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MANAGING GRASS RUUTé-URGANISATIUNS H
A_STUDY OF VOLUNTARY AGENCIES IN DEVELOPMENT PROGRAMMES

Ashok Subramanian
INTRODUCTION

Voluntary Agencies (VAs) have earned considerable recognition in
the recent past. The Sixth Plan, 1980-85, notes that the "promotion of
purely nonegovernmental organisations which could motivate and mobilise
pecple to participate in developmental tasks" is very important (Plann-
ing Commission, 1980)., VA: ars considered a major institutional means
of bringing about this participation. The Plan further looks forward
to. supplemental action by VAs in promoting activitles for self-smploymént,

vomen's development and in programmes for backward areas.

The VAs themeelves have moved from an involvement in relief and
welfare wdrk in disaster programmes and in traditiocnal sectors'éuch és
health and education to programmes and interventions in thé ecbndmic.,
and sometimes in the political spheres., These moves were far from sﬁduth
shifts in focué. A great deal of controversy has bean raised ragarding
;fﬁhé relevance, role and need of the services of VAs in the context of
the nation's social and eccnomic development. Thse dabate about the
.significance of programmes of reconstructnw1O%achnatmak"), development
("vikas") and struggle {isangarsh®) continues to this day (Fernandes,
‘J19BU; Lokayan, 1981). In its wake, it has pointed to a range of

potential roles and functions for the VAs,

The roles and functions of the VAs have been the subject of many
discussions. Several articles have appeared in Voluntary Action, a
Jjournal of the Association of Voluntary Agencies in Rural Bevelopment
(Gupta, 19673 Dasgupta, 19723 Shastri, 19?23 Gonsalves, 19753 Shankar,

1981) and elsawhers (I1IC, 1964; Kulkarni, 19693 Saint, 19743 Jain, 1978;



Sharma, 1979; Satyasundaram, 1980). By and large, the critical roles

proposed by many are that of a:

(1) catalyst, mobilising people, particularly the poor towards develop=

mental activitiesg

(2)  model hutlder, experimenting and evolving alternatives to the

mainstream approach and systems;
(3} representative, of people's aspirations and

_(a) watchdog, ensuring the interests of weaker sesctions or worthwhile

causes in socigtye.

In addiﬁion, it is suggested that VAs can piay a significant ruia'in
the development of backward areas (Bhasin, 1978; Natarajan, 19773
Solanki, 1981). Thair work, not only in backward.areas, but also with
sccially and economically backward people, may suggest alternative
development strategies (Sethi, 1978). Thess perceptions give us an
idea of the part thaf the VAs can play in the social and ecoﬁcmic'daue—
lopmant of the country. In‘ﬁhis paper, however, we propose to retain
the focus at the micro level and hence to the VA as an organisation

- engaged in a specific sector or sphere of development, working in

proximity to other private and public systems.

THE FOCUS OF THE STUDY

Over the ysars, interssting and innovative models have been demone
strated by VAs at the micre level. Just to cite a few examples: Ths
Rural Health Project, Jamkhed; Seva Mandir, Udaipurs Kishore Bharati,

Hoshangabad and The Social Work and Research Centre, Tilonia have



pﬁinted’tn the possiblities in health and education. The Self Employed
Hymen‘s Association, Ahmedabad, has earned recognition for its pioneer-
ing work with wcmén labourere as also the Bhoomi Sena in Thane for its
work with the tribals. The Chipks movement has demonstrated the effect
of community mobilisation for an scological causs in the Himalayan
foothills, These oxperiences have led to considerable interest in the |
way thege noregovernmental agencies function so that their insight

might help in better design and implementation of deyelopméntal progra-~
mmags At the same time, thers has been a growing awarseness of the |
limiﬁations of the large public systsms and their strategies and

structures.

It was felt in this context that it would ba.ugeful to review
some of tﬁa manﬁgerial choices and responses made by VAs angageq'in
deﬁalopmant'prngrammes; The study discussad in this paper is, therew

fore, a preliminary attempt to understand some of the critical eor

strategid choices made by voluntary agencies.

it is pointed out by critics that the micro pro jects of VAs thrive

because ofj
(1) The Halo t a Great Cause that binds its personnel together,

(2) The Hero s charismatic leadership and

(3) Funds r disproportionate input of resources dus to sasy access

to donors.

" These are ot easily replicablas slements and hence the VAg! innovations
- remain "backyard gloriss™ with little hope of traversing the length and

breadth of ths country. It is not our attempt %o support or nsgate



these views. We wish, however, to make two points in this context.
Firstly, notwithstanding tha_h;rq;amd—halo image of tho'VAs, wharaﬁar
its programme demonstratoes an innovative alternative, it may present
the possibility and constraints of an alternative mode of developmente.
For instance, the potentialities of the humble and thg "lowly¥ (such
as village workers) and of a damystifisd technology are often brought
out in such efforts. (Sethi, 1978). Secondly, beyond the heroes and
halos, it'dées appear, in the models and experiences cited garlier,
that there are spocific strategics one can lgarn from. The management
strategies often developed by intuitive grass roots efforts of some of
the VAs, with their feat firmly on the gound, might offer lessons on
what is desirable in development programmes. Interested others in
public and private agencies may glean from these efforts what is nece=
ssary and feasible for their setting. At the same time, observing ths
VAs' responses could enhance our own vnderstanding of the dilemmas they

faceo. -

The reépunse of drganisations to demands from their environmant
cbuld result in critical choices of their goals and cunsequeﬁtly in
services Uffered; population served, type of technelogy and nrganisa»
tional forms used. These cheices involuc decisions with rogard to
(1) The overall purpese or goals of the agency, (2) The secticn of
the community that the VA is to work with, commonly called the benefi-
ciary or target groﬁp, (3) Thg nature of services to be initiated or
develecped for and with the group(sj, (4) The tschnology to be utilised

and (5) Tha VAa' orgaﬂisational‘means.
L

Determining the strategic choices OT the process of strategy formu-



lation, enables the organisation to ralate itself to the cnvironmente.
Every crganisation must draw its boundaries in order %to distinguish
J€8elf from its externmal environmont (Thompscn, 1567, p. 132). Anely=
ging the latter and eﬁoluing appropriate strategies or ways of iﬁfiuen—
cing and responding to it then bescome important functieons of management
(Roeber, 1973; Croqn, 1974). Organisaticns may alsc meks a number of
operational responses in line with their critical or strategic thrusts.
Setting up new systems and methods of work ara axamples. It is the
specific strategic responses made by the VAs in terms of the aspects

outlined above that are the concern  of this paper.

- N
THE VOLUNTARY AGENCY

Voluntary action can be obsesrved in a wide variety of situations.
At 2 loecal, neighbourhood level, the volunteers may offer services as
individuals or groups iﬁ respense to pecplc's necds in an informal
manner. At a larger regional or naticnal lovel, a group of volunteers
may band together around a cause such azs pretection of the environment
or civil 1i$erties; Tfaditicnally, voluntary action has been associated
ﬁith éltruistic efforts of social holps. Thare may be instances of
benéfits to the voluntcers themselvss in terms of prestigs, powsr, statﬁs
or the fulfilment of the need tc serve otherse. Thus, psychological; not
3materia1 gain may be the Fprofit™ to the voluntoer (Blau, 1962, Perrow,
i97UEJ. The degree of altruism may have to be then gualified. lHDwEUBr,
action with the explicit primary motive of gaining personal material

gain (like that of a sharehblder) is not considered voluntary.

At some point #f time, a nced to organise independent individual

or small group effcrts into a coordinated whole may be felt. This need



may arise due to a desire for expansion, for larger impact, for better
managemant or relatsd reascons. A foemal vehicle teo offar a foous or
forum for diverse and multiple voluntary initistives may then bs craated.
A voluntary agency is such = Jotum for pooling togother a variety of
individual efforts (Subramanian, 1981}, As ths zoency grows, howaver,
there may be individuals who work fer it fer a salery, with commitment
nct being an overriding concern. The label of “voluntcers® may then

be affixed only on the founder(s) and thc Yoriginal™ tcam of peopla.

In practice, therefore, the degree of voluntariness may have to be

discerned from an analysis of the functioning of the agency.

SELECTION OF VAs

There is a bewlldering variety of VAs, They range from informal
neighbourhood groups tc large formal crganisations, and from these that
offer relief and welfars services tc cthers that mcbilise communities
for social or political acticn. Given this variety, it is difficult
to select some agencies for study on the basis of any criterion without
facing a problem of an unmanagescble sample size. Ensuring a represoen=-

tative sample would mean a staggoring numbur cf cases.

A seccnd difficulty relatss to the rescercher's access to the VAs.
It is not easy for an "outsider¥ rosearcher to gain access to agencies
which zre often manned by people clustered around certain values and
causes, unless a degree of personal rapport is built up betwsen the

researcher and the loadership of the agency.

Given these difficulties, it was finally decided to purposively

selesct three agencies, which may not “cover"™ all typus of VAs, but



~would (%) roprasent different.sponsors and groups served, (2) willingly

.discuss and ensure access to thelr uxperiencoes of management.

Sinco -

it was not the intention to undertake a comprehensivo armalysis of all

poesible responses nor to attempt

cenclusive investigation, it uss

felt that verioty in terms of sponsors, servico or bzneficiaries and

opennoss to a study were realistic working criteria of sclection.

The three agenciss selected heve tho features shown in Table 1.

‘A brief description of sach of the agencies is presented in Appendix 1.

Tabl

A

Featuras of Voluntary Agencies Studigd

Name & ywars of

active presencs Location Sponsor Service Beneficiary
{approximately)
Comprehensive Rural Rural A protestant Healthy General

Health Project (RHP) Maharashtra
{10 years)

‘Jeeva Sevalaya (JS) Rural

(10 years) Tamil Nadu
‘Gram Seva Kendra Rural

(GsK) Gujarat
(30 yoars)

mission

A congroga=
tion of
catholic
sisters

A Taluka
level
Gandhian
Institution

Animal Hus- Community in
bandry; Non= two talukas
fFormal Edu-

cation

Pro ject ine Poor Women

Vo 1iving of ths out-
income skirts of a
osneration touwn

Children and
None=formal the weaker
Educationy sections in
Consultancy the taluka
for Coopera-—

tive Developm

ment

Formal and

The three agenciss RHP, 35 and GSK arc located in backward arsas

and are sponscred by thres active participants in tho sccial development



afforts of the country. As can be seen; their services vary and they
work with giffercnt beneficiary graups. They have done pioneering work
in their chosen area and sefuicesn Their performance has boen credita-
ble and like ail deuelnpment.afforts, they have hesd their success and
failures. It would certainly have been usaful to include other kinds
of VAs, such as those primarily invclved in mebilising people for sccial
or political purposes and those initisztzc without external intervanors.
Howcver, dus to the constraints mant;cned carlier and the nature of tha
study, cne had to forego the richness of verigty for the insights of a
few. Accordingly, thc ideas presented here may be seen in relaticn to
tho faot that the VAs ‘studied were by and large involved in rendering

social and sconomic services.

Tho researcher in the voluntary sphere of activity is also faced
with an operational problem. Unlike tho crganised soctor of industry
and commerce, raeccrds and reports are‘not zasily availabls in printed
form, both duc to a scarcity cf manpouwcr te maintain records and publish
a number of reporfs znd alsd_a genaral inclination towards iné;rmal
rather than Fofmal systems of infcrmation.* Consequently, intensive
interviewing and extecnsive file soarching are required to locatc and
pisce tcgether basic data. Comparable deta cver time or cver actiuitiés
mnay bo hard to come by. There are bound to be data gaps. Beyond these
burdens to the rescarcher ussc to neatly ordercd sets of facts and
figures, the cxorcise of "data search® is a rowarding one. The available

records and discussicns will cften present a vivid picture of the orga-

nisaticn, perhaps not guite prone to instant analysis, but rich in insight

* In a jocular vein, people in VAs talk about projects with gxrecollent

modern systems and neat reports but without committed workers Or a
receptive community. - '



DISCUSSION 3 _ SOME POINTERS FOR DEVELGPMENT AGENGIES

The strategic responsss of the VAs stucied present some useful
lessons for the management of development programmes. At the same time,

they also offer a view of the contexts in which the YAs make such responsss.

The strengths and constraints of UAs, in general, are already well
known and need not be glaborated here. The commitment of personnel,
their capacity for Mfrontier work™, the problem of second line leadsership
and uthgr_Features.such as these have by now been recognised. The three
VAs under review did exﬁibit these features. However, = a3 already
mentioned in the case of micro projects in general - there appear to be
useful lessons to be learnt from the kind of critical choices the VAs
have made in relation to their goals, services, béneficiary Qroups,

technolegy and organisation, given their strengths and constraints.

The following is a discussion of such choices.

The Overall Purpoge or Goals

T ————r—

The overall purpose or goal sets the pace, as it wers, for any
organisation. This often means a choice of what role it will play in
its sphere of work. In VAs, as in other organisations, the purpose or
goal is not easy to identify, since it may not be very explicit and may

have to be derived from action (Perrow, 1970b; MeKes, 1974 )e

The primary goal seems to be derived from the interaction of the
philosophy and interests of the sponscring agency, the capabilities of

the VA leadership and the needs of the people or area to be served.
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Accordingly, RHP decided upon improved health status of a taluka at the
beginning. J3 wished to improve the économic standards of woman in the
neighbourhood village. GS8FK, as a result of its Gandhian origins, opted
for a mix of sﬁcial, economic and polit;cal goals by way of an improve=
ment in educational and economic status, increass in agricultural produ=
ction and a higher level of local participation in decision makinge

The sponsoring agency seems.to have a key roles in the choice of goals
since GSK derived its wider saet of goals from its sponsor, who in turn,
would have been influenced by the philosophy and visions of Gandhian
}nstitutiuns. J5's new goal of enhancing women's status 1n society is

also partly an foshomt of the sponsor's re-examination of its role 1in

development.,

The chosen goal acts as a spur to determining services and activi=
ties. The latter may be changed over time to produce the most effective
combination, as discussed in the next section. Fig. 1 graphically

presents the iterative process.

Goal

Section of Service
community

served

Flgo1

while the goal thus sets the pace, as it were,; an interesting
feature of the VAs seems to be the shift in the goal itself at stages

in its history. After five years of work in health, RHP implicitly
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took on the goal of initially understanding and latoer enhancing women's
. role and status in society. The expafience with women village ﬁealth
workers had demonstrated the potential strengths and the enormous dis=

" advantage of womzn in & backward sccnamys. BRHP fslt moved to contribute
to the solution of the problom; as a conscquonca, half the time of the
sessions on health training with the health workers was spent on discu=
ssing family and village reiatod probiems of the women. Mahila mandals
and literacy classes also followed. J5, after astablishing the income
ggqerating ;apacity of the fibre craft work was seriously debating
whether its goal 5? improving the economic status of the women it was
associated with, was not %too narrow™. There was a feeling that voluntary
agencies such as J5 should play a more dynamic role in development and
assume a larger goal of social changa. Thus, enhancing peopls's capabi-
~lities to deal with oppressivc structures in society, was being spoken

of as a goal to be pursued.

These shifts in the goal or purpaée implies a "paradigm shift'.
It may alsc be seen as a process Dy which, in a deuelopment agancy, an
ultimate goal assumed at a point in time during a phase of the agency's

-

evolution, becomes an intermediate goal at ancther point during another

phase., Fig. 2 attempts to portray this shift along the dimensions of
development which include a concrete and tangible improvement of living
standards, equity in distribution of benifits of economic growth and
an enhancement in power and capabilitics of people in dealing with

their anvironment.
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The dimensicnal shift offers options for actions in relation to
the new goals The VA, in response, may: (1, add a new goal to its
present sat (2) work with others who can éontribute tc the new goal
(3) give up preéent goal and services in order to pursus the new ope
{4) continus with the'old. While it is not possible to judge the relative
effectiveness éf each of éhe options, the VAs studied either added on

to the present set of goals or looked to others for supplementing their

own efforte.

Consideration of the new goal.may pose some challenges to tha VAs.
In the case of JS, for instance, groups within the sponsoring agency
seemed to support all of the four options. This meant a great‘daal of
Jjoint study and reflection for JS's leadership and the various groups
wifhin the sponsoring agency. Managing the tension amang the varying
options as reflscted by the groups may thus be an important goal=-rslated
functien of the.UA's leadership. While it may be too early to review

the impact, RHP seams to have decided to continue with its health related



goal as the-dqminanp focus and use its health work as a basis for
triggering off other intérventions. It may be intsresting to unogerstand,
through such'effort, how health can be a ¥lever® for creating alterna-
tives in development (Bansrjes, 1978; and how there may be limitations
of being a "model" in the given social structure with the attendant

constraints in adoptino goals of social changs (Wadear, 1960}

Choigs of Service and Community Groups

A philosophy of Gandhian or Christian ideals inspired sach of the
VAs and fuellad\its taams for action. Derived from this philosaphy
was the cause qf serving backward areas and ths weaker sections of
society. Christ’s message that he who served the last man served Him

and Gandhi's emphasis on daridranarayan enabled the agencies to gene-

rally opt for serving the weaker sections.

It is, however, apparent that a concrete analysis in ths context
of a particular area.;nd community serued by the agency is necessary
if the philosophy and cause are to be anchored in the social realitye
Such an analysis could delineats specific weaker sections in a given
area. For instance, RHP's specification of the groups in the community
enabled special attention tec be given to activities involving women and
children, the dryland farmers and buffalc owners. Tha GSK experisnce
brings this ocut uiuidly. Although it was generally committed to serv-
ing the poor - and the weaker sections, it found a specific analysis of
various segments of the community in the given.socio=economic situation

revealinge. In the 1950s, when one of the national sbjectives was to

spur agricultural production,; all sections of the farming community



(sl
needed help with agricultural inputs to. impreove output and productivity.
GSK responded with appropriate acticn by forming farmers' organisations.
In the late 1960s, when it found that the farmers once assisted werse no
longer tge “yaaker sqcticns", and were, in fact, busy organising a power-
ful political bass fdp tﬁemseluas, G3K wantod to shift ifs chus.tol
specific backward groups in the area - landless labour, marginal farmers
and other occupational groupse. J5 identified the women of a neighbour=
ing backward village as the greup it wanted to-work withe. The leéson

seems to be;

(1) Recognition of  the haterogenaity of the community is useful. The
term "community" is an abstraction and it is necessary to understand
the groups and sections within a given community and their relaticn=

ships.

(2 A concrete analysis of groups within thz community aids the objective
of working with and benefitting intended groups rather than other

sections. ' -

(3) This analysis needs to be done pericdically since structural shifis

may render the once weék as the present well-off.

A major response made by all the three aéencias is the provision
of_new_gervices. . The RHP ensured the provision of water and feeding
.seruicas to the Jamkhed community a£ the time of drought although it
did not intend to do so in the beuinninge. Later, animal husbandry and
nonformal'eduqation were significant new sarvices. JS introduced
iiteracy classes for tﬁe womsn workers and undertook training programmes
5K becams invoiuad in income gensration services. for neglected occupa-

tional groups.



Clarity regarding the population te be served ssems to aid in
determining the provision of any now service. .RHP responded to a shifg
in ths acology of tho arsa of its operztion. It had decided to serve
the taluka of Jamkhed and had hencs madz moves in line with the changes
in the taluka's scology. Thus, when water and feod famine struck the
area, RHP responded appropriately, demonstruting its ampéthy for the
suffaring of. the psople of the taluka. BSimilarly, when the dialogus
between the village health worker and the village women was bsaring
fruit and a rapport was established, RHP decided to participate in the
Na?}bnal Adult Education Programme based on its relations with the women.
So also did it init;ate animal husbandry services, mostly of an educa-
tional and linkage providing naﬁure, in order to respond to the needs
of buffalo-nwners. JS realissd that the women it was working with were
school drop-outs. There were many needs in the course of their work
and daily life for reading and writing. Literacy classes were, therefors,
introduced in the daily schedule of the women at the JS centra, whare
they assembled for fibrecraft training and production. GSK found that
the two groups - riverbed vegetable growers (uaghris) and sheep breeders
(rabari;bharwafs) = were faced with the problem of an unstable sconomy
of production of vegetables and wool and hence.necdoed to strengthen
their occupational base and stabilise it. The GSK's active involvement
in tﬁe sconomic activity and formation of cooperatives with regard to
these groups followed.  There is thus a process by which the development

.agency mays

(1) delineats the bensficiary group to be sarved

(2) analyse specific needs and attributes of the beneficiary group and
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(3) roespond with appropriate services.

The VAs studiad demonstrate that a set of iﬁﬁ&ﬂEﬂﬁEﬁLﬁﬂEﬁEﬁ may be
necessary for a particulax service; given the heneficiary group's nesds
and attfibutes. 35 worked hard for the provision of marketing linkages,
without which the'Fibrebraft activity could not have béeﬁ sustained.
RHP'ufFqud gducation, information and facilities for health care
{simple drugs in the village through the uillaga.health workars‘ kits
and curative facilitiss at the base hospital). Similarly, it provided
a forum for the sducation,‘t;aining and ipputs for animal and farm cars.‘.
'ﬂithin a year ofits new activity, GSK faced the challenge of attending
to all the necessary linkages for the cooperatives it had helped to

organiss.

The experience of the VAs also suggests that it might be necessary
to go in for a diversity of sub=-services within the same service (or a
diversity of services) so that sometimes a "domand deficient" but desir-
;bla sub-séfuice (or sérvice) may be coupled with a "demand surplus®
ones Thus,.RHP displayed its competence in curative care and provided
facilities for it, while using this entry into the commupity to carry
put preventive efforts such as health education. Demand for the latter
;ubmsaruica, viz., preventive care, within the overall hsalth care
.éeruice, would:be rather limited considering the community's louw prio-

rity for services the bonefits of which were not of immediate, short

term reckoning. In a similar fashion, organising khadi and cooperative

activitiss in the villages cnabled GSK to gain entry in order to mobilisa_-'

demand for its sducational service, in particular, from the women.
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There appear to be somc critical procblems in the provision of
services or sub=-scrvices. Tho firste relatos to the specification of
naeds Df.the intsnded beneficiary groups. Tho danger here is that.the
perception may be bascd on the agency's assumptions and anxieties rather
than on the groups? own articulated desires. Literzcy, in meny instances
" of nonfourmal education, has been an agency objuﬁtiue rather than tho
peoples?. In the ﬁase of JS; the literacy serdica dig not moet with
success for quito some time. S0 25 may, after all, havas started with
its own assumptions about the women's needs for literacy or about
the - teaching methodalqu to be ussad. Similarly, despite its
cradibility, RHP's afforts at sanitation also did not succeed perhaps
due to the greater anxiety of the agency rathe£ than that of the people

to adopt good public sanitation measurses.

It might, howsver, be argued that (1) all needs ares not_necsssarily
articulated by the pecple and hence have tp be "senged"; the talk of
"feglt needs™ may be, tharefore, considered too textbookish and romantic
and (2) certain pracﬁices, such as the care of children, are desirable
and essential for the wgll being of the family and hence it may bhe felt
that the community must ba helpad to "fecl" the need. Even if one
accepted this argumant and the VAs take on additiénal sarvices, there
can can arise the second problem of managing new services along with
the olds. There gesms to be a distinct possibility that the dominant
service of the agency overwhelms the other services. That is, given
the managérial rasources of a voluntary agency, it may bs difficult %o
diversify into other servicas and sustain them over a perioed of tims.

In the case of J§, this appears to be the major reason for the literacy
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service as it was designed not Ytaking off® despite two attempts. The
oﬁganiser of JS was preoccupied with ths income gonerating economic
service. This involved skill training, organisation of production and

a great desl of efforts in markotinge. Human resourcos tc carry out
these activities were considerably limited and were inadequate oven for
the esconotiic enterprise. Thus zlternative strategies to dOvgtail liter-
acy and numerscy cducation intc tho economic activity itself could not
be considered carefully. Responses, by way of differing organisational
forms, may partially remedy the situation and will be sxamined in the

subsequent scctions.

Choice of Technolegy

‘Technology presents a varying picturc among the VAs. RHP, in its
health work, by and large, used the'allopathic system of medicine perhaps
due to the training of the doctors. Significantly in its communication
and esducational cfforts, RHP relied largely on nonfufmal methods and
pfocessas in keeping with the rural miliocu it was dealing with. GSK
adopted a combination of formal, class room, academic sessions, and
nonformal, skill based, “acticn” components in the schoul. With regard
to its econémic projects, in particular the cooparatiﬁas, it was yet to
consider the guestion of a new or appropriato technology. 358, too,
resarted to auéilable technigues of carding and weaving in its fibro
work. The primary objectives of the VAs studied seem to have offaréd
considerabls opportunity for innovations in the software or work tech-
nology of extension of their service into the community. The absance
of major breakthroughs in hérdmare such as cguipment, machinery and

related technigues is a reflection cf the absenca of a contextual need



fér such innovations and of the agency's focuss  Howsver, it may ba
speculated that where sconomic activitics are involved, as in the cass
~of 35 and GSK, the growth in size and volume of activity will demand

attention te productivity and hsnca also to tcchﬁology.

Individual VAs, with their limitcd resources, may find i£ difficult
to devalop new "hardwars technologies"™ on their‘own and perhaps external
agencies may assist with problem-criented research and dovelopments The
VAs can, however, provide good testing grounds, with their grassroots

involvement and special skills in commuenication.

The uniqua software ocxpertisc may be particularly helpful for
'prﬁgrammc managers of public systems. Over the years, the limitations
of the administrative structure of the development bureaucracy, in terms
of the organising and communicating tasks related to the cammunitiés
thoy work with and programme beneficieries arv bocoming apparent. It
may then be useful to pursuc gollaborative arrangements with VAs, so
that a mutuality in developing and utilising.a set of appropriate teche

nologics may bs created.

Qrganiging for Services

Although there could be several useful aspacts £D this factor, in
this section, we wish to highlight one, which is the formation and
forging of linkages with the beneficiaries, local communities and other
development agencics. This cmerges as the single, most significant
'Faaﬁure in the VAs chserved. The actions of the VRs suggest some

lossons in choosing appropriate means of structuring tasks.
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Sharing of services and functicns

As mentioned carlisr, Qoluntary agencies may be facod with limited
resourcexof trained menpower. In which case, undertocking a diversity'
of services and sven functions, howcver, needed cor desirable they are,
may place considerable demands on the agencies. And yot, if the séruin
ces and functions are incvitable and imperative, hcw are thoy to be

crganised?

A significant lesson from thc cases appears to be that due caution
is ne;eésary befare adding a pew service or function to the existing
sat of services and functions in the agency. The caution is intended
to prevent organisational overload. RHP realiscd that water and food
were scarce in the drought hit taluka. Accordingly, it ensured that
‘services to meet these needs were offered to the villages. The saruice
were, however, provided by other voluntary agencies, with RHP partici-
pating actively and contributing its manpower. This participation
helped RHP devslop sound relations with the villagers. This was a good
basis fuf its long term health work after the relief operations. Simi-
larly, whan undertaking animal health care work, AHP decided to act as
a catalyst and provided a forum. for the poople, concerned Government
agencies and leading dairy cocperativo experts to come together. The
point is that there was formal organisational differentiation with
regard to the new service, and yet, at the same time, there was a
concerted effort at integration of the new service with the long term
programme éf the agency. The careful avsddanca of overload is also

“ovident ip the case of GSK« In assisting the vegetable growers and

shesp breeders, GSK ‘facilitatod tha formation of the groups’ own
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cooperatives = grganisations formcli& distinct from GSK and yet depene
ﬁnnt on it for régular counsal.1 The informel relations proyidad an
opportunity for thoe students and teachers of GSK's school to maintain
ilinks with the community arcund.. Thers is, in this too, the illustratiﬁn
of the principlo of differcntiating =t tho level of the formal organi-
sation and informally integrating at the level of goals of the mainr

2GeNCy

Tha expericencos also show that thers are othor ways of reducing
overloads. Some functions of the vecluntary agoncy may well be shared
by beneficiary or community organisstions. The Young Farmers? Clﬁb in
Jamkhad ﬁarried out the task of assisting the village health weorkers in
mobiilising the children for the nutrition programme. In the absence-af
dosign specialists, the woman benefic;aries of J$ contributed actively

to the designing of fibre products.

Irn etie cases, the sharing of functions was dusirable not only
frem tho view point of the VAs' difficulties in (1) handling an array
of functlons and seruices and (2) naining access to specialists, but
also from that of programme affectiueneés. That is, the function may
be performed botter by a community agant”rathar than the agency persc-
nnzls In the RHP examplo, the village health worker turned out to be
a far more cffectiﬁe communicator with ang influencor of the uil;agarsr
than the city trainced nursee. Such a confluence of trainod manpowsr
and local—peopie-with—pctantial noct only roduccs D;ganisational oVBr=

lead of functicns but also enbances tho E?Factivaness of the perfermance

1 The sanchalska of 58K likens nimself tc a "marriagoe arranger" whose
only purpcse is to bring the concsrnod parties togothor.
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of certain functions. Action along thusc lines scems to require a
criticdl analysis of sorvices and functions and the decisicn as to the
agency boest suited for carrying thum oute The critical guestion, of

coursac, beings Neod we do this?

The formation of lateral linkages with grass roots organisations
appears to be a neccesary and useful foaturc of structuring the tasks
of the VYA as it grows in sizo, territorial spread or assumes new services
and functions. Such formation secms to be aided by a moaningful recipro-

cal rclationship between the two crganisations. A twoeway flow of

banefiﬁs may be invelved. The Young Farmers' Club in Jamkhed served as

a forum for RHP to propagate better farming practices and provide support
.for the village health workers. Recipreocally, the YFC could make doci-
sions rclated te food=for-work projects and acquisition of new gquipment
ar agriculturai knowlodge. In Khadasali, GSK's school obtained access

to the poorer sections as part of its comnunity education for students

and teachers. In. turn, the varicus groups of the poor obtained a forum
and a channel of organising themselves and dealing with extornal insti-~
tutions, JS's gdtiuity of fibrocraft production and marketing on a

viablo commercial scalc was still in its carly ycars and like RHP and

GSK, 35 too would probably raosort to similar liﬁkagus at a latcr stago.

Tho GSK cxperience peints to tho significanco of inter-organisational
linkages among liko-mindod VAs. Thc associaticn of GSK with its sponsor-
ing agecncy, Kundla Gram Scva Mandal, and of its mombors with scvoral
similar organisations of Gandhian persuasien strongthonod its own

idontity and basc. functionally, thorc was considerablc direct support
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among these organisations. GSK's school derived the benaefit of commi-

tted teachsps from a like minded Gandhian teacher training organisation

in Saurashtra. This saved G3K the awesome burden of retraining and

.

reorientation of teachers trainsd slsewhers. G8K, in turp, was assist-

ing others in strengthening their l:hagl programmess }nstitu£ionallx,
the netwcrk ensured a degres of security and identity for the various
organisations involved and created a sanse cf self reliance. There uwas
thus a partner rather than a recipient image of self vigea~vis the
government, although funds were taxen for specific purposes such as the

‘teachers' salaries in the GSK school.

Relations with a powerful proximate system

There is the question as tc how a powerful proximate system, such
as the Government, would continuve to view an equally powerful, self
reliant partner, with strong inter-organisational linkages. Elsswhere,
the apprehension that such a network may gréw in political strength
has been_uiawed with alarm and unfaveaurable action on the part of the
dominant system. Thus, close collaboration for mutual support on the
part of a group of VAs may be progressively perceived as more than a
rational move for inter-orgznisaticnal, task related support. Political
motives are likely to be imputed. Appropriate reading of the snvironment
for an adequate collective response is, therefors, very important for

the VA as the network's links grow wider and stronger.

In two of the three agencies studied, establishigg_é strong identity

for themselves precedes their efforts at assoziation and forging of close

ties with their proximate system of govafnment or public bodies. It was



only in the 1980s that the RKP entered into a major collaborative
venture with the state government to train tha di;trict level pafsonnel
at Ahmednagar, where Jamkhed was lncateds. This was nearly ten years
after the RHP started its w;rk and gazined considerable nationél and
iﬁternational‘recognition.- Similarly, J5 ocstablished its name firmly
in the field of fibrecrafts enc only then undesrtook a collaborative
'prajeqt with the Khadi and Village Industries Commission. In both thg
cases,‘thera wers some activities which brought the VA in contact with
the external public agenciss. Howsver, the VAs made moves for signifi-
cant collaborative ventures only after gaining in expertise and strenghhs
in their chosen sector of oﬁaratiun'so that it would be sasier for them
to function as partners rather than as sheneficiaries® with powsrful
agencies such as the Government. Fcar of lngs of identity and of
cooptation, a distaste for bureaucracy and the availability of alterna=-
tivé sources of funding were tha main reascns fof the “wait and act"
strategy. It must be noted that there is voom for appfehensions on ths
part of the VAs if ones c;nSiders the experience of RHP with the National
Adult Education Programme. In iarch 1981, despite the reputation and
strengths, RHP was still pwed fse 25,000/« while there was a great deal
of uncertainty about the continuation of the programme. In this light,
the government's moves fer collaboraticn with VAs must c&nsiderAthe
potential bérriers between the two. Such collaboration cannot be
ngummoned® by the bureaucracy. Nor does desiring it likely to producs.
results. A procass of undarstanding of one anothef's strengths and

weaknesses may have to be initially set in motian.



Tho_Shaering of Innovation

It appears that plans must be made Fo; extending any innovation
picnesrod by the VA, or for which it becomes knoune The innovation may
be in terms of a concept; strategy or method and ths first féw yeafs
of a VA's aétiuitiés are likely to gznerate considerable cxpérience to
damonstrate the practicabllity or otherwise of a new intéruention through
the agency's successes and failures, The VA's desires to avoid publicity
might preclude the possibility of a large scale exposurs. Howsver, wurdm_
ofemouth digssemipation seems to attract intercsted practitioners, ressar-
chers -and later, policy makers, to ths VA. Again, given the usually
slender organiSational and managerial resources of the VA, it seems
necessary to avclve a means of handling this "sharing™ effort, especially
if this is not to disturb the ongocing activities of its own programme.
Organisationally this could mesan the smergence of new functions of train-

ing, research and sometimss consulting.

A mix of strategic rcsponses seems possible in the light of the

cases analysed: /

(1) The VA may organise an aducational programme in collaboration with
an agency specialising in the concernecd sector or in educations .
The VA may not wish to taks upon itself the training and an organi-
zed resaarch.FunctiDn and may invite others with more time or
axpertise to do so. Given the cverwhelming demands of development
programmes, VYAs are likely to bs precccupisd with managing the
programme. HRelsvant sction research necessary for better manags-

ment of the programme is likely to be carried out informally and



as part of the regular work, Conseduently, there is likely to be
neithar time nor an oriontaticn tc rosearch of a long -term nature

or studies that have, as their objeoctive, the training of othar external
programmz porscnnel, RHP, realising the cdemands of education and
raossarch in tha micd 1970s, tried to find a full time analyst for
studies. * Later, it entered into an arrangement with the Voluntary
Health Association of India, z national federation of voluntary

health agenciss, and with other community development educators,
whereby ths latter would provide supportive training and ressarch
inputss JS, too, collaborated with the Khadi and Village Industries

Commission for national training programmes inm fibrecraft.

(2) The VA's own staff act as organisers/trainers elscwherc. The VA
may lend eor send its own managers, supervisors or expsrienced
workers to other agencics in order to impart a skill or a method.
RHRP, 35 and GSK have often shared their senior perscnnel for this
purpose. An Bbstaclarto lending the services of the key programme
managers is that a second line leadership may not be in place. RHP
had tried very hard to get competent doctors to assist the co=directors,

Dr. and Mrs. Arole. In J5, the organiser, Sister Lilly's absence

would be difficult to cope with. The sanchalaka's presence in GSK

ensured sustained action with rsgsrd to the cuoperatives and his

long term absence could affect thec programme, althaough tb.a relaa~

tiuely smaller extent dues to the team of teachcrs in the school.

What is important is that it is necessary to explicitly recognise
and sharing

that axpéctat?uns for trainingl@auld arise at a particular phase of

the VA's growth. Conscguently, an sducational service or function will



become necessary. The VA's respeonsc then will have te consider.

(i) the management of its ongoing programms
(ii; its strengths as related to training, rescarch and sonsulting and

(iii) the availability of a supportive external spccialist agency.

T
ructure and Process

o

It has besn mentioned that the formation of linkages appears to be

‘2;; most significant aspect of the organising process in the VAs, A
:word about the organisational structﬁre is in order. Givan their size
and scale of operaticn, the formal structures of the UAs"D;ganiSatiOn
Smes not seem to be of generzl stratcgic importance. The personnel play
%ultiple reles and functicns, creating a climate for a "matrix" typs of
organisation. However, both in the case of GSK and RHP, it is the
organisational processes of joint planning, monitoring and team function-
ing.and the facilitation of such procasses that is noteworthy. Formu}au
ting specific projects with objsctives, regular and periodic meetings

£a discuss problems gnd to review PTOGL&Inamd performande, appropriats
training and follow up with on-sita assistance for the agency personnel -
these soem to be critical processes in planning and implementation.

While these are often generated by the leadership of the VAs, other
agencles especially the public agencies, will have to probably look for

' means of formally structuring tﬁesa processes if they are not to rely

on personalisod leadérship styles. An analysis of the varisty of thees

crganisational processes would be a useful futurs rescarch effort.

R necessary caution seems to bg that formal structure or form may

not generate the kinds of processes or functions that it is supposed to.



This, of course, is well estahlishud in organiscticn theory (Form follows
function, not the other way around;; but this séems to bhe a principle
difficult to observe. GSK, for instance, felt that it could bave waited
for some time bzfore the formal reoistraticn of the vegetable growers',
sheep breuvders' and jandlass labourores! croanisations as ccoperatiues.
Cﬁoperation as @& process for commercial producticn and marketing is
often not 2 starting point in organisaticn building but has te evolve
over time, Morscver, formal re9istratiDn as a cooperative meant that
many aiternative channels of finance and cther assistance werd esxcluded.
In other words, the formal form chosen imposed constraints at a time
‘when options were necessary. similarly, the dosire for community parti-
cipation at the policy lsvel propellicd J5 to form 2 soparate registered
society and include citizens frem the ncarby town on its board. However,
it was not clear whether this token formal prescnco actually generated
the desired participaticn. On the other hand, RHP's restructuring was
in linc with its own needs emerg.ng from its oporations. 1 feconsti-
tﬁted its governing body te include key resource people during 1lts
second phass and restructured its Registered Socisty to incorporats
larger cbjectives of extension of the Jamkhed cxperience seven years
after inception when new services and functibna had smerged. 1t appsars
that an analysis of smergent functions, oxisting strengths, linkages
required and appropriaténass of the time or periocd when the change is

sought, is necessary before siructures are fashioned, if these gtructn

ures are to play a necessary supportive role in the VAs' programmesse



CONCLUSION

Voluntary agencies havz played many roles in tho developmental
sactors of the country. Those roles have ranged from that of a preovider
of reliaé during crises.to that of a social activist and supporter of
‘long term developmentazl programmes. Over the years these agencios have
demonstrated that thay have ﬁuch to teach oy way of critical choices
tc be made in development pregrammes.  Such choices may relate to agency
goals, services to be offered to the community, the sections of the
ccmmunity'to be served and the technoclogy and oropanisation involved.
This papbr makes a preliminary atiempt to understand some of the signie

ficant responses of VAs, related to these strategic choices.

Three voluntary agenciocs locateo in rural arcas were purposively.
‘selected for case studies. Their dominant scrvices were health, education
and income gencration respectively. With regard to goals, the sources of
“influence are cited. Change of goals and its implications are discussede
In rélation to the choice of saruioe and the scetion of the community
served, the agencies' experience suggests that specificity of the bens-
fieiary group enables the creation of approprizte services. Anmalysis
of the agencics' concrete socio=gconomic setting is_useful for such
specificity. Whils nsw services seem necessary and are offersd, carsful
planning of diversificatiﬁn appears to be nssential. As regards techno-
logy, the agencius' demonstrate their capabilities in the softuwarse
aspects of communication and educaticnal processes, but may reguire
assistance with the hardware when ths situation demands it. In organie

sing for service, tho agencies studisd present evidence of avoiding
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organiéétianal overload through linkages.with public and private agens
ciss, and with oaneficiary and othor grasse~roots organisations. Some
indications of the nsed *o plan for thu sharing of innovations, of the
apprehsnsions of tho voluntary agencics visea-vis theo larger proximaté
systems and af the significance of organisztional processes are also

discussad,.

The experiences may offor some pointers for other develcpment
agencies, for voluntary agencies themsolves and researchers so that

deoper raflection and more rolevant action may onsuffe,



Appendix 1

THE_ THREE, VOLUNTARY_ AGENCIES

(Summary description of VAs sslected for the study)

The Rural Health Project

RHPlstarted its activities in a drodght hit part of Maharashtra
in 1970. Sponscred by a christian protestant missien, its hope was
to-serve the rural arsa with a comprehensive, as against only curative
health service. Its programme included simple primary care at the
village levsl, care of pregnant mothers and pre=schoel children,
family plaqning,.cqntrol of chronic illnessaes such as TB and Leprosy,

smergency~cum-follow up care and care of the eyes. Aroles, the

~doctor couple leading the project team initially involved themselves

and the RHP in health, water and food relief saruice during a faming
and dry farming assistance. Later, RHF attempted animal care servicas-
and participated in the National Adult Education Programme. An oute
standing feature of its work was the reliance on simple, village

women who were trained by RHP in basic health cérs. They were availe
able in the village and formed the Foundagicn of the RHP!s health and '
development eFforté. Through them, women's groups were organised.
Similarly, the young farmers' clubs provided a forum for activities

related to the land and a means of support for other villags work.

After five yesars of servics in Jamkhed Taluka, RHP replicated

 its efforts in a neighbcuriﬁg taluka. Meanwhile, the village health

workers had esarned national and international recognition, since

this seemed to be an antidote to the ills of the generally bureau=
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cratic health service syetems, alineated from the communities they

served.

Starting with a group of 2C personnel in 1970, RHP's staff
strength grew to 40 in 1980 including € doctors, > nurses and 4
social workerse. There wers also the 62 uillagé health workers.

Within five years, RHP brought down the infant mortality rate in its

‘arga of cperations from 97 per 1000 live births to 39. The birth

rate was reducéﬁ from 40 to 23 per 1000. It was abie to give immuni-
sation coverage to B4% of required cases in 1976 as against less

than 1% in;1971. The Young Farmers' Clubs, spurred on by RHP, had
constructed 100 check dams, levelled and cultivated 2000 acres of
.1ahd, constructsd and maintainad 104 tube wells and'sunk Bd community
wells for irrigatioH: In 1976, 10000 trees were planted and watered
throughout the summer. Standing out in the list of achisvements was,

of course, the development of the women health workers, who seemed

to reveal unexpected depths cf their potentialities.

1

In 1980, 60% of RHP's budget of over Rs. 13 lakhs was met by
its own revenues from patient fees. A large portion of the remaining

40% was from donor agencies in India and abroad.

Jecva Ssvalaya

JS's activities started in an orphanage located in a very back-
ward! chronically drought affected part of Tamil Nadu in the 19603-7
Sponsored by a Catholic céngragation of sisters, fhe organiser,
Sister Lilly, who took over the Centre in the 1970s, wished to build

up a self=sustaining income generating service for the poorest women
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of the villages around. hsr focus uas on harijan school dropouts.
accordingly, 25 gradually expunded its work beyond the orphanage to
neady women and by 1980, 160 such women were participants in J5's
fibrescraft training centre. Training, production and marketing ware
the comprehensive set of functions carried cut bty JS as a part of
its economic service. The uvtilitfy and fancy fibre products made
were marketed through established channels in the cities. The women

earned a steady Rss 3 to 4 per day.

Scme of the more experienced women from JS were sent to other

places in the state to help with similar local efforts. Later, a

national village industries' agency and 15 initiated collorative

moves for national training programmes in village industry.

From time to time, IS attempted to incorporate aspects of adult
educaticn, other than Fungtimhal skill, such as literacy education

and developing social awareness. The sponsoring agency of the

gisters had meanwhile adopted a philésophy that stressed dsvelopmant

and social awarensss and not only short term relief in all of their
work .
JS is staffed by its organiser, a supservisor and a couple of

office staff.

Gram Sava Kendra

One might say that the GSK w&8 as old as independsncos

Initiated by an associate of Mohandas Ganchi in a remote part of
Saurashtra in Gujarat, G5K is now a part of a taluka level rural
rural development agency. In response to Gandhi's call, GSK in its

formative years worked for schools, cooperatives and panchayats in



the viilages. Over the years, with uxperience in education, it
developed and handsd over the primary school in  Khadasali to the
Government. In standards YII to XII of its secondary school, GSK

- educates 275 rural students zach year. This includas 29 oirls.
rl -

While the residential school is the centre of iis educational
ectivities, GSK's rangs of’cummunity service re~nches beyond the
confines of the school to the villages around. The teachars and ths
senior students participate actively in the socio=gconomic devalﬁpment
of the area and hence also in the development of coopsratives. All
the students and teathers are invelved in the care of the school
campus, ;shala, 20 acre Farm attached to the campus and in spinning
yarn for their clothes, as a part of the'Bandhian‘Naxi.Talaam curri-
culum. A ceflection of GEK's achisvements is the 60% literacy rate

in 1971 among wamon in tho villags whore it was located, 2 four fold

increass since 1961. The dropout rate in the school was only3%.

- Towards mid = 1970s, GS5K decided to focus on specific economically
deprived occupational‘groups in the neighbourhood of the school in
its outreach programmes. 1hus, it has becoms involved in the role
of a‘catalyst and consultant to some ef the pocrest in the area -~
vegetable growers, itinerant sheop breeders and land;ess agricultural

laboursrse.

The centre's school has nincteen teachers on its rolls. Helf of
its Rs. 2 lakhs par annum budget is financed by the Government.
Studsnts generally pay 80% of their cost of stay and learning and the
Farmrmakes up the deficit. GOther activitiss are taken up as ssparate,
special projects and funding assistance is sought from external donor

agencies like Oxfam.
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