded? In broad terms, the answer lies in
the following recommendation.

6. Inthose countries in which the level of funds given to Swedish NGOsis now
so large that it is likely to have a significant broader impact, it is recom-
mended that the NGO Division funds be divided into two separate funding
windows. The first window should be available for Swedish NGO projects
and programmes and processed in the same way that occurs at present.

However, a new second window should be opened up. Like the first
window, this would also be available exclusively for Swedish NGOs wanting
to execute their own development initiatives in the country in question.
Yet, this particular window would be available only for funding proposals
put forward by Swedish NGOs which fall within given country-specific
parameters drawn up by the leading Swedish NGOs working in the country
in question (in consultation with others). These would indicate particular
areas of activity or sectors of the economy which have been designated as
“most favoured”, because of an analysis of the country’s development needs
and the comparative advantage which Swedish NGOs bring to helping to
meet these needs.

It is proposed that this double window funding approach be tried first on
asmall-scale, in just one country, and thus that the second window be small
in comparison with the first. But it is anticipated that if it succeeds in
meeting its objectives, and finds favour with Swedish NGOs, then it should
be expanded, both in terms of its total share of all NGO Division funds
available for a particular country, and in terms of the countries to which it
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would be applied. A first idea would be that the second window would
eventually be used and available in those countries in which either the NGO
Division is funding Swedish NGO development projects amounting to over
SEK 20 mn, and/or when the funds provided by SIDA to Swedish NGOs
amount to 15 percent or more of the bilateral aid programme.

It is proposed that the major input into drawing up these parameters should
come from those Swedish NGOs who are most heavily involved in the country in
question (perhaps the three or four largest framework organisations), with an
added input from some of their major partner organisations. It is also anticipated
that they would tap the knowledge and expertise of other international and local
NGO:s.

Surprising as it may sound initially, the main purpose of drawing up these
country-specific parameters is not so much to restrict the activities of Swedish
NGOs. Rather, it is to encourage the focusing and expansion of Swedish NGO
activity precisely in those areas where it is most likely to have its greatest impact.
More specifically, the purpose would be to reflect on and pinpoint the particular
comparative advantage which Swedish NGOs have and could bring to the country
in question,

The intention would be for a period of study and reflection to lead to the
production a Swedish NGO country paper which would analyse the problems and
pinpoint the areas in which it is assessed Swedish NGOs could most usefully make
a significant NGO-focused development contribution. The sorts of things which
such a document might contain would be likely to include the following:

* a discussion of the NGO movement in the country and its overall role in
development and, in particular its importance in contributing to an allevia-
tion of poverty;

* adiscussion of the relative role of national and international NGOs, locating

the relative and absolute importance of Swedish NGO activities and SIDA
funding to and for NGOs;

* a discussion of the weaknesses of NGOs and NGO activities in the country;

* adiscussion of the potential for NGOs in development and an outline of the
comparative advantage of external bilateral donors and northern (interna-
tional NGOs) in addressing how the NGO movement should/could be
boosted; and finally, in this context

* a discussion of the ways in which Swedish NGOs might make a greater
contribution to helping to resolve the problems of poverty in the country in
question, and strengthen the local NGO movement, leading to the drawing
up of priority areas or guidelines for major elements of Swedish NGO work.*

¥ Note that this recommendation only applies to the proposed “window 2”: it would still allow funding to

take place as at present under the proposed “window 1”.
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The recommendation made here is intended specifically to address the devel-
opment problem caused by the current narrow project by project focus of Swedish
NGO initiatives put forward for funding from the NGO Division.®® A further
advantage is that such a mechanism would provide SIDA with an analysis of local
NGO problems and potential.

Clearly, this recommendation cannot be enacted in a hurry. It needs further
discussion, especially by different Swedish NGOs to see whether it should be
started, in a pilotfashion, or whether a differentapproach mightbetter address the
concerns which this recommendation is trying to resolve. Thus it is further
recommended that

7. As a matter of some urgency, SIDA should initiate a process of discussion

both internally and with representatives of Swedish NGOs to work out in
more detail how a pilot scheme as recommended could begin to operate
as quickly as possible, including the choice of the pilot country, or
alternatively, put forward an alternative practical way of addressing these
concerns.

To some, this proposal may be seen as suggesting a method of allocating state
funds which sets in motion a process radically at variance with prevailing practice.
In response three points can be made.

The process of narrowing areas of potential funding in the second window is
one in which the relevant Swedish NGOs are given pride of place. Thus, in many
respects, the proposal made here is more akin to that of paying more attention to
steering the current ship than of either changing direction or switching the mode
of transport used.

Secondly, a precedenthas already been setfor this steering process. Thus, when
Swedish NGOs apply for state funds to promote their development activities in
Central and Eastern Europe, SIDA’s Guidelines specify that in addition to the
general norms applicable in the general guidelines, Swedish NGOs have to comply
with its particular, and additional, goals for providing aid to Central and Eastern
Europe.®

Thirdly, and within these parameters, the proposals made here are a departure,
but one whose sole objective is to enhance the development impact of Swedish
NGO initiatives funded by the state with state funds.

The evaluators believe they provide a workable compromise between the need

8 For some time, SIDA’s NGO Division has sought to encourage Swedish NGOs to focus more on initiatives
beyond specific projects to development processes and broader institutional issues.

8 Thus, the Guidelines state (Guidelines for SIDA’s support to the development programmes of Swedish NGOs in
Central and Eastern Europe, Stockholm, SIDA, 1994, page 1):

The overall goals of SIDA’s grants to development programmes of NGOs in Central and Eastern Europe
are to:

* support the restoration and consolidation of the institutions of democracy and the rule of law;
* support the re-introduction of a functioning market economy; and
* support measures designed to improve the environment, especially in the Baltic Seas.
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for the state to ensure its funds are used as effectively and efficiently as possible in
the mannerintended, and the desire which so many Swedish NGOs have to choose
themselves how to use the funds the state provides to further their own develop-
ment activities. Discussion with a number of framework organisations in early 1995
provides initial indications that this sort of proposal was already being received
favourably by some Swedish NGOs.

5.4 ConcLubing COMMENTS

This Report has gone out of its way to highlight biases and to draw particular
attention to instances when value judgements are being made. There has been a
particular reason for this. To the outsider, it seems that there has been areluctance
in some quarters in Sweden to focus directly on the question of the development
impact of activities promoted and executed by Swedish NGOs, and to assess it
rigorously.

One does find critics of NGOs and the work they do: some argue that they are
naive, others that they do notunderstand development, others, again, that theyare
more interested in promoting their own beliefs and ideas than in aiding and
improving the lot of the poor. Such sweeping generalisations, the basis for such
beliefs is frequently built more on prejudice than on evidence. Much can clearly
be challenged by examining some of the fine and impressive work which Swedish
NGOs undertake or help to promote.

Nonetheless, there also appears to be quite wide support for the equally all-
embracing and sweeping generalisations that all NGOs know how to undertake
and promote development, that they reach the poor, that their help is effective,
and thatassertions made donotneed independentverification. Indeed, suchviews
are so strongly felt in some quarters, that they sometimes appear to produce
hostility. To the outsider, again, it seems strange that the NGO development vote
should have accelerated so rapidly in recent years, amounting now to well over 20
percent of Sweden’s total aid budget without any systematic attempt, up to now, to
examine the impact of such funds.

Another bias of the Report and its main authors, to which attention needs to be
drawn, is that the main analysis and recommendations have been made by people
who are not Swedish and do not speak Swedish. Because such a high proportion
of documents related to NGO work, and to NGO-SIDA linkages, are written in
Swedish, one can be reasonably certain in concluding that this will have denied the
evaluators access to some documents which are important and which, if they had
been available, may have altered their perceptions and assessments.*

% The evaluators were given every chance to have translated any documents which they thought would be
helpful to their analysis and investigation, and were most grateful for the assistance provided them. They
were, however, inevitably caught up in a “Catch-22” syndrome: it is not possible to know which
documents will be important to one’s work and analysis unless one can first read them through in order
to make such a judgement.
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SIDA, and through it Sweden, has earned an international reputation as being
one of a small band of what the Development Assistance Committee (DAC) of the
OECD calls the “front runners” in terms of its high levels of aid volume. SIDA has
also earned an international reputation for its openness and transparency in trying

to address problems and failures in aid delivery, and as being perhaps the front
runner when it comes to flexibility in funding and trying out new ideas.

This Report may well be judged as being harsh on Swedish NGOs: it has certainly
pointed to gaps in development between intention and outcome. Yet it has also
been at pains to point out that, internationally and in many respects, Swedish
performance has been far from unusual, and that in a number of areas Swedish
NGO projects have performed well against particular criteria— gender, innovation,
replicability, etc. The deepest hope of the authors is that the spirit of enquiry and
the attempt to improve development performance will be carried through into
future debates about Swedish NGOs and their role in development.

As noted at the end of the last Chapter, some Swedish NGOs have already been
in the forefront of international debate about development and the role of NGOs
in development. But this constitutes only a minority of Swedish organisations.
Thus, it is the additional hope of the authors that entry to the EU will provide an
added stimulus for a wider section of Swedish NGOs to discuss and expose
themselves to the international debate about the future role of northern NGOsin
development.
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Appendix A:
TerMs oF REFERENCE

Terms of Reference for the evaluation
of the effectiveness of the Swedish support through NGOs

1. Background

A considerable part of Swedish development assistance is since 1980 channelled through
Non-Governmental Organisations (NGOs). Disbursements to NGOs for development
projects during fiscal year 1992/93 was around SEK 830 mn or 12% of total SIDA
disbursements. At present the NGO Division in SIDA contributes funds for approximately
500 organisations for their projects in 90 to 100 countries.

An important part of the SIDA assisted NGO activities is the technical assistance. It is
estimated that approximately 25% of the total disbursements, or around SEK 200 mn is
allocated for development assistance personnel. The Swedish Government continues to
show trust in the work of the Swedish NGOs and their participation in the total Swedish
international development aid. Further increase in the proportion of funds via NGOs is
expected for next year.

Government grants to NGOs for development projects is handled by SIDA and its
Division for NGO cooperation. The initiative always comes from an NGO, which applies for
a grant to a specified project. In order to streamline the handling of the large amounts of
applications SIDA has introduced a system with frame agreements with fourteen larger
organisations. The agreements lay down procedures, certain principles and criteria based
on special Conditions and Guidelines for SIDA’s NGO support. Amounts for such block
grants are agreed annually as part of the frame agreements.

Swedish support to NGO development activities was last assessed in a comprehensive
study 1985. “Review of NGO Capability for Development Assistance”. A number of smaller
studies have been carried out during the last ten years, but no overall evaluation of
effectiveness of the NGO projects has been undertaken.

In order to document the effects of the increasing Government funding of NGO
projects SIDA undertook a study 1991, “Solidarity with State Aid” looking especially into the
organisational changes and development of the NGOs as aresult of project grants including
administrative and other types of capacity strengthening support. The study recommended
evaluations as a vital part of the collaboration between SIDA and the NGOs.

SIDA grants can cover up to 80% of the total project costs. The NGO bears the full
responsibility of the projects. See “Guidelines and General Conditions for Grants to
Swedish Organisations from SIDA’s Development Cooperation Appropriations, 1993".

