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I. SUMMARY

The National Democratic Institute for International Affairs (NDI) is partnering with well-
established and well-recognized local nongovernmental organizations (NGOs) to help them
increase their ability to transfer organizational lessons learned and best practices to less-
developed politically active NGOs. The program entails three sets of activities: NDI facilitating
“self-analysis” workshops with each partner NGO; the subsequent creation of a tool kit
explaining each organization’s best practices; and then sub-grants allowing the partners to host a
leadership development exchange program with other politically active NGOs. NDI is working
with the Croatian NGO GONG and the Sierra Leonean NGO Campaign for Good Governance
(CGQ).

During this period, GONG and CGG completed the tool kits and submitted sub grant proposals,
which NDI approved. The groups then conducted leadership workshops with participants from
regional NGOs.

II. BACKGROUND

Prior to this reporting period, NDI’s Citizen Participation held workshops with GONG and CGG
extracting the groups’ best practices and lessons learned in organizational development. The
workshops focused on capacity areas crucial to organizational development and included topics
such as marketing, messaging, building relationships with community leaders, fundraising,
human resources development and management, and organizational structure.

The creation of tool kits based on the information gleaned was initiated. These kits not only
discuss the various examples from the partner organizations, but also include a general
discussion on each focus area as well questions for reflection and tips from outside resources.



The process of identifying less-developed organizations to participate in the exchange program
included discussions and consultations with NDI regional teams and field offices. The
organizations that were considered have worked with NDI on organizational development,
advocacy, community outreach and other capacity building issues and the exchange program will
complement the work that has and will be done.

III. PROGRAM OBJECTIVES

The program objectives are:
e Increase GONG and CGGs capacity to develop and share organizational best practices
and lessons learned with other less-developed monitoring groups.
e Enhance the knowledge and skill levels of select less-developed groups.

III. PROGRAM ACTIVITIES

During this reporting period, the Citizen Participation team continued working with GONG and
CGG to: finalize their respective tool kits; develop and submit their respective sub-grants
proposals; finalize workshop participants; and hold their respective leadership workshops.

Both tool kits went through final editing and formatting before being distributed at the
workshops. The tool kits explore different areas of organizational management including a
general discussion on the topic, anecdotal experience from each organization as well as
highlighted tips and reflection questions.
Each kit includes an addendum containing the respective organization’s applicable official
documents such as statutes and examples of reports, guides, or other tools the organizations use.
The information in both tool kits is not only useful, but high-level, to the point where it could be
used in a university master’s class on organizational management.

Both organizations wrote and submitted their sub grant proposals. NDI’s Citizen Participation
and Accounting teams worked with the organizations on finalizing the programmatic and
financial aspects of the proposals.

During the reporting period, the Citizen Participation team had to request a reprogramming of
funds due to the higher than originally budgeted amounts for the sub grants.

After holding numerous internal meetings and analyzing several organizations, NDI, GONG, and
CGG selected the participating organization. The criteria for choosing the organizations
included: established organization with existing systems in place for implementing programs; an
interest in increasing organizational capacity; an existing relationship with NDI, and, by
extension, th United States Agency for International Development (USAID), or one of the
implementing partners.

Below you will find a breakdown of the participating organizations including the members that
participated, the core activities and the country of origin.



Organization Participants Core Activities Country | Workshop
Tamuna Zhvania-
Executive Director
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Manager
‘ Manuela Titorencu —
Romanian Executive Director
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Worker
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o ties of Ekaterina Marinova access advocacy
ppoﬁunltles 0 Ivelina Mihaylova
the Disabled
FOHRD Seyon Kieh, Assistant
(Foundation for | Executive Director . o
Fluman Rights Herron Gbidi, Project Human Rights advocacy | Liberia CGG
and Democracy) | Assistant
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Assistant civic education, o
Movement for S S. Dorb Liberia CGG
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p Administrative Officer government
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CECIDE e development and social | Guinea CGG
Bérété Arafan - Head of o e
Programming responsibility
Center' for‘ the Network of leading .
Coordination of | Hawa Kamara Sierra Leonean vouth Sierra CGG
Youth Activities | John Thomas Bayoh NGOs y Leone
(CCYA)
Mano River ' Advocatmg for human
) Hannah Garrick rights, democracy, and .
Women’s Peace . ’ . o Sierra CGG
Yasmine Fofanah ending the conflict in the
Network Nana Pratt three countries of the Leone
(MARWOPNET)

region

CGG’s held its workshop in Freetown from February 28 through March 5. The program covered
the following topics: CGG’s history and guiding principles; lessons learned in organizational




development; program planning; and how to work in post conflict, conflict, and conflict prone
societies. CGG arranged meetings with NGOs in Freetown as well as with government officials.
One of the highlights was a trip to a field office so the participants would be able to see how the
field offices communicate with the head office and how programs are implemented on the local
level.

The initial feedback from CGG and NDI field representatives whom spoke with workshop
participants is that the workshop was useful for the participants. There was a high level of
interaction between the groups and the foundation has been laid for future collaborations. At the
time of writing this report, the final evaluation is being undertaken by CGG and results will be
submitted by the end of the sub grant period.

The workshop held by GONG took place March 14-18. The topics of the workshop sessions
included: the history of GONG and the attributes of its success; realities of organizational
development; what constitutes success; organizational structure; human resources; external
communications; media, marketing, and fundraising; ICT; communication with and functions of
regional offices. While in Zagreb, the participants toured Parliament and met with MPs and other
NGOs. The group also traveled to one of the regional offices to see first-hand how it operated
and also met with the mayor of the city where the office is located.

The initial feedback from GONG and NDI field representatives whom spoke with workshop
participants has been positive, with participants finding value in all of the sessions. At the time of
writing this report, GONG is in the process of conducting final evaluations and writing the
report. The results will be submitted by the end of the sub grant period.

Please find attached tool kits, photographs from the CGG workshop, and workshop agendas.
V. RESULTS AND ACCOMPLISHMENTS

The program objectives are:
e Increase GONG and CGGs capacity to develop and share organizational best practices
and lessons learned with other less-developed monitoring groups.
e Enhance the knowledge and skill levels of select less-developed groups.

The preliminary feedback from the workshops shows that both GONG and CGG delivered
workshops that were well received by the participants. Though we are still waiting for the final
reports and CGG is still conducting its evaluation, both organizations have reported that the
participants were satisfied with the workshops and the information received. The initial feedback
from NDI regional representatives working with the participating organizations has been positive
as well, stating that the organizations found the information and skills useful. The participants in
the CGG workshop have agreed to look for opportunities for the NGOs to work together to
strengthen democracy in the Manu River Region.

NDI field staff has also reported that the tool kits have been useful for the participating
organizations. The kits enabled the NGO leaders to see how the information and techniques used
by GONG and CGG are applied to every day workings on NGOs. NDI staff has also used the



tool kits in working with other organizations and has utilized some of the information for their

work at NDI, such as fundraising techniques and Information and Communication Technologies
(ICT).

VI. EVALUATION/CONCLUSIONS

Between the tool kits and the implementation of a leadership workshops, GONG and CGG are
now well-positioned to play an active role supporting less-developed counterparts. Moreover, the
toolkits, themselves, can stand alone as a reference document for emerging groups. One of the
most promising outcomes of the program has been the strengthening of the relationships between
the participants of the CGG workshop. The initial agreement of the participants from West
Africa to continue to work together will strengthen efforts to improve the quality of life and
strengthen Democracy in the region.

Both organizations are positioned to be regional sources for less-developed NGOs looking for
technical assistance. NDI and USAID should utilize the groups; especially GONG, as
implementing partners on future projects.

VII. FUTURE ACTIVITIES

During the next reporting period:

e NDI will conduct an evaluation of the program
e NDI will compile the reports from the two partner organizations
e NDI will start to write the final report
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The Campaign for Good Governance was established on the 1% July 1996, after the
reintroduction of multi-party, democratic elections in February and March 1996. The
main reason for its establishment was to contribute to the rebuilding of a strong and
sound democratic system after over three decades of misrule, either by a one party
government of by military decree.

Over the years, CGG has proved the need for its existence time and time again; whether
in campaigning and lobbying for the return of the democratically elected government
when it was overthrown in May 1997 to being the first local non-governmental
organization to start documenting testimonies of human rights abuses that occurred
during the eleven year long conflict in Sierra Leone. It has also survived the monumental
test of transition which many local organizations have failed to do. This challenge of
transition (from being headed by one of the Founding Members to a different leadership)
has truly placed CGG within the established realms of being an institution as opposed to
just being an organization.

As we review our successes and challenges over the past eight and a half years, we feel
highly honoured to be able to share them with you all under the auspices of this tool kit.
Formulating the tool kit in itself was a great learning experience for us at CGG and we
sincerely hope that it will be used in the same spirit that it was intended.

We are particularly pleased to be able to share experiences with colleagues within the
Mano River Basin and we hope that this will be the first of many many years of working
collaboratively in order to rejuvenate our precious sub-region.

We would like to thank the National Democratic Institute for International Affairs (NDI)
for presenting to us this opportunity to first of all, learn about ourselves and secondly,
share our learning with others. We also would like to thank the United States Agency for
International Development (USAID) for funding this project.
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Guiding Principles
What do they mean?

An organization's guiding principles are the underlying beliefs and shared
values that guide decision-making, program approaches, interactions with
other groups, day-to-day management,
and internal activities. These values may
include the manner in which the
organization's work will be carried out
(e.g. fransparently, accountably,

CG6G practices what it

responsibly.), as well. These values may
also promote a greater degree of trust
and confidence on the part of citizens,
donors, and others. Every organization
has its own unique set of principles that
help promote cohesion and consistency
within the organization. These principles
clarify what to expect from an
organization in terms of how it behaves.

Along with the mission and vision, the
guiding principles help an organization
answer the question: is this the right
thing to do? In terms of the guiding
principles, the question can be asked

preaches, meaning it
follows the principles it
espouses. For example,
C6G  advocates  for
human rights and gender
equality, therefore, when
the head of the
organization discovered
that an employee was
abusing his wife, the
employee's contract was
terminated.

more specifically: is the organization's work consistent with its beliefs and
values? Guiding principles are only useful fo an organization however, if they
are applied. Principles that only appear on paper but not in practice are
hollow and do not serve a practical purpose.

By practicing accountability, transparency, and responsibility an organization
is much more likely to gain the public trust, credibility, and legitimacy
needed to become a sustainable force in public life.



Guiding Principles
How do they work?

CGG began with five core principles - those listed below - upon which the
organization was founded. Other principles grew naturally with time and
became embedded into the life and pattern of the organization. Many people
are attracted tfo CGG because of its values; they volunteer with the
organization and apply to become employees.

The very name of the organization connotes the principles that it upholds.
These principles are said to be inherent in promoting good governance. The
daily activities of C6G depict the principles on which it stands and the staff
embodies these principles even before coming fo C66. Owing to the fact
that C66G has this pool of individuals who are highly principled, the culture
and practice at C66G is quite different from other NGOs, in that it is non-
partisan, transparent, equal in opportunity, secular, and it upholds democracy
and human rights.

C6G's Guiding Principles:

» C66 is non-partisan

» C66G operates transparently

» C66G believes in equal opportunity for all

» C66 is a non-religious organization

» C66G upholds the tenets of democracy and human rights
» C66G adapts to changing trends in society

» C6G exhibits commitment to every project it initiates
» CGG believes in accountability

» C66 is committed to informing communities

» CGG believes in partnerships

» C6G is committed to internal capacity building

» CGG believes in feamwork

» C66 is committed to making swift interventions




6uiding Principles
How do they work? Contd.

