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Summiry, — This paper cxamines the emerging relstimbips botaeco NGO and 1he arpe and
donons in fight of the increasing imeret in und funding of NGOs by shese ugeocies, Novihern
NGO bave responded by geeally expanding their operitions and becoming vy dependent on
wxternal Gancing. by avoidiog the Earee donors whtogethes, or by chuilengng tese sanie agencies
10 change o indapt their progrants. The latter opgion i sovn os the imost desirnble one. bot one
whiich will only fuke place through paliticul teanss w in the North, Ten steps are suggested
for inviiving southern NGOs ansd, through them. the pasticigation of Jecal popalations., in man-
streant doner opsriatins inresponsible manner, These include the sciocsive shuring of infooma-
fionin orker to msach specific donors with suitable mdigetows partaers in werms of 2oals. copsshis
lities aind riskas supportang oollaboration umong locul RGOs o complement each othess” exper:
tige and proenting kiedl NGO design and Emplemesintion of projects il propect componenis
Mo generaily . (iis process 3s seen 10 opei doors fin NGOS 10 imilve themselyes in the brogder
pobicy debutes and o msert grasstoats peepectives and knowledgy in thase debates, Before they
botome another past development Tad, NGUs must take sdvantage of the eurment openness of

donoes and makic the Guse Ior this alleemsative spproach.

L INTRODUCTION

Av e Thivd World plommets further into
debt and s ponr become mereasingly marginuk-
teed within thelr respective economic systems,
the players i the postwar process of develop:
Ment assSTnee are af 4 crosscoads, The develop-
ment parndigm designed by the major donor and
lending apencies has failed bisdly, but with 100
much at stuke — fimancinlly. commercially, eco-
nomicully, politically, and steategicully - they
continue o presenbe unwaveringly the same
strategy ol export-led modemization and open
economies, The peoples of the Third World kave
expressed their growing anger over this northern
agenda amd the exploitation of their countrcs'
cconomic vilnceabuhity ut u time when a search
for truly Jocal solutions 3 underway in various
quiasten.

Within the context of detedoruting economic
<ondiions and a search of deteriorating econo-
mic conditions and 3 seqrch for altematives. the
poor of these countries continve to create and
operate thetrr own mechanisms for change and,
today more than ever. forsurvival. Over the post
few decades. there huve urisen across the Third
Weorld liserally tens of thousands of prusstoots,
associative and other pon-governmental orgami-
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zations (NGOs) serving the interests of poor
‘;:pulmitms. Northern purtner  organizations

ve lent support to ay many as 20,000 of these
groups,' They provide un altemative road for the
bilateral doaurs. the World Bank and the other
multilateral development hunks (MDBs) and in-
ternational donors 1o follow if they are interested
in changing the direction of their programming.

2. DONORS TURN TO NGOs

Not necessanly well informed of the presence
andd nature of these Thied World groups, some of
these sgencies have provided NGOs in their own
countries, and in the West generally, with public
funds to carry out part of the “humanitarian”
components of their foreign wid  programs.
Governments and official multilaters] sources
have increased their support to the voluntary
agencies tenfold since the mid-1970s. By 1984,

*This paper was deuwn In part from the forthcoming
report: Hellinger, Steve, Doug Hellinger ard Freo
O'Regan, Aid for Jess Deceivprent Proposuly for
New Development Axsiitance Sirature (Warhington,
DC: 1987) The pudy will e gvailshle from The
Development GAF in Washingros.
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these contributions constituted about oae-third
of northern NGO budgets on average and
secounted for about 4-5% of total Overseas
Development Assistunce.”

Some  hilateral programs have reflected a
greater nutional commitment o the type of
development embodsed in the work of loca)
NGOx than have others. The Swedish goverp-
ment s viewed NGO activities s furthering the
demeerunic principles that are ut the root of its
own asistance work it refuses, howeser, 1o
support mast NGO endeavors that have not
received the approval of host governments.
Holland s had 3 Jongstanding comumitment to
NGO cfforts that s reflected in s coslimancing
seheme of two decades. Coopenitive, union and
church linkages with the people of the Third
World huve beightened awareness 0 much of
Europe of the popular altermatives 1o the ineffec-
tive nad nfren corcupt and ropressive institutions
mutinely supported by the major aid agencies.