NGOs receiving grants from SIDA routinely report on the utilization of the money. The
NGOs give SIDA periodical reports, mainly financial, and final reports with narrative parts
on the results and experiences drawn from the work on the projects. SIDA from time to time
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engages independent consultants for financial auditing. SIDA has also run courses for the
staff of NGOs on how to monitor, follow-up and evaluate projects.

An important instrument for the monitoring of SIDA’s NGO support are the so-called
Capacity Assessment Studies. With the start 1986 eleven such studies have been carried out
in close cooperation between SIDA and the NGO by an independent consultant jointly
selected. A recent summary of the findings of all the capacity studies show the Swedish
NGOs have a high level of competence especially on the practical implementation of
projects. General weakness regarding the setting of measurable objectives and goals for the
assistance was found to be registered by most studies. Evaluations are seldom carried out.

The growing support to NGO projects is found among most donor countries, and
several countries, e.g. Norway and Finland, have also carried out evaluations of NGO
support or are in the process of doing so.

2. Reasons for the evaluation

The government supported NGO projects are assumed to comply with the five overall
objectives of Swedish development assistance. It is generally also assumed that NGO
projects are more cost effective due to low operating costs, and effective since the projects
are carried outin direct contact with the target groups. Other assumptions are that support
through NGOs is more flexible, innovative and reaches the poorest groups.

The generally assumed effectiveness and efficiency of NGO-supported development
projects is seldom corroborated by systematic monitoring and evaluation. It is felt that an
overall assessment is needed both in order to have a firmer ground for future decisions on
NGO support and to learn from experiences on handling and running NGO projects, both
for SIDA and the Swedish government, for the NGOs receiving grants, and for the
organisations and governments in recipient countries.

The sevenfold increase of NGO-funds during the last years also necessitates a broad
evaluation. An evaluation by SIDA of the support through NGOs is also in compliance with
the proposals in the above study “Solidarity with State Aid”.

A considerable part of NGO-funds is directed to Technical Assistance and motivates a
closer study on the effectiveness of this support. A study of SIDA’s system for the granting
of support for costs of volunteers on the NGOs was performed during 1993.

3. Objectives for the evaluation

To provide SIDA with an independent and comprehensive review and analysis of the
Swedish development support through Swedish NGOs and to assess the effectiveness of
Swedish NGO support. The general purpose of the evaluation is not to judge individual
organisations or projects, but to use project data (from country studies) to validate general
conclusions.

To provide an assessment of key lessons learned concerning NGO support as an aid
form, its strengths and weaknesses.

To provide conclusions and recommendations for the future role of the support in the
framework of the overall objectives and policies of the Swedish development cooperation.

4. Scope and focus of the evaluation

The evaluation shall comprise but not necessarily be limited to the following aspects:
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4.1 Rationale

¢ Are the NGOs effective as a form for development assistance cooperation in the
framework of the development objectives of Sweden and of the cooperating coun-
tries?

* Are the NGOs effective in relation to its development impact in the cooperating
country?

4.2 Achievement of objectives
¢ To what extent do the projects achieve their overall objectives?

¢ What are the key factors that determine the extent to which the projects are able to
achieve their specific objectives?

¢ What are the other major basic impacts and effects, intended and unintended, in
terms of technical, economic, socio-cultural, institutional and environmental factors

resulting from the activity?

4.3 Efficiency
¢ Have the projects been executed efficiently?

* Have overall costs been appropriate to the range, level and distribution of benefits?

4.4  Effectiveness

* To what extent are NGOs effective in the planning, implementation and evaluation
of environmentally sound and sustainable development activities, in emphasizing
especially the needs of women, the poverty problem, local capacity-building regard-
ing equality, and in building democracy and regard for human rights?

* How effective are Swedish NGOs in strengthening collaboration, equal partnership
and local participation by NGOs in the developing countries?

4.5 Sustainability

The generalised concept of sustainability in the NGO context shall be analyzed and
defined.
* Whatrole does the technical assistance play for the sustainability of projects? Which
is the role of volunteers in projects?

¢ Have the Swedish organisations supported capacity development (management
and/or other) within cooperating organisations?

* Have the Swedish organisations emphasised core funding or project funding in the
cooperating organisations?

¢ Are projects planned and implemented in coordination with other donors/NGOs?

¢ Are the project supported institutions likely to continue beyond the project comple-
tion?

* Are resources available to fund the activities after external funding has ended?

* Do the projects have the necessary support from the beneficiaries, e.g. in the form of
active participation operation of facilities and use of services?

Have the institutional arrangements for project implementations strengthened or
hampered the possibilities of sustained project activities?
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¢ What indications of multiplier effects or projects’ replicability exist?

* Do the projects generally stimulate community participation and respond to commu-
nity requests?

* Does the long term participation of women receive special attention?
* Do the projects support local mobilisation of resources?

® Have new institutions been planned to fit in to the government or existing institu-
tional set-up of the cooperating countries?

* Have assessments of risks and consequences been made before implementation of
the projects?

5. Methodology of the evaluation
5.1 Methodology and reporting

During 1993 and early 1994 a number of pre-studies have been carried through to be used
as background material for the evaluation together with other relevant NGO-material.

The evaluation will be carried out in three phases and will be based on (1) interviews
and documents at SIDA, desk studies and interviews with NGOs (3), case studies in four
countries where Swedish NGOs are working.

1 Pre-study Phase

The first phase will comprise four parts: (1) planning of Main Study Phase, (2) data-
collection on Swedish NGOs and from SIDA, (3) preparatory country study visits and (4)
writing of Inception Report and final Work Plan. The preparatory country visits includes
also identification of local consultants and
The Pre-study Phase will be resulting in the following documents:
* Inception Report and final Work Plan for the Main Study. The Inception Report will
present further comments to the ToR, Methodology and timing for subsequent
phases.