Tllustrations of C66's Guiding Principles in Daily Use:

By being non-partisan, C66 does not extol or align itself with

the dogma of any political party. CGG maintains a strict position of
non-partisanship because the organization represents the voice of the
voiceless and people look to it for direction. As such, C6G realizes it is in a
very sensitive position and any deviation from this would automatically cause
it to lose its good reputation and credibility.

CGG is transparent. An example of transparency can be seen in the
organization's finance department: the international accounting firm, KPMG,
has been auditing CGG's finances since 2000, and also went back and
analyzed the organisation’s financial system since its founding. This was not
donor driven; C6G saw the need for regular audits and felt obliged to
conduct them.

C6G believes in equal opportunity for all and preaches non-

discrimination. The participation of women and other marginalized groups
is capital to C6G's work. A large proportion of its staff are women; it has a
hearing and speech impaired cleaner, and at one time employed an amputee.

C6GG is not a Christian or Muslim organization and it does not

favor one religion as against the other. €66 has no room for
religious prejudice.

C66G is an ardent upholder of Democracy and Human Rights.
This was born out of the need to promote Democracy and good governance in
Sierra Leone during the country's eleven-year civil war.

C6G is responsive to changing trends in society; it has some

degree of flexibility. Its ability to adapt to the changing environment
has allowed for its existence. Its focus is to promote freedom for all in
Sierra Leone: in times of war and peace, reconciliation and justice, whatever
situation the country is in, CGG is able to adapt to it.



Guiding Principles
How do they work? Contd.

Every project implemented by C66 is as a result of the

commitment from members of staff. Staff members go to extremes
to ensure the work is done, including working nights and weekends.

Accountability is C66's watchword. C6G is accountable to the
citizens of Sierra Leone and to its donors. CGG has a very rigid receipt
system in place to foster programmatic, administrative, and financial
accountability.

CGG is committed to disseminating information to increase the
awareness about pertinent issues by people at all levels -
national, district, and local.

C6G is commitmed to internal capacity building.  This is
exhibited in the numerous frainings and seminars members of staff are
exposed to - internally and externally, nationally and internationally.

CGG believes in teamwork; therefore, every time there is work to be
done, consultations are held and staff members are encouraged to make
meaningful contributions. C6G does not encourage individuals to spearhead
programs alone.

C6G intervenes on behalf of citizens when there are human

rights complaints. The C66 Human Rights team is approachable and
accessible to all members of Sieral Leonean society.

C6G is always commited to swift action. When a member of the
community approaches any CGG staff person, immediate action is taken to
address the problem or issue.



Guiding Principles
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Reflection

Characteristics of an NGO

An organization is committed to more than self-interests.

As organization is obedient to laws.

An organization strives to go beyond the law.

An organization is commitment to the public good

An organization has respect for the worth and dignity of
individuals

An organization upholds tolerance, diversity, and social
Justice.

An organization is accountable to the public

An organization is open and honesty

Questions for Reflection

What is the purpose of guiding principles?

What are your organization's guiding principles?

Are they written down?

How do they affect your organization?

How do others perceive your organization?

Does your organization take the time o meet with members and citizens to
hear their opinions and ideas?

What actions does your organization take to ensure transparency?

. Does your organization have a system of monitoring behavior within your

organization fo ensure compliance with outlined values and behavioral
requirements?
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Addendum to Guiding Principles
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Tllustrations of C66G's Guiding Principles in Daily Use:

By being non-partisan, C66 does not extol or align itself with
the dogma of any party. C66 maintains a strict position of non-
partisanship because the organization represents the voice of the voiceless
and people look to it for direction. As such, CGG realizes it is in a very
sensitive position and any deviation from this would automatically cause it o
lose its good reputation and credibility.

CGG is transparent. An example can be seen in the organization's
finance department: the international accounting firm, KPMG, has been
auditing C66G's finances since 2000, and also went back and analyzed the
organisation’'s financial system since its founding. This was not donor driven;
CGG saw the need for regular audits and felt obliged to conduct them.

C6G believes in equal opportunity for all and preaches non-

discrimination. The participation of women and other marginalized groups
is capital to C6G's work. A large proportion of its staff are women, it has a
hearing and speech impaired cleaner, and at one time employed an amputee.

C6G is not a Christian or Muslim organization and it does not

favor one religion as against the other. €66 has no room for
religious prejudice.

C6G is an ardent upholder of Democracy and Human Rights.
This was born out of the need to promote Democracy and good governance in
Sierra Leone during the country's eleven-year civil war.

C6G is responsive to changing trends in society; it has some

degree of flexibility. Its ability to adapt to the changing environment
has allowed for its existence. Its focus is to promote freedom for all in
Sierra Leone: in times of war and peace, reconciliation and justice, whatever
situation the country is in, CGG is able to adapt to it.
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Every project implemented by C66 is as a result of the

commitment from members of staff. Staff members go to extremes
to ensure the work is done, including working nights and weekends.

Accountability is C66's watchword. €66 is accountable to the
citizens of Sierra Leone and to its donors. CGG has a very rigid receipt
system in place to foster programmatic, administrative, and financial
accountability.

C6G is committed to disseminating information to increase the
awareness about pertinent issues by people at all levels -
national, district, and local.

C6G is commitmed to internal capacity building.  This is
exhibited in the numerous trainings and seminars members of staff are
exposed to - internally and externally, nationally and internationally.

CGG believes in teamwork; therefore, every time there is work to be
done, consultations are held and staff members are encouraged to make
meaningful contributions. C6G does not encourage individuals to spearhead
programs alone.

C6G intervenes on behalf of citizens when there are human

rights complaints. The C66 Human Rights team is approachable and
accessible to all members of Sieral Leonean society.

C6G is always commited to swift action. When a member of the

community approaches any CG6G staff person, immediate action is taken to
address the problem or issue.
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Mission and Vision

What do they mean?

A mission statement explains why the
organization exists. It describes the
organization's purpose, and it concisely
articulates the business of the organization
and the goals it hopes to achieve. The mission
should be derived from an identified specific
need. It serves as a point of reference that
an organization can refer to over and over
again. It does not change all the time; instead,
it remains constant and acts as a beacon for

In recognizing the
changing  political and
social climates in Sierra
Leone and the need to
refocus its work, in 2004
CG6G decided to rewrite
its mission statement and
statutes. This tool kit was
written  during  this
process and reflects both

an organization. At the same time, a mission
statement should be reviewed every few
years to ensure it is still relative.

the old and the new
versions.

A vision is a description of what will be different if the organization
succeeds in its work. It helps supporters, stakeholders and others
understand the type of changes the organization intends to bring about. It
can also be a description of how the organization will go about affecting
change. For example, the organization might envision a nationwide network of
domestic election monitors as well as a legitimate and credible election
process.

The activities an organization undertakes should all have the underlying
purpose of working toward accomplishing the mission and achieving the
vision, which becomes the rallying point for employees, volunteers and other
supporters. Taken together, a mission statement and a vision keep an
organization focused and create agreed upon expectations. These guide the
organization in its decision on when to act and on what actions to take.

Nonprofit Organizations are essential elements of vital
communities. These organizations enrich the quality of life,
epitomize the highest societal values, and strengthen democracy.
Volunteers, board members, and employees of nonprofits become
involved because of their organization's public benefit mission.

15



Mission and Vision

How do they work?

Old Mission Statement

To facilitate and encourage the full and genuine participation of all Sierra
Leoneans in the political, economic and social processes of development in
Sierra Leone.

New Mission Statement

CGG exists to increase citizen participation in governance through
advocacy, capacity building and civic education, in order to build a more
informed civil populace and a democratic State.

C6G's Vision

CGG envisions a future in which all people in Sierra Leone will live in a
participatory and people-centred democracy, where citizens are
empowered to participate and have access to resources, and government
is responsive, accountable and transparent. CGG also envisions Sierra
Leone playing a pivotal role in promoting peace, stability and democracy in
the Mano River region and the sub-region at-large.

CGG came info existence as a result of the political situation in Sierra Leone
in the mid-nineties. Affer years of prolonged one-party rule, military
dictatorships and violent armed conflict, a group of pro-democracy activists
saw the need of introducing and ensuring democratic good governance within
the country.



Mission and Vision

How do they work? cont'd

Sierra Leoneans had lost confidence in the political system and the system's
ability to address such issues as rural isolation, insufficient access to health
opportunities, blatant  corruption, unemployment, growing youth
disenchantment, mass illiteracy, and mass poverty. The weak political
institutions were closed and isolated, resulting in little communication
between the people and government. Because of the democratic deficit that
existed, CGG organized around a mission to mobilize Sierra Leoneans to
embrace and advance democracy.

CGG came into existence during Sierra Leone's eleven-year civil war. During
the war, the organization did not have time to focus on organizational
development; it had to
implement  much needed
human rights and acvocacy

programs. Now that the war Strategic Implementation includes:

is over, the organization, e Assessment of problem and

like Sierra Leone, s situation

transitioning itself. The o Clearly defined goals and

organization’s leaders are objectives addressing a specific

focusing on strengthening problem

organizational systems, e Ensuring programs and activities

policies, and procedures. are in line with mission and vision
of the organization.

As part of this process, CGG e Activities are aimed at achieving

staff are going through the goals

(2004-2005) a strategic e Comprehensive monitoring and

review process and revising evaluation plan

the mission statement to
suit the evolving trends in
the political environment and
challenges facing Sierra Leone. The previous mission statement was far
reaching and there were difficulties in assessing what

17




Mission and Vision

How do they work? cont'd

programs fell under the mission statement and which ones did not. The new
mission statement reflects current frends and future activities the
organization will be undertaking and will keep the organization focused on its
core programs and activities.

Organizations advance their mission statement by strategically implementing
projects. C66 implements numerous projects advocating for democratic
participation, promoting gender parity and addressing gross human rights
violations. Over the years, major changes have taken place in the Sierra
Leonean political landscape and, as such, the issues that needed to be
addressed are no longer mass mobilization and crisis management, but overall
state recovery and democratic consolidation.

It now embraces core programs such as reforming the security sector and
the criminal justice system, assisting with the decentralization of the
national government, strengthening local governments, constituency
outreach, monitoring of public institutions and strengthening civil society.
There is a research component that exists in all these core programs, which
produces opinion polls and public surveys. In addition, C66 has done a lot of
work on elections observation and training of election observers. In all of
these programs, efforts are made to mainstream gender equality, increase
youth engagement and bring to light the HIV/AIDS pandemic.

The organization is part of a number of on-going civil society coalitions
working on related governance issues ranging from arms collection in, the
extractive sector in Sierra Leone, access to justice and the formulation of
the national Anti-Corruption Strategy Paper.

To demonstrate the commitment of
CGG staff, the field officers did not
receive salaries until January 2004,
but began working as early as 1999!

18



Mission and Vision

How do they work? cont'd

Be true to your mission. Develop a concise mission that defines the purpose

~
~
-
-
-
4

of your organization and beware of chasing funds: do not take
funds just to take funds, make sure the program works towards

your mission and vission.