Whether well intentioned or not, and regard-
less of the label pluced oo 1ts purpose, conven-
tional development assistance is destined 1o fail
when systematically channelled through ‘Third
World anstitutions unrepresentative of the in-
terests of the poor, The fuilures of the past und
r:eu:m hive belped 10 undermine support for aid
hiaddgets i the West, atfecting botly biluteral and
multifvteral institutions, Aid offivials have in-
creasingly wumed 1o First World NGOs for two
fundamental reasons. At home, increased Nand-
mg through and 0 NGOs i designed to streng-
then an importunt comtituency for uid programs,
In the Sowh, the major donors, devoid of
mechanivms of their own o effectively reach
poor populations, hive looked o northern
NGOs to work with focal groups 1o involve these
“target” popolations in development projects,

At the very leist, NGOs, it is reasoned, will be
using taxpayens’ mosey 10 tend 1o the growing
numbers of the poor ut a time of furced austenty,
while the Larger dopors ply their trade more
exclusively at the program and policy level. In
the United States, many at the Agency for
[nternutional  Development (USAID)  would
prefer 1o se¢ the Agency drop project funding
slogether, leaving the field open for NGOs:
g:ogmm loans and domestic poficy reform would

its inutau'm‘; focus. The World Bank, frus.
trated over the limitutions und faiture of project
funding. has estublished o fask force thar
expected 10 recommend @ significant expansion
of non-project, structural adjustment lending as
past of the institution’s restructurnmg,

The Bank. the United Nations Development
Program (UNDP), the Imernations]l Fund for
Agnicultural Development (IFAD) and other

internutional agencies have all held diseussions in
the past few years with NGOs about possible
cooperation. The Bunk has dommated the dia-
logue it has held with primanly northern groups
0 date and has consistently set the sgenda. The
oaly concrete action taken during the &x vears
of 1alks Iy been o unilaters! iniiative by the
Bank 1o-sct up a funding consortivm in Togo, o
move that cpused conniderable problems among
Togolese NGOs and between them und the
government.

3, THE NGO RESPONSE

Northiern NGOs have responded in three basic
ways to the increased interest and fanding on the
part of the larger donor ageacies. A number of
them have greatly expanded their respective field
operations. becoming mcreasingly dependent on
official soutees ol financing i (he process, In
doing so, these NGOs have pur at risk their
abihity to speak out on important issues, their
freedom to identify projects based on local imput,
and their genenal independence of action. They
find themselves responding increasimgly to donor
demands and guidelines rather than 1o the
relationships and networks they had developed in
the field.

This is less @ problens in Canado and Europe
than in the United States. where NGOs are more
operutional, receive their funds from gove mment
on i project rather than 2 program or block basts,
have weaker tics to their home constitucncics
and Third World popular movements, amd are
fess political and incisive in their analysis of
development problems, In return for s funding.
USAID has expected US NGO support for it
budger in Congress and total responsiveness
when it requires & particulir svpe of project 1o be
carried oul by NGOs in countries it designates,
Many NGOy actively supported, and pursued
AlD money made avalable under, the 1982
Caribbean Basin Plan, even though local popu-
fations and NGOs: were not consulted in its
design und despite the fact that it was intended to
serve mainly US interests.” Some have been
equally active in projects of questionable value in
Central America )

Yet, many NGOs in Europe and Canada are
themselves vulnerable today 10 o number of the
siume forces that have beea at work in the United
States for some time. According to the Inter
national Counal of Voluntary Agencies (1CVA),
“NGOs have recently reported a distinct trend
towards a closer idetification of development
wid with their governsment’s foreign policy and
economic interests,” This. ICVA concludes. “has
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resuled o more stringent conditions for, and
zovernment  coatrol  of,  co-financing  pro-
stummes”" Financing from some Evropean
wovernments and the European Economic Com-
munity |EEC) could be fostering more cautious
hehavior an the part of some groups. Jan Pronk,
Deputy Seeretary-General of UNCTAD: und
former heud of the Duteh bilnteral aid program,
warned that

Tlhe corruption of NGOs will be the political game
1 the vears ahcud — and It ks atrealy being played
today NGOs have crvated a huge burcaucricy,
crtrployraent 16 2t stake. und eontacts in developing
wountries are ot stike . 1¢will become impossible for
them to emtiize governments foe deercining the
quafits of the onerall sl programme. NGOs will
Jose i the years abewl they will bie corrupted ia
he process, because they will receive enouzh
maney fur it awn projects bt ihe rest of the i
programme will wulfer "

In order 1o increase the seope und impact ol
their operutions, some  NGOs nave sought
grenter involvement in donorsupported. govern-
ment-run projects in the South, Such attempts
at  eomplementurity”  are dangerous o
the independence und Jong-term  sorvival of
NGO operations. More importamly. coonding-
fion within progrums in which NGOs can make
only murginal modifications in ussuily technical
wreas will usually result in the further entrenche-
ment ol the satus guo.

A good example of e limitanons and dangers
of such cootdination con be found in u case of |
rurdd rosd-bailding scheme in Sierra Leone. A
large US NGO recewed a grant from USALD to
participate in the program along with the host
povernment, the World Bank and two other
pgencies, While the NGO made a number of
positive contributions to the program, ihe exist-
etice of the aew rouds was umiong several factors
that encouraged o major skift from rice produc:
tion for domestic cansumption (o the produciion
of expurt crops, causing severe rice shortages
locally.” "[R jesponsible advocacy on the part of
the participating [NGO),” writes Larry Mincar, &
promment church agency representative in
Washington, “would have called into qoestion
the AID apd Bank development strategy
invesived ™

A second group of NGOs has chosen to avoid
the major donors und large-scale govenment
programs altogether. Some simply do not have
the capacity to work on such ascale. Many others
are quite critical of 1hese institutions and pro-
grams, but either believe that there is not much
that they can do 10 influgnce their operations or
feel that the risk to themselves and their counter
parts would be too great, They are satisfied 10
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work at the community level, helping 1o build the
awareness, cohesiveness, Organizations und
dynamism for sclf-sustaining change and ulti-
mately, in the long term, the leverage for Jocal
counterparts to influcnce Jocal and nanonal
government actions. 1n many wiys, this stratesy
makes good sense.

In more cases thun not, however, the develop-
ment situation on the ground s exacerbated by
government policies and doner-supported pro-
grams that con overwhelm and often destroy the
positive effects of Jocal initiatives. Large-scale
dam projects often displace local populations and
domage their environments. Large drngastion
schemes tend to help more established farmers
and, in sharply raising land values, expose the
poor o the loss of their lands 1o powerful
interests close o government, Some government
projects are designed primarily to eficit short-
term public support and, (n offering virious
benefits to participants, can direatly compele
with and undermine carefully developed NGO
endeavors.  Policies  1hat  promote - capital-
intensive, export-oriented agnculture can help
displice subsistence farmers where there s
competition for scarce land,

Clearly. the current situation in which two
contratictory  development  approaches,  sup-
ported by different sets of actors in the Noerth.
are working at cross purposes is. at best, a wasie
of resources and, at worst, dumoging to the
mterests of the poor. The misguided programs
and policies of governments and large donor
institutions can no longer be left unaddressed by
NGOs. The latter should no more confine thei
attention 10 grissroots projects than they shouid
quietly purticipate in projects that are designed
by these ovtside entities without the participstion
of oval populations, Nor can they In gaod
conscience sit by while bilateral lenders and
MDBs infuse their values, interesis and perspec-
tives — uninformed by grassroots konowledze —
into program and policy planning with govern-
ment,

Some activist NGOs, including OXFAM
{United Kingdom), NOVIB (Holland) and en-
vironmental groups in the United States, have
increasingly challenged the large donors, with
some success. A coalition of US environmental
organizations, for example, was responsible lor
recent Congressional Jegislation that directs the
Reagan Administration 1o press the World Bank
and the other MDBs to make internal reforms 10
ensire that the projects they support no longer
are barmful to the nwural eavironments and
indigenous populations of the areas in which they
ire ymplemented. US pressure, which had pre-
viously been applied through Congressionul
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correspondence and meetings with the Bank’s
leaderstip, will now be upplied through greater
uversight. Success i helping to reverse the
disastrous Polonoroeste project in the Amazon
area of Brazil — based on NGO informution
coming from the project area — has encouraged
similar NGO action clsewhere.

4. TRAVELLING DIFFERENT ROADS

This third approach, that of challenging the
majur dopors 1o chunge thels ways, may consti-
tute the greatest challenge for NGOs in the
varming years, Most of the bilateral and multi-
lateral lenders are significantly out of touch with
local realivies in the Third World, Varnous
coonomic. politscnl and strategic inlerests severe-
Iy impede the pursut of developmental objee-
tives. Relatonshis ure formed with, and bitlions
of doblars are poured through, Third World
mstitutions that have no links 10 the poor nad no
capacity o iworporate of respond to them.
Donors work throueh these primarnly povern-
went structures because they are 2asily identified
andd pocessible and often share short-term west-
o interests: where they do not, project and
program financing are designed to leverage the
required changes,

Donor lendieg prograns remam highly cen-
tralized. World Bank project officers on their
short misston 1rips have at best only marginal
contact with local populations and their organiza-
tions. USAID has staff stationed overseas, but
they are overburdened with paperwark, Some of
the European donors are somewhat beteer abous
getting 1o e fiedd, At the fevel of the project
olficer, the pressife 1o move monsy. the results
g demunids of the project eyele and the lack of
incentives 10 ke risks lead most donor staff 1o
return 1 the sane conventional institutions that
they have utifized i the past,

Meanwhile, many northern NGOs have helped
10 build o more relevant institutional copacity in
the South based on the realities of local popu-
Tations and circumstances with which they are in
constant touch. These northern groups have
become u potentiul source of invalvable knaw-
ledge about local developmental alternatives for
the lnrger donors. Similatly, their southern NGO
counterparly, particularly those which have
grown and matured 0 response 10 their meme
Bers' or constituencies” deminds, hiave become a
credible wlternative 10 the conventional institu-
tions thit currently carry out projects supported
by these donors. Mony large popular organiza-
tions, federations of hase groups. and fntermedi-
ary and service instrutions, particularly those in
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Latin Americay and Asin and increasingly In
Africa, require and are capable of handling
larger sums of harder credits to meet Jocal
demands. Not only are their progrims more
participatory and  better tailored 1o specific
locubes, but often the scope of their operations is
no Yess than that of public and private-secior
entitics thut often have u difficalt time delivering
credits and other assistunce to intended ben-
eficinries at all.

The support northern NGOs have contributed
o date 10 the maturation process of these loca)
organizations witl have greater sigmficance if the
former could steer donor support away from
ineffective and coanterproductive agencies and
toward these more paricipatory and relevant
institutions, Most of the major aid institutions
have until now either ignored this peed and
capacity or have marginatized their support for
local NGOs within their overall lending pro-
grams, Rarely lave the litter been given acoess
to financing from the mamsiream operations of
major donors. despite the fiuct that they are often
the most effective development institutions in
their countries and frequently possess. i sighifi-
cant implementing capacity. The Inter-American
Deselopment Bank. for example, operates
Small Projects Uit for the linanang of NGO
projects, but has not graduated NGOs with
proven capacity nnd effectiveness into its main-
stream lending progran.