2. Main Study Phase

Four Country Studies will be carried through in Kenya, Zimbabwe, India and Bolivia.
The Main Study Phase will be resulting in the following documents:
* Four Country Reports

* Summarizing Country Report
¢ Feed-back and discussion of the findings will follow with Swedish NGOs and SIDA.

3. Synthestis Report Phase

Final analysis of total exercise will result in
¢ Draft Synthesis Report

* Final Synthesis Report

5.2  Time Schedule and planning

The evaluation will be carried out during May - December 1994 by a team of independent
consultants according to following time schedule:

140 SIDA Evaluation Report 2/95



Phase 1: Pre-study May 2nd - June 21st
* Inception Report and final Work Plan for Main Study June 16
* The document will be discussed with SIDA in Meeting

in Stockholm June 21
Phase 2: Main Study July - October
* Country Reports and Surnmarizing Report Mid October
® Feed-back to Swedish NGOs and SIDA (2 weeks) End October
Phase 3: Synthesis Study Oct - Nov
¢ Final Analysis and Synthesis Oct - Nov
® Draft Synthesis Report December 1
* Final Synthesis Report January 15

5.3 Team of consultants

The study will be carried out by a team of independent international consultants, experi-
enced within the fields of evaluation and NGOs as well as in developing dynamics.

The team will include one Swedish consultant, familiar with the Swedish NGOs and
having broad experience in development cooperation and third world countries.

The consultants must be independent from the Swedish NGO sphere.

For the country studies the Team shall be strengthened by a local consultant from each
country being well experienced and independent from the local countries NGO sphere.
The identification of local consultants will be made in collaboration with Swedish NGOs.
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Appendix B:

PeoPLE CONSULTED

SWEDEN

Leif Agnestrand
Britta Ahman
Bjorn Andreasson
Ulla Andrén
Samuel Asp

Eva Asplund
Margareta Axell
Lars Bellander
Birgitta Berggren
Inger Bjork

Anna Bratt

Marie Louise Bruzelius
Magnus Carlqvist
Jan Castman

Jan Cedergren
Stefan Dahlgren
Sven Eckedal

Sven Enarsson
Hans Engdal
Hakan Falk

Bo Forsberg
Anders Forsse
Sten Furbo

Lars Garg

Eidi Genfors
Claudio Godani
Birgitta Goransson
Kristina Gough
Roland Gustafsson
Leif Hakansson

Carolyn Hannan-Andersson

Géran Hansen

Mats Harsmar
Thomas Hildebrand
Christer Holtsberg
Lars Hofgren
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International Project Director, PMU Interlife Stockholm
Find Your Feet

Executive Secretary, Swedish Volunteer Service

SIDA, Southern Africa Regional Department

Filadelfia Pentecostal Church, Stockholm

Head, SIDA NGO Division NGO Division
Lararférbundet (Swedish Teachers’ Association), Stockholm
SIDA NGO Division

Secretary, Fonden for Minskliga Rattigheter, Stockholm
President, UBV, Stockholm

Desk Officer, UBV, Stockholm

SIDA NGO Division

SIDA NGO Division

SHIA

SIDA Deputy Director-General

Head SIDA Evaluation Division

SKM, Uppsala

Regional Coordinator Africa, UG/SCC, Stockholm
Southern Africa Secretary, SKM, Uppsala

SIDA Public Administration and Management Division
Director, DIAKONIA

Former Director-General, SIDA

Roéda Korset, Stockholm

Economist, DIAKONIA

Managing Director, UG/SCC, Stockholm

Réda Korset, Stockholm

Svalorna (India/Bangladesh)

SIDA NGO Division

Bibeltrogna Vinner

President, Swedish Agricultural Workers Union

Head of Gender Office, Planning Secretariat, SIDA
SHIA, Stockholm

SMR, Stockholm

International Programme Department, Ridda Barnen, Stockholm
SIDA, Natural Resources Division

Director, Swedish Mission Council
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Birthe Horn

Ulla Innala

Per Ivarsson

Nils Jacobsson
Ola Jamtin
Ingvar Johansson

Ulla Jonsdotter Hansson

Susanna Jonsson
Jan Hodann

Kjell Kageman
Gunilla Kalderen
Ingvar Karlsson
Lena Karlsson
Kerstin Kjellberg
Kenneth Larsson
Karl-Erik Lundgren
Per Lilja

Barbara Lindell
Per Lindstrém
Boérje Ljungren
Rigmor Mjornell
Elizabeth Narrowe
Leif Newman
Belisario Nieto
Erik Nilsson
Lennart Nilsson
Carin Norberg
Kerstin Nordstrom
Claes Norrhede
Tor Nyberg

Bo Nylund
Agneta Olsson
Marianne Ouma
Anders Olund
Sonny Ostberg
Ing-Britt Ostlund
Anders Ostman
Cecilia Palmer
Gunvor Paulsson
Sture Pettersson
Lars-Erik Pettersson
Alfhilo Petrén
Kristina Regnell
Jan Robberts

Henrik Rosén
Nils Ronnbeck
Anders Rudqyvist
Marlene Schmidt
Sven-Eric Séder
Tomas Séderman
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SIDA NGO Division

Afrikagrupperna, Stockholm

Swedish Red Cross, Latin America Desk Officer
Swedish National Union of State Employees
SIDA NGO Division

Asia Desk, LO/TCO

India Desk, BIFO

Coordinator of Gender Programme, Latin America
Olof Palme International Center, Stockholm
Swedish Mission Covenant Church

Find Your Feed

Church of Sweden Aid

BIFO, Stockholm

Swedish National Association of the Deaf
BIFO

Evaluation, SMR, Stockholm

PMU, Bolivia Desk Officer

Caritas

Ambassador, Ministry for Foreign Affairs

SIDA Deputy Director General

LO/TCO

SIDA Desk Officer, India

PMU

CAFOD

Diakonia, Latin America Desk Officer

SHIA

SIDA, Assistant Director-General

Swedish Association of the Visually Impaired
Swedish National Union of State Employees
Vi Tree Planting

AGNI

Future Forest

SCC, Stockholm

SKM, Uppsala

Evaluation, BIFO, Stockholm

SVS, Stockholm

SIDA, Kenya Desk

Consultant, ISO Swedish Management Group, Stockholm
Salvation Army, Mission Secretary

Foreningen Badza, Stockholm

Methodist Church, Stockholm

Director, Ridda Barnen, Stockholm

Deputy Head Emergency Relief Section, SIDA NGO Division
Advisor, Regional Department for Latin America (RELA)
(Bolivia programmes)

India Secretary, Swedish Church Mission
Mission Secretary, Swedish Evangelical Mission
University of Stockholm

Caritas

Olof Palme International Center, Stockholm
Swedish Red Cross
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Lotta Spykman
Bertil Stadell
Lena Stiernstréom
Lars Strandell
Birgitta Strémblad
Mats Svensson
Eva Tadell
Barbro Thorén
Sofia Tickell
Christina Tillo
Jan Valdelin
Lena Wall
Solveig Wickman

Ulf Wilmenius
Berit Wiklund

BOLIVIA

Maria B. Ardhuiz
Rosa Maria Balcazar

Hans Baartmans

Constance Bernhard
Olivier Berthoud

Jutta Blauert

Luz Maria Calvo
Victor H. Cardoso
Yvonne Delgado
Jean Faguet
Ampam Karakras
Moises Leyton

Mabel Miranda
Nico von Niekerk
Joshua Posner

Pilar Ramirez

Juan Risi

Anna Rochovschi
Godofredo Sandoval

. Felix Santos

Gonzalo Solares
Gonzalo Garcia
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BIFO

Technical Advisor, Swedish Mission Council
Desk Officer, UBV, Stockholm

SKM, Uppsala

India Desk, Olof Palme International Centre
SIDA NGO Division

Afrikagrupperna, Stockholm

YWCA-YMCA

Christian Aid

Svalorna

ICS Interconsult Sweden AB

Olof Palme International Centre

Projects Director Eastern Europe and South Africa, LO/
TCO, Stockholm

Director, BIFO, Stockholm
Afrikagrupperna, Stockholm

Vice-Consul of Sweden, La Paz

Director, General Directorate for NGOs, Ministry of Planning
and International Cooperation

SNV, Director and Coordinator of the Coordinating Body for
International NGOs in Bolivia (CONGI)

World Bank, Representative in Bolivia

Swiss Development Cooperation, Coordinator of NOGUB,
the SDC programme of support to Bolivian NGOs

New Economics Foundation, Organisational analyst of
UNITAS

Subsecretaria de Etnias, Sub-secretary

PROSEMPA, Extension and NGO specialist

OXFAM-UK and Ireland, Project Officer

World Bank, Social Sector economist

UNDP, Consultantto the Indigenous Fund (Fondo Indigena)
OXFAM-UK and Ireland, representative for Bolivia and
Paraguay

Comite Adhoc de ONG Evangelicas de Bolivia,

member of Directorate

General Directorate for NGOs, Ministry of Planning

and International Cooperation, Advisor

Instituto Boliviano de Tecnologia Agropecuario,

Head of University of Wisconsin Advisory Mission

SIDA, Consultant

Instituto Boliviano de Tecnologia Agropecuario, Advisor
Embassy of the Netherlands, First Secretary

Sinergia, Director

Executive Secretary, The Unitary Confederation of Peasant
Workers Unions of Bolivia (CSUTCB)

Catholic Relief Services, Head of Rural Projects

Secretaria de Participacion Popular,

Sub-secretary for the Strengthening of OTBs
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Eugene Arvidsson
Lennart Edén

Rickard Nordgren,
Gunilla Tovo
Maria Gustafsson

Nancy Ventiades
Teresa Balderrama
Milton Soto
Janette Giné
Arminda Rios
Malena Vaca
Roxana Algaranaz
Maria Hilda Preda
Mario Mendoza
Agustin Ferrufino
Eduardo Unzueta
Giovani Flores
Antonio Diez
Leonardo Camani
School teaching staff
Félix Santos

Paulo Méndez
Policarpio Quirdz

Viviana Barral

Zenon Casas

Medardo Carmino Flores

Karin Ringstad
Arne Ehn
Pedro Segure

Gunilla Tovo
Alvaro Bermejo

Hugo Palazzi
Silvia Maldonado
Vladimir Torrico
Yvonne Uzquiano
Grover Yepez C.

Neyda Uzquiano
Alberto Mansilla
Reynaldo Villanueva
Laura de Reque Teran
Edgar Ortega

Etzer Arrancibia

Hilda Bakodic

Hilda de Cuenca
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Pilot for MSLB

MSLB pastor in Villa Montes

Representative of DIAKONIA in Bolivia and Southern Cone
Coordinator for UBV in Bolivia

Volunteer for UBV with Centro de Reporteros Populares
(El Alto) and journalist

Director

Administrator

Educator

Assistant

leader

design and production

educator

educator

educator

educator.

Priest for Parroquia Maria Auxiliadora
Project coordinator

Former Executive Secretary of the FSUTCP,
currently Executive Secretary of CSUTCB
CORACA, Manager

CORACA, Head of Livestock Department
CORACA, Head of Artesania, counterpart to UBV
health volunteer

CORACA, administrator

FSUTCP, Executive Secretary and President of Board
of CORACA Potosi

UBYV, volunteer with CORACA

UBYV, volunteer with CORACA

Programa de Autodesarrollo Campesino-Cordepo,
Co-Director,

UBYV, Coordinator

Representative of the International Red Cross Federation,
Bolivia and Southern Cone

Bolivian Red Cross, President

Bolivian Red Cross, Head of Social Affairs
Bolivian Red Cross, Head of Social Medicine
Bolivian Red Cross, Treasurer to the Board
Bolivian Red Cross, Head of Volunteers

and Youth Departments

Bolivian Red Cross, Coordinator of Operations
Bolivian Red Cross, Secretary General

Bolivian Red Cross, Treasurer

Bolivian Red Cross, President

President of Potosi Branch

President, Tarija Branch

Head of Social Affairs

Member of Board
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Jose Viscavaya
Fernando Sayas
Health Centre
Fernando Barrientos
Roberto Ramos
Omidio Guerrerro
Antenor Flores
Teogracio Vives

Members
Eliodoro Jurado

Gabriel Baracatt

Fernando Arrandia
David Preston

Miguel Costas
Margareta Arvidsson
Gunnar Axelsson
Arturo Fernandez,
Guido Castro

Pablo Meneses
Antonieta Méndez
Delina Rojas

Yola de Nacho
Detry Patifio,

Juan Chacén

José Crespo

Marta de Buitrago
Norma de Villanueva
Elisabeth Revilla
Candico Mansilla

Mercedes vda. de Arauco

René Ledesma
Andrés Salinas
Edgar Miranda
Alcira Pérez
Alfredo Mendoza
Blanca Lépez
Lennart Edén
Jose Lopez

Humberto Sanchez
Members .
Members

Members

Teachers

Teachers

Eduardo Flores
Health promoters
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Head of First Aid

Youth Programme

Doctor and nurse

Caritas-Tarija, Director

Caritas-Tarija, Coordinator Coime Programme
Caritas-Tarija, Director of Training Centre
Community of Almedros, Secretary General
Community of Colon, President of Credit Committee
and member of the Directorate of the InterCommunal
Community of Almedros

Federation of Campesino Workers unions of Tarija
(FSUTCTT), President

Union de Instituciones de Tarija (departmental NGO
Network), Coordinator (also Director of PROMETA)
Accion Cultural Loyola (ACLO), Director

University of Leeds, Lecturer (researcher on rural change
in area of Caritas’ project)

Centro de Estudios Regionales para el Desarrollo de Tarija
MSLB, missionary

MSLB, responsible for La Milka

College board, President

Local Church Council, Calle Uruguay, pastor

Local Church Council, Calle Uruguay, pastor

Buenas Nuevas, General Director

Buenas Nuevas, Director of Middle School

Buenas Nuevas, administrator

Buenas Nuevas, teacher

Buenas Nuevas, teacher

Buenas Nuevas, teacher

Buenas Nuevas, teacher

Buenas Nuevas, teacher

Buenas Nuevas, teacher

School PTA, President

School PTA, Secretary

Junta Vecinal Huayrakassa:President

Junta Vecinal Huayrakassa:member

Hospital Harry Williams, administrator

Ricardo Prudencia school, teacher

Sub-Alcaldia Alalay Norte

Sub-Alcaldia, Alalay Norte

MSLB, Pastor

Organizacion Capitania Grande del Pueble Weenhayek,
Capitan Grande

Capitan, Community of Creveaux Norte

Community of Resistencia

Community of Purissima

Community of Creveaux Norte

School, Creveaux Norte

School, Creveaux Sur

Nicleo Escolar Caprendita, Villa Montes, Director
Creveaux Norte
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Juan Carlos Naller
Ismael Eid
Luis Antizana

Rosendo Zuitiga
Arminda Saavedra
Alfredo Quispe

Ken Ruddell
Guillermo Salazar
Julio Medina
Weimar Zurucco
Brett Cresch
Vicente Pessoa

Christian Autet
Henry Servoz

Luz Maria Calvo

Irene de Ambrosia
Mats Bertoft

Luis Fuentes
Elena de Mamani
Solveig Ringstad
Emma Torres
Members
Members

Jose E. Pinelo
Leonora Rauco
Jutta Blauert

Godofredo Sandoval

Yvonne Delgado
Goran Nordgren

INDIA

Jan Essner
Rita Sarin
Anna Persson
Maja Daruwala

N R Jagannath
Sue Phillips
Elke Krause
Harsh Jaitli

Dr Sunil Mehra
Sanjay Sinha
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Associacién de Ganaderos de la Primera Seccién Municipal
de la Provincia del Gran Chaco, President

Associacion de Ganaderos de la Primera Seccién Municipal
de 1a Provincia del Gran Chaco, ex-President

Associacion de Ganaderos de la Primera Seccién Municipal
de la Provincia del Gran Chaco, Member of Directorate
Federacion de Ganaderos de Villa Montes, President
Federacion de Ganaderos de Villa Montes, Member
Proyecto Agricola Villa Montes-Sapachera (PROVISA), Head
of human settlements and agriculture programme
Fundacién para el Desarrollo Integral de Bolivia, ex-Director
Mayor of Villa Montes

Legal advisor to Mayor of Villa Monetes

Comité Civico of Villa Montes, President

Peace Corps

Confederacién Indigena del Oriente Chaco y Amazonia

de Bolivia (CIDOB), President

Centro de Estudios Regionales para el Desarrollo de Tarija
FAO, Principal Advisor, Forrage programme

(Tarija and Chaco)

Subsecretaria Nacional de Asuntos Etnicos, Genero

y Generaciénes, Subsecretary for Ethnic Afairs

Centro PAS-Machacamarca, Director of Nursery

Find your Feet, technical assistant to project

PAS, Director

Centro PAS-Caracollo, President

PAS, Nurse (UBV volunteer)

PAS, Educationalist (volunteer of Bolivie-Gruppe)

Centro PAS-Caracollo

Centro PAS-Machacamarca

Executive Director, UNITAS

External Relations, UNITA

New Economics Foundation, organisational analyst of UNITAS
Sinergia, Director

Former staff of PROHABITAT

Former representative of DIAKONIA

First Secretary and Deputy Head, DCO

Advisor, Women’s Development Programme, DCO
Third Secretary, DCO

Programme Officer, Rights and Social Justice,
Ford Foundation

Programme Officer, DANIDA

Social Development Advisor, ODA

Programme Officer, UNICEF

Society for Participatory Research in Asia (PRIA)
Director, Mamata, Delhi (SIDA directly-supported NGO).
Executive Director, EDA Rural Systems
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Roy Trivedy
Geeta Unnikrishnan

Ved Arya
Jaya Arunachalam

Andal Damodaran

S.C. David

Sr E. Gaitonde

M. Jeeva

J- L. Kaul

Dr S.A. Kodolikar
Allan Kristensson
S. K. Kumaravel
Philip Nadvi

G. Nammalvar
Oswald Quintal
Mary Ratnam

S. Shekar

Bengt Swerlander

KENYA

Hugh Scott

Patricia Scotland
Monica Mussav
Kathene Malouba-Cainas,
Francis Nyamwaro
Daudi Waithaka
Maud Andersson

J K Waweru

Festus Muthamia
Mr Wichira

Charles Kitoto
Nicholas Wanambisi
Penny May

Emma Karanja
Anna Falk

Richard Kariuki
Peter Wango Opany
Dominic Majiwa
Philomen Akach
Louisa Owiti
Marren Akatsa-Bukachi
Murtaza Jaffer
Karen Twining

Bo Tengnis

Achoka Awori

C.B. Lostelius
Maria Berlekom
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Field Director, Save the Children Fund (UK)

Public Policy Analyst, ActionAid

Programme Director, Pradan (SIDA directly supported NGO).
President, National Union of Working Women,

Working Women’s Forum (IUF affiliate)

General Secretary, Indian Council of Child Welfare,
Tamil Nadu

Moderator, Hindustani Covenant Church, Pune
Principal, Sadhana School, Bombay

Director, SIRD, Tamil Nadu

Secretary General, AICB, Delhi

Director, Health & Welfare Centre, HCC, Nannaj
SIDA-supported volunteer to India, HCC

IUF Representative/Director, IWREC, Thuraimangalam
HCC, Pune

Project Leader, Kolunji Ecological Farm, Keeranur, TN
Director, Kudumbam, TN

Director, TRUPA

TRUPA, TN

Area Representative, DIAKONIA (visiting from Thailand)

British ODA, BDDEA, Small Enterprise
British ODA, NGOs

COTU

COTU

ELCK

Matrix

FPFK

KNFU

KNFU

KNFU

Secretary-General, National Union of Railway Workers
National Union of Railway Workers
Adpvisor on Deaf/Blind

Red Cross

Future Forest

Kenya Union of the Blind

KNAD

World Federation of the Deaf
KNAD, Sign Language

YWCA

YWCA

National Council of NGOs

Oxfam

Environment Consultant

KENGO

Head, SIDA DCO

SIDA DCO
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Hans Andersson
Maria Nordenfelt
Cecilia Hermansson
Jane Ogot

Finn Forsberg
Bjérn Hansson

Leif Filipsson
Norman Kimanzu
Risper Odongo

Johannes Valikangas

Maria Valikangas
Elisha Likoko
Rodgers Musimya
Tom Yamoese
Viv Abbott

Mary Amito
Henry Okidih
Dan Gor

Gilbert Wakude
Amos Odihambo
Kennedy Amakoye
Gilbert Osodo
Margaret Oluoch
Rabecca Shijenje
Nora Masese
Ebisiba Makori

ZIMBABWE

Ms G. Ahlsén
Mr B. Baloyi

Dr N. Bergman
Mr B. Bodzo

Dr S. Chandiwana
Mr C. Charamba

Ms B. Chauke

Ms G. Chibaya
Ms E. Chigogora
Mr D. Chikava
Ms C. Chikwira
Mr D. Chimini
Mr J. Chimwanda
Mr T. Chinyoka

Ms O. Chinyowa
Mr E. Chitera

Ms D. Chokuwa

Ms C. Christiansson
Mr EM Dhandara
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Swedish Embassy

SIDA DCO

SIDA DCO

SIDA DCO

SIDA DCO

Regional Soil Conservation Unit

Vi Tree Planting

Vi Tree Planting

Vi Tree Planting

Bukhungu Youth Polytechnic School
Bukhungu Youth Polytechnic School
Bukhungu Youth Polytechnic School
Bukhungu Youth Polytechnic School
Bukhungu Youth Polytechnic School
ITDG

Future Forest

Future Forest

Future Forest

Railway Union

Railway Union

Railway Union

Railway Union

YWCA, Kisumu

YWCA, Kisumu

YWCA, Kisii

YWCA, Kisii

Afrikagrupperna, Harare

Lutheran Development Service, Community Organiser,
Chiredzi District

Former doctor in Charge, Manama Hospital, Gwanda
Agritex Extension Officer Chivi District

Director, Blair Research Institute, Harare

Accountant, Nyahuni Adventist Vocational Secondary School,
Mrewa

Sister in Charge, Masase Hospital, Mberengwa

Dental Therapist, Marondera Hospital

St Eric’s Primary School, Norton

Marketing Officer, ZFU, Harare

Dental Nurse, Nyadire Mission

ZIMTA, Harare

Provincial Farm Organiser, Masvingo Province, ZFU, Masvingo
Head, Agriculture, Credit Unions and Cooperative
Department, Silveira House, Harare

Dental Nurse, Mutambara

Programme Administrator, Vimbainesu Workshop, Harare
Rugare Government Primary School, Harare

Swedish Volunteer Service, Harare

Lutheran Development Service, Community Organiser,
Mwenezi District
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Mrs. Dlamini

Mrs. Dlodlo
Ms C. Dozva
Ms 1. Dube

Mr E. Dune
Ms E. Dune
Mr G. Dzimiri

Ms U. Edstrom
Mr G. Forsén
DrJ. Frencken
Ms R. G. Mangota
Ms V. Granath

Sr B. Grimhedon
Ms G. Hambira
Mr G. Hedebro
Mr K. Hermansson
Ms G. Hesselmark
Mr S. Hungwe

Mr 1. Jari

Dr E. Jasset

Mr. S. Jonsson
Ms G. Jonsson

Ms L. Jirisoo

Dr S. Kane

Rev G. Kapfumvuti
Ms C. Khupe

Mr P. Konke
Dr B. Kruse

Mr L. Larsen

Mr K. Larsson
Mr A. Lopes

Dr G. Lundstrom
Mr S. M. Mahere
Mr P. Mabande
Mr S. Madanhire
Ms E. Madzedze
R. Makaya

Ms G. Mandishona
Ms R. Mangota

Ms I. Mangota
Eng C. Martin

Mr C. Masunda
Mr S. Matandike
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Provincial Training Officer, Zimbabwe Red Cross Society,
Bulawayo, Matabeleland North

Project Committee Member, Siyakasa Bakery

Dental Nurse, Old Mutare Mission

Director of Extension and Sustainable Agriculture
Department, Silveira House, Harare

Training Officer, ZFU, Harare

Dzivarasekwa Primary School No. 4, Harare

Treasurer of the Seventh Day Adventist East Zimbabwe
Conference

SIDA, Harare

Advisor, ZFU, Harare

Advisor, Dental School, Harare

ZIMTA, Harare

Swedish Volunteer Service, Harare

Sister (AIDS work), Manama Hospital, Gwanda

Head Education Department, GAPWUZ

Regional Representative, SAREC

Afrikagrupperna Agriculturalist, Masvingo

Embassy of Sweden, Harare

First Vice-President, ZFU

Deputy-Head, Kawonera Primary School, Zvimba
Planning Research, Evaluation and Monitoring Unit (PREM),
Lutheran Development Service, Harare

ELCZ Engineer, Bulawayo

Dental Hygienist, United Methodist Church Dental
Programme, Harare

Sister, Manama Hospital, Gwanda

Doctor in Charge, Manama Hospital, Gwanda

Chairman of the UMCZ Dental Committee

Lutheran Development Service, Area Officer Mwenezi
District

Information Officer, ZFU, Harare

Dentist and Head of United Methodist Church

Dental Programme, Harare

LDS, Harare

Swedish Embassy, Harare

Director, Adventist Development and Relief Agency (ADRA),
Dentist, United Methodist Church Dental Programme, Harare
ZIMTA, Harare

National Executive Secretary, ZIMTA, Harare

Finance Officer, Lutheran Development Service, Masvingo
National Advisory Council, Harare Province, ZIMTA
Head of Department, Garment Making and Textiles,
Danhiko School

Education and Training Officer, ZFU, Harare

National Assistant Training Secretary, ZIMTA

Head, Pfumajena Primary School, Chegutu

Harare Rotary, and University of Zimbabwe

Head, Nyahuni Adventist Vocational Secondary School, Mrewa
NANGO, Harare
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Ms E. Matare
Mr K. Matekaire
Ms J. Matsikidze

Mr. Mbuya

J- Mhishi
Mrs Mlilo

Mrs. S. Mlilo
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Promoting Development by Proxy

AN EVALUATION OF THE DEVELOPMENT IMPACT
OF GOVERNMENT SUPPORT TO SWEDISH NGOs

B unds for development support through Swedish NGOs have increased consid-
erably during the last 10 years. During these years a number of studies and
¢ follow-ups have been carried out by SIDA and by the NGOs. In 1993, SIDA
dec1ded to carry out a broad and comprehensive evaluation of the development
impact of the Swedish support through Swedish NGOs.

Swedish NGOs can apply for funding of development projects through several
alternative ways in SIDA, however this evaluation concentrates on the largest:
Support through SIDA:s NGO division.

The evaluation is based on four country studies in Bolivia, Kenya and Zimbabwe,
and summarized in a synthesis report.

The evaluation concludes that most NGO-projects succeed in fulfilling their

immediate project goals. The evaluators discuss the projects against partnership

and participation, innovativeness and replicability, capacity building, gender and
environmental aspects and sustainability. The evaluators arrive at different and
interesting conclusions.

The evaluators recommend a number of measures to increase the development
impact of support through Swedish NGOs. One of these is to improve the Guide-
lines for NGO-application for SIDA funds to incorporate the broader development
criterias. There are also recommendations to ensure better coordination and better
mutual learning between NGOs in Sweden and in the field.

A copy of this Report can be ordered from SIDA, S-105 25 Stockholm, Sweden.
Fax No.: (46).(8)-612 49 80.