Fine tune programs based on your mission. Understand the

organizational philosophy.

needs of those your organization serves and design programs to fit your

19



Mission and Vision

How do they work? cont'd

Steps-Ways in-which C66 works toward its mission

Programs and projects are aimed at issues highlighted in

the mission statement. All planned activities, projects, and
programs will reflect the new mission.

Selection of target groups: CGG's core target groups are women,
religious leaders, police, traditional leaders, the military, and school
children. Every program that CG6G runs targets at least one of these
groups. The organization tries to ensure programs cut across districts
and through all chiefdoms to include participation of all Sierra Leoneans.

Research and analysis. Inaneffort to inform the general population
and the government, CGG writes reports and undertakes opinion polls and
surveys on critical issues.

Public Speaking and panel discussion. CGG staff members are
frequently invited to give presentations at public forums and events. The
organization encourages government officials and other stakeholders to
participate in these forums as well.

Outreach strategies. CGG issues press releases, shares
implementation strategies with other organizations, teaches civic
education, and creates partnerships and coalitions with groups that have
similar mission statements.

Committment to inclusive participation. Projects must include

target groups from a wide ranging audience, regardless of political party
affiliations, religious beliefs or ethnic background.

20



Mission and Vision

How do they work? cont'd

When does CGG reflect on its mission? How?

When writing project proposals. CGG ensures program objectives
correspond with the organization's mission statement.

When implementing projects. C66 makes sure that programs are
participatory at all levels and phases.

When responding to citizen's requests. If a citizen's request for
information or action does not fall within the mission, the request will not
be fulfilled. However, the person will be referred to a group that focuses
on the particular issue.

When choosing what topics and issues to research and what

issues to advocate on. When choosing topics C6G staffs asks
themselves “how will the activities bring us closer to achieving our
mission?” Not only do the end results need to be consistent and advance
the mission, but the activities must as well.

When joining and coalitions and groups. CGG investigates groups to
make sure they are like-minded and legitimate.

When choosing what seminars/workshops/programs to attend.
Workshop programs focusing on social, political and economic issues are

prioritized.

When CGG is evaluating and assessing its programs. There is an
examination to analyze whether the programs met the objectives.

21



Mission and Vision
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Reflection

Reasons to Forgo Funding

The project is not critical fo the organization's mission.

The organization's integrity will be in question.

The organization does not have the current capacity to implement
the project.

It will be hard to sustain the project, once stakeholder
expectations are created.

It will be difficult to maintain a clear vision and strategy.

It is not needed.

Questions for Reflection

Does your organization have a mission statement?

How did the mission come about?

What does your organization hope to change or accomplish?

Can all the members of the organization express the vision?

How well does the staff understand the mission and vision and how is
it fransferred to them?

When was the last time your organization reviewed its mission
statement?

When would your organization turn down funding?
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O CGG's Mission Statement and Vision

o Steps - Ways in which C6G works toward its mission

o When does CGG reflect on its mission? How?
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Old Mission Statement

To facilitate and encourage the full and genuine participation of all Sierra
Leoneans in the political, economic and social processes of development in
Sierra Leone.

New Mission Statement

CGG exists to increase citizen participation in governance through
advocacy, capacity building and civic education, in order to build a more
informed civil populace and a democratic State.

CGG's Vision

CGG envisions a future in which all people in Sierra Leone will live in a
participatory and people-centred democracy, where citizens are
empowered to participate and have access to resources, and government
is responsive, accountable and transparent. CGG also envisions Sierra
Leone playing a pivotal role in promoting peace, stability and democracy in
the Mano River region and the sub-region at-large.
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Steps-Ways in-which CGG works toward its mission

e Programs and projects are aimed at issues highlighted in

the mission statement. All planned activities, projects, and
programs will reflect the new mission.

o Selection of target groups: CGG's core target groups are women,
religious leaders, police, traditional leaders, the military, and school
children. Every program that C6G runs targets at least one of these
groups. The organization tries to ensure programs cut across districts
and through all chiefdoms to include participation of all Sierra Leoneans.

o Research and analysis. Inaneffort to inform the general population
and the government, C6G writes reports and undertakes opinion polls and
surveys on critical issues.

o Public Speaking and panel discussion. CGG staff members are
frequently invited to give presentations at public forums and events. The
organization encourages government officials and other stakeholders to
participate in these forums as well.

o Outreach strategies. (GG issues press releases, shares
implementation strategies with other organizations, teaches civic
education, and creates partnerships and coalitions with groups that have
similar mission statements.

e It is committed to inclusive participation. Projects must include

target groups from a wide ranging audience, regardless of political party
affiliations, religious beliefs or ethnic background.
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When does CGG reflect on its mission? How?

When writing project proposals. CGG ensures program objectives
correspond with the organization's mission statement.

When implementing projects. C66 makes sure that programs are
participatory at all levels and phases.

When responding to citizen's requests. If a citizen's request for
information or action does not fall within the mission, the request will not
be fulfilled. However, the person will be referred to a group that focuses
on the particular issue.

Choosing what topics and issues to research and what issues

to advocate on. When choosing topics C6G staffs asks themselves
“how will the activities bring us closer to achieving our mission?” Not only
do the end results need to be consistent and advance the mission, but the
activities must as well.

When joining and coalitions and groups. CGG investigates groups to
make sure they are like-minded and legitimate.

When choosing what seminars/workshops/programs to attend.
Workshop programs focusing on social, political and economic issues are

prioritized.

When CGG is evaluating and assessing its programs. There is an
examination to analyze whether the programs met the objectives.
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How do you know an Organization is Successful

What does it mean?

In the NGO sector, success is sometimes hard to quantify as there are no
bottom-line numbers, such as profit margins, productivity numbers, or an
increase in the stock price. However, it is possible to determine whether an
NGO has been successful by assessing the progress of its
projects/programs and the efficient use of its resources.

Success can be defined in two ways: achievement of desired results and
progress toward achieving the mission; and organizational sustainability. For
each, an organization should identify indicators that provide the evidence
that a program is progressing as planned (or that adjustments are being
made to address any problems) and that the organization as a whole is
functioning in a healthy way.

Employ simple evaluation methods. Evaluation methods
should be cost-effective, user-friendly, and adaptable to
meet the organizations needs and idiosyncrasies.
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How do you know an Organization is Successful

How does it work?

Most of CGG's impact assessments are externally and internally driven.
Donors want to know whether their programs are making an impact and to
explore new areas for possible interventions. Staff members are also
determined to uphold the credibility the organization has by ensuring
programs are achieving targeted goals and objectives.

Internally, CGG results from its programs. On a daily basis C6G staff can
measure their success by tracking results of programmes and projects; such
results are kept in rows, consisting of participants names, address,
organizations, where the fraining took place, fime and dates. This
documentation enables staff members to do follow-up and evaluation of
projects and programs and, as a result, problem areas are easily identified
for further actions.
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How do you know an Organization is Successful

How does it work? Contd.

The confidence and respect of the community foward CGG is probably the
largest measure of success in the organization. The community relies on
CGG to report on government scandals and the government relies on C66 to
treat every action neutrally. Based on this respect and confidence, C66G has
been able to alter the behavior of the public in several aspects.
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How do you know an Organization is Successful

How does it work? contd.

The confidence and respect of the community toward CGG is probably the
largest measure of success in the organization. The community relies on
CGG 1o report on government scandals and the government relies on C66G to
treat every action neutrally. Based on this respect and confidence, C6G has
been able to alter the behavior of the public in several aspects.

First, there has been an increase of voter turn out (especially among women)
because of educational programs implemented by CGG. Along with this
success, there has also been an increase in female candidates for local
elections.

Second, civilians have had greater acceptance of the military because of the
Civil/Military workshop, implemented by C66 and NDI, which brought
together civilians and the military to attempt to start to heal the wounds
from the civil war and repatriate soldiers back into society. Now the
citizens accept the military as legitimate.

Third, there is continuous participation in C6G weekly Monday forums, which
bring together community leaders, government officials, and citizens to
discuss pressing issues such as unemployment, healthcare, and security.
These meetings are held at British Council and are broadcast on television
and radio stations. Many attendees have become regulars, and those who
cannot attend can watch or listen to the program on television or radio.

Besides the success in the community and government, C6G also measures its
success by the respect other organizations have for it. For example, CGG is
the only district level organization that tfrains other district level
organizations, and usually these organizations gain funding after being
trained by C66. Staff members of C6G are also used as consultants,
advisors, or board members of other organizations.

By keeping in line with its mission, and by continuously keeping track of its
programs and program results, C66 has become a successful organization.
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How do you know an Organization is Successful

Reflection

Questions for Reflection

1. What type of feedback does the organization provide on projects and
activities?

2. What methods of evaluating projects and activities does your
organization have?

3. Has your organization created a set of indicators for determining the
relative success/failure of projects or activities?

4. How does your organization collect and utilize constructive
criticism from the outside? Inside?

5. What impact have your efforts to date had in achieving your
objectives?
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Statutes
What do they mean?

Statutes and requlating documents describe procedures and structures that
regulate an organization's functioning. They are how the organizations functions and
is run both internally and its external relations.

Most countries legally require NGOs to have by-laws, articles of incorporation, or
statutes. These documents must include such information as the organization's
name, the founder(s) name, organizational structure, responsibilities of the
board, purpose of the organization, and the address of the main office. Some
NGOs take the statutes further and outline the daily functioning of the
organization, including hiring/firing procedures and operating hours.

In practical ferms, the regulating documents have many uses. They help resolve
management issues that may arise, because they explain how decisions get made,
address and clarify who is responsible for what and o whom, as well as provide a
platform for redress. Organizations run smoother and are more efficient, and
effective because the statutes clarify roles and responsibilities for employees,
members, and volunteers. When applied, statutes can prevent chaos by reducing
uncertainty. They are a fundamental characteristic of a well-run organization.

Every organization needs structure. Structure is defined as the way in which
NGO is organized to best achieve its mission, including it's hierarchy, division of
labor, relationships and responsibilities. Without formal structure, there is
confusion about who does what and how decisions get made and implemented, and
day-to-day operations can be more challenging. Furthermore, it is more likely
program implementation will be impeded and organizational growth hindered. As
an organization grows or changes, its structure should reflect that change.

An organization's structure is born out of its mission and vision. First an
organization must determine what it wants to accomplish and then identify the
appropriate structure to enable it to achieve its mission. If you wanted to win a
speed contest, you would not drive a bull-dozer; you would choose a race car and,
on the other hand, if you want to move a mountain, you would choose the bull-
dozer. Thisis the same with organizational structure; it should be based on the
needs of the organization. Keeping it simple and understandable is also important.
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Statutes
How do they work?

In Sierra Leone, local NGO's must register annually with the Ministry of
Development and Economic Planning. C6G's commitment to that state
provision has earned it a cordial relationship with the Ministry, which allows

for a smoother registration each year.
When registering, NGO's must provide
the following information: constitution,
income and expenditure list, annual
reports, program lists and staff lists.

CGG is evolving as the country evolves. At
first, the organization could only react to
situations. There was little or no time to
write things down, but that doesn't mean

At the time of writing, 2004,
CGG's current constitution is
not a living document because
its only use is for registration
and when donors request to
see it. There are, however,
plans fo review it during the
strategic  planning process
currently under way. After

this process, the statutes will

licies weren't created - they were. As
0 i YW be adjusted.

the country is now experiencing a
transition from conflict to stability, CGG
is poised to build stronger structures, write down new policies, and create
strong statutes.

C6G6G's Current Statutes Includes the Following:

e Preamble
e Motto
e Mission Statement
e Official name of the organization
e Address and contact information
e Objectives, which are as follows:
e To assist in the strengthening of democratic institutions in and out
of the Sierra Leonean government.
e To conduct civic education campaigns on human rights, peace
building and reconciliation, democracy and good governance by
working with various local civic groups with the same objectives.
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Statutes

How do the work cont'd

C6G's Statutes Includes the following (cont'd):

e To strengthen the capacity of various civic groups enabling
them to constructively and genuinely participate in the
governance of their country.

e To promote a spirit of tolerance, peace and reconciliation in a
multi-party democracy.

e To encourage national identity through a cultural and historical
awareness campaign.

e To promote democratic participation of civil society, gender
empowerment and human rights.

e A clear description of where certain powers are vested, such as
the power to organize public lectures and to provide financial
and technical support to other local civil groups.

e Income and property owned by the organization.

e The organizational structure (board of ftrustees, advisory
board, management body, etc).

e Finance/Auditors.

e Amendments that have been created.

For years there was no policy on employee
leave; employees took time off when needed. A
rule has now been created on the amount of
time staff members can take for vacation or
personal time.
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Statutes

Reflection

Questions for Reflection

Does your organization have statues? If so, how are they used?

. What other regulatory documents does your organization have?

. What other regulatory documents does your organization need?

. Do your organization's members and employees abide by its statues?
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Ethics and Accountability

Ethics: What does it mean?

Ethics are the principles of conduct governing any individual or organization.
By upholding basic ethics; such as equality in the workplace, equal pay for
equal work, and access for all to career advancements, NGOs will show their
community that ethics are important and that they should to be employed.
By having and following personnel policies that ensure these principles,
organizations can guarantee these ethics are put into practice. Donors as
well as the public will look favorably upon organizations that are ethical,
avoid conflicts of interest, are nonpartisan and create an atmosphere that
promotes idea sharing, trust, and openness.

~Avoid conflicts of interest and abuse of power. Continually up-
date and improve financial, personnel, and organization policies; de-
velop appropriate checks and balances; and develop and enforce a
conflict-of-interest policy for board, staff, and vol-
unteers.”

"Using restricted moneys for unintended purposes.
Stand true to your promises by allocating funds ac-
cording to donor desires; also, spend no more than
25% of total revenue on fundraising and administra
tion."
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Ethics and Accountability

Ethics: How does it work?

Accepting gifts is generally not condoned because often it can be construed
as bribery. However, giving gifts is part of the culture in Sierra Leone.
Tribal chiefs give gifts to visitors, regardless of who they represent.
Participants of workshops may give a chicken to the facilitator as a show of
thanks. On the other hand, there are times when public officials offer
money or office equipment in return for the organization not fto report on
certain issues. At what point is it OK for an organization to accept gifts and
what point is not OK?

In practice, C66 staff members try as best as possible not to accept gifts.
The general rule the organization has is if the gift is purely to express
thanks or for cultural reasons, then it can be accepted. If it is accepted, it
must then be used for the good of the organization, not the individual to
whom it was presented. If, however, it is a bribe, then it cannot be
accepted and the organization has an obligation to report the attempted
bribe to the public.

CGG staff knows that they must uphold and respect the law. Being a member
or employee of an organization that promotes democracy creates an
environment of intolerance towards illegal behavior. The management and
staff do not tolerate individuals who break - or even bend - the law.

The quickest way to loose the trust of stakeholders is o close
the organization to their input.

The quickest way to loose the trust of a donor is fo mismanage
funds.
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Ethics and Accountability

Ethics: How does it work? cont'd

CG6G does not ask job applicants about their ethnicity or religion as the
organization tries to promote ethnic cohesion. One of CGG's core values is
promoting gender equity and providing women opportunities; therefore,
gender is taken into account when hiring staff. However, the most important
characteristic is competence and C6G will employ the most competent
candidate, male or female. If the female applicants are not qualified for the
position, or there are more qualified men, the position will be filled by a man.
If there are equally qualified male and female applicants, the female will be
offered the position.

CGG realizes the necessary obligation citizens and organizations have to
paying their taxes so it pays its taxes. The organization maintains all the
necessary legal documents and registers every year with the government. It
has made its accounting books available to the tax inspectors as well.

The staff and leaders of the organization consistently ask themselves if the
actions they take and activities the organization implements will promote the
organization's mission or defract from it. If there is a conflict with the
actions and the advancement, then the person(s) will cease the activity.

Regularly publish reports on your organization's performance.
Providing regular updates on activities and outcomes is important
both in terms of being accountable to your current funders and in
terms of attracting new funders.

Avoid conflicts of interest and abuse of power. Continually update and
improve financial, personnel, and organizational policies; develop appropriate
checks and balances.
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Ethics and Accountability

Accountability: What does it Mean?

Accountability is the acceptance of responsibility for any action your
organization takes. There are several practical reasons why an organization
should want to take account for its actions. For one, the level of trust that
citizens, donors, and others have in an organization is a major determinant
of sustainability. When an organization demonstrates its ability to use
donor's funds responsibly and reports on its activities regularly, it
demonstrates its ability to be accountable o the public. By continuing to be
accountable and behaving ethically and in a manner consistent with its
guiding principles, an organization gains the trust of the public (citizens,
donors and others), and these factors can contribute to its sustainability.

This is especially important for organizations working to promote
democracy. Such organizations should be models of good "democratic"
behavior in order to avoid criticisms of corruption, representativeness,
responsiveness and openness (the same criticisms that can be leveled against
many undemocratic governments).

Organizations are ultimately responsible to the constituent and should be
accountable to the community and their stakeholders in order to gain trust
and to continue funding. By being transparent, treating all individuals
equally, and being ethical, organizations will build this trust.

Communicate sources of revenue with a breakdown of
expenditures. Provide clear financial information to anyone who
asks, and use simple visuals such as pie charts.

Inform the board and staff. Train both board and staff to
understand fully how money is raised and spent.
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Ethics and Accountability

Accountability:How does it work?

There is every need for organizations to be accountable because they have a
responsibility to their communities and stakeholders. The primary role of
NGOs is to improve society - in some aspect - and without trust from the
community, this will not happen.

Building trust within the local, national, and international communities is
extremely important for NGOs. Trust generates partnerships, funding,
positive media, and more volunteers. In all parts of the world, civil society
needs to build this trust and credibility. Measures need to be taken to
ensure that organizations are transparent, ethical, responsible, and
accountable. When followed, these principles enhance an organization's
legitimacy and credibility, which in turn lead to a greater degree of trust on
the part of constituent groups.

Transparency is very important and critical with donors - not just during
fundraising, but all the time. Donors like o know where their money is going
and what it is spent on. By reporting on activities and being transparent,
organizations show the donors accountability and responsibility.

Unless there are extenuating circumstances, donors do not look favorably
upon organizations that do not follow budgets or the activities outlined in
the proposals. CGG ensures that program activities and the budget match up.
When situations arise when the activities and budget do not equal out, the
organization contacts the donor to inform it of the discrepancy.

At the end of each program, C6G conducts evaluations - interviews and
questionnaires - to assess the impact of the project on the targeted
beneficiaries. Financial and narrative reports are subsequently made to
donors, and reports are always handed in on time. Whenever CGG anticipates
a delay in reporting, the organization informs its donors and sends at least a
one-page project progress report. These reports discuss the successes and
challenges faced in the implementation of the project. This has gone a long
way in maintaining the trust and faith of the donors.
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Ethics and Accountability

Accountability How does it work? cont'd

To promote trust and openness, C6G fully discloses all finances to its donors.
To ensure this, C6G compiles a list of receipts and creates a financial log
which is submitted to donors. The internal audit discussed earlier is an
example of the financial transparency of CGG.

CGG has also introduced a log system in each regional office to document
what was bought, when it was bought, and how much was spent on it. This is
all geared towards maintaining transparency.
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Ethics and Accountability

Reflection

Essential Values and Ethical Behaviors for NGOs

* An organization is committed to more than self-interests

» An organization is obedient o laws

* An organization strives to go beyond the law

* An organization is commitment to the public good

* An organization has respect for the worth and dignity of individuals
* An organization upholds folerance, diversity, and social justice

= An organization is accountable o the public

* An organization is open and honesty

* An organization has responsible stewardship of resources

Questions for Reflection

How does your organization view accountability and ethics?

. How is your organization accountable? If so, to whom?

. How do others (donors, beneficiaries, other NGO's, etc.) perceive your
organization?

. Does your organization take the time o meet with members and citizens to
hear their opinions and ideas?

. What actions does your organization take to ensure transparency?

. Does your organization disclose all financial information to donors?

. Does your organization produce monthly, quarterly, and/or annual reports?
Why or why not?

. If reports are required by the donor, are they submitted in a timely
manner?

. Does your organization have a system for financially monitoring program
expenses? 42




Human Resource Development and Human
Resource Management

Human Resource Development:What does it mean?

The most important resource an NGO has is its staff and volunteers.
Without human resources, it is not possible for an NGO to achieve its
mission. Human resources — in other words, people — are the backbone of
an organization. Individuals who work in NGOs do so because they are
attracted to the mission of the organization. They do it for the passion
because non-profit work is usually not very glamorous and for many, it is a
job with long hours and low pay. Organizations may have difficulty recruiting
the right individual for the job at the salary level or struggle to retain the
best performing employees. Human resource development is the process of
staffing organizations, retaining employees, and creating a positive work
environment, which includes having in place policies and procedures,
reporting protocols, accountability mechanisms, teamwork, delegation,
motivation, and recognition. These are critical responsibilities that help
foster a healthy work environment.

Increasingly, two distinct aspects of Human Resources are merging: job
descriptions and performance evaluations. Job descriptions are used to
attract new employees, but they are also used by management as a tool to
evaluate employees’ performance. Performance evaluations are a function of
human resource development, but by evaluating a staff member's job
performance and comparing it with the job description, managers are able to
gauge how effective the employee is, where the employing is excelling, and
where the employee may need to better develop their skills.

Understand that people are an organization's most valuable
resource. The people who comprise an organization determine
the manner in which a management system operates; the devel-
opment, utilization, and retention of creative and innovative
employees will determine the survival of an organization.
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Human Resource Development and Human
Resource Management

Human Resource Development: How does it work?

Organizations have different methods of handling
human resource responsibilities. Some have a human
resources department; in others the responsibility
falls under the office manager; and in other Components of Human
organizations it may fall under the president, Resource Development:
director, or another staff member.

e Hiring, retaining, and
firing of employees

e Job descriptions

e Employee salaries and
benefits

® Professional

development

Performance review

Personnel policies

Orientation

Volunteer recruitment

At CGG, human resource decisions, such as
hiring new staff members, are made by
upper level management. These decisions
are made at the monthly meetings, or at ad
hoc meetings (meetings will be discussed in
the next section).

Elect board members because of both their needed skills
and their interest in the organization, making sure that
each board member is committed to the mission of the or-
ganization.