What will it teke for the major donors 1o
change? Realistically speuking, a significant
transformation will ondy ke place through the
political process in the West. Bilnteral sid institu-
tions  reguire structural awtonomy 10 protect
themselves from the pressures of strong econ.
omic and foreign-podicy interevts in their re-
spective countries. Further legislative cuts in the
budgets of the International Development
Association (DAY the soft-loan arm of the
World Bank that lends 10 the poorest countries
bur not necessarily to poor people, and the other
MDBs would send o message that change is-
required within these institutions. us well. In the
meantime. constant politicyl pressure needs 1o be
Em:cd an them in order 1o create the space for

terested project officers 10 take the misks
nssocisted  with pluralizing leading  ¢hunnels.
These officers also need nssistance in leuning the
ropes. muking the contacts and in other ways
orgamzng an effective program with NGO
mvolvement.

3, INVOLVING NGOs ON THEIR OWN
TERMS

Experimentation in this prea way carsi=d out



NGOs AND THE LARGE AID DONORS 13

within the Urban Projects Depaniment of the
World Bank in the 19705.% The work was made
possible — some might say necessiry «— by local
popular opposition that the Bank had previously
ed in the impl ion of a number
of urban projecis in the stfums 0F Asii and Latin
Amerien, The efforts to Include locnl NGOs as
tdependent project  implementors within o
variety of cireumstinces yielded sigmificant leamn-
ing about the patfulls and potential that lic in the
formation of relationships between major donors
and non-governmental organizations. From the
point of view of project officers who are in-
terested I tmproving thele sespective Institu-
tions” leading program. a systessatic process of 10
stepe can be followed that would facilitute the
incorporstion of southern NGOs and, thiough
them, the participation of local populations, n
madastream donor operinons in o responble
manney.

L. Researcdt Thand Wordd NGO possibilitics
Hiraugh Fiest Warld NGO cenmrerpinis, A geeat
deal of knowledue about capable NGOS in most
every Third World country ean be found among
NGOs and other relatively small donors in
Europe and North Amcrca, Many of these First
World growgs will not share informativn about
thelr Thinl World counterparts with  major
donors, however, without first establishing the
sincerity of the latter’s infentioms and their
commitment 1o prowecting the integrity of the
tocal orgomeations. Simall danors which have
assisted local organizitjons during their evolution
are wetl uware of the damoge thar an abrupy
expamsion in funding. progaimming, organiza-
tional size and institutional relationships can
hive. Once NGOy are convineed that & major
donor will responsibly promote the interests of
locsl conpterparts, many will provide mforma.
tion and local contacts of considerable value to
all parties concerned.
 This process can be yreatly enhanged by the
eswblishment of a simple consultative mechan-
ismn(s ) by First Worid NGOs that would respond
10 official requests from major aid institutions to
assist their project officers in accessing effective
non-governmental structurey in the South, These
could be set up in the North or, aliematively, in
developing countries themsedves. Tndividual pro-
Jeet officers would be expected to make respon-
sible use of the information provided 1o them,
consulting seriously with NGOs in counisy and
reparting back on the status of these talks. First
World groups could make some of the initinl
contucts for these officens.

2. Inform host country gavernment of intention
fo asyesy the capacitics of owh public wed private
Institations as povential profect implementors

enee

Ultimarely all donors must sccount to govern-
ment, whether it be 1o receive o government
rantee of & loun, to fultill the terms of
ilaternl agreements or simply 10 maintain
permission 10 operate in coontry. It makes no
sense. therefore, 1o work clandestinely and run
the risk of raising government suspickns and
putting those local NGOs contacted in jeopardy.
In most situnnons. an open refationship with
government will be productive. Thus, the project
officer should let the government know that sthe
will be considering the inclusion of the best
mstitutions in the project regardless of the sector
in which they e found.

