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Abstract

The importance of NGOs (Non-Governmental Organisations) in development to
most 'aid' agencies 1s said to have been generated by the failure of the state in
reaching and providing certain basic services to the poor and the disadvantaged
Although many NGOs 1n Bangladesh have shown some success m reaching the
poor, organising them to raise awareness of education and providing microcredit,
the vast majonty of the poorest in Bangladesh have remained beyond their reach
The dependency of the NGOs on donors, lack of accountability and loss of quality
in service provision duning scaling up are the major problems for the NGOs 1n
Bangladesh Except for missionary NGOs like MCC most NGOs 1in Bangladesh
are preoccupied with microcredit which 1s mainly driven by NGOs search for self

reliance and for good performance indicators

Field workers could be the movers and shakers of NGOs They implement the
policies of NGOs but unfortunately they are rarely consulted during the making
of these policies Above all their problems and opinions remain unheard and
unaccounted for Very little research has been conducted on them in both North
and South and even less in Bangladesh The research has a multiple methodology
which includes questionnaire survey semi structured interviews, securing life
histories 1n order to address the interfaces between the field worker with his/her
clients and superiors Most field workers come from the rural middle or lower
middle class Most wanted government jobs and fell back on NGO work when
they failed to obtain them Most of those who by the time they reach the age of 40
have failed to get promoted either leave voluntanly or are made redundant Field
workers of small NGOs try to switch over to large and international NGOs 1n
search of higher job secunty and salary and benefits Due to high unemployment
in the country 1nstead of creating a stable and more skilled workforce NGOs
often abandon their long service field workers 1n order to recruit cheaper younger
field workers The personal problems of field workers include job insecurity
financial difficulties and nisks associated with accommodation, child-care and

children s education These problems are more severe for women field workers




and are associated with 1ssues related to their gender The professional problems
of these field workers include poor or incorrect tramning heavy workloads, corrupt
and limited promotion opportunities, nregular and undesirable transfers, low
status at work, difficult external relationships, etc Agamn there are gender
differences 1n these problems Yet with all these personal and professional
problems, field workers are central to NGO performance It 1s the strengths of the
field workers which make this possible This study calls for better utihisation of
these strengths by the NGOs The poor relationship between field workers and
therr superiors can be tackled by better management in the NGOs A major
challenge for the NGOs in Bangladesh 1s to become less bureaucratic, this
supposed to be one of their comparative advantages over the state I also found
that there 1s a big gap between what NGOs do and what their field workers think
ought to be done This underscores the necessity of more discussion with field
workers 1n policy making implementation and evaluation of the activities of

NGOs
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Glossary

Chars Shoals 1n nvers
Civil Soctety Civil society or civic space , in this thesis, occupies the middle
ground between state and the private sector and between state and family

GROs (Grassroots Orgamisations) GROs are membership orgamsations The

most important difference between GROs and NGOs lies in their accountability
structures GROs are formally accountable to their members, while NGOs are not
GROs are also sometimes called Community Based Orgamsations (CBOs)”

New Social Movements (NSMs) Are the loosest of these groupings, and are

often not formally orgamised at all they may rather be people seeking to change
their daily lives in roughly the same direction, perhaps linked by personal contact

NGO (Non-Governmental Organisations) Any group or institution that is

independent from government, and that has humamtanan or co-operative, rather
than commercial objectives Specifically NGOs 1n this thesis work in the areas of
development relief or environmental protection, or represent poor or vulnerable
people

Nonprofit Orgamisations (NPOs) The basic characteristics of NPOs are

Organised, 1¢, institutionalised to some extent Private 1e, mstitutionally
separate from government Non-profit distributing not returning any profits
generated to their owners or directors, Self governing, 1¢, equipped to control
theirr own activities and Voluntary 1e, mvolving some meamngful voluntary
participation

Third Sector This can be designated variously as the voluntary sector or the
nonprofit sector The first sector 1s the state, the second sector 1s the market, the
third sector depends more on voluntaristic mechanmisms 1nvolving processes of
bargaining, discussion, accommodation and persuasion These are obviously 1deal
types, and they are not mutually exclusive

Note 1 Third sector and nonprofit orgamsations (NPOs) have been used
interchangeably 1n this thesis Both are common terms Both are common terms 1n

the North For a discussion on civil society please see chapter Two and Appendix

XV1
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3 For a discussion of the place of NGOs in Bangladesh with respect to the
third/nonprofit sector, please see sections 2 7 and 4 1

Note 2 1 US$ was @ 52 Taka in July 2000
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CHAPTER1

Introduction

My research seeks to explore Bangladeshi NGOs (Non-Governmental
Organisations) from below I have worked with the field workers of NGOs 1n
Bangladesh, exploring their careers personal and professional lives interaction
with clients and superiors, and their opimions on the policies and activities of their
NGOs This research seeks to promote a better and fairer use by NGOs of the
hidden resource which their field workers represent It will argue that the field
workers of NGOs, the people working directly with the chents, are an undervalued

and underused resource

Almost worldwide NGOs are getting increasing attention and resources from
policy makers, donors, academics and others The New Policy Agenda accepts
NGOs as agents for social welfare alongside the state and as fostering democracy
in the South' This 1s even more the case in Bangladesh Since independence 1n
1971, Bangladesh has always been a donor dependent country, both financially
and functionally In the 1980s donors started to turn away from the state which

had been the recipient of almost all development aid and prescriptions

I come from a Bangladeshi urban middle class family characterised by absentee
land ownershup 1n the village and a house in the capital Dhaka My father
(Maniruddin Ahmed) was a civil servant who served 1n different positions in the
co operative directorate for 32 years I have seen the decline of the co operative
movement the rise and fall of the famous two-tier Comilla co operatives and the

NGO takeover 1n Bangladesh through my father s career

When I was doing my first MSc 1 Geography at Dhaka University I studied the
mcome-generation programmes of the two largest NGOs in Bangladesh - BRAC
and PROSHIKA (Ahmad 1991) This research was mainly on the changes in the

"The South 1s used 1n this thesis to refer to the Low Income Economies exc]udlng China where NGOs are
very few and conditions very different




economic conditions of the chents of NGOs 1n rural Bangladesh During my
second MSc 1n rural and regional development planning at the Asian Institute of
Technology in Bangkok, I wrote my thesis on the non-formal education
programmes of two NGOs ASOD (Assistance for Social Orgamsation and
Development) and VERC (Village Education Resource Centre) (Ahmad 1993)

with fieldwork at Sitakunda (South-eastern Bangladesh) and Rangpur (North

western Bangladesh) Durning this fieldwork I discovered how neglected field
workers are [ also found that field workers simply have to carry out the directions
given by therr superiors They were never consulted about why children do not
come to school, why parents do not send their children to school or ask them to
stop going to school Field workers have to ensure high enrolment (particularly of
girls) and low dropout rates but they were never consulted on how to achieve
success Field workers were simply seen as implementers Field workers were
telling me that to achieve success in non-formal education of children 1t would be
necessary to target the parents and to achieve their social awareness and economic
uphft They also told me that ‘development 1s something more than their NGOs
perceive Talking to NGO managers and donors, I discovered how little they know
about the realities 1n the field I shall never forget those discussions with the NGO
field workers (which were beyond the scope of my AIT research) But I pledged
those frustrated field workers that If fortune favours, I shall do research with field
workers and convey their message to NGO managers donors, academics and

policy makers

In 1995, I took a bold decision to leave the civil service in order to join the
umversity as a lecturer (of which I sometimes repent, see section 6 5) Once at the
university I started trying to pursue higher studies at a North Amernican or West
European umversity Wherever I applied my research proposal was the same, to
study the field workers of NGOs While wniting this dissertation I still remember
the faces of those field workers of VERC and ASOD, who very logically told me
that I would forget them and their problems in the luxunes of Bangkok and
Dhaka My present research 1s a modest attempt to tell those field workers that I
have not forgotten them even though I have not been able to keep contact with

them over the years
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When I came to Britain 1n 1996 to start my PhD research I carried out a massive
library and on line search for research on the field workers of NGOs I found
almost no research on field workers (other than volunteers) either in the North or
the South In Bangladesh, the only work on the field workers of NGOs 1s that of
Goetz and her colleagues (1997, 1996 1995 1994) with the women field workers
of NGOs and GOs 1n Bangladesh So NGO field workers are neglected not only
by their managers and policy makers but by researchers too Yet there 1s a rich
texture of life, work and relationships in the NGOs with which I worked that

invites research

This study 1s on samples of four types of NGOs 1n Bangladesh - international,
national, regional and small local Although Bangladesh 1s a monotonous flood-
plan, the study areas represent four geographical regions of the country One 1s in
the coastal areas one on one of the two Pleistocene Terraces of the country, one
from the poorer, least industrialised north west part of the country and one 1n the

char (shoal) areas of the nverine country

One conflict 1s between men and women field workers If anyone looks at the
newspaper advertisements for field workers or managers in NGOs 1n Bangladesh
they will see women are encouraged to apply” To many male field workers and
managers this 1s mainly due to a donor preference which directs the policies and
activities of NGOs 1n Bangladesh I have seen a great discontent among men field
workers with the increasing importance laid by the NGOs 1in recruiting women At
the same time women field workers complained to me that their work is
undermined by their men colleagues who fail to understand their (women s)
disadvantages in a Muslim conservative society For example women field
workers cannot work after dark for safety reasons One male field worker of an
NGO told me that when he asked about the increasing number of women staff in
his NGO, his superiors advised him not to be vocal about 1t because they (the male
field workers and managers) have got jobs 1n the NGOs because of the women

staff His supenors told him that one condition for getting funds from donors 1s

[}




that they recruit women It 1s not clear to me how much donors know about the

negative impact of their much loved gender pohcy

Throughout my PhD research, my supervisor has had serious problems with my
English Thanks to her generosity for making corrections to my poor English
Apart from my own limitations one reason for this could be the poor standard of
English 1n Bangladesh’s education (In the next chapter, in section 2 7 I shall
discuss the class structure 1in Bangladesh and 1its effect on education)
Unfortunately my father could not afford to send me to an expensive English
medium school 1n Dhaka Also, my supervisor did not find me cntical enough
and she tned to make me so I would link this with our colomal and post
independence socio-political structure under which we all suffer from the desire to
become shahibs (bosses) and do not like to be questioned Interestingly my
research subjects (the field workers) complained to me about the hierarchy in their

organisations where they are at the bottom and are the least valued

Now let me give an 1dea how I have arranged my thesis To get a broader picture
of NGOs 1n the world, 1 the next chapter I shall discuss the nonprofit or third
sector Unfortunately, most of the discussion will be on the North because of
paucity of research on this topic in the South Lewis points out that organisational
issues have featured hardly at all in the NGO literature (Lewis undated) My
research will try to elaborate on these That 1s why I shall also try to explore the
nonprofit or third sector in Bangladesh 1n that chapter Interestingly most NGOs
in Bangladesh cannot be equated as nonprofit orgamsations My findings are
similar to those of Uphoff (1995) on the NGOs i1n the South that in Bangladesh

their practices are more like businesses than like nonprofit organisations

In chapter Three and Four respectively I shall deal with the NGO debate (their role
in development ) in the South and 1n Bangladesh and review the limited research

which has been done on the field workers of NGOs 1n the South and Bangladesh

Chapter Five will set the scene for my specific field research 1 shall discuss my

research strategy and the methodology to address my research questions I

-
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followed a multiple methodology because the questions I wanted to answer 1n my
research could not be obtained by a single method like a questionnaire survey In
the same chapter I shall describe my study areas the working methods of my
study NGOs, and changes 1n my study NGOs Finally I shall make an effort to
compare the benefits and facilities provided by the different NGOs to their field

workers

To know about them Chapter Six will explore the soci0-economic background of
these field workers from my interview research This includes their farmly
background educational qualification, age-structure etc I shall also explore how
and why they have become field workers of NGOs, particularly their present one
The backgrounds of field workers and mid-level managers will be compared to
see the difference The mud level managers choice of field workers will be

discussed

In the chapter Seven I shall examine the personal lives of the field workers
Unfortunately this chapter will be a htany of their personal problems The main
problems are  fear or job nsecunty, financial difficulties, problems of
accommodation and family dislocation and nsk These problems vary by gender
mantal status and the age of field workers The expenditure patterns and

recreational lives of the field workers are also of interest

The professional lives of the field workers will constitute chapter Eight Again

this 1s a litany of professional problems, including transfer, promotion group
formation tramming and work loads Some field workers face difficulties 1n
working with Muslim communties who suspect them (the NGO field workers) of
being agents of ‘Chrishan orgamsations engaged in evangelism The field
workers assessment of their status in their NGOs, and the perceptions men field
workers have of their women colleagues, and vice versa, are also important The
chapter will make an effort to 1dentify the weaknesses of the field workers as well
as their strengths, which I think deserve due appreciation The hife of a single field
worker will highhght the corruption in NGOs 1n Bangladesh




Chapter Nine will examine the interactions between field workers and their clients
and between field workers and thewr immediate superiors It will discuss the
client/field worker interface the motivations of the field workers, and the chents
perceptions of the services of their NGOs Field workers opinions of their clients,
1e with what type of clients they prefer to work will be explored, as well as
services chients demand from their field workers, which they do not get or field
workers cannot give Between field workers and their superniors there are many
difficulties Field workers’ assessments of their achievements failures and future
plans will be included in the chapter How far, I shall ask, are the problems and

opiions of clients given due consideration in the planning of the NGOs?