Ensure job descriptions are clear. Employees may be moti-
vated and have the ability to perform well, but without clear
expectations they will not know where to focus their ef-
forts. Without detailed job descriptions and performance standards for staff, a
high level of success cannot be expected of the organization as a whole. 44




Human Resource Development and Human
Resource Management

Human Resource Development: How does it work? cont'd

Hiring Employees

Locating new and talented employees is important o
any organization and significant to its health,
stability and sustainability. Every organization

Considerations for
Employee Compensation

needs to have a strategy to ensure the best
possible candidates
are recruited. e Overtime and
compensation time
Most NGOs in Sierra Leone and the region  Salary ranges
do not have established systems (e.g. e Positioning pay within a
separate and autonomous departments salary range
based on programs, a finance department, e Maintaining
proper record keeping). These systems are competitive salary
attractive to prospective employees. information
e Reclassifying positions
Because there is continuous and substantial e Salary review policy
funding, coupled with the work that C66 e Promotional increases
engages in (e.g. anti-corruption, gender e Withholding salary
issues, security reform), the organization increase due to
attracts the highest quality employment performance or leave
applicatns. of absence
-Management Assistance

Program for Non-profits

Involve staff in decision making and implementation. In
high-involvement organizations, employees must assume re-
sponsibility, authority, and accountability for understanding
and ensuring the successful production of a whole aspect of
work: the more employees involved in designing and controlling
their work functions, the more productively and efficiently
the organization will operate.” 45




Human Resource Development and Human
Resource Management

Human Resource Development: How does it work? cont'd

The majority of C6G's employee prospects are located through personal
referrals and staff members looking for possible employees during their
daily interactions. The organization reviews previous applicants when filling a
position and likes to recruit recent university graduates; it likes to "mold” its
staff and instill good values. C6G has found that putting an advertisement in
the newspaper does not attract the quality of individual it is looking for.

All applicants, no matter how they are recruited, must submit their CV along
with a cover letter stating what position they are interested in. There is no
set process for hiring, but the candidate will meet with at least two
members of the management team and the Coordinator. The final decision
on who to employ is made by the Coordinator and the head of the relevant
department, after consultations with the rest of the management team. This
is because management will not be working with the individual on a day to day
basis, the head of the department will.

Retention of current employees and incentives for them to stay is extremely
important. Too often, NGO leaders have the attitude that the nature of the
work and the gratification employees receive is enough incentive for the
employee to stay with the organization. C6G management realizes that
employees need to be recognized for their efforts and rewarded for their
hard work and dedication.

C66 employs various incentives to retain its employees including:
professional development opportunities (these will be discussed more in-
depth in the section "Where is Learning and Innovation Found at CGG");
vacation days; two weeks holiday for Christmas; and an annual picnic for the
staff. As employees gain responsibility and rank, the amount of vacation
days increases (this incentive was created in 2004).
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Human Resource Development and Human
Resource Management

Human Resource Development: How does it work? cont'd

The Sierra Leonean government requires all employed citizens to pay a social
security tax of five percent. As an incentive to employees, C6G pays this
tax for its employees.

There is no specific salary range, but each position - which is based on the
competence of the employee - has a set starting salary. Due to financial
constraints, raises are based more on donors and funding than on merit.

Unfortunately all employees do not work out and some need to be let go.
Fortunately for CGG there haven't been too many instances when this has
happened and most employees that would have been fired have left on their
own, realizing that CGG is not the place for them. There is no formal process
for fermination, but a pattern has developed. Warnings, both verbal and
written are issued. If the person does not improve or does not make an
effort to change their behavior, that person’s behavior is pointed out at the
next all staff meeting. If the person continues with the same behavior,
he/she is dismissed from his/her position.

CGG views its volunteers more as interns than volunteers. There aren't
“traditional” volunteers at CGG, meaning average citizens don't donate their
time to the organization, though that doesn't mean it hasn't happened in the
past. C6G has interns - university students, local and international - who
work at CGG without receiving financial compensation. After hearing about
CGG from friends, colleagues, and in case studies, the prospective interns
contact C66 and request an internship with the organization. The only
reason interns are declined is when there is lack of physical office space to
accommodate them.

Celebrate team successes. Acknowledge successes achieved by
individuals and teams, especially as they overcome increasing
barriers and pressures due to shrinking budgets and staff.
Recognition or celebrations will provide a positive focus,

boosting morale and shows that you value their contributions.
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Human Resource Development and Human
Resource Management

Human Resource Development: Reflection

What Satisfies C66 Staff About their Work:

e "CGG works to improve the general welfare, fo include
people in participation on national development.”

e "C6G stands for what is right.”

e "Truly non-governmental.”

e "CGG is known to be credible and trustworthy.”

e "The government does not see the organization as a
threat, actually, the government now participates in
projects.”

e "People believe CGG is efficient and effective. CGG
staff are known advocates, the organization does not

have fear.”

Questions for Reflection

. How are employees duties and responsibilities determined?

. What are the lines of communication within your organization?
. How do staff members know if they are performing well?

. Does your organization have job descriptions?

. What is your organization's process for hiring new staff?
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Human Resource Development and Human
Resource Management

Human Resource Management: What does it mean?

Staff and volunteers are the most valuable resources an organization has.
However, even if an organization has the best personnel and volunteers, if
they are not properly managed, the organization will not be able to function
at its highest level. Human resource management refers to how employees
and volunteers are supervised, communicate with each other and
organizational leadership, and report.

Once again, there are aspects of Human Resources that encompass both
development and management. Job descriptions are one. Salaries and
incentives are another. Organizations want to have salaries and incentives
that attract good candidates, but they are also used by managers to
promote good work.

Remember internal communications. While communicating
with the public is important, do not forget o continuously im-
prove internal communication. Having information and open
staff communication is key to an organization's overall effec-
tiveness.

Give program managers authority to manage their teams.
When managers have the authority fo manage their resources and staf f within
the guidelines set by the organization, they will accept the responsibility readily.
To charge themwith the responsibility without giving them any authority to ob-
tain results will frustrate your managers and cause a decrease in overall morale
and productivity.
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Human Resource Development and Human
Resource Management

Human Resource Management: How does it work?

An organization's structure is born out of its mission and vision. First, an
organization should know what it wants to accomplish and from that, the
appropriate structure to get it there can be created. Organizational
structure should be based on the needs of the organization. Keeping it
simple and understandable is also important.

The  statutes are
CGG's organizational structure consists of an | currently, 2004, being
Advisory Board (soon to be changed to a | revised. This  will
Board of Trustees), Coordinator, three | affect certain aspects
divisions - Civil and Political Affairs, Human | of the organizational
Rights, Administration and Finance - support | structure, especially
staff and twelve field offices. An organigram | the Advisory Board.
(organizational chart) is located in the
addendum.

The structure and functions of the Advisory Board are laid out in the
organization's statutes. The chairman shall serve for two years and can serve
up to two terms. There are to be between 10 and 15 members (currently
there are eight); the Board is supposed fo meet three fimes a year; the
Coordinator is responsible for «calling the meetings.  The Board's
responsibilities are: advise on projects; give advice on issues brought to it;
and hire the Coordinator. During the drawing up of new statutes, Advisory
Board guidelines will be addressed The current members of the Advisory
Board were selected by the founder and have maintained their positions
since that time.

The Coordinator is the head of the organization and is responsible for its
day-to-day operations and management. This includes proposal writing,
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Human Resource Management: How does it work? Cont'd

fundraising, and donor relations. The Coordinator is also the face of the
organization when dealing with community and government officials. The
management team consists of the coordinator and the head of each of the

three divisions.

Each of the three divisions -Civil and Political
Affairs, Human Rights, Administration and
Finance - has a Manager or Acting Manager,
whose main responsibility is overseeing and
ensuring program implementation. Though not
being responsible for fundraising, the
managers have recently started writing
proposals and creating budgefts.

Why Communication is
Important:
Accountability
Ensure all staff
understand mission
Create solid
organizational message
Reduce confusion with
organizational rules

e Reduce redundancy

e Reduce mistakes due
to directions not being
clear

The three divisions are staffed differently,
based on need. The civil and political affairs
team comprises the manager, a program
officer, assistant program officers, and
support staff, such as secretaries and data in-putters. The human rights
division has a research officer, in addition to the manager.

Finance and administration has fwo managers that report to the head of the
team. There are seven program officers and assistant program officers and
one research officer, who work on specific projects and report to the
manager.

One of CGG's greatest strengths is its field offices. There is one in each of
the 12 districts and one which covers the western area and the district
offices are staffed by one field officer and one assistant. The field offices
are responsible for implementing projects at the local level and report to
the assistant program officers and program officers in the central office.
The central office is responsible for working directives, whereas the field
officers determine the day-to-day activities of the organization.
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Human Resource Management: How does it work? Cont'd

The field offices were initially created to support the human rights team,
but now the offices also support the governance team. The structure of the
field offices is currently being reexamined.

Critical support staff, including secretaries, drivers and office assistants,
are employed by C6G to assist the implementation of programs and ensure a
smooth running organization.

Internal communication between the field offices and the central office is
critical to the overall functionality of the organization. In order to facilitate
this process, a reporting system, which
involves monthly written reports, phone
calls (including cell phones and radio ..
messages through the local police Communication takes
stations), has been developed. CGG many forms:
believes in keeping the lines of
communication open 24 hours a day,
seven days a week. For example,
when emergencies or urgent issues
arise, phone «calls are used.
Sometimes field officers call the

e Oral reports

e Written reports

e Web-site

e Phone conversations
e Annual reports

e Meetings
central office every morning to e List-serves
check in. Atftending meetings and o Newsletters

reporting on these meetings are also
crucial to the overall communication and
transparency of CG6.

Sharing information is one of the keys to a successful organization and CG6
recognizes this. There is no "official” means of communication, but there are
processes for ensuring an appropriate flow of information. Information flows
top to bottom, bottom to top as well as horizontally. The main method is
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Human Resource Management: How does it work? Cont'd

verbal with other methods being utilized: reports, meetings, circulation
folders, an intercom system, memos, and the organization's bulletin board.
There are also informal “parliament” sessions - employees informally talking
during tea breaks, in the hall, etc. -where information is disseminated.

There are six computers that are connected to the internet and CGG is
working on creating an intranet.

The Four Types of Meetings at CGG:

o Division meetings are held every month, a few days before the
management meetings. In attendance are the staff for the
particular division.

¢ Management meetings are held monthly and are attended by the
coordinator and three divisional managers. This meeting focuses
more on administration than on programming. The agenda for the
staff meeting is set at this meeting.

o Staff meetings are held every month after the management
meeting. The entire staff is brought together to discuss
organization wide issues and news.

e There are ad hoc programmatic meetings as needed. The
coordinator includes or advises the department head if she has
held a meeting with one of the staff members.

Reporting is fundamental. Reports inform staff members, community
members, and donors of the activities the organization has undertaken. A
comprehensive system of reporting is being developed, but already CGG
Managers, officers and field staff have several reporting guidelines. The
members of C6G submit reports on meetings they have attended outside of
CGG (within 48 hours of the meeting). The organization submits monthly and
quarterly reports, which include reports written on C6G activities to their
respective donors and for any one who is interested in C6G's work. Field
Officers go to Freetown to submit monthly reports and update staff. These
specific reports are first given to program staff for review and editing
before they are sent out to donors. The writing of the first comprehensive
Annual Report is underway.
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Decision making is critical for every organization with the process being
equally important. If an organization wants to promote transparency and
democratic values, then the decision making process needs to be inclusive,
open, and democratic. C6G recognizes this and has created certain guidelines
for decision making. Those included in the democratic process are the
management fteam. Decisions are made during management meetings and,
being a democratic organization, majority rules; there have been times when
the coordinators decision was not the one the organization went with. There
are times, though, when decisions need to be made in an ad hoc manner. In
this instance, the decision is not made by just the coordinator; there must
be a quorum of the coordinator and another individual.