This s not 1o say, bowever. that an officer
must comsult with government before she makes
cach NGO contuct. The officer must be able to
openite freely and to engendsr a relationship of
trust with NGOs theough open and Irank dis-
cussions. Il government consiruins these discus-
stons, any subseguent project with NGO involve-
ment will Iikely be franght with difficulties. It is
incumbent upon the donor in such circumstances
10 Ly out clerly its position of identifying and
selecting the most cupable institutions and 10
back this up with decisive action, if necessary,

3 Consult with indigenous NGOs in country 1o
deteriniie interest and capabilitics regarding pro-
feet invadvernent and provide frank assessoens of
riaks and advamigges of invelsement. The project
offscer must determine the capacity of the NGO
firsthand following consultations with third par-
ties. Either prior expenence in this type of work
OF epproprige {raining may be necessary for
donar salf, because the structures, objectives
and operating styles of Third World NGOs (most
of which hove pever dealt with a major donor
organization) are usually different from those of
government agencies, If the organizaton can
play 4 constructive project role, the project
officer must explain all aspecs of the project
cycle and the demunds that will be made on the
orgunization at cach phase. The NGO must be
aware of the sdministrative requirements, relas
tionships with government, financial arrange-
ments and the many other features that a project
CNCOMPasses 50 as 10 muke an informed decision
regarding its involvement and to prepare itself to
handie these matters if it decides 1o go forth. The
presence on project preparation missions of @
representative of @ Thied World NGO with
expericnee in this aren would likely be hefpful
here. Nonetheless, it is not improbuble thit some
organizations will conclude that the demands an
staff time and the conscquent effect on Ihe
program make participation in o sizeable foan
program inadvisable,

4, Select inginitions o the basis of their
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invofvenient witl. and ceedibility in, poor com-
teanitics, ay well as shelr capacity for execuring all
or put of ke project or project conponent,
NGOs: are important forces in development only
1o the extent that they represent the poor and
their interests und approprintely identify and
address their needs. Some Third World organira-
tions ek this involvement and it is critical thm
donor representitives secognize which ones they
are. Such organizations, fike mony public agen-
cies, faek the community-level eredibility that is
an indispensable element in project sucoess,

The size of an NGO need not necessarily
be a facear i institationa] selection. As donor-
supported projects are often composed of 1
nuather of components, an NGO role can be
Bemited to one of them, Furthermore, within thay
project component o local NGO can join forees
with other orgunizations and confine its uctjvitics
o spectfic avighborheods or specific functions.
The choace of the approprinte institution{s) for
the design and implementation of u project is
cleurly the most important decision that u project
officer will muke. 1t is therefore well worth the
extra tinw and effor) that it may take at the
identificution slage o order 1o ensure that
serious.  ume-consuming  problems  can  he
aviided Liter In the project cvele.

S. Suppors collaboradion wneng focal NGOy
for the purpase of complemening one anarier's
arear of expirise, skills and geograpiiod focl, As
local NGOs aee comulied regarding the develop.
ment and execution of a project, the bases for
coltaboration among them will Hkely become
apparent, In some cises, one NGO will possess
the capacity 10 bundle an entire project compon-
ent on its own, Frequently. bowever. no one
NGO will huve the breudth of community
involvement. the multisectorad expenence o all
the project skitls required to achieve project
objectives. (Of course, this is also true of many
public agencies. | In this eveat, un NGO will
probadly either; suggest the involvement of ather
organizations, including national, regional or
locul zovernment agencies, whose capabilities
complement its own: aceept # donor suggestion
that it and other NGOs collzborate in order to
mesge their various capabilities: or agree to
project invalvement with sole responsibtufity for
design and implementation in particular com-
munities.

Whatever configuration such  collaborition
tukes, it is of utmest importance that whenever o
consertium of organzations w required it should
be formed by the NGOs themselves. The doaor
can serve successfully bs a catalyst, but o donor
attempt to impose an arrengement among NGOs
will create divisiveness among those organiz-
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ations and resentment toward the donor,

6. Provide guidance and wipport 10 NGOs in
project proposal preparation aod ensire prioviy
considerasion. Most Third World NGOs have
staffs that have some experience in project
planning and in the preparation of proposils 1o
donors for funding, Few, however, hiave ever
written proposals for major aid institutions, and
they thus often need guidance. This can and
should be provided by the donor's project
officer. who generally his taken 2n active hand in
the drafting of many proposals from government
agencics.

The provision of such assistance to NGOs ix
b important hecause of the reletive searcity of
their resourees und the time-consuming niture of
major proposal peeparation. A project officer
can make an additional contribution by helping
the NGO 1o identify a source of funding fer its
project preparation work. Of greatest impont-
ance, however, is that the donor simply oot
misicad the NGO, causing it to expend precious
resourees on project and proposil developament
when the chances of donor support are not, in
faer. high

7. Place profect design wnl projece policy
deteeminasion (n the hands of the inplententing
NGOs, rather than leave them as implementors
of a government-designed and controlled pro-
jeet. This is a major consideration and challengs
for the donor, NGO interest i 1o obtamn e
sources from the major asd istitutions to help
cxpand progeams that they have designed in
conjunction with local populations or o enshle
them to design and initinte projects based on
previous expericace. The donoss have their own
needs and institutional imperatives, as well as
their  relationships  with  government,  and
relinguishing centrol of the design of a project is
difficult. 1t is essential that it be done. however,
us project success depends on i1,

In the first place. chances are that the betier
NGOs in any country would 1ot agree o zn
arrangement that has them implementing donor
and government policy, They pride themselves
on their independence and are not prone to give
it up. Second, if government maintains control of
a project. it is likely 1o come into conflict st some
point with the implementing NGO and the
interests of the copstituency which it represents.
Finally, and most importantly, the top-down
approach implicit i a government-controlled,

GO-implemented project will probably result,
a1 best, in the satisfactory execution of a project
that is of questionable relevance 1o the needs of
the poor.

8. Inform gavernment of the seleciion of, und
support for. NGOs us project dexigners and
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(eplemeeions, and exercise this support through-
out the Jife of the project. Major aid institutions
have constderable leverage with most gover-
mients which they utilize in various wiys, One
constructive use of this leverage is in the selection
of appropriate implementing organizations. Most
govermments. even those hostile 1o independent
arganizations. will accept donor determiniations
m this arca, particularly if public agencies are not
exclidded from all the project’s components and if
considerable umounts of foreign exchange tre
wvolved. IF. however, government refuses 10
petmit NGO participution and s wnable 10
secommend bn equidly capahle rulvli: insgitution
1o take dts place. the doror should be prepared 10
withhold project Tumding until o change in policy
SNTTES

0. Allow lical NGOyt work ont (heir ee-
lationslops with govermment regarding progeam
Latitude, conperation with public agencies, finan-
cul urrangements amd the terms of programmatic
and financinl oversight. Virtually oll of the Third
Wardld NGOs with which a major donor will
come o contoct have dealt with government m
some pranner and have formed nformal res
Iatonships  with  pubhic officials at  various
burcancratic Jevels. Constructive armmgements
that will fecilitate project implementution ¢ be
e T more casaly 1o this manner than through
formal negetitions ot the highest mmisteral
levels, It is imcumbent upon the donor, however,
1o witimately transinte these armpgements into
formal ngrecments und 10 kead suppon o NGOs
whenever intructable difficulties arse fn their
mid-level discizssions

10, Maimin project flexibilicy so as 10 enalle
Implomeining NGO tee determiine appropriaie
profect seate and  vectoral wnd - geographical
pararelees (n rexponse (o clunging local needs.
During the lfe of o project, local conditions
change. the potential and interest in replication
in other communitics often dovelop. and the
capucity of the implementing institution evolves.
Third World NGOs are particularly sccustomed
10 making project adaptations in midstream in
response 1o community needs. If the donor can
muintiin » degree of flexibility in its sectoral and
geographical  delineations and allow for the
expansion of projeet size of and when sppropri-
ate, it will huve helped to foster constructive
changes. in terms of institational development.,
comnunity initiutive und project replicution,
Bevond the originul, limited objectives of the
project.

b, ENTERING THE POLICY DEBATE

The process of NGO programmatic (nvolve-
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ment with the major uid Institutions, deseribed
above, conslitutes, in essence, the lurming of the
current aid paradigm on its head, as project
development would be founded on local needs,
views and knowledge. Local NGOs, as conduits
to their countries’ poor populations, must be
consulted and involved throvghout the project
cycle, from peogram and project planning 1o
project momtoring and evaluation. This holds for
all donor projecis. not just those with a specific
poverty focus.