Chapter Ten will detail field workers’ opimons of their NGOs activities and
policies, and on ‘development’ I think field workers should be the movers and
shakers of their NGOs so they have every right to give their opinion on the
activities and policies of their NGOs, particularly in the case of microcredit which
seems to be taken as a cure-all for all problems of poverty by most NGOs 1n
Bangladesh Similarly, these ‘development’ workers can give valuable opinions

on ‘development’

In the last chapter, I shall conclude the findings of my research From them I shall
also make an effort to draw policy recommendations for NGOs towards their field
workers and chents I shall make some recommendations for donors, the state and
NGOs 1n order to make the activities of NGOs more effective and useful for their

clients
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CHAPTER 11

The Third Sector

As a Bangladeshi researcher 1 feel that 1t 1s important to explore certain Northern
concepts at length, particularly since donors often take 1t for granted that they do
apply to Bangladesh, and since the literature which I shall cite 1s largely
unavailable in Bangladesh These concepts explain many processes in Bangladesh
which are incomprehensible to local academics who are unfamiliar with them
Since the subject of my study 1s the field workers of NGOs 1n Bangladesh 1t 1s
important to know what NGOs are and why they are important in development
We now divide a society into three sectors public or state private or market and
nonprofit or third sector The nonprofit sector 1s arguably present in almost every
soclety today but its nature and function which 1s neither state nor market vary
from country to country A clear difference could be found between the North and
the South This chapter deals with my findings from a literature search on the third
sector Interestingly, most studies on the third sector or nonprofit sector are on the
North In Bangladesh there 1s hittle discussion of these themes, but some Northern
wrters (Lewis 1997 White 1999) as we shall see and argue that in Bangladesh
NGOs are not part of the civil society

The nonprofit sector in the South 1s sometimes equated with civil society (see
Appendix 3) The recent emphasis laid on building a civil society in the South 1s
perhaps largely exported (I prefer to say imposed) from the North and rationalises
the shninking of the state sector and external funding of the NGOs By 'aid'
agencies I mean international agencies like the World Bank and IMF Two salient
features of these agencies are that they are controlled and financed by the North
and donate or lend money on their own terms The influence of donors and

lenders on the NGOs 1n the South will be discussed 1n the next chapter

I accept and argue (with the help of Uphoff, 1995) that many NGOs in the South
have started to behave like business agencies but I still prefer to put NGOs 1n
Bangladesh 1in the NPO sector I shall discuss the NPOs in Bangladesh in this




chapter There 1s a wonderful geography of the nonprofit sector in the South as
well as 1n the North The movement against the colonial powers, the continuous
struggle to oust autocracy and the economic and social deprivation of the masses
in these countries have given nse to different kinds of nonprofit organisations n
the South At the same time, because of the policies of the neo liberal economusts
there has been a mushroom growth of NGOs 1n many countries in the South The
advantages and disadvantages of NGOs 1n the South will be discussed 1n the next
chapter In the next chapter I shall narrow my focus to the field workers of NGOs

in the South

2 1 Differences between Pubhic, Private and Third/Nonprofit Sector

Despite the diversity of the resulting institutional reality, however, we have come
to accept the existence of two grand complexes of orgamisations - two broad
sectors - into which 1t has become conventional to divide social life the market
and the state, or, 1n a different dimension the private or family and public or state

How a set of orgamisations with this much diversity can be considered a sector

with significant common features 1s difficult for many to comprehend (Salamon
and Anheler 1997a) The emergence of the large-scale profit making firm and of
public admimstration represented the major institutional nnovations of the
eighteenth and nineteenth centuries, and the results have been institutional
complexes of enormous social and economic power Next to these immense
institutional complexes, the roles of other social institutions such as those in the
so called third or nonprofit sector (which 1s neither state nor the business sector)

have seemed to pale in companison Apparently lacking sufficient power or
influence to attract serious attention these institutions and the sector of which
they are a part tended to be 1gnored in many countries (Salamon and Anheler

1997a)

The argument that the third sector has not attracted attention because 1t 1s not very
powerful turns out to be spurtous For one thing, even in economic térms the

nonprofit sector 1s a far more significant force than 1s commonly recognised In




the US, for example, the sector accounts for over half the hospital beds half the
colleges and umiversities, most of the social services and almost all cultural
activity (Salamon 1992) Beyond this, the third sector has given nise to a variety
of social and political movements (for example, the environmental movement the
civil nghts movement and many others) that have successfully challenged the
seemingly irresistible power of the market and the state (Salamon and Anheier
1997a) Basic information about the nature scope structure and financing of the
institutions  that compnse this sector internationally remains abysmally
mnadequate Under the circumstances improvement 1n basic knowledge about this
set of organisations has become a matter of urgent practical, and not just

academic concern (Salamon and Anheier, 1996)

Few countnes use the American term nonprofit sector to describe the set of
organisations located between the private, for profit, and the public sector While
the term nonprofit sector refers to a relatively well-defined orgamisational
universe 1n the United States and perhaps in the Umited Kingdom the term seems
less precise when used to distingmsh such sectors in most European countries
Seibel and Anheier (1990) think 1t 1s useful to adopt the term third sector to
designate all orgamsations which are neither profit-oriented businesses nor

governmental agencies or bureaucracies

To Marshall (1996), 1f the private sector constitutes the marketplace for matenal
negotiation, the voluntary sector provides the marketplace for negotiating social
values and social relationships The public sector to Marshall 1s the marketplace
for negotiating legal nghts To Korten (1990) the state business and voluntary or
third sectors represent three mutually dependent yet in some ways opposing
forces within society The state 1s society s instrument for mamntaiming stability
and for reallocating resources from one group to another for public purposes
Business 1s 1ts instrument for mobilising private entrepreneurship to produce and
distnibute goods and services 1n response to market forces Voluntary action 1s its
instrument for insuring a constant process of self-assessment, experimentation and

change 1n accordance with the evolving values of the people To Korten (1990)




the society that lacks any one of the three 1s a deeply troubled society To many
the most 1important aspect of the nonprofit and the market sectors today 1s their
effectiveness 1n restraining the state from becoming oppressive and anti-poor,

while obliging the market not to be monopolised by one or two firms

Dafficulties 1n classifying organisations by applying institutional characteristics
such as nonprofit versus for profit or public versus private are, to a large
degree, the result of continuous shifts in what societies define as private and
public, for profit and nonprofit Sectoral boundaries are far from constant and
have become increasingly blurred Moreover, ‘private and ‘public produce a
misleading dichotomy which gives the false impression of a zero sum game

between the two sectors (Anheiler and Seibel 1990a)

The third sector offers a buffer zone between state and society and mediates social
tensions and political conflicts It may, for instance, mitigate them, or it may be a
source of them Third sector orgamsations take on functions which the state, for
various reasons, cannot fulfil or delegate to for-profit firms (Anheier and Seibel
1990a) However the third sector, though having distinct features, 1s by no means
independent of the government and the for profit sectors This interdependence 1s
not only based on subsidies and other financial transfers Public and nonprofit
sectors also overlap 1n the area of policy formulation Whether at local, regional,
national, or international levels, governments seem to find 1t increasingly difficult
to formulate policies on therr own Third sector orgamsations, foundations, and
‘think tanks’ 1n particular, serve as policy formulating and consulting mstitutions
for political bodies Analysing sectoral dependencies will most likely lead to a
more explicit consideration of inter sectoral powers and influences, and will help
to explain why the third sector has achieved a visible and prominent status
(Anheter and Seibel 1990a)
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2 2 Defining the Nonprofit Sector

There are very few studies on the nonprofit sector even in the North The Johns
Hopkins Comparative Nonprofit Sector Project was launched 1n 1990 to study the
scope, structure, history legal position, and role of nonprofit sector in the world
Defining the nonprofit sector has always been a problem both 1n the North and the
South The findings of this Project set the sector in Bangladesh 1n 1its global

context and will be discussed at length here

The considerable vanations that exist in the size purpose fields of activity,
structure, and orientation of NPOs raise serious questions about whether a true
sector exists and cause some experts to restrict their attention to particular
subgroups of organisations such as ‘chanties’ in the UK, or NGOs 1n the South

(Salamon and Anheier, 1997¢c, see Appendix 3)

After studying the nonprofit sector in several countries (France, Germany, Italy
Japan UK USA Hungary, Brazil Egypt Ghana India Thailand) Salamon and
Anheler concluded that few countries have a coherent notion of an 1dentifiable
nonprofit sector What exists 1n fact 1s a wide assortment of institutional types that
vary greatly 1n basic composition from place to place Under these circumstances
efforts to make cross national comparisons using local defimtions of this sector
are destined to be seriously misleading at best (Salamon and Anheter 1997c) An
explorer from outer space charged with locating NPO -type nstitutions in
different societies throughout the world would thus have no trouble coming up
with significant examples 1n virtually every country and region (Salamon and

Anheiler 1997c)

In their efforts to find a defimtion of the nonprofit sector Salamon and Anheier
(1997d) found legal, economic/financial, functional and structural-operational
defimtions of NPOs Regarding the legal definitions, NPOs 1n the USA are legally

defined as incorporated entities that quahify for exemption from the federal income
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tax under any of twenty-six specific subsections of the Internal Revenue Code
Under this type of definition, a nonprofit organisation 1s what the law (including

Judge made law) of a country says 1t 1s (Salamon and Anheier 1997d)

In the economic/financial defimtion, the U N System of National Accounts
breaks all economic activity into five major sectors of which the nonprofit sector
1s one and non financial corporations financial corporations government, and
households are the others (Salamon and Anheier 1997d) A third type of the
nonprofit emphasises the functions or purposes that orgamisations 1n this sector
carry out Perhaps the most common type of function attributed to the nonprofit
sector 1s the promotion of what 1s variously termed the public interest or public
purposes Thus O’Neill (1989) defines NPOs as private organisations serving a
public purpose , 1€ some cause related to the good of the society (O Neill
1989)

