PRINCIPLES AND RECOMMENDATIONS FOR SCALING UP COMMUNITY MOBILIZATION AND CAPACITY BUILDING TO MITGATE THE IMPACTS OF HIV/AIDS ON CHILDREN AND FAMILIES

1. Need to Understand Community Coping Strategies

It is essential that external change agents recognize fully that families and communities are the first line of response to families and communities affected by HIV/AIDS. They are carrying and will continue to carry the primary burden of protecting and caring for orphans and other especially vulnerable children. 

Understanding the ways in which community members are now responding to the needs of orphans and other vulnerable children is essential to mobilizing communities and building their capacities. External change agents must  recognize that communities are service providers with both capacities and limitations. This understanding will allow for appropriate and adequately-tailored support to communities.  It will also help to inform understanding at a global level and possibly serve as a basis for designing a framework of response. A deeper and more reflective understanding will only be achieved if communities themselves are active participants in studies commissioned to understand their coping strategies. 

Recommendations

A. External change agents  need to conduct studies of community coping strategies and initiate a dialogue with communities prior to program implementation.

B. Studies conducted by external change agents should utilize participatory methodologies with a deliberate and planed involvement of  community members in data collection and as well as dissemination of findings.

C. The findings and recommendations of such studies should guide subsequent action to support community efforts to protect and care for especially vulnerable children.

2. Definition of Stakeholder Roles, Responsibilities and Relationships

There are various stakeholders with regard to the goal of mobilizing community action to respond to the needs of orphans and other especially vulnerable children. They can include:

· government ministries responsible for children, youth, women, education, etc. 

· international organizations like UNICEF, UNAIDS

· bilateral and multilateral organizations

· international and local NGOs, 

· CBOs, religious organizations etc. 

 These and other bodies have critical roles to play in promoting, facilitating and supporting effective community action.  However, for community mobilization and capacity building to be efficient and effective, it is important that all are actors are

identified and their roles, responsibilities and relationships clearly recognized and articulated

For example, local NGOs and religious organizations are in a good position to mobilize communities and build their capacities.  Governments are responsible to policies, but international organizations and NGOs and donors are well-positioned to advocate, support, and influence policy development and change.  They can support local bodies to play catalytic roles in mobilizing community action, and they can also disseminate lessons learned. It is unlikely, though, that funding organizations can create and sustain a close enough relationship to communities to implement directly community mobilization and capacity building efforts. 

Recommendations
A. Stakeholders must carefully define their respective roles, responsibilities and relationships to lay a foundation for a working environment that facilitates systematic, coordinated implementation of program strategies

B. Donors and government should work together to identify and support organizations that can catalyze community action and build community capacities.

3. Expanding the Vision for Scaling Up

It is imperative that the vision to protect and care for especially vulnerable children is dramatically expanded. This requires building a broad consensus on the urgent need for an expanded response.  Underpinning this need is the realization that the impacts of HIV/AIDS on children are unprecedented and span the whole development spectrum, that HIV/AIDS is not just a health problem. 

It is evident that uncoordinated, non-collaborative responses or those solely limited to one particular sector are inadequate and ineffective in mitigating the complex impacts of HIV/AIDS on children and families. Experience has demonstrated that multisectoral, collaborative and coordinated responses are essential.  There are a number of successful but relatively small and localized responses. Given the scale of the pandemic – the sheer numbers of affected children, the immediate challenge is to increase the coverage (scale up) of  responses so that they match the magnitude of the problems AIDS is causing. The vision for an expanded response requires strategic partnerships among policy-making bodies, religious organizations, development organizations, catalyzing organizations and  funders.  

Currently, the impetus for scaling up is coming largely from international organizations. This can be partly explained by the fact that they have more access to a wide base of information about the current and projected situation of the impacts of AIDS and have geographically broad mandates. On the other hand, NGOs and CBOs usually establish programs based on current rather than projected impact and that target limited  geographic areas, rather than countries or regions.  Capacity building organizations have a key role to play in developing a broader vision and engagement in a wider effort to scale up the collective response. 

Recommendations

A. NGOs, international organizations, religious bodies, and other concerned parties should collaborate with key government ministries to analyze the contexts in which children are being orphaned and otherwise made vulnerable by HIV/AIDS. Such situation analyses should include information about the current and projected scale of the impact of HIV/AIDS on children. The studies should also include an inventory of capacities, mapping of programs and other assets, identification of key gaps and priorities, and specific actions needed to address these. This information should be analyzed and disseminated widely to all key stakeholders and the public to develop their vision for scaling up effective responses.. 

B. International organizations such as UNICEF, UNAIDS, international NGOs and other national NGOs  should work together to develop materials to guide and inform such national situation analyses.  They should also provide technical and financial resources for carrying out the work. 

C. Capacity building organizations and facilitators should help key stakeholders to strategically develop statements of vision and challenge them to expand their programs and activities to help build collaborative, scaled up responses. 

D. Capacity building organizations and counterpart NGOs should identify and mentor potential leaders at community level to develop and sustain expanded programming.

E. Governments and funding organizations, working in partnership with implementing organizations should promote and support networking among grassroots support organizations, intermediary NGOs, and capacity building NGOs to expand their vision and recognize their own contributions as apart of a larger collaborative, national and regional response.

4. Provision of Direct Support to Communities 

Community groups responding to the situation of children affected by HIV/AIDS need  technical support as well as material resources.  In countries affected by HIV/AIDS, communities are responding to the problems among  children affected by HIV/AIDS. People, mostly women, are responding by visiting orphan households, establishing income-generating projects and sending children back to school. Whilst some of these community initiatives are organized and well strategised, others are small-scale and rudimentary. However, the adaptation and replication (scaling out) of these community initiatives can help protect and support much larger numbers of vulnerable children more effectively.  Outside organizations can provide technical support and small amounts of targeted material support for these efforts.   

It is essential to ensure that top-down efforts to strengthen community action do not undermine community initiatives. Instead, donors and external change agents should support scaling out initiatives using flexible programming approaches. 

NGOs are well-positioned to provide support to community initiatives through the establishment of partnerships with external agencies committed to scaling up community responses. The type of support to be provided by NGOs that is required is diverse in view of the varied needs of communities. Consequently, there is need for supporting NGOs to be flexible in their approach. In turn, there is need to establish innovative funding mechanisms to provide resources to partners that allow flexibility and creativity to build on local assets and opportunities. Such mechanisms should be developed, evaluated and replicated.

While more resources are needed, the timing and manner of their provision must be carefully considered.  Sustained community action cannot be mobilized by providing resources as a carrot to motivate community action.  The direct infusion of funds right at the beginning of a mobilization process can rob the communities of the opportunity and space they needto develop their own initiatives, and the vital sense of ownership and responsibility that comes with this. Giving funds as an incentive for action creates the impression that this problem is being solved by the government or the donor. It undermines a sense of community responsibility.  Funding assistance should, instead, be a response to community action undertaken with local resources.  Such targeted assistance should go in tandem with community capacity building that builds needed skills and promotes community ownership. 

Recommendations

A. Before they are given external financial support, community structures should be established or strengthened to ensure accountability and promote transparency and democratic principles. 

B. Donors should support NGOs with flexible funding to provide technical support and essential material support to community initiatives

C. Funding organizations should support capacity building NGOs,  enabling them to respond adequately to the needs of the communities. Participatory methodologies in field planning, program development techniques, monitoring and evaluation; as well as partnerships and organizational development, sub-grant management, resource mobilization are important areas for capacity building. 

D. There is need for NGOs to establish a systematic but simple mechanism through which local communities can share experiences and maximize the use of available resources in a cost-effective  manner

E. Donors should not directly provide material and financial resources to communities without first considering working through existing community child support structures.  They must also ensure that the way the resources  are provided and the expectations created do  not undermine community ownership or CBOs or  NGOs efforts to mobilize community-managed and -owned activities.

5. Need for an Expanded Response

Donors, governments, international and local organizations seeking to promote scaling up need to recognize an expanded response is built through partnerships. These bodies should establish partnerships with catalyzing and capacity-building organizations with flexible program strategies  that respond to the felt needs and priority concerns of local communities.  Donors, governments, international organizations need to establish partnerships with national and local non-governmental and community-based organizations and proactively promote their program expansion and replication. Donors and international organizations should not bypass relevant local organizations in their efforts to scale up responses to the needs of orphans and other vulnerable children. Part of the scaling up strategy should be to build local capacity to continue efforts over the long term. 

 Recommendations

A. Policy and funding organizations should enhance the capacity of local NGOs      committed to reaching more children and families affected by HIV/AIDS with quality     programming through establishing partnerships which draw on NGO experience, skills and resources.

B. International and national NGOs should establish technical support and sub-grant    funding partnerships with community organizations.

C. Funding organizations should avoid  direct implementation that bypasses  local    structures, and should abide by an agreed framework and principles of response. This    framework  should  be based on a  situation analysis and strategies agreed to by all relevant stakeholders.

D. NGOs should work with and build the capacity of local leadership identified by     communities to promote the process of program replication and scaling out.

E. International organizations and donors should document and disseminate to    goverments, NGOs and other stakeholders, analyses of successes and failures of     scaling up and scaling out to identify what works and what does not.  Such information should include careful attention to the cost-effectiveness of different approaches. 

6. Participatory Monitoring

Communities are on the front line of response, and monitoring data, first and foremost, must serve the needs of the community. This will enable respective communities to conduct systematic collection of information tailored to facilitate the design and implementation of effective activities. There is a growing tendency for external change agents and donors to want communities to collect increasingly complex data sets to satisfy their programmatic and reporting needs. In many cases the communities collect, in an inefficient manner, inadequate data that they themselves do not understand, and will more than likely not use. 

Instead external change agents can assist communities to organize and prepare data for their own use in program planning, implementation, monitoring and conducting program review as necessary.  Such an approach should be negotiated from the outset with donors, recognizing that an important part of the motivation that helps sustain community action is for community members to be able to see in meaningful ways that their efforts are making a difference.  Imposing data gathering requirements on them undermines the sense of ownership that is essential to sustained community action.  Telling people what to count amounts to telling them what their interventions should be and who they should assist.  

Recommendations 

A. Catalyzing organizations should develop monitoring systems in collaboration with communities, so that the information communities collect will be useful to them. 

B. Donors and catalyzing organizations should adjust their expectations for data reporting to be in keeping with the action the community decides to undertake and the community's intended beneficiaries.

7. Need for an Enabling Environment 

National and international policies must be geared towards the creation of an enabling environment that will support community based and managed responses.

It is critical that, at the highest levels, there is political commitment and support for the scaling up of mitigation and prevention efforts that recognize communities are on the front line of response. Countries need a champion for this cause. A prominent figure, such as the Head of State, can be a powerful, highly visible, credible champion for policies and practices that encourage and support community action. Donors should support the champion in as many innovative ways as possible.  

It is important that the policy and legal environment pertaining to children’s issues is conducive not only to the support but also to the promotion of community-based and -managed responses to mitigation of the impacts of AIDS on children and families. In this respect, it is important that all laws and policies affecting children are reviewed to take into account the best interests of children including those orphaned and those whose parents are terminally ill. The process should involve the affected communities themselves and have the highest level of support from donors, including strategic plans for expediting the process.  The United Nations Convention on the Rights of the Child provides the standard for such a review.   Some governments have initiated such action, but many are moving at a snail-like pace in spite of the urgency of the matter. In the three countries visited most policies and laws are still pending approval at cabinet level or passing in parliament. These include orphans care policies, HIV/AIDS policies, foster care acts, adoption acts and various children’s acts. 

Recommendations

A. Organizations that have capacity in the mobilization of communities to respond to the needs of  vulnerable children should take steps to proactively inform and influence policy through advocacy, research, evaluation and documentation and dissemination. It is important that policy is guided by field experience if it is to be relevant and in the best interests of families and children affected by AIDS   

B. Stakeholders should collaborate in multi-sectoral efforts to develop a set of interventions that address broadly the needs of children for protection, health, education, and general well-being.   

C. Every country that has not already done so should review its laws in relation to the United Nations Convention on the Rights of the Child. Donors should be prepared to provide financial and technical support to these efforts. 

D. Donors and government should fund and support multi-sectoral task forces to undertake a review, rationalization and harmonization of all laws and policies – an exercise that should involve community input. The review should produce draft legislation for presentation to the parliament and cabinet for approval. Such a process should be designed for completion within one to two years.   

8. Centers of Learning

It is important to recognize, affirm and support the pivotal role that organizations and communities can play in scaling out community action.  Community mobilization skills cannot be taught effectively in a classroom.  Successful  learning requires first-hand experience with what communities can do. Learning how to replicate or adapt successful community action works best where the centers of learning are the closest to the community responses. The organizations involved should, themselves, always be learning and understanding the responses and dynamics at the community level. This constant understanding and learning will enable them to adapt and refine approaches to programming making them more efficient, relevant and better able to respond to the needs of children and families affected by AIDS. 

However it has also been recognized that successful community initiatives that receive extensive attention soon suffer fatigue from too many visits and begin to have suspicions or expectations. For instance, community members that are not represented on the community group might start suspecting that the committee is receiving resources which are not filtering to the community. The expectations of a community group and the community at large can also be heightened if they expect outsiders will bring in resources. This can undermine community efforts and lead to a souring of relations with catalyzing organizations as well as envy and suspicion from other local initiatives in the neighborhood that do not attract as much attention. It is important, therefore, that an intermediary organization acts as a clearinghouse for requests to visit community groups and that such groups are able to control the timing and frequency of visits by outside groups. 

It is critical that the centers of learning and the capacity builders, themselves, develop and acquire not only relevant knowledge and experience but also effective skills in training. Support for building the capacity of the communities serving as learning centers must be part of the process.  Catalyzing organizations must reorient themselves to focus on giving away skills, being catalysts and facilitators and not on being direct implementers or service providers. 

Community-to-community learning takes place when members of one community visit a community where activities are established and are inspired to initiate similar activities in their own communities. It is important that donors and government support, encourage, and facilitate such learning and exchanges to promote scaling out. 

Recommendations

A. Policy and funding organizations should support catalyzing organizations and active communities to increase their capacity to act and serve as learning centers.    

B. Government, donors, catalyzing organizations, should fund, support and facilitate community-to community  learning and exchanges 

C. Donors, governments, and catalyzing organizations must take care not to overburden active communities with outside visits and ensure that communities are consulted regarding the timing and frequency of such visits. 

Draft recommendations of a study on community mobilization and capacity building carried out by Stanley Phiri, Geoff Foster, and Masauso Nzima and supported by the Displaced Children and Orphans Fund of USAID, August 2000. 
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