As the aujor ad institunions move increaungly
toward structural adjustment, or policy-based
lending, it becomes imperative thin local popu-
Iatioms injeet their voice into the process of
mational policy formulation, us well. A new
federation of pessant organizations, for example,
has recently been attempting 1o da just that (1
Mexico. NGOs of the North aond South should
advocate the inclusion of southern groups in
dopor policy and progrum planning so that the
large aid institutions will more Ukely take posic
tions reflective of Jocal realities into their “da.
logue™ with governments. [nvolvement of NGOz
in these processes would be o manifestation. ut
long last, of the rhetorie of the donors about
participation. [t would ulo constitute a more
construcnive role for these groups in the strucio-
ral mdjustment yrena than that of mercly “clean-
g up” aller the adjustmients have been made. i
the World Bank is presently sdvocating, in order
1o sssist adversely affected populations,

Mechinisms for the involvement of indigenous
NGOs in i policy distogue of their own with the
major donors could be established in each
country with the help of northern counterparts,
The lurger aid institutions should eall upon these
groups on o regular basss, perhaps in informal or
formal sessions. in order (0 aUCesS ZRAsSTOols
perspectives and knowledpe. I this regard, o
number of US NGOs'™ have been successful in
introducing into proposed Congressional legis-
lation related 10 US asstance 1o Afsica a
requirement  that  USAID  consult  regulusly
in each country with these groups to better
inform its own program and policy plunning.

7. CONCLUSION

While NGOs are «till in fashion within the aid
estublishment, they need to move emphatically
into those arenis in which the principal programs
and policies that determine the direction of Third
Waorld development are being shaped. The work
of NGOs in bullding & democratic busis for
change in these countries is entical, but more
powerful forces ure at work that ure destroying
even the modest pockets of progress thut hove
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emerged over the past generation, 11 s possible
that out of the wshes of u failed system will arise
the crentive alternatives of NGOs and the poor,
but, in the meantime, this alternative approach
can no longer remain marginal to the develop-
ment und aid processes.

Within & few years it i probable that the
decade of NGOs will he declared over, and

WORLD DEVELOPMENT

perhaps a failure, and a new development fad
will take its place. The responsibility lies with the
NGO community itself to take advantape of the
present opportunity by engaging the major
donors constructively and, if necessary, in battle
to help create the necessary spuce for poor
populations und their organizations o effect
meaningful chunge within their own societies.

NOTES

I van der Herjden (0983, po 2,
3 thid,, p 2

3 See The Development GAP roports on the CBIL
Hellinger (1983; 19861; Martin (1985},

1 The Resirce Center in Albuguerque, New
Mexico, is currently mvessigating the role of US
non-governmentul vrganizations in Ceatral America.

5 Intermationul Center for Voluntary Actian (1985),
pd

6 Exeerpt from o speech delivercd uf the UNINGO
Warkshop on Oftficial Dcvq.lopcmm Assistance In
Geneva on 2 Decembter 1982

7. Mipear (1931), p. 26,
R Ibid., p. 31,

9, The Bank provided 1wo lozns in E1 ﬁalvmlor m
the mid-|970s to a al h

twon, which sacoessfully cxmudcd s elfective muluul-
help, sites-and-servies program. Subsequently, The
Developmemt GAP worked in u Bull-dozen coutitties
with the Bank, demonstrating, through similar project
development. bhow 0 involve alicrnative, pariopitory
institutions s indepenclent implementing agencies in
the s that the latter s e Bank nvohe-
ment in such activities effectively ceased In 1980

10, Pasticalarly chusch igencses that corstlite o are
ffilisted with the Ecumealcal Working Groug oo
Afriea
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