Considerations When Making Decisions at
Critical Times:

e Who is involved in the process? Senior level
management, program officers, the entire staff?

e What information is needed to make the decision?

e What is the timeframe for a decision to be made?
Is it necessary to make the decision now or can it
wait and if so, for how long?

e  What will the outcome be if the organization
reacts? What will be the reaction if the
organization does not react?
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Human Resource Management: Reflection

Questions

. What is your organizations process for hiring new staff?
. How does your organization recruit volunteers and new employees?

. What types, if any, of incentives for retaining employees and
volunteers does your organization have?

. How does your organization maintain relationships with its volunteers?
. How does you organization communicate with its volunteers?
. What types of responsibilities are given to members and employees?

. Who is involved in the creation of policies and procedures and why?
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Marketing: Messaging, Media, and Fundraising

Marketing: What does it mean?

Marketing refers to the systematic planning and implementation of various
activities to promote the organization for the ultimate purpose of achieving
its mission. Marketing is a process and it can involve advertising, research,
media planning, public relations, and community involvement. How the public
and donors view an NGO is extremely important for numerous reasons. Firsft,
people will not volunteer for an organization that has a poor image in the
community. Second, people will not want to participate in workshops, training
sessions, or events if the host organization is not respected. Third, donors
are more likely to fund organizations that have dynamic marketing and public
relations.

Some organizations spend a large amount of time considering how to market
themselves and what message and image they want to relay.

Ways that C66G is Marketed in Sierra Leone:

e Maintaing the reputation of being the most respected, hard-working,
and frustworthy organization in the country by continuing to do
excellent work

e Former CGG staff members refer groups and individuals that are
seeking help to the organization

e (GG sends periodic mailings that contain reports and results of its
activities to donors, international organizations, other NGOs, and
media outlets

e Individuals and groups visiting the organization receive information
packets

e CGG produces organizational promotional pieces such as brochures

e CGG produces educational brochures and posters for the purpose of
educating citizens on issues

e Staff members are active participants and always ask questions when
attending conferences, workshops, and press conferences

e (CGGs activities are aired on T.V. and radio

e A two purpose organization web-sitepromotes C6G and givse

information to the public (www. slcgg. org)




Marketing: Messaging, Media, and Fundraising

Messaging: What does it mean?

Messaging is the reflection of your organization's mission, vision, goals and
opinions on the programs that it implements and specific issues and events
that occur in your country. It is the advertisement that an organization
presents o the public, donors and community members through use of media
and other marketing tools. Developing an individual message for each
program and activity is just as important as developing an organization's
mission and vision. The type, clarity and quality of an organization's message
can have a huge impact on the effect a program will have on its ftarget
audience and their subsequent participation or non-participation.

Create a logo. Create a simple unique logo with good sized print
and minimal copy. Your logo should be your brand and included
on all communications to create awareness among the public
about your organization.

Be clear and strategic. Your communications and media activi-
ties should work first and foremost to advance the overall goals
of your organization.

Know your target audience. Analyze related research, including public opinion
polls that relate to the age, income, demographics, and interests of those you are
trying fo reach with your message.

58



Marketing: Messaging, Media, and Fundraising

Messaging: how does it work?

For CGG, it is not so much about the message, but the messenger. CGG has
no “formal” message, and, as actions speak louder than words, C6G's strategy
is to let its work speak for the organization and let word of mouth spread
throughout the local communities and donor community. Sierra Leone has a
culture of silence, and the fact that CGG speaks out is therefore significant
and brings the organization into the spotlight. For years, civic educationwas
not allowed in the country; CGG spoke out against this and became a voice
for reform.

CGG is the most recognizable NGO in Sierra Leone due to two main factors—
it was one of the first NGOs to be formed out of a pro-democracy effort
and it performs a high level of work. C6G became a visible organizatio
because it addressed issues that were important to the citizens of Sierra
Leone such as gender violence, marginalization of certain groups, and human
rights violations. The organization worked fowards a return to democracy
through good governance and a multi-party system by engaging political and
community leaders. Donors and international organizations that arelooking to
address any of these issues desire to work withCGG because it is the leading
organization working on them.

A meeting for all stakeholders in the electoral process was announced over
radio but formal invitations were not sent by the National Electoral
Commission. No CGG representative attended and as a result, the Chairman
of the Electoral Commission called C6G and requested a separate meeting
with them, highlighting the important role that CGG plays in Sierra Leone's
society.
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Messaging: how does it work? Cont'd

CGG is unique in Sierra Leone because it currently has female leadership.
This contributes not only to the exposure the organization receives, but also
raises the level of awareness on gender issues.

CGG understands the people of Sierra Leone and the struggles they face.
This knowledge and understanding allows the organization to address
pressing and pertinent issues and be a "voice of the people.” By advocating
for the people and being successful, CGG's popularity spreads, especially at
the community level. For example, a field officer was approached by a
member of his community to advocate for the release of a relative who had
been wrongly imprisoned. The CGG field officer spoke with the police, and
the relative was released from jail. This officer is now approached by
community members to advocate for them on similar issues.

CGG is asked to speak at universities and at other public forums on issues of
governance, human rights, and advocacy, because the staff members possess
a great deal of expertise. These apperances raise the level of recognition of
the organization.

The organization maintains a web-site: www.slcgg.org to promote itself and
to education people on the issues it addresses.

When developing materials or programs, team work is
employed - one person does not make the decisions or
come up with the designs, rather it is a collaborative
effort. The Human Resources and Advocacy teams
produce the content of any materials - brochures,
posters, pamphlets - and then hire a designer to create
the marketing piece. Most of the pieces utilize pictures
and don't have much written content as there are many
local languages and illiterate people in the country.
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Media: What does it mean?

The media are any form of news source - newspapers, television, magazines
or radio - that processes and distributes information to the public. They are
in the business of knowing what's going on everywhere all the time and can be
the key difference between a successful or unsuccessful campaign.

The media is oftentimes an organization's link to the public, and developing a
good relationship with them can help ensure the success of an organization
and its programs and activities. Developing a media campaign and good
relations with the media is important as these relations can be used to get
the word out about a particular issue or program.

Most NGOs want to create news, positive or negative. Therefore, knowing
how and when to interact with the media is just as crucial as the message
itself. The media are not only a news distributor, but also valid and good
sources of information, as well as, important links to other sectors of the
community that concern an organization.

There are a variety of ways to develop relations with the media. Inviting
them to events hosted by your organization is a good way to meet and get to
know those journalists who focus on your specific subject area. Press
releases and letters o the editor about particular issues that concern your
organization illustrates your organization's commitment to the community.
Finally, if you don't want something to be reported or written about, do not
write it or say it.

Make sure staff and board members are ready for the media.
Train staff and board members on media readiness and message
points; they should be able to easily recite the organization's mis-
sion, vision, goals, and values.

Follow-up on press releases. Contact specific writers or section
editors relating to your cause or organization shortly after you send your news
release to them; this will increase the chances that an article will be printed.
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Media: how does it work?

The way in which the organization is portrayed in the media, negatively and
positively, and the amount of coverage the organization gets effects the
public's and donor’'s opinion of the organization. This, in turn, influences the
amount of community support, quantity of volunteers, and the amount of
funding received. The better the image, the more support and contributions
an organization will receive. Creating this image takes work and effort on the
part of an NGO, including a comprehensive marketing strategy and very good
relations with media outlets.

To help ensure that its events, news, and information are filmed and shared
with the citizens of Sierra Leone, CGG bought a video camera. Building on an
established relationship with the only television station in the country, CGG
is able to broadcast its activities. A journalist from this station uses the
camera to film CGG in action and airs the footage in the news and on the
radio. If CGG is not in the news after an activity has been recorded, the
Coordinator contacts the journalist to inquire as to why it was not on the
news. In addition to this, C6G maintains an informal archive of media

clippings.

Ways C66 Builds and Maintains Relationships with the Media:

e Private radio and media are invited to CGG events

e CGG responds to media requests and gives interviews if the topic
falls within CGG's initiatives

e CGG trains members of the media on governance and human rights
issues

e Local district offices maintain very good relationships with their
respective local media

e The responsibility of building relationships with the media is divided
among the staff

e In the majority of cases, Program staff, not the Coordinator, give
interviews and press releases come from program staff after being
approved by the Coordinator so as to ensure maximum publicity to all
program staff
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Media: how does it work? Contd.

CGG uses the media to share news and information with community
members and to engage the citizens in creating dialogue. One such
situation was when one of C6G's field staff in the Kenema district
surveyed public, police, and administration opinions on the new police
promotion requirements and aired this information during a phone-in
program on the United Nations radio. The issue was discussed on air and
raised so much awareness within the community that the Minister of
Defense called in and joined the discussion.

CGG does not have a set internal training system for media relations; the
staff learn through coaching and by daily practice. There are, however,
guidelines for reacting in the media to situations that arise in the political
arena or human rights arena. These include: saying no to opportunites to
comment on issues if they do not fit within the organizations's mission; never
paying media to cover events; and sending press releases to all media
outlets. The initiative tfo comment or make a statement is typically
generated by the program staff; the field staff generally do not issue press
releases or make public statements.

CGG also trains media on how to cover events and politics.

Do not wait for the media to come to you. Plan a minimum
number of press events, press releases, and interviews with the
reporters to support your overall communication goals.
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Fundraising: What does it mean?

NGOs are mission driven and typically exist for educational or purposes.
They are not businesses selling goods or services in order to make a profit.
Therefore, fundraising is critical to support their programs and operational
costs. Sources of funding for NGOs include grants, in-kind contributions,
and donations. The main challenges organizations face in terms of
fundraising are locating and identifying appropriate donors (both individual
and grant-making organizations), developing winning proposals to secure
grants, and maintaining relationships with donors and the community so that
funding will continue.

The first step in the fundraising process is to develop a strategy for the
organization. An organization should assess its programmatic and operational
needs and determine required levels of funding. The needs can then be
matched with potential sources of funding, and specific costs — core
operations, programs, marketing, etc.—can be allocated accordingly. The
strategy should also outline the time frame and mechanism for each
potential funding source, i.e. grant proposals, letter to corporations
requesting donations, door-to-door canvassing, and sponsorships. The
strategy should serve as a blue print for the work to be done, but also acts
as a baseline for monitoring progress on funding.

By being transparent, trustworthy, and accountable in its approach, donors
recognize that CGG is a serious, dedicated NGO that is not a risk, but a proven
leading organization. This creates sustainability for the organization as donors
will continue to fund it and prospective donors will look at its track record and
will be more willing to contribute.
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Fundraising: what is it? contd,

Match Your Needs to Donors' Interests

Most donors have
clear interests about
what they want to
fund.

=

Most NGOs have
specific projects that
would be enhanced

by increased funding.

NGOs can compare their specific needs to the specific
interests of donors.
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Fundraising: how does it work?

Donors as well as the public will look favorably upon organizations that are
ethical, avoid co nflicts of interest, are nonpartisan and create an
atmosphere that promotes idea sharing, trust, and openness.

Since C66G demonstrates all of these charateristics, At the time of
df)nor‘s regularly approach CGG to develop programs, writing, 2004, C6G
discuss development areas to focus on, and to ask for
assistance  with implementating projects. The
organization rarely has to seek out funding for new
programs. C6G currently responds to only ten percent
of the RFAs it receives; most of its funding comes in

does not have an
overall fundraising
strategy, but one is
being developed.

the form of non-competitive grants. However, program staff are beginning
to write their own programs instead working on programs created by donors.
There have been instances when C66 furned down funding due fo the
program not fitting in with the organization's mission statement.

CGG receives in-kind contributions, such as for its resource center on
humanitarian law and human rights. In some cases, requests are written into
proposals; in other instances businesses or organizations with an existing
relationship with C66G are informally approached.

Transparency is very important and critical with donors - not just during
fundraising, but all the time. Donors like to know where their money is going
and what it has been spent on. By reporting on activities and being
transparent, organizations show the donors accountability and responsibility.

Unless there are extenuating circumstances, donors do not look favorably
upon organizations that do not follow budgets or the activities outlined in
the proposals. C6G ensures that program activities and the budget match up.
When situations arise when the activities and budget do not equal out, the
organization contacts the donor to inform it of the discrepancy.
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Fundraising: how does it work? cont'd

At the end of each program CGG conducts evaluations - interviews and
questionnaires - to assess the impact of the project on the targeted
beneficiaries. Financial and narrative reports are subsequently made to
donors and reports are always handed in on time. Whenever CGG anticipates
a delay in reporting, the organization informs its donors and sends at least a
one-page project progress report. These reports discuss the successes and
challenges faced in the implementation of the project. This has gone a long
way in maintaining the trust and faith of the donors.

CGG uses its web-site (www.slcgg.org) to inform community members about
activities and programs it is running as well as provide fundamental
educational materials on important issues. The web-site also acts a
fundraising tool; donors are able to explore C6G's management team, its
programs, partners, mission and vision, and other vital information.

The relationships C66 has with donors and contributors has fostered these
fundraising attitudes and results. CGG has also visited donors during trips
abroad. By being true tfo its mission statement and guiding principles,
submitting reports on time, having ftransparent accounting principles, and
sending thank-you letters, C6G has shown that it is an upstanding
organization that can be trusted and will perfom at or above program
expectations. All of these characteristics have taken time to develop and by
themselves don't ensure funding, but fogether they do.

All of the information discussed in Gudiding Priciples, Mission and Vision, and
Ethics and Accountablity directly correlates to raising funds. By adhereing
to these , donors are more likely to fund an organization.

Just as all politics is local, all fundraising is personal. Donors, as a rule, do
not so much give money to organizations, as they give money to people - to
people whom they know, trust, and respect - which means that who does the
asking is as important as the cause for which the funds are being raised.
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Fundraising: how does it work? cont'd

Regularly publish reports on your organization's performance.
Providing regular updates on activities and outcomes is important
both in terms of being accountable to your current funders and
in ferms of attracting new funders.

Ask for gifts. If you are not asking for gifts, you are probably receiving far
less than your potential.
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Reflection

Lessons Learned:

Prompt responses to government activities can go a long way.

Cooperation is more effective than coercion.

Attend events even if there is no formal invitation.

Whenever a staff member attends a meeting of any kind, he or she must
speak.

Cooperation with other organizations and the government can be
beneficial and opportunities should be explored.

Success comes with hard work.

Good media outreach helps with fundraising.

Accurate and fransparent accounting promote good faith in donors.

High quality reports reflect a good image of the organization.

Periodically sending pictures and updates to donors helps build
relationships, which in-turn promote more funding.

Being honest with donors builds frust.

Standing up for what the organization believes in shows donors
dedication and commitment.

Questions for Reflection

What steps has your organization taken to the development of its
marketing strategies and image?

How does your organization communicate its success?

How do citizens know that you are accountable and legitimate?

How does your organization determine when comments or media coverage
are necessary or unnecessary?

What type of methods does your organization have for preparing
members for interviews?

How does your organization ensure that its activities are covered by local
media?

How does your organization determine funding needs?
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8. How does your organization locate funding opportunities?

9. How would citizens characterize your organization? Why?

10. How would donors characterize your organization? Why?

11. What types of funding does your organization receive?

12. Who is involved in the fundraising process?

13. How does your organization maintain relationships with its donors and the
community?

14. How does your organization seek in-kind contributions
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Program Planning and Management

What does it mean?

Program development is a complex and involved process; it involves
community assessment, program conception, proposal development, creation
of a work-plan, and program assessment. Before embarking on a new
project, an organization should assess the needs of its community in relation
to its mission. Without assessment, the organization may not be addressing a
pertinent need. Also, conducting a needs assessment, there is a greater
chance of developing community stakeholders. A project can also grow
organically, from the community asking for it.

In developing a program, it is important to involve everyone in the process,
including donors, board members and members from the community, and
ensure that everyone's roles are clearly defined. After brainstorming and a
concise plan is developed, the next step is to develop a framework that
outlines the program’'s desired ouftcomes, goals and strategies with clear
definitions of each one that are understandable to all involved. This will
ensure a more smooth development process and lead to the creation of a
solid program that meets the needs of an organization's target audience.

Programs are not possible without funding, and accessing funding is not
possible without the development and submittal of a proposal, which
includes, among other things, the program description and objectives and an
outline of how the program will be carried out. The proposal is a planning
document, as much as it is a funding document.

Five Components of Program Planning

Needs assessment
Program conception
Proposal development
Creation of work-plan
Program assessment

oA wn e
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What does it mean? Contd.

m Plan

Active Learning Model

Organizations should consider an active learning approach to programming as
it a method to keep ideas fresh and constantly improve programming. Active
learning is a process that many organizations utilize to keep their projects
fresh, relevant, and up-to-date. The first step is gathering the information
on the community, what is needed, what resources are available, etc. The
organization then decides on methodology it wants to use for
implementation, creates lessons to share information with community
members, and devises work plans for the project. The third step is putting in
place the human and other resources needed for implementation and
carrying out the plan created. After acting on the plan, the organization
takes time to reflect on the process, the plan, what worked, and what did
not work. The process never stops and is continuous.
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How does it work?

Dissecting the Civic Education for Sierra Leone's Process of
Decentralisation and Local Governance Program

The Civic Education Program was a three month United Nations Development
Program (UNDP) funded program created to educate the citizens of Sierra
Leone on issues of local government and decentralisation and the voting
process in the run up to the local government elections of 2004. A civic
education manual was created and distributed to facilitators. These
facilitators were responsible for conducting civic education workshops in all
of the districts in Sierra Leone. The workshops incorporated the manuals to
educate citizens on the role of local councils, the importance of voting, and
the voting process.

The program was developed when local councils (local government) were
being reinstated. UNDP recognized that the councils had been dormant for
over thirty years and there was a need within communities for civic
education. UNDP saw this as an opportunity for Sierra Leonean NGOs to
take an active role in educating citizens on their civic duties.

UNDRP initiated the program, but it was implemented by CGG, Civil Society
Movement, and National Movement for Justice and Development; three of
the most prominent and respected NGOs in the country. The responsibility
for holding workshops in each of the twelve districts in Sierra Leone was
divided between the three NGOs. Each district had a coordinator and a
deputy coordinator from different organizations.

The development of the program was a comprehensive partnership between
UNDP, the communities and the local NGOs. An initial group, comprising of
technocrats, a UNDP consultant, one female parliamentarian, a
representative from each partner NGO, and an opinion leader was formed to
create a Training of Trainers (TOT) manual. UNDP then conducted a TOT
session for representatives from each of the three NGOs that would be
facilitating the trainings in each of their districts. Each of these
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How does it work? contd

field directors created a detailed work plan for his/her respective districts
and in some cases the work plans for sister districts were developed
together. The workplans were then submitted to the respective NGO head-
quarters for discussion and agreement. Once the work plans were finalized,
they were submitted to UNDP and integrated into the framework of the
overall work plan.

Once the workplans were agreed upon, eight facilitators for each district
were identified through consultations with local authorities. Field directors
trained the facilitators on how to use the civic education manual in their
workshops. Field coordinators and deputy coordinators were reimbursed
from their organization, not UNDP. Civic education workshops were
conducted in all of the districts in Sierra Leone over a three month period.

Each district office implemented the program and held trainings. Each
district was independent of the others, but there was periodic collaboration.
Many of the training were group workshops with community leaders. The
topics covered included: information, motivation and empowerment about the
decentralisation process.

make plans for future implementation, and not have the unexpected occur.

% Expect changes in the future. You can not expect to evaluate a program,
Keep using lessons learned and consider it a process, not an event.
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How does it work? contd

The manuals and workshops were based on the active learning model. As
mentioned above, with this approach, facilitators inform the participants on
a topic, assist on creating a plan on how fo use this information, implement
this plan, and reflect on the outcome. Active learning allows participants to
learn from their experiences and apply the lessons directly to the upcoming

activities.

Reporting and monitoring the
progress of the program was a
comprehensive and important part
of the process. The format for the
reports was developed by the three
partners and approved by UNDP.
Directors of neighboring districts
frequently met to discuss issues
and exchange ideas, and there were
occasional briefings sent to UNDP
by CGG. Specifically, C66 field
directors sent monthly reports to
C6G headquarters, and CGG's
central office submitted one final
comprehensive report to UNDP.
This report was only submitted
after C6G6 met with the other
partner organizations to discuss the
content.

There were several different
groups involved in the monitoring
process. Each of the districts was
monitored by teams comprising of
representatives from the three
partner organizations. These joint

Why Report?

To monitor and record progress of the
project

To evaluate the level of effort of the
staff

To ensure costs are in line with the budget
To keep track of outputs and results

To seve as a source of information for
future projects and grants

To ensure the highest quality of trainers
performances

To create a system of checks and balances
to ensure fairness

To protect organizational integrity

To provide the donor with an update on
how its funds are being used

To highlight achievements and to share
lessons learned

Ensure the costs are in line with the
budget;

Have a source of information for future
projects that can be used for grants, as a
baseline for monitoring;

To ensure the highest quality of frainer
performance;

To create accountability in the system;

To create a system of checks and balances
to ensure fairness;

To protect organizational integrity.
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Program Planning and Management

How does it work? cont'd

monitoring visits, one per district, consisted of interviews with individuals
who participated in the frainings and on-site monitoring. Each monitor wrote
an individual report based on the activities observed. These reports
evaluated the methodology used and frainers.

Field directors evaluated frainers by contacting beneficiaries and
participants of the workshops. In addition, UNDP hired independent third-
party consultants fo conduct an evaluation of the program and its impact by
contacting beneficiaries.

CGG received a grant from UNDP to implement the program. The reporting -
financial and administrative - as well as all correspondence with UNDP was
done by the civil and political affairs section of C6G's central office. The
program was implemented by the directors of the field offices. It required
consitsent communication and effective reporting.

Include evaluation planning with program planning. Instead of
waiting to start the evaluation after the program is planned or
finished, make it part of the program'’s initial development and a
process throughout the life of the program.

Design a worksheet for each project. More complex projects will have
more detailed planning sheets; features may include task descriptios,
estimated completion time, risk levels, deadlines for completion, evaluation,
and assigned volunteers.

Set measurable goals. Gague your progress along the way. For example, if
your goal is to recruit more members, state how you intend fo attract them.
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Program Planning and Management

Reflection

Lessons learned:

Working with rural groups requires patience and tolerance.

Program implementation requires listening to people and their stories.
There will be many meetings.

People generally do not want to change their way of thinking.
Monitoring skills are needed and can always be improved upon.

Questions for Reflection

1. How does your organization develop projects?

2. How involved is the community in defining program objectives?

3. What type of teams does your organization assemble for project
development?

4. What are the reporting requirements and guidelines for projects?

5. Who evaluates projects?

6. To whom are your organization's reports submitted?
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Building and Maintaining Relationships with
Political Leaders and Public Officials

What does it mean?

It is important for politically active NGOs to develop and maintain
relationships with public officials and political leaders. This can help them
become a part of the policy decision making process. Organizations should
understand the political playing field and should be able to reach out to
different political actors quickly and effectively. Organizations have
programs fo carry out, causes to advocate for, and clients to serve and
having relationships with key decision makers these processes become easier
and the organization can achieve these activities more effectively. By
creating linkages with government at the, local, regional, or national levels,
NGOs can be more influential. Once doors are open, political and community
leaders become partners, and organizations have a greater chance for their
voices to be heard, legislation they support fo be passed, for in-kind
contributions, for greater access to information, and for higher visibility in
the community.

NGOs should position themselves so they will be viewed as a part of the
solution, not part of the problem. Officials need to know an NGO is working
for the good of the community. These will allow the NGO to gain the trust
and respect of the leaders as well as create legitimacy.

Try not to meet an elected official for the first time when you need

their help. It is much more difficult to garner support from an elected
official in the first meeting rather than after having established a
relationship of trust and mutual assistance.

Develop support on an issue among a legislature's constituents. Elected officials
rely heavily on constituents for advice on policy, the essence of grassroots
advocacy.
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Building and Maintaining Relationships with
Political Leaders and Public Officials

What does it mean? cont'd

NGOs should position themselves so they will be viewed as a part of the
solution, not a part of the problem. Officials need to know an NGO is
working for the good of the community. These will allow the NGO to gain the
trust and respect of leaders as well as create letitmacy.

Political leaders and public officials can gain from relationships with NGOs.
Such partnerships create linkages between the official and a cause. They
can bring the official closer to the public, can help create an image of
concern and can give the leader access fo information and resources to help
address pressing issues.

In each country, long lasting relationships with political leaders and public
officials have been built, including members of parliament and their staff
members, , ministers, countless local and regional leaders, and community
organizations, as well as the president. These relationships didn't happen
over night, they took a lot of hard work, and there were a lot of frustrations
along the way. Frustrations continue, but the fruitful relationships far out
way them. BUILDING RELATIONS IS AN ON-GOING PROCESS.
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Building and Maintaining Relationships with
Political Leaders and Public Officials

How does it work?

Over the years, long lasting relationships between CGG and political leaders
and public officials have been built. These relationships didn't happen over
night, they took a lot of hard work, and there were a lot of frustrations
along the way. Although frustrations continue, the relationships are
fruitfull overall.

There are different bases for these relationships. Non-partisanship is
definitely a factor in the creation of relationships. Community leaders know
that C6G does not play politics, that the organization is only interested in
creating a better Sierra Leone, and there is no underlying political motive in
its actions.  This is proven through the programs the organization
implements and activities the organization undertakes.

Outside of the advocacy work CGG does, the organization also conducts
public polls and publishes reports on such information as HIV/AIDS in
Sierra Leone, the condition of prisons, the Truth and Reconciliation Court.
This information is shared with community leaders and politicians who have
now come to value CGG as a reliable source of information. This also proves
that CGG was an ally, not an enemy.

CGGs reputation of being honest and having a high level of integrity has
enabled many relationships to form and opened many doors. This reputation
is important as many NGOs in Sierra Leone have become corrupt, partisan,
or have lost their integrity. By being one of the few organizations that
upholds its integrity, CGG has gained a lot of respect. It is also one of few
organizations in Sierra Leone to have undergone a change of leadership and
still maintain its principles.
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Building and Maintaining Relationships with
Political Leaders and Public Officials

How does it work? contd

C6G's Tips for Building Relationships:

¢ Engaging local leaders

o Local leaders need to be informed about programs to be
implemented in their communities. If they are not, they will
discourage participation. Most of the time — if informed — they
are receptive and will help once the project starts. This aspect of
informing local leaders is largely traditional and is closely tied with
courtesy and respect.

o Relationships in the regions are long-standing; employ members of
the community to be local staff. These individuals have established
relationships; they can approach the leaders on a personal level. It
would take years to build relationships and establish the rapport
needed to operate in the localities if they were not community
members.

o The reputation of the organization goes a long way in building
confidence with local authorities when new programs and projects
are to be implemented. The past record is a basis of trust and
confidence.

¢ Engaging National Leaders
o Work closely with political leaders; organize training programs for
them — especially parliamentarians — giving them advice and
equipping them with relevant materials to facilitate their work.

¢ Non-partisainship
o Make it known that the organization is focused on the policies, not
who creates them.
o Policies on the national level need constant monitoring to ensure
that issues are adequately addressed.
o Do not become corrupt, partisan, and/or lose credibility.
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Building and Maintaining Relationships with
Political Leaders and Public Officials

Reflection

Lesson learned:

e Hire local staff from the community where they are to work in; they
know the local leaders, customs, traditions of the area, and are
trusted and respected. If outsiders are hired, it will fake a long time
to gain and maintain such respect and trust.

e Maintain credibility. Keep integrity, stick to principles!!

e Send research reports findings and recommendations to government
officials and other influential people so that they can see the good
work being done and in turn influence policy decisions.

e Invite the leaders and officials to participate in public forums and
other activities.

Questions for Reflection

. How do you think your organization is viewed by the government, political
leaders, and public officials?

. How does your organization view government, political leaders, and public
officials?

What steps does your organization take to build relationships with
government, political leaders, and public officials?

Does your organization and its members, volunteers, and employees
understand the political environment of its country?
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C6G's Tips for Building Relationships:

Engaging local leaders
o Local leaders need to be informed about programs to be implemented in

their communities. If they are not, they will discourage participation.
Most of the time — if informed — they are receptive and will help once
the project starts. This aspect of informing local leaders is largely
traditional and closely tied with courtesy and repect.

Employ members of the community to be local staff. These individuals
have established relationships; they can approach the leaders on a
personal level. It would take years to build relationships and establish
the rapport needed fo operate in the localities if they were not
community members.

The reputation of the organization goes a long way in building confidence
with local authorities when new programs and projects are to be
implemented. The past record is a basis of trust and confidence.

Engaging National Leaders

(@)

Work closely with political leaders; organize training programs for them
— especially parliamentarians — giving them advice and equipping them
with relevant materials to facilitate their work.

Non-partisianship

(@)

Make it known that the organization is focused on the policies, not who
creates them.

Policies on the national level need constant monitoring to ensure that
issues are adequately addressed.

Do not become corrupt, partisan, and/or lose credibility.
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C66?

Where is Learning and Innovation Found in

What does it mean?

For organizations to grow, expand, stay competitive, better
manage their projects, and function and become
sustainable,there needs to be continual learning and an influx
of new ideas. Learning and professional development
opportunities take the form of training sessions, seminars,
workshops, and other forums that teach new skills,
methodology, and introduce new and different fields of work.
Innovations are new ways and ideas to present information, to
implement projects and fo transfer skills. Learning
institutions — organizations that promote and encourage its
staff to grow professionally —apply the active learning model
to the organization. It will constantly evaluate itself, learn
from its experiences, and continuously improve.

Most people,
especially
public
officials,
don't engage
in community
activities or
projects
without
seeing value
init.

ful.

Challenge the performance of staff. Success within an organiza-
tion occurs when individuals move beyond self-imposed limitations
about their capabilities to perform. The greatest challenge employ-
ers face in expanding their performance is not in learning about
what they should or should not be required to do, but in what they
need fo learn and change for the organization to be more success-
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Where is Learning and Innovation Found in
C66?

How does it work?

CGG recognizes the value of higher education and encourages its employees to
seek opportunities and provides scholarships, when possible, to staff members to
assist in defraying the expenses. The organization is approached with scholarship
opportunities from international donors. When staff members leave to pursue
graduate studies, they will have their position when they return. C6G takes an
active approach of facilitating the influx of new ideas and education both within
its organization, and with other NGOs, the community and donors. This type of
approach has confributed to the success of C6G's activities in the community, and
Yo it being seen as a resource and example on all levels.

Internally, there is ample opportunity for the sharing of information among all
members and employees. There are regular trainings, information sessions and
workshops. Field staff are required to attend trainings of trainers (TOTs), and in
turn are equipped with the knowledge to hold future trainings for staff. Internal
workshops and coalitions are conducted in order fo pass on knowledge and
information, and share lessons learned. Staff members are encouraged to attend
conferences, seminars and study missions. Information on these events is passed
along to the coordinator, who in turn disperses the information to different
areas of the organization and to the field offices. The more opportunities that
are available to the staff, the more likely people will be able to attend. Thus,
staff, by taking advantage of these opportunities, can develop expertise in
specific areas, and serve as a resource for other and new staff. Informal
information exchanges are a constant part of the everyday activities of the CGG
staff.

Within CGG, there is a policy of learning by doing. This is not to say that staff
members are left to fend for themselves on projects. On the contrary, questions
are encouraged and experts are available to assist staff if they need help. Staff
are given the opportunity o participate in projects and planning so that they may
acquire the skills and the knowledge necessary to continue their own projects in
the future. If a staff member does a good job on a project, he/she may be
asked fo lead the next project, furthering the educational method of learning by
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Where is Learning and Innovation Found in
C66?

How does it work? contd

L]
|

L Ll doing. Though mainly program officers participate in
the planning phase of projects, often times input is provided by and
accepted from the field staff.

Moreover, input acquired during the evaluation phase from field staff and
beneficiaries is used in future projects.

Ways that C66 Promotes Internal Learning and Innovation:

o Field staff attend TOTs and hold trainings

e Staff learn by doing

o Staff members are encouraged to attend conferences and workshops

e Staff members are encouraged to continue their formal education

e Scholarships are sometimes provided for education

e The Research Committee holds trainings and workshops

e Staff are encouraged to interact with other organizations to share
lessons learned and best practices

In addition to the many ways that information is transferred through
communicative lines, CGG also has its own research committee and resource
center, which is made available not only o C66G staff, but to the community,
donors, and partner NGOs. The research committee conducts internal
research and submits reports to the district offices on what staff members
have learned at different workshops, seminars or conferences, and skills-
building exercises. Staff members hold internal workshops on skills they are
experts in, such as how to present a research report.

Many organizations refer tfo C6G as an example on how to develop field
offices and local level workshops. They request information from CGG on
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how to create their own resource center, as well as write letters to C66
asking to be partners in projects. For example the National Accountability
Group (NAG) requested information from C66 and the Parliamentry-Human
Rights Committee relies heavily on C6G for assistance with developing
project proposals and reports, meetings, legislature, strategies and more. In

AN
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Reflection

Encourage self-motivated continuous learning. Continuous
learning is a necessity to staff and can add greatly to their value
within the organization. This learning can range from participa-
tion in formal seminars and courses to informal inquiries relating
to the organization's programs.

Encourage expanded staff activity. If staff meet or exceed present job expec-
tations, challenge them to describe a project or area of activity that they would

enjoy .

Facilitate mentoring or coaching partnerships. A trusted mentor or coach can
enhance an individuals ability to perform by providing advice.

Questions

1. What systems are in place for learning and innovation?
2. How does your organization promote the development of new ideas,

techniques, and technology?
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