A final set of definitions emphasises not the purposes of the organisations or their
sources of mcome but their basic structure and operation By structural
operational definition of nonprofit orgamisation Salamon and Anheier (1997d)

mean

a) Organised, 1 ¢ 1nstitutionahsed to some extent

b) Private 1€ 1nstitutionally separate from government

c) Non-profit distributing, not returning any profits generated to their owners or
directors

d) Self governing 1e equipped to control their own activities

e) Voluntary 1€, involving some meamngful voluntary participation

The notions nonprofit or ‘voluntary are lighly culture-bound and dependent on
different legal systems, particularly fiscal and corporate law What 1s more,
countries differ in the way they group some of these organisations into larger sets
or sectors of one sort or another Efforts to make cross-national comparisons

using local defimitions of this sector are destined to be seriously misleading at
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best Salamon and Anheier (1997d) 1n their study found in each country a large
number of entities that fit comfortably within the concept captured in structural-
operational definition (Salamon and Anheier, 1997d) This means that while a
common notion of a nonprofit sector has not developed across the countnes
exammed Salamon and Anheier (1997d) found nonprofit mstitutions and
organisations are quite similar to each other The great similarity in the defimtion
and treatment of associations among European countries 1s perhaps the best
example of such commonalties Although more elegant, more nigorous, or more
economical defimtions may ultimately be found Salamon and Anheler (1997d)
think that structural operational defimtion 1s a useful foundation around which we

can organise serious thinking and research (Salamon and Anheier, 1997d)

2 3 The Workers 1n the Third Sector

Onyx and Maclean (1996) suggest that nonprofit orgamisations are more likely to
recruit and retain those employees whose values and preferred modes of working
are conducive to the nonprofit culture Third sector employees bring to their jobs
greater commitment and nonmonetary onientations, find more challenge varety
and autonomy 1n their jobs and have more positive social values (compare Mason
1996) I shall show from the next chapters how different 1t 1s from Bangladesh In
a study on the nonprofit employees 1n New South Wales (Australia) Onyx and
Maclean (1996) found that one reason for the greater attraction of women to third
sector employment is that they are not required to make such a large salary
sacrifice relative to comparable employment elsewhere The sacrifice 1s a third
that required of men with negligible male-female wage differentials in the third
sector (Onyx and Maclean, 1996) They also found that women are attracted to
employment that 1s flexible and close to home, but that offers the chances to more
demanding opportunities as the children grow older Women provide a highly
committed and skilled labour force for third sector organisations (Onyx and
Maclean 1996) Mirvis (1992) in the USA found that both the nonprofit sector
and government offer proportionately more opportumties for employment for

women and minorities and more options for part-time work And nonprofits
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continue to attract (and retain) a highly educated work force Still business has
been the growth sector attracting more of best educated new entrants to the work

force

Onyx and Maclean (1996) found three kinds of reasons for job selection among
the people employed 1n the third sector For an NGO 1n Australia, 1) some form of
personal commitment to the work itself, in particular a commitment to social
change 2) Convemience 3) Their earlier hife experiences, either as volunteers or
as service users Very few moved into the commumty sector by chance or
necessity or through parental or study placement related influences Younger
workers were more likely to have entered the nonprofit sector for reasons of
philosophical or pohitical commitment (Onyx and Maclean, 1996) Regarding the
work environment most respondents preferred to work relatively mdependently
They liked a team structure with a leader, operating within a small or-medmum size
organisation Almost without exception, respondents rejected large bureaucracies,
this being the mam objection to working in government agencies Only a few
preferred to work alone Onyx and Maclean (1996) concludes that there 1s a strong
evidence of a social commitment to the work itself This was not framed 1n terms
of personal sacrifice, or duty to help others, but rather a commitment to work that

1s both socially worthwhile and personally rewarding (Onyx and Maclean, 1996)

But Mirvis (1992) found that the work climate in nonprofits 1s becoming more
like a business and that nonprofits are reaping seeds of cynicism 1n their work
force (compare Bangladesh in section 10 2) However, in the USA those
employed 1n the sector were clearly more upbeat about life than those in business
and government and have a more favourable view of their management and their

organisation s itegnty (Mirvis 1992)

Osborne (1996) pomts out that the voluntary sector needs traming related to 1its
requirements Part of the problem at present 1s, he argues that we do not have a
true picture of these needs on which to plan traiming provision, at a time when the

sector 1s facing massive changes 1n its role and function The result 1s the present
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ad hoc range of courses Staff in the voluntary sector suffer from specific
constraints 1n undertaking training Because of the small size of many
organisations time off i1s hard to orgamise and finance is a genuine difficulty
Even 1n the larger organisations, problems exist where senior managers will not
recognise the importance of tramming or where they see 1t as antithetical to the

voluntary ethos of the sector (Osborne 1996)

Onyx and Maclean (1996) speculate that nonprofit organisations are moving away
from a climate that maximses worker potenttal Third sector orgamisations for
good reasons are placing increased emphasis on formal accountability structures,
bureaucratic controls and centralised decision making, they hope to not only
improve efficiency but also rectify past unfair practices However, 1n doing so
they are subtly shifting their underlying assumptions about what motivates
employees and may be nadvertently undermining the basis of worker
commuitment and satisfaction Whether this i1s a widespread phenomenon remains
to be ascertammed n future research Certainly 1t 1s difficult to mamntamn a
commitment to social change when the orgamsational emphasis i1s on the
quantitative measurement of performance indicators It 1s difficult to continue to
forego salary advantages and contitbute unpaid additional work when the
mounting pressure 1s for increased financial stringency and organisational

efficiency (Onyx and Maclean, 1996)

2 4 The New Importance of the Nonprofit Sector

Historically, the role of nonprofit organisations has fluctuated over the decades
therr importance has increased in times of economic and social crisis, and has
decreased in times of economic expansion and growth of public budgets (Bauer
1990) In other words, analysis of the evolution and current state of the third
sector tells sometimes of the history of the country, and the way in which societies

choose’ to govern themselves
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By the end of the 1970s, changing political and economic tides led to a
reconsideration of the division between private’ and the public 1n many
European countries and elsewhere Researchers and policy-makers have begun to
re examine decentralisation and privatisation and to consider the third sector as a
remedy for the crisis of the welfare state In many European countries an
increased interest in foundations and individual pmlanthropy has been discussed
against the background of a restrictive tax structure (Anheler and Seibel 1990)
NPOs have been called on recently to substitute for state social welfare spending
i the Umted States and the UK, to help overcome the exclusion of the poor n
France, to promote pluralism in Sweden, and to help foster a civil society 1n
Russia and Central Europe In the South as well, such nongovernmental, but not-
for-profit, mstitutions have come to be seen as crucial catalysts for a new
approach to ‘development’ stressing grass-roots involvement and assisted self-

rehance’

There 1s a particular emphasis on the advantages attributed to small-scale
nonprofits These advantages centre around the benefits of debureaucratisation,
decentralisation, de-professionalization, volunteerism and pnvatisation Both
political left and political right in many countries promote the advantages of
small scale nonprofits The pohtical left sees self-determination, basic democracy
mutual aid self governance, which nonprofits exhibit, as fundamental ingredients
of post industrial society, while the political nght sees nonprofits as instruments
reducing state expansion through increasing chient participation and responsibility

1n the welfare state (Bauer, 1990)

So NPOs are growing considerably 1n both scope and scale as farth has declined
in the capability of the state to cope on 1ts own with the interrelated challenges of
persistent poverty, environmental degradation, and social change Indeed, as
Salamon and Anheler pomnt out, we seem to be mm the mudst of a global
associational revolution that 1s opening new opportunities for organised private
action and placing new demands and responsibilities on private not-for-profit

groups The nise of the nonprofit sector may well prove to be as significant a
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development of the latter twentieth century as the nise of the nation-state was of

the later mineteenth century (Salamon and Anheter, 1996)

In recent years, social scientists and policy makers have paid increasing attention
to the possibility of providing quasi public goods through private rather than
public orgamsations Quasi-public goods yield both social and private benefits and
can be funded from either private or social sources Common examples are health
care education cultural activiies and social services, all major services
associated with the modern welfare state NPOs are also the major private
providers of these services Therefore when we consider the prnivate provision of
welfare state services, we are also discussing the role of the nonprofit sector 1n a

society (James 1990)

It 1s not clear, however, whether these lower costs in NPOs imply lower quality or
greater efficiency This 1s what we would very much like to know but find 1t hard
to determine because 1t requires us to measure the value added by the
organisation Public and private schools or public and private hospitals often deal
with different kinds of customers (students with different backgrounds and prior
learning, patients with different diagnoses) So if they obtain different results, we
do not know whether this 1s due to consumer differences ex ante or to the
differential value added by the institution This seems to be a fertile area for

research (James 1990)

2 5 The Nonprofit Sector a Global Overview

Despite several historical studies on the sector in the United States England, and
Germany, comparative historical analyses remain all too rare (Anheier and Seibel,
1990b) Salamon and Anheier (1996, 1997) have laid foundations for such studies

1n a substantial project but sought to launch not conclude studies in the field

The structure of the nonprofit sector in different countnies vanes according to the

historical development of the legal structure of those countries Anheler (1990b)
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proposed four major structures of the voluntary sector based on the legal and
constitutional structures of nations The first major structure 1s determined by
countries organised under civil or common law (discussed in Appendix - 3) The
second type of nonprofit structure that Anheier characterises 1s that of nonprofit
organisations found 1n the former socialist countries, where the government was
officially the only sector and nonprofit groups if they existed at all were totally
controlled by the state In these countnies the transformation to a private sector

and nonprofit provision of certain welfare services pose considerable challenge

The third structure Anheier (1990b) defines comprises the various structures of
the nonprofit sector m the South Increasingly, however, governments, the United
Nations and other mult:1 lateral orgamsations like the World Bank emphasise
nonprofit orgamsations both for ensuring democracy and for promoting the goals
of development To them, particularly in countries where state mstitutions are
weak or mistrusted, nonprofit organisations have the capacity to reach out to a
wider population and engage citizens directly in the process of change
Understanding these orgamsations and the role they play in their societies has
therefore never been more important than at present (Salamon and Anheter, 1997)
The problems of the NPOs and NGOs 1n the South are discussed in the next
chapter The patronage shown to NGOs 1 promoting democracy and civil society

will be elaborated below

The fourth and final defining structure that Anheier (1990b) proposes 1s the type
of philanthropy found in Islamic countries' Islam calls for chanty (zakaf), or the
contribution of 2 5 per cent of one s income to serve the poor However, charity

for the most part remains at the individual level

' Not all Mushm countries are Islamic countries Islamic countries are governed by shariah laws
and collection and utilisation of zakat 1s the function of the state Most Mushm countries are
governed by secular laws a point which Anheter perhaps missed Bangladesh i1s a Muslim
country
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2 5 1 NPOs in The South

According to Uphoff (1995) NGOs 1n the South do not belong to the third sector
as third sector organisations differ from institutions in the public and private
sectors 1n that they undertake voluntary collective action and self help Such a

distinction assigns NGOs to the private sector rather than to the middle sector

(Uphoft, 1995)

To Uphoff (1995) any organisation 1n the second and third sectors in Table 2 1 1s
nongovernmental But an examination of the roles that people find themselves 1n
vis-a-vis these different kinds of institutions - and of the mechamsms for
accountability they operate suggests that ‘NGOs’ are best considered as a sub
sector of the private sector This 1s implied by one synonym used for NGOs

private voluntary organisations

Table 2 1 Complementary Local Institutions, by Sector

Public Sector Membership Sector Private Sector
Local Local Membership Co Service Private
admimnistration  government  organisations operatives organisations enterprises

Orientations of local institutions

Bureaucranic  Political Common Pooled Charitable Business
Agents look Agents look interests Interests Non profit For profit
upward Downward (Self help)  (Self help)

Roles of individuals n relation to the different kinds of local institutions

Citizens or Constituents Members Members Chients or Customers
Subjects or voters beneficianes  and
employees

Source Uphoff, 1995 p 18
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It 1s true that business enterpnises, for example, differ from typical NGOs in that
the former operate for profit while the latter do not But their relationships with
the persons whom they serve clients and customers exhibit essenttal similarities
that set them apart from the categories of institutions shown 1n the middle of the
continuum depicted 1n Table 2 1 Uphoff (1995) thinks that NGOs belong to the
category of service orgamisations NGO managers are not accountable for their
actions in the same direct way as the staff of membership organisations to the
members Chents and beneficianes of NGOs are m a ‘take 1t or leave 1t’
relationship that 1s stmilar to that of customers and employees of private firms
The relationship 1s different from that of persons who belong to and are served by

a membership organisation or co-operative (Uphoff, 1995)

According to Uphoff (1995) most organisations referred to as NGOs thus belong,
analytically to the private sector albeit to the service (1e not for profit) sub
sector thereof Only 1f most of an institution’s beneficiaries or clients are also 1ts
members 1s 1t appropniately considered as a Popular Orgamsation (PO) belonging

to the third sector - 1 ¢, to the muddle sector shown 1n Table 2 1 (Uphoff, 1995)

2 6 NPOs and Civil Society

The new importance given to the third sector 1n the South 1s related to the views of
donors Many donors and 'aid' agencies now believe that NGOs (which to many
writers like Uphoff (1995) do not belong to the third sector as mentioned above)
can strengthen civil society i the South It 1s very difficult to define civil society

For the defimtion used in this thesis please see the Glossary and for other
defimitions Appendix 3 Most donors now think that the strengthening of civil
society 1n the South will ameliorate the nefficiencies of the state and the market

To them NGOs are an appropriate vehicle for attaining this goal

This promotion of civil society 1s related to the fashionable ideal of
democratisation 1n the South The establishment of multi-party democracy 1s

seen as important to development The relationship between democracy and
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development' 1n the South will be discussed 1n the next chapter Here I want to
mention that there are many obstacles 1n establishing democracy in the South For
example, Tetzlaff (1997) wntes that the major obstacles that can hinder further

democratisation 1n Africa are

a) Growing impovenshment of the people who will be indifferent to pohtical
reforms and as the final argument 1n the struggle to survive will choose the civil
war option

b) The digging in of unpatriotic, self-enriching mulitary juntas in the state
machinery that can repress the political activities of the civil society with brutal
violence

¢) The reduction of educational facihties in the context of budget cuts and
structural adjustment programmes by debt-burdened governments, which must
lead to a retrogression in cogmition and the pohitical lethargy of the young
generation (Tetzlaff 1997)

Acharya (1997) has made a vivid critique of the three sector model In this
framework he says, civil society 1s the embodiment of ethics co-operation
hberty democracy and development NGOs are then located at the very centre of
this as champions of democracy and participatory social development The
assumption 1s that all countries will and should make a transition towards a
certain western form of governance and democracy, characterised by a strong and
vibrant civil society (Acharya 1997) Acharya s critique resonates strongly with
my own thinking and findings

As Blair (1997) points out a structural adjustment programme that cuts state
support to education for instance may have a long-term negative impact on
democratic development that far outweighs whatever good foreign assisted NGOs
might do In some cases strengthening civil society may make policy reform more
difficult (for example, stronger labour umons may be better able to oppose
dismantling wasteful parastatals, or an energised ‘comprador business

community to fight trade deregulation) (Blair 1997)
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Cival society can be a crucial contributor to democratisation because 1t enables and
widens participation, protecting citizens against the abuse of state power and
guaranteeing the political accountability of the state (Krut, 1997) Under certain
circumstances civil society could become antithetical to democracy itself 1t could
1n a sense lose 1ts creativity The nstitutions of civil society can after all promote
destructive ethmic conflict or rehigious intolerance just as they can foster
constructive pluralism Competition can go too far beyond pluralism 1n destructive
directions Blair (1997) asks, are there ways to help channel civil society mnto
more constructive paths? Could this be done without manipulation and co-

optation? (Blair, 1997)

Macdonald (1997) thinks that both national and international NGOs need to be
sensitive to local political realities and to listen to the demands of the popular
movements which are most 1n touch with the needs and dreams of the people at
the grassroots (Macdonald, 1997) Kothan (1999) points out in much of the South
civil society is still very nascent I agree Acharya (1997) thinks that the 1dea of
state’ as independent of civil society 1s not correct The modern state needs to
reproduce ctvil society, for 1ts own interests and in the interest of the dominant
system of social production The nghts of citizens are recogmised, defined and
guaranteed by the state But Krut (1997) points out that civil society relies on a
strong state and functions best under strong government Thus strengthening civil
society 1s not an especially progressive, independent or radical role for NGOs to
take up vis-3-vis the state Many of the large successful NGOs 1n the South such
as BRAC, SEWA and others work as collaborators with the state, and on the basis
of market principles too Even NGOs that set out to empower’ usually end up
complementing the mstrumentahties of the state, and their micro-projects are
more or less fully compatible with the stated policies of the state (Acharya, 1997,
compare Macdonald 1997) But it must be noted that sometimes NGOs like
BRAC went into conflict with the state too (section 4 1)
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Riker (1995¢) thinks that several Asian governments have viewed NGOs largely
as being an extension of the state in the role of service delivery providers Those
NGOs engaged m policy advocacy, many of which have sought to promote greater
democratic capabilities are still seen largely by governments i oppositional
terms The general trend has been for Asian governments to place various legal
controls on NGOs activittes This can be interpreted as an attempt by
governments to recapture civil society through co optation or demobilisation of
the more political, advocacy oriented NGOs Where NGOs seek to resist these
moves and constitute a vital independent force i civil society, government-NGO

relations will inevitably be charged with tensions and confhict (Riker, 1995c)

In a democracy the state 1s accountable to civil society (1ts organised citizens) and
draws 1ts legitimacy from them To whom are NGOs accountable, and from where
m civil society would they draw their legitimacy? Do they represent anybody?
Rather than NGOs, 1t 1s soctal movements and organisations based on membership
that have played a progressive and radical role in contesting state power To
Acharya (1997) the tninity framework 1s an 1deological expression of globalisation
and the market economy In trying to undermine the posttive side of the role of the
state 1n the South, 1t undermines the national sovereignty of South In trymng to
subsume everything under western hiberal notions of what 1s ‘civil and what 1s
democratic 1t undermunes local history, culture and alternative paths of
development (Acharya, 1997) Harvey (1998) finds that international agencies
have tended to focus on civil society institutions simply as conduits for aid money
and that this has tended to create orgamsattons which lack downward
accountability are dependent on donors and are not addressing the wider roles of

civil society envisaged in the approach (Harvey, 1998, compare Mcllwaine, 1998)

Acharya (1997) asks the question can NGOs ever play a positive role in
strengthening civil society? He thinks they can but only as catalysts They
themselves are not civil society, and cannot claim to be so By definition, civil
society consists of a variety of groupings These include fascists, terrorists,

racketeers, criminal elements, as well as individuals and groups commutted to
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democracy and the much fancied neighbourhood associations Whatever
system of classification one employs however, 1t should not be difficult to
distinguish the poor marginalised sections of society from the richer sections Do
the former have the same interests as the later, 1f not what criteria should the
development agencies use to define partners for strategic alhances? (Acharya,

1997)

To Acharya (1997) the tnnity framework presents an illusory picture of civil
society as a melting pot of individual interests In reality, we find people
orgamised into hierarchical relations of class, caste, ethnicity and gender NGOs
that want to act as catalysts for soctal change will have to confront real
inequalities within civil society, devising strategic alliances with particular social
groups at all levels and working across the boundaries of state and business -
1ather than trying to work with a fictitious ‘community’ Increased participation
and the formation of groups and committees will not then be enough in
themselves If every citizen does not have equal access to knowledge, resources,
opportunities and endowments, then NGOs working for social change must be
able to assist the poor and marginahised to develop an organmic form of leadership
capable of articulating their interests Another role for NGOs lies 1n identifying
and building networks and coalitions of organisations and individuals working
towards broadly simlar outcomes at various levels (international, national
regional and local) At the same time, they will need to be clear about which
actors are hikely to resist or come mto conflict with certain ideas However, at the
moment these challenges lie beyond the experience and skills of most NGOs A
catalytic role would depend on a complex understanding of the way in which
groups 1n society function and interact and of change 1n these relations over time
The trimity framework, which imagines a civil society uncontaminated by
domination, competition and exploitation, seems to have lttle promise as a tool

for building the insights and concepts that advocacy NGOs need (Acharya 1997)
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2 7 NPOs 1in Bangladesh

The partition and independence of India in 1947 created two geographically
separated organs of Pakistan - West and East (the latter became Bangladesh 1n
1971) East Pakistan was predominantly Muslim or made Muslim through one of
most violent migrations in the world following Partiion From the start, the
disumity within Pakistan was apparent Religion proved inadequate to hold
different peoples together in amity The West Pakistanis tended to look down on
the Bangalee as a ‘second class Muslim’, a descendant of converts, and so not 1n
the same direct line of religious purity as those who could look back to ancestors
who brought Islam to the country The West Pakistanis (more specifically the
Punjabi1 Mushims) could see themselves as a direct heirs to the ruling tradition of
the Moghul Empire 1n which of course Bengal had been a subjugated terrtory
Under the British, Punjabis formed the elite fighting troops of the Indian Army
while Bangalees were regarded as a non-martial people suitable at best for

employment 1n the mihitary as clerks (Johnson, 1975)

The history of short-lived East Pakistan was marked by relative neglect by the
West economically, pohitically and culturally Continuing economic neglect has
left the country one of the poorest in the world by any standard Internal political
oppression 1nhibited the growth of democratic political structure even after
independence i 1971 A democratic political system at least helps in the growth
of freedom of expression (free press fair multi-party elections) Bangladesh has
started to get a little taste of 1t from the early 1990s Due to the strong influence of
rehigion a large group of rural children went to religious schools learming mainly
the religious doctrines and end up in becoming imams (prayer leader) and
muazzines (announcer and assistant to the leader) in the mosques Those who learn
not only Bangla but a little English (the language of the colomal rulers of India
from 1756 to 1947) form the middle class of today’s Bangladesh Those who have
got some education are still lucky since around 60 per cent of Bangladeshis cannot

read or write
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The education system 1s a very good indicator of the paucity of a true voluntary
sector 1n Bangladesh I am saying that because the education system 1n
Bangladesh 1s a true representation of the class system of the country For the
poorest 1t 1s more important to earn food so 1t 1s better to remain illiterate For the
poor the education that awaits 1s rehigious and the student will struggle for a low-
paid job 1n the mosque (if lucky enough to complete education) For the middle
class, education 1s general education mamly in Bangla For the rich, the medium
of education 1s English With independence, Bangladesh inherited a poor pohtical
orgamsation from military rule and a general antipathy among the people to
politicians due thewrr inconsistency in 1deology, frequent change of party and
policy and champioming of corruption Military rulers grabbed power from
‘elected’ governments (1975, 1982) and formed their own parties picking
politicians from other parties through distributing favour or oppression So,
poltical parties in Bangladesh generally suffer from lack of credibility An
mteresting aspect of political structure of Bangladesh until the late 1980s 1s the
heroic role played by students on many occasions such as resisting military rule or
demonstrating against anti-people education policies Students were a very active
feature of civil society Recently, student orgamisations have become puppets of
the pohtical parties Instead of taking the role as a conscience of the society,
student orgamsations are involved n infighting among themselves So, the

opportunity to get a social movement from the campuses has become dim

Is there any nonprofit sector in Bangladesh? Bangladesh 1s a country where the

commonly known NPOs are basically NGOs and when we read Uphoff (1995) we

cannot call them truly NPOs (compare Hashem1 and Hassan, 1999, Lewis, 1997,
White, 1999 Feldman, 1997, section 4 1)

The nature and activities of NGOs 1n Bangladesh 1s discussed in detail 1n section
41 So Bangladesh has no dominant nonprofit sector Why? I shall try to answer
this question In the West, the Christian churches have played a significant role

not only 1n providing charity but at time 1n advocating social justice In the recent

past even 1n the South churches have played a glorious role in demonstrating

o
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against the military or autocratic rule (in the Philippines against Marcos in Kenya
against Daniel Arop Moy, 1n Brazil against the military etc ) What was and 1s the
role of the mosques and rehigious leaders 1n Bangladesh? When Bangladesh was
strugghng for independence most of the fundamentalist parties and many pnests
n the mosques supported the Pakistani1 occupation and many of them collaborated
with the Pakistam forces This dealt a final blow to the credibility of the priests
and religious organisations Most of the fundamentalist parties were banned soon
after independence but, to restore relationships with the Middle East, most of them
were later recogmised The status of religious education has already been
mentioned Usually the religious schools are established by the local rich and
funded by local people They also receive government grants A major share of
their ncome comes from donations from local people as a mark of religious
obligation particularly during Mushm festivals But unltke Egypt, Islamic
organmsations 1n Bangladesh (voluntary or welfare) have not succeeded in
mobilising the lower and the muddle classes As Kandil says, in Egypt the state
has found 1t difficult to disband the Islamic organisations or even to confront them
effectively (Kandil 1997) In Bangladesh, Islamc pohtical parties or voluntary
orgamsations have never gained such strength that the state could be afraid of
them The largest NGOs 1in Bangladesh are secular in nature, funded by the
Northemn donors and 1n many cases they are not liked by the Islamic political and
cultural groups The attack by the fundamentalists on the NGO workers and their

establishments 1s a good example of this antagomsm (see section 3 3 10)

As in Bntain, public umversities in Bangladesh are almost totally funded by the
state But in Bangladesh the Vice Chancellors and Pro-Vice Chancellors are
appomnted by the government Government also has 1ts representatives on the
policy making bodies Unfortunately, most umversities in Bangladesh are
politicised and teachers are divided into different groups aligned with political
parties So, when there 1s a change of government, changes of Vice Chancellors
and Pro-Vice Chancellors 1n the universities are mevitable Most pohtical parties
in Bangladesh have their own cultural orgamsations (Umar, 1999) Interestingly,

the TV and Radio in Bangladesh are mainly state run With each regime change,
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faces speeches even music and songs change Put differently, by way of
changing things to the likings of the incumbent the power and policy of the

governmental machinery remain unchanged (Ahmed 1997)

Most professional bodies in Bangladesh are politicised 1n the sense of being linked
to political parties The history of post-independence Bangladesh 1s arguably a
history of the politicisation of all nstitutions One a major reason for this lack of a
non party nonprofit sector may be that the patron-client relationship 1s very strong
m Bangladesh Although 1t 1s said that where there 1s no middle class there 1s no
nonprofit sector (Salamon and Anheier, 1997a), In my view Bangladesh has a
muddle-class but 1t has no predominant nonprofit sector because the middle-class

has become opportunist, escapist, corrupt and hypocnitical

It 1s no wonder, therefore, we find, the President of Bangladesh commenting thus

Political parties here as elsewhere formulate public opinion and
mobilise public support for gaining control of the state machinery But
political parties here do not hesitate to adopt any means fair or foul to
achieve this objective of power-capturing They use students the
industrial work-force and even religion for political purpose There 1s
hardly any congenial atmosphere for pursuit of knowledge in the
educational winstitutions from where all moral values and education itself
are fast evaporating Labour wings of political parties are seriously
hindering industrial development on which the very survival ~ of  this

populated country depends

Non-payments of heavy amounts of bank loans has disrupted the financial
and banking system of the country Law cannot touch the bank defaulters
as many of them are themselves law makers belonging to the both

government and the opposition in the parliament (from Ahmed, 1997, pp
76 77)
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Indeed with civil society having few consenting or civilising roles, the power of
both state and soctety has come to rest symbolically as well as practically, in the
political society or government It 1s in the context of this centric element that

people s representation has become 1llusive, 1f not redundant (Ahmed 1997)

If NGOs are like contractors for donors and co operatives are very unsuccessful, 1s
there a nonprofit sector in Bangladesh? Yes, there 1s but it has remained largely
unnoticed There are many small local organisations organised by dedicated local
educated or uneducated people to serve the poor There were many schools which
were established by the local elite or educated youth and are running well There
are free medical centres in many villages in Bangladesh which do not like to
register themselves 1n government offices due to bureaucratic hassles, and do not
want populanty Bangladesh 1s a country of poverty and natural hazards During
natural calamities many national-international GO NGOs rush to the distressed
people But still there are many individuals and local groups who extend their
helping hand they do not wait for aid or publicity It 1s the people who organise
themselves and they know the hmitations of the GOs and NGOs Bangladesh has
no famous environment movement like Chipko in India But it has a long and
glorious history of uprising of the people Very few researchers have noticed them
or worked on them Maybe intellectuals in Bangladesh are more interested in
research (better to say paid consultancy) on well-paid foreign-funded GO NGO

projects but they cannot avoid condemnation (including mine)

2 8 Review of Opmions

There 15 a lack of research on the third sector in the South, maybe that 1s one of
the reasons why we know very little about 1t Research on this sector has been
mamly 1n the North Voluntary efforts in the impoverished South have remained
largely unexplored, uncared for The recent emphasis on NGOs 1n the South 1s
largely donor driven Unfortunately we have overlooked many local efforts by the
people 1n their struggle i facing natural and man-made disasters These are also

voluntary efforts, we have had them for centuries
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So, why there has been an increase 1n interest in NPOs among researchers? A
major factor is the new importance laid on this sector After the world started
facing the economic crisis 1n the late 70s, some policy makers of the North
concluded' that the state had become meffectual in providing basic social services
and running commercial enterprises So they decided to look to NPOs for
providing these services and to privatise the state-owned corporations So 1t 1s all

part of an effort to redefine the role of the state

But Mouzelis (1995) draws a very good picture of the states in the South He
thinks 1n most semi peripheral countries the state resembles a colossus with feet
of clay a shapeless monster incapable of reacting intelligently to a rapidly
changing mternational context Whenever there has been a major cnsis or
challenge like the need to modermise agriculture at the turn of the century, the
need for effective and selective import-substitution industrialisation after the 1929
world economic crisis, or the need for a shift to export oriented industrialisation 1n
the 1960s and 1970s at every one of these cntical turning-points the ngid
overpoliticized and particularistic orientations of the state have often made 1t act
in ways that further consolidate these countries semi-peripheral position 1n the

world economy and polity (Mouzelis 1995)

Another thing that strikes me 1s the relationship between the NPO sector and the
state In the North, 1t 1s more or less well-defined, mamly due to the presence of
established democracy and state interest in contracting out 1ts services to NPOs so
even If the relationship 1s not well-defined at least there 1s trust between the two
sectors In the South the relationship between the state and the NPOs (and 1n many
cases NGOs) 1s usually hostile or based on mistrust A major reason for that 1s the
nature of the state 1n those countries which 1s usually oppressive or autocratic
(Kotharn 1999) The NPOs (or NGOs) 1n the South could not avoid talk or work
or at least demonstrations against the anti-poor activities of most regimes

Corruption and mefficiency 1n the state sector also often made them more popular

and effective than their state counterparts at least at the local level There 1s a high
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risk that the relationship between the state and the NPOs n the South will not
improve 1n the short-run because the recent upsurge of cosmetic democracy in
the South will not benefit the poor The state 1s shrinking 1its services and the
inherent problems of NPOs or NGOs 1n reaching the poor will always keep spaces
open for issue-based social movements on environment, gender dispanty etc
These new social movements may even throw challenges to the donor favourte

NGOs

The recent interest (or favour) shown to NPOs 1n the South for creating a civil
society may be misplaced At the end of the 20th century we are living in world
where the state cannot be separated from society To create a civil society we need
NPOs controlled by their members not by their donors NPOs cannot change
society unless they represent the people and force the state to fulfil their demands
(Saha, 1998) We have seen that in Bangladesh NPOs which can pressure the state
are not well developed We have to remember that while NPOs can work on only
a few 1ssues 1t 1s the state which has a countrywide network, accountability
(nominal but most NPOs are not even nominally accountable) and has authority
over every aspect of our hife (Hirschmann, 1999) I am afraid that the recent
fashion of establishing multi1 party democracy and deregulation will create a
situation where the state can avoid providing basic services to the people and
bringing 1n major changes like land-reform In Bangladesh most NPOs act mainly
as service providers and we have to accept that NPOs can do little (due to their
scale and resources) They are just doing the work of risk reduction for the state
and the market The market has never been perfect Why don’t we rectify the
problems of the state making 1t more democratic, not delegitimising 1t further
(Zaid1 1999, Kothari 1999)? The true test of a society 1s perhaps how we treat the
disadvantaged of that society (the poor, aged disabled) People pay taxes for some
basic services from the state The poor usually pay indirect taxes but what services
are they getting for these payments? Why do not we redefine our states to help the
poor why do not we accept the fact that 1t 1s the political commitment of the state

that 1s the foremost thing for reducing poverty or illiteracy? If our concern 1s for
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the poor 1t 1s wholly misdirected to contract out state services to the NGOs 1n the
South
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CHAPTERIII
Development NGOs in the South

Now that we have explored the third sector overall, this chapter deals with my
findings on NGOs and NGO workers 1n the South from a literature search More
elaborately 1t discusses the current debate on NGOs 1in the South 1n
development I shall try to see what academics and researchers think about the
role of NGOs 1n the South To me this 1s important because NGOs are becoming
more important to 'aid' agencies donors and pohicy makers Then I shall describe
whatever little research has been done on my research subjects - the field workers

(see Appendix 3 for defimtions and classifications of NGOs)

3 1 NGOs and their New Importance 1n ‘Development’

In development the new importance of NGOs to most of the 'aid' agencies and
governments 1 the North has been generated by a disappointment n the past
performance of the state in the South (Farrington and Lewis 1993a, Uphoff, 1993,
Bhatt 1995 Korten and Quizon 1995, Riker, 1995a, Meyer, 1997, Senillosa,
1998 Malkia and Hossain, 1998 compare Bauer 1990 on the North) This poor
performance has had economic and political dimensions There have been
concerns from neo classical and neo-liberal economists about the inefficiencies
created by the state s intervention in the economy, including 1ts implementation of
development’ programmes Equally, there have been widespread political
concerns that many governments have not been accountable to their societies and
indeed have been more interested 1n controlling and moulding society to suit their

(the government s) own nterests than in responding to the needs of that society

Traditionally proposals for development programmes assumed that the state and
1its many agencies were the vehicles through which projects and policies would be
implemented - even 1f the understanding of how the state operated was often both
weak and naive (Long, 1988) The dominance of such state centred thinking and
action onginated in some cases from Keynesian growth and import-substitution

models of development In this approach the state was given the role as main

protagonist m seeking to expand domestic markets and domestic capacity for
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industrial and agricultural production, and 1n breaking the dependency on export
markets In other cases particularly in Africa, the state became the protagonist in
the post-colomal project of nation-building and self-determined development

(Farrington and Lew1s, 1993a)

This growth of the role of the state in the South and the proliferation of its
mnstitutions with very limited democratic accountability brought with 1t a number
of mefficiencies that caused growing concern to policy makers, and particularly to
‘aid' agencies (for example the World Bank) (Martinez, 1990, Kruger et al, 1991

Lehman 1990) In addition, most 'aid' agencies (particularly the World Bank and
IMF who arguably now often first dictate the polices of the governments of the
South and then blame them for their failure) argued that the intervention of the
state 1n markets pricing policies, and programme implementation brought
mefficiencies (Kruger et al 1991) In rural development projects the tendency
for state institutions to centralise decision making led to growing classes of urban

based functionaries, and hierarchical decision-making which reduced flexibility
and responsiveness This easily led to inappropriate and simply slow programme
implementation at a local level The biting crisis of public sector finances
(particularly the debt crisis) in the 1980s aggravated these problems (Farrington
and Lewis 1993a)

In the 1980s, 'aid' agencies and governments in the North did not merely withdraw
from earlier models of state centred development but made them the object of
attack with an armoury of policy reforms As part of the general packages of
structural adjustment, the IMF and the World Bank have set the trend by
demanding public sector reforms centred on reduced levels of expenditure, public
sector restructuring, and state withdrawal from the market and indeed from project
interventions (Mosley et al, 1991) Many bilateral 'aid' agencies linked their aid

to these reforms many governments had to bite the multilateral bullet before

recerving any bilateral bandages (Farnngton and Bebbington, 1993a)




In recent years, and especially since the end of the Cold War bilateral and
multilateral 'aid' agencies have pursued what Robinson (1993) calls a ‘New Policy
Agenda which gives renewed prominence to the roles of NGOs and grassroots
organisations (GROs) 1n poverty alleviation, social welfare, and the development
of civil society’ (Robinson, 1993) ' The details of the policy agenda vary from
onc 'aid' agency to another There are significant differences between for
example, the World Bank and the European bilateral agencies In all cases 1t 1s
driven by beliefs orgamised around the twin poles of neo hiberal economies and
hiberal democratic theory (Moore, 1996, 1993) The two elements are discussed

below

The first 1s economic markets and private sector mittatives are seen as the most
efficient mechamsms for achieving economic growth, producing goods, and
providing services Even if they do this imperfectly the argument 1s that
“imperfect markets are better than imperfect states (Colclough and Manor, 1991,
p 7) NGOs are viewed by many official agencies and members of the public (both
in the North and the South) as more effictent and cost-effective service-providers
than the state giving better value for money, especially 1n reachmg poor people
(Fowler 1988, Meyer 1992) In the New Policy Agenda, NGOs are seen as a
preferred channel for social welfare and this 1s a fundamental change In other
words they are seen by the 'aid' agencies as a preferred channel for service

provision 1n deliberate substitution for the state (Edwards and Hulme, 1996)

The second element of the New Policy Agenda 1s political good (1 ¢ democratic)
governance 1s seen as essential for a healthy economy even though the evidence
underlying this claim 1s mixed (I shall discuss Lal’s (1996) opmions on the
relationship between democracy and ‘development below I agree with most of
them) NGOs and GROs are awarded a key role 1n the democratisation process by
bilateral and multilateral 'aid' agencies, as witness recent policy statements from
the World Bank (1994, 1996f) and the former Bntish Overseas Development
Administration (1993) among others They are seen as an integral component of a

| For operational definition of the terms like NGOs GROs civil society etc please see glossary
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thriving civil society and an essential counterweight to state power opening up
channels of communication and participation providing traming grounds for

activists and promoting pluralism (Edwards and Hulme 1996)

Farrington and Lewis (1993a) have 1dentified the following factors as the three
major advantages of NGOs They are

NGOs as a force for democracy In many development discourses SNGOs have
increasingly become associated with grassroots development democracy and
empowerment The concern in these and many other writings has been less with
the establishment of mult1 party democracy 1n the western liberal sense and more
with the establishment of checks and balances on the use and abuse of power, with
the struggle for hberty to express views at odds with those of established 1nterests
and with 1increasing representation of the views of the poor (Lehman 1990

Carroll 1992 Friedman 1992 Healy and Robinson 1992 Asiaweek 1996)

NGOs as poverty alleviators and sustainable developers NGOs commitment to
poverty alleviation underpins a strong presence in rural areas Their respect for
self determination encoutages them to support the establishment of mechanisms
and grassroots organisations through which the rural poor can express views on
their needs Their small scale and flexibility can also allow 1apid response to these

needs (Korten 1987, Clark 1991 Asiaweek, 1996)

NGOs as efficiency enhancers NGOs have shown their potential 1n enhancing the
efficiency of service delivery in general and of state services in particular For
example the Bangladesh government has selected 18 NGOs to set up 270 primary
schools (Independent 1998d) Broadly there are three arguments Firstly the
strong presence n rural areas and detailed knowledge of the poor allow SNGOs to
deliver more appropriate services to the poor more cost effectively than the pubhic
sector could do This view 1n particular has led to substantial increases 1n funding
allocations to SNGOs (Farnworth 1991 World Bank 1991a World Bank

1991b) Secondly, the innovations  whether technological methodological or
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mnstitutional  developed by SNGOs would enhance the efficiency of the public
sector 1f 1t were to adopt them and apply them on a wider scale A specific facet of
this view 1s that many SNGOs are concerned with technologies that are more
environmentally sustainable than those relying on high mputs of agrochemicals
and mechanical power, and so offer prospects of efficiency enhancements 1n the
long run (Morgan, 1990, Edwards and Hulme 1993, Haverkort et al 1991)
Thirdly, SNGOs can influence the agenda of public sector organmisations
informally through personal contacts and more formally through representation on
advisory bodies (Abed, 1991, Carroll 1992) This demand-pull can be sustained
in the long term by a gradual take over of SNGOs responsibilities by the

grassroots organisations that they seek to support (Farrington and Lewis 1993a)

The promience awarded to SNGOs and GROs as implementors of the two
dimensions of the New Policy Agenda has led official agencies to channel
increasing amounts of money through them Although the data vary considerably
from country to country two trends are visible to Edwards and Hulme (1996)

a) The proportion of total bilateral aid channelled through NGOs 1s increasing
The proportion of total aid from member countries of the Orgamsation for
Economic Cooperation and Development (OECD) channelled through NGOs rose
from 0 7% 1n 1975 to 3 6% mn 1985 and at least 5% in 1993-94, some US$ 2 3
billion 1n absolute terms The ODA (now DfID) supported over 116 voluntary
agencies through its Joint Funding Scheme (JFS) In 1994/95, the JFS was around
£35 milhon The scheme provides up to 50 per cent of the cost of certain projects
undertaken by NGOs For some bilateral donors the figure 1s much higher The
Finnish government aid to NGOs increased from FIM 3 7 million in 1980 to FIM
124 million 1994 This represents the share of the total ‘development aid of
Finland for NGOs, 09 percent 1n 1980 and 6 7 percent in 1994 (Hossain and
Myllyla, 1998) From 1983 to 1993, the UK increased its funding of NGOs by
almost 400% (ODI 1995) thus reinforcing the preferred status tag According to
The World Bank, from 1970 to 1985 total development aid disbursed by
international NGOs increased ten-fold The Bank estimates that over 15 percent of

W)
~1!




total overseas development aid 1s channelled through NGOs (World Bank,
1995)

b) Individual NGOs are becoming more dependent on official aid, especially
during the last year or two when there has been a discermible flattening out of
voluntary income from the public in many Northern countries For example, the
five largest development NGOs in the United Kingdom all show a significantly
nising trend, with levels of dependence on government grants oscillating between
18% and 52% 1n 1994, up from between 7% and 15% 10 years earher Levels of
dependency are much higher in continental Europe and in North America, for
example, 1t 1s common to find government grants making up between 50% and
90% of the budgets of major NGOs 1n Scandinavia, the Netherlands and Canada,
most of which 1s eventually passed on to NGOs m the South (Smith, 1993,
Edwards and Hulme, 1996)

Figures for Southern NGOs are harder to come by, but the explosive growth of
NGOs 1n many countries 1s clearly related to the availability of official funding In
Nepal the number of NGOs registered with the government increased from 220 in
1990 to 1,210 m 1993 during a donor spending spree Direct funding of
Southern NGOs by bilateral and multilateral 'aid' agencies (by-passing the
traditional Northern NGO route) 1s also increasing (Senillosa, 1998) For example
the Bntish Overseas Development Administration (formerly ODA, now DfID)
funded over 450 local NGOs in India directly, and a similar number n
Bangladesh Rapid growth in NGO numbers has been accompamied in some
countries (particularly in South Asia) by a trend toward expansion 1n the size of
individual NGOs and NGO programmes on a scale not witnessed before NGOs
such as BRAC and PROSHIKA 1n Bangladesh, Sarvodaya and SANASA 1 Sn
Lanka, and SEWA and the Working Women s Forum 1n India each work with
mullions of people 1n thousands of villages Official funding has been a significant
factor 1n supporting this expansion (Edwards and Hulme, 1996) Significant
foreign funding will continue to be essential for the work of SNGOs well into the
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twenty first century, and NNGOs will remain important providers of these
resources (Smuth, 1993)

The emphasis on NGOs in ‘development by agencies hike the World Bank,
UNDP and DfID requires elaboration, since they (the agencies) have tremendous
influence on the formulation and implementation of policy in the recipient
countries The Commonwealth Foundation has prepared a guideline for good

policy and practice for NGOs, donors and governments (Ball and Dunn, 1995)

The mmportance of NGOs to The World Bank can be demonstrated from the

statement by 1ts President at its Board of Governors meeting 1n Berlin in 1988

Government policies and public programmes play a critical role in
poverty alleviation  But governments cannot do everything
Nongovernment orgamisations i many developing countries have
enormous potential for flexible and effective action I have encouraged
Bank staff to imtiate a broadened dialogue with NGOs I hope and fully
expect that this collaboration will continue and flourish  (Salmen and

Eaves, 1991 p 94)

According to The World Bank, the NGO role should not be limited to project
implementation though that seems to be the mode most often used by
governments and 'aid' agencies NGOs were judged by a Bank appraisal team to
be more effective than the public sector in reaching the target groups The Bank
policy mentions that GO NGO collaboration should aim to complement, not by
pass government efforts and to contribute to long-term institution building
(World Bank, 1989 World Bank 1995) So, 1t 1s predictable that NGO World
Bank interaction will expand While only 6% of all Bank-financed projects 1n the
period 1973 88 included provisions for some form of imvolvement by NGOs,
NGOs were to be involved 1n about 30% of all bank-financed projects in FY
(Financial Year) 93, and between 40 and 50% of projects approved in FY94 and
95 (World Bank, 1996a) Bank financed projects are sometimes designed to
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include mechanisms for channelling funds to NGOs the most significant are the
social funds Since FY88, The World Bank has made a special effort to engage
local, as opposed to international, NGOs 1n 1its operations, given thetr on-ground
presence and first-hand knowledge of the needs and interests of local
commumties The World Bank has also prepared a practical guide to operational
collaboration between The World Bank and NGOs (World Bank, 1989, 1995) To
World Bank, the swing towards mult1 party democracy in many parts of the world
may well lead to increased public participation at the local level, often with the
mvolvement of NGOs It 1s expected that growing interaction between the World
Bank and NGOs will help in the shaping of public understanding of global
development 1ssues (Paul, 1991, World Bank, 1996f)

Apart from 1ts interests The World Bank cautions us about the limitations of
NGOs To the Bank, the transaction costs of NGOs relative to resources deployed
are often mgh Since they rarely work directly with governments, their capacity to
change government 1nstitutions and policy 1s limted and efforts to scale-up their
local successes have often proved problematic NGOs also differ widely n their
approaches to development, not all operating mn a participatory manner (The
World Bank, 1994)

These policies of the World Bank mentioned above can be questioned on several
1ssues Firstly the World Bank’s policy of encouraging greater NGO-GO co
operation seems to be in some sort forcing reluctant partners to co-operate
Unfortunately this relationship has rarely been friendly The NGO-GO
relationship will be discussed below Secondly the recent tendency to form
cosmetic multiparty democracy in the South does not mean that this has improved
or will improve the poverty situation when the World Bank has 1tself identified
the 1980s as the “lost decade of the poor’ As Schuurman (1993) wrote,
democracy had not brought many benefits for the Latin American poor He thinks
there may be democracy in a pohitical sense but asks how we define democracy

Of the standard denotation of democracy probably only the element of free

elections applies in Latin America Democracy as a concept refers to the way 1n




which the following three actors interrelate the state, political parties and civil
soclety (consisting of a conglomerate of social actors) Political parties should be
the platform on which the demands of a plurality of social actors are translated
mto political projects The state and parliament constitute the scene where these
political projects are translated via a process of consensus and/or compromuse,
into policy measures Formally, the Latin American governments are democratic
but 1n many instances this democracy does not work for the poor (Schuurman,
1993) Schuurman s comment can be applied to many countries m Asia and
Africa We are approaching the end of another decade but 1t 1s not clear how the
World Bank will term this one Despite many “free and fair elections, the poor in
the South have gained little It should be remembered that the World Bank did not

hesitate to give aid to many of the autocratic regimes 1n the last 50 years

Lal maintamns that the ultimate test of the NGO pudding 1s 1n the eating What
decides whether operating through NGOs 1s good or bad 1s the cost effectiveness
of each particular project nothing else Regarding democracy, he points out that
the essential advantage of democracy 1s that 1t promotes liberty which 1s positive
itself What 1s needed for economic development, on the other hand, 1s a
functioming market economy so the state may contribute by good governance
However, good governance 1s not necessarily fostered by democracy, nor 1s 1t a
monopoly of democracy This, according to Lal, 1s cleaily borne out both by the
writings of such scholars as Adam Smith and David Hume and by the experience

of the developing countries during post World War II period (Lal, 1996)

The 1993 Human Development Report recogmsed the role of the NGO n the

South The tune 1s close to that of many Northern governments and aid agencies

Many people judge NGOs primarily by theiwr success in improving the
lwing standards of the poor and there are plenty of individual success
stories the landless have obtained land farmers are growing more food

wells and boreholes have been sunk children have been immunised

against killer diseases In these and countless other ways NGOs have




transformed the lives of miullions of people all over the world (UNDP,
1993 p 94)

The Report also highlights the conflict between NGOs and the local and national
power structures Obviously this has been caused by the changes brought by the
NGOs But the report deals very little with the problems of NGOs, particularly in
the South

The ODA s (now DfID) Bangladesh aid programme statement (1995) states that
NGOs will remain the principal channel for their direct help to the poor (ODA

1995) So, their strategy 1s no different from that of most 'aid' agencies

3 2 Challenging The NGO Discourse

Many people and agencies give emphasis to NGOs, for these reasons But some
people are very much agamnst the discourse of depending on NGOs 1n
‘development Furstly, for many, particularly radicals and socialists, NGOs are
promoting capitalism in the South 1n the name of providing credit, skill training
etc They point out that most SNGOs avoid talking about land reform or mimmum
wages which could change the very structure of the society, and even strong

supporters of NGOs such as Korten (1990) agree

Secondly, to many radicals and socialists, SNGOs are nothing but the agents of
impenialism Although almost all colonies 1n the South have become independent,
they feel that their degree of independence 1s not beyond question These countries
are not only economucally dependent on their donors, they are politically
dependent too The critics point out the strings related to ‘aid and the recent
donor preference for NGOs 1n ‘development’ rather the state To them, NGOs are
just working to keep this dependency on the donors, which 1s one kind of neo

colomalism (Senillosa, 1998, Najam, 1996)




Thirdly to many radical or socialist political activists and writers, NGOs are
replacing or weakening the revolutionary movement Semllosa (1998) points out
that NGOs have had a negative impact on many autonomous social movements
To such wnters NGOs are orgamsing the poor 1n the name of giving credit or
providing employment opportunities to activists to divert the poor and the
politicised from being mobilised for a revolution They also think that 1t 1s cheaper
to mnvite people to participate than to coerce them Wood (1994) finds that some
NGOs may have entertained the hope of a revolution by the dispossessed through
orgamsed landless workers But there have not been many examples of success by
this route, and even these have degenerated mnto ‘Amimal Farm (Wood, 1994)
Recent changes mn Eastern Europe and China have weakened and demoralised

socialist movements 1n the South

Fourthly, SNGOs are trymg to contain the social upheaval which might result
from the disparities created by the structural adjustment measures 1n the South
(Senillosa, 1998) Macdonald (1995) identified the emergence of two distinct
types of NGOs 1n Central America neoliberal and progressive Neoliberal NGOs
advocate the ments of market-led strategies for economic recovery They see their
role as assuaging the worst suffering caused by economic structural adjustment, 1n
order to ensure social stabiity These NGOs claim to support ‘community
development but they tend to favour individualistic solutions to the economic
cnsis Neoliberal NGOs are flounshing throughout Central Amenca under the
auspices of multilateral financial institutions (Macdonald, 1995) The situation 1s
not very different in other parts of the South since the international patrons and the

local problems are comparable The emphasis on microcredit 1s one example

Fifthly, from a very different perspective, for many neohberals the subsidies
provided to NGOs are simply discouraging the growth of the free market
economy To them, it 1s better to leave the credit system to the market since the
subsidised credit and 1 some cases other resources and inputs provided to the
NGO chents are simply an unwarranted intervention in the market They think the

NGO operation will create a class dependent on subsidies and grants So, to them




1t 15 better to leave ‘development’ effort to the market where higher income will

encourage higher savings and investment which will provide more employment

From a review of recent thinking and writings on Southern NGOs a distinct trend
can be 1dentified A general sense of disillusionment 1s evident among the writers,
although multilateral and bilateral agencies are still in favour of an increasing role
for NGOs This * disillusionment could be recogmsed from the titles of recent
books The concluding chapter of Edwards and Hulme’s book “NGOs States and
Donors - Too Close for Comfort?” (1997) 1s titled “Too Close to The Powerful,
too Far from The Powerless?” To Edwards and Hulme, many SNGOs themselves
have now become the powerful, with depressing consequences for their ability to
be self critical, honest and courageous about the future They suggested that
SNGOs return to their roots therr ultimate achievements are not their scale,
budgets or reputation but their capacity to support effective association at the

local level

The title of a recent article by Zaid1 (1999) 1s “NGO Failure and The Need to
Bring Back The State For him that if we acknowledge that the state has failed,
the only likely alternative to state failure 1s the state itself (compare Devine
1996) In a report on African NGOs Holman (1999) termed NGOs firemen

hoping there will be no fire but knowing that their survival depends on having
fires to put out (compare De Waal, 1997) A common element 1n all those writings
18 a caution that NGOs cannot replace the state and these wrters are rather

suspicious of the enthusiasm among some of the donors

3 3 Problems of NGOs

The overall picture of the late 1990s 1s one in which NGOs are seen as the
‘favoured child’ of official agencies and something of a cure all for the problems
of development’ Without very much evidence, official agencies (and the
supporters of Northern NGOs) often see NGOs as a ‘Magic Bullet’ (Edwards and
Hulme, 1995b) which can be fired off 1n any direction and will still find 1ts target
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(Vivian 1994) Clearly the increasing availability of official funding for NGOs,
the popularity they enjoy and the increasing access they are offered to centres of
national and mternational decision making represent both an opportunity and a

danger (Uphoff 1993 Edwards and Hulme 1995a, Korten and Quizon 1995)

Performing effectively and accounting transparently are essential components of
responsible practice, on which the legitimacy of intervention ultimately depends
But the New Policy Agenda does complicate the 1ssue of accountability
considerably There are real dangers that dependence on official aid and the
models of planning and intervention which underlie 1t will make an already
unsatisfactory situation significantly worse (Edwards and Hulme 1995a) In many
cases the ‘production of project proposals by the Southern NGOs according to the
requirement or interest of the Northern donors, and on the availability of funds
has created a situation where local requirements are simply 1gnored It has created
corrupt NGOs too (Independent 1998c) Although some Zimbabwean NGOs
claimed dependence from donors, two-thirds of those questioned 1n the survey
by Vivian and Maseko (1994) acknowledged writing proposals in response to
donor 1nvitations for grant requests for specific projects (Vivian and Maseko
1994) Gnffith (1987) found little evidence to suggest that adequate consultations
were done at the village level in preparing project proposals in India (compare
Fisher, 1997) He found that donors expected not results but progress reports at
regular intervals He also found that NGO management 1n particular believe that
some aspects of the truth do not secure funding so state precisely what they think
the donors want to hear, they feel forced to disguise the reality of the rural
situation n order to satisfy what 1t believes to be unreasonable demands This
management has to devote a large proportion of its time to fund-raising The focus
therefore moves away from the poor to whom they would prefer to dedicate most

of their time, to the donors (Gniffith, 1987, compare Fowler, 1997)

NGO growth and official funding of NGOs are not new phenomena, but the trends
outhned above do give rise to important questions concerning NGO performance

and accountability NGO state relations, and the ability of NGOs to act




independently in pursuing their goals Vivian and Maseko (1994) in Zimbabwe
found that 81% NGOs revealed to them that they considered economic self-
sufficiency to be a goal of their organisation They concluded that the result 1s not
only a resurgence of income generating projects at the field level but also a
growing commercial dimension to NGO activities (Vivian and Maseko, 1994)
Therr findings would be very similar in Bangladesh (see section 10 2 2) Edwards

and Hulme (1996) hypothesised that official funding

a) Encourages NGOs to become providers of social and economic services on a
much larger scale than hitherto, even though their long-term comparative
advantage 1n this field 1s doubtful

b) Compromuses the performance of NGOs and GROs m other areas of activity
such as institutional development and advocacy

c) Weakens the legitimacy of NGOs and GROs as independent actors in society

d) Distorts the accountability of NGOs and GROs away from grassroots and
internal constituencies, and overemphasises short-term, quantitative outputs

(Korten, 1990, Edwards and Hulme, 1996)

There 1s very little research on the organisational culture, human resource
management or development in the NGOs 1n the South This seems to be due to
lack of attention of the donors and NGOs themselves 1n utilising their field
workers better

Some of the major problem of SNGOs are discussed below

3 3 1 Failure m Reaching the Poorest of the Poor

Even where NGO service provision 1s ‘low cost’ 1t usually fails to reach the
pootest of the people although i1t may reach a wider cross section of the
population than state or commercial agencies (Streeten, 1997, Carroll, 1992)
Hashem (1992) finds that large NGOs 1n Bangladesh fail to reach the poorest m

their efforts to achieve rapid expansion in geographical coverage - the drive for
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breadth rather than depth Even taken together the largest NGOs
Bangladesh (including the Grameen Bank which 1s not an NGO) reached less than
20% of landless households of the country (Hashem 1992) This failure has a
regional dimension too Large influential and well-funded NGOs may be able to
concentrate resources 1n regions and sectors that might not be the most important
for national development with a patchwork quilt of services of varying quality
emerging against a background of weak central oversight (Edwards and Hulme,
1996) Claims that NGOs reach ° the poorest of the poor are often maccurate, as
has been demonstrated 1n the NGO credit schemes (Hulme and Mosley, 1996) and
other economic interventions (Riddell and Robinson, 1992, Vivian and Maseko,

1994)

NGOs’ service provision to the poorest 1s not always without problems A good
example 1s microcredit Currently microcredit 1s another fashionable cure-all The
major problems of microcredit are low return, overemphasis on repayment etc

(see section 10 2, Ahmad, 1999b)

3 3 2 Sustamability

The sustamability of large-scale service provision by NGOs has also been
questioned (Holloway, 1989) SNGOs and therr programmes become
unsustainable as they usually treat the symptoms of poverty rather than the real
causes Edwards and Hulme (1996) argue that if ministries of health and education
were allowed access to resources on this scale, then over time they too would be
able to provide services cost-effectively This 1s impossible 1n the South without a
transformation of the state The state has been getting these resources as tax, but in
many cases donors are simultaneously funding the state Most of the resources of
these state agencies end up in paying the salaries and pensions of civil servants
and recurring costs due to misuse of the fringe benefits like transport, telephone
and other logistic faciliies Indeed, the widening gap between state and NGO
resources makes state mefficiency a self perpetuating reality Other problems are

that government may be unable or unwilling to ‘take over responsibility for such




services when an NGO ceases to operate and that the undesirable consequences of
externally funded NGO growth may prove more severe than predicted (Bhatt,
1995) Very careful management of NGO expansion 1s necessary to avoid a
dechine in quality Most contemporary NGO service provision 1s not sustainable 1n
its present form 1 e without continuous subsidy (Edwards and Hulme 1996,
Schmidt and Zeitinger, 1996) Most SNGOs are orgamised by one or more
charismatic figures The growth and reputation of the NGOs m the South are
largely dependent on that usually autocratic founder leader Differences in opinion
sometimes lead leaders to leave that organisation and to build a new one The
NGO call for a ‘democratic society becomes a farce when 1ts management 1s by
and large autocratic As Wood (1994) points out for Bangladesh, donors are ofien
very guilty of remforcing the position of central leaders at the expense of other
staff by msisting upon dealing with the executive director’ only (Wood, 1994)
Sustainability of NGOs 1s threatened by changes in donors preferences
Sustainability 1s also threatened by ‘charismatic leaders who dominate and allow

NGO to collapse when they leave or die as there 1s no one tramed to take over

3 3 3 Cost effectiveness of NGO Activity

There 1s evidence that some large NGOs are able to provide some services more
cost-effectively than the state (for example the Orangi Pilot Project in Pakistan
Hasan, 1993) NGOs are not, however, automatically more cost-effective than
other sectors, as was shown by Tendler’s research (1983 and 1989) and by Riddell
and Robmson s (1992) study of 16 African and Asian NGOs There 1s no
empirical study that demonstrates a general case that NGO provision 1s ‘cheaper”
than public provision (Independent 1998e) Evidence from two CARE projects 1n
West Africa under contract from the World Bank provides mixed results
(Robinson, 1997) In terms of their capacity to target relatively poor people there
1s certainly some evidence that NGOs commonly perform better than state or

commercial institutions (Edwards and Hulme, 1996)

4%




LA s e

-

“TEr Ty

3 3 4 Problems of Legitimacy and Accountability

NGO substitution for the state in key areas of provisioning also raises questions of
accountability between a state and its citizens The increasing funding of NGOs by
official foreign donor agencies thrusts the questions of legitimacy into centre
stage If NGOs are becoming more responsive to external concerns, and are
growing larger on the basis of foreign funding, what 1s happemng to the links - to
their values and mussion, and to their relationships with ‘the poor supporters and
others - through which they derive their nght to intervene? This implies that
GROs or NGOs which have shallow roots in the society and depend for their
survival on outside funding have a much weaker claim on funds (Zaidi, 1999
Moore and White 1998, White, 1999, Riker, 1995¢) But even if NGOs are not
client controlled they can still gain legitimacy by being transparent, accountable
and acting in a spint of genuine partnership with others In this respect, the
increasing dependence by NGOs on official aid’ 1s sigmficant, for at least three

reasons

Firstly legitimacy may be eroded by increasing reliance on official funding If
you have your hand in another man s pocket you must move when he moves (a
traditional African proverb quoted from Van der Heyden, 1987 p 106) Is 1t
possible to have an independent mussion while relymg on funds from foreign
donors? Secondly does the funding of NGOs to deliver social welfare services
change the nature of the relationship with donors or the state from one of
partnership, to one of contracting? The switch from partner to contractor (like that
from chent to consumer when services are privatised) constitutes a
fundamental change 1n the value base of the relationship The legitmacy of the
NGO 1s no longer based upon values of voluntarism but on 1ts contract to an
outside agency Thirdly, there are a deeper set of concerns about the possible
rewnting of the social contract between the state and citizens as a result of NGO
substitution for the state 1n key aspects of the development process, particularly
the provision of services (Drabek, 1987) Uphoff (1993) reminds us that there 1s
nonetheless a need for a well-functioning state for market and GRO/NGO
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institutions to achieve their potential The accountability of non elected NGOs
when providing services to ‘clients 1s very different to the formal relationships
established between state and citizens giving rise to what Wood (1997) has called

a franchise state 1n countries such as Bangladesh

Legally, most NGOs, as nonmembership organisations, are accountable to their
trustees (a self-selecting group, usually of the great and the good ) Generally,
SNGOs are also accountable to their donors and have very httle or no
accountability to their clients (Najam, 1996) By contrast, GROs are accountable
to their members Both usually have a legal obligation to account to the
governments of the countries in which they operate, though 1n practice this often

means little more than a brief annual report and audit

3 3 5 Problems i Relationships with the State

Traditionally, most SNGOs have been suspicious of the state, their relationships
varying between bemign neglect and outright hostility (Sen, 1999, Fisher, 1997,
Krut 1997, Riker 1995a) The state often shares a similarly suspicious view of
NGOs, national and international, and their relationship, at least in Africa, has
been likened to cat and mouse (Edwards and Hulme, 1993a) Vivian and Maseko
(1994) 1in Zimbabwe found that in spite of the anti-government rhetonnc, NGO
activities were helped rather than hindered (or “co opted ’) by government co-
operation When the NGO sector 1s dominated by foreign or international NGOs
problems can arise between the state and the NGO 1f the state feels that 1t 1s being
squeezed out of ‘development decision making (Clark, 1997) Indeed, SNGOs
and states have often had quite different ‘development objectives they could not
have agreed on the 'why' of collaboration let alone 'how' (Farrington and
Bebbington, 1993b) Indeed NGO-state relations vary from country to country
(Riker, 1995b)

Where foreign funded NGOs simply provide uncontroversial services, particularly

which are co ordinated by or under the auspices of the state, tensions need not




arise But where the NGO has activities which are 1n any way controversial, where
1t challenges the state and 1its decisions where 1t mobilises people against the
vested interests of local elites or where 1ts participatory approaches lead to the
empowerment of population groups which are traditionally exploited 1t 1s likely
to find 1ts motives impugned as being ‘guided by a foreign hand (Clark 1997
p 50)

Some suspicion still remains about the prospects for GRO and NGO 1nvolvement
in the formal process of democratisation Some African governments for instance,
have become adept at contaming such a possibility through regulation and
fragmentation of the NGO ‘movement’ NGOs themselves have failed to develop
effective strategies to promote democratisation In part, these disappointments (1f
that 1s what they are) reflect the paradox of organisations promoting
democratisatton which are themselves only weakly democratic They also reflect
what 1s an unresolved dilemma for GROs and NGOs 1n most societies - how to
engage in the pohtical process in order to achieve fundamental changes in the
distnnibution of power and resources without becoming embroiled in partisan
politics (Edwards and Hulme, 1996) Riker (1995a) recommended building an
environment more conducive to better GO-NGO relations (Riker, 1995a, compare

Atack, 1999)

3 3 6 The Problem of Scaling up

As NGOs become more mvolved 1n large scale service provision, and rely more
on funding from official donor agencies, what happens to their flexibility and
ability to mmnovate? Organisational growth necessarily brings with 1t a higher level
of bureaucracy It 1s certainly possible to manage such growth successfully, but
the dangers of bureaucratisation are very real There 1s evidence from Asia, Africa

and Latin America that time and space for reflection and imnnovation are reduced as

NGOs become contractors to donors and/or states (Fyvie and Ager, 1999,
Edwards and Hulme, 1996)




Scaling up also has the problem of replicating the same intervention n very
different geographical and cultural conditions (Bhatt, 1995) The whole problem
of scaling up was well presented by Farrington and Lewis (1993) To them, the
mherent advantages of NGOs are gradually worn away by increased funding,
professionalization, bureaucratisation and the shifting of objectives away from
social mobilisation’ towards service delivery and income generation The ability
of NGOs to react quickly and adapt to local requirements 1s undermined as the
scale of operations 1s increased More distance may be introduced between the
NGO and the people with whom 1t works (Farrington and Lewis 1993b) The
biggest losers of a failed expansion drive are the chients Directly they lose their
tangible and intangible contributions (e g time, resources, faith, commitment,
etc) Later they are likely to be more hesitant to engage 1n future imtiatives
(Avina, 1993)

3 3 7 Barriers in Making Structural Changes

A major problem of SNGOs 1s their failure to make the night linkages between
therr microlevel work with the wider systems and structures of society and the
state For example, village co-operatives are undermined by deficiencies 1n
national agricultural extension and marketing systems Donors are assumed to
have a particular reluctance to support undertakings which address structural and
institutional issues affecting ‘development (Vivian and Maseko, 1994) Such
NGO projects as effective remain “1slands of success’ 1n all-too-hostile ocean
(Zady, 1999, Edwards and Hulme, 1993a) The piecemeal way of working by
most of the SNGOs and lack of co-ordination at the national and local level make
this task more difficult Some NGOs lose sight of their inherent limitations and
rush for growth, influence and status forgetting that voluntarism and values are
their most precious asset Despite the increasing scale of the NGO sector, and the
growing reputation that NGOs have won for themselves and for their work over
the years, their contribution to development on a global level remains limited As
a result, the impact of NGOs on the lives of poor people 1s highly locahised, and

often transitory There are arguments that NGO service provision acts as
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palliative a barrier to the more fundamental structural changes 1n the ownership of
land and capital assets which are essential if significant economic and political
changes are to occur (Edwards and Hulme, 1996, Bhatt, 1995) Here, those
concemns come not from local radicals or leflists, but from internationally known

supporters of NGOs potential role

3 3 8 Problem in Advocacy

GRO/NGO performance in the field of advocacy may be both positive and
negative On the positive side democratisation should open up opportunities for
NGOs and GROs 1n the South On the negative side, governments can dismiss
NGOs as dancing to the tune of a foreign piper with no legitimate nght of entry
into domestic policy debates (Nyamugasira, 1998) NGOs have gained remarkably
in prominence and nfluence on the international stage but there nonetheless
remain sigmficant hmits on their capacity to compel policy change Over the
course of four UN conferences on women 1n twenty years (1975 to 1995), the
number of government delegates to the international conferences had merely
tripled while the number of NGOs had increased more than sixfold (Krut, 1997)
Krut (1997) reminds us that although the door to NGOs has been opened
somewhat at the World Bank, 1t was done largely n order to use these groups for
specific Bank project needs Advocacy groups still have limited access to
deciston making in the Bank The doors to the WTO and most TNCs
(Transnational Corporations) are essentially closed, access 1s more firmly demed
The result 1s that advocacy groups are excluded from crucial debates and decisions

that structure globalisation and 1its effects (Krut, 1997)

Kibble (1997) after evaluating the NGO role in East Timor and Angola observes
that their success 1n influencing their own governments has been greatest in highly
salient low policy and open door areas, and as the experiences since Rio
Conference have 1llustrated, there are more and more policy debates falling into
these categories (Rooy 1997) A final note of caution should be sounded on the

possibility that very large NGOs might crowd out their smalier sister agencies

U
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coming to dominate both resources and 1deas to such an extent that they act as a
barner to the very pluralism and diversity of optmons and approaches that are the

hallmark of a healthy civil society (Edwards and Hulme, 1996)

3 3 9 Review of Opmions

Although there are many arguments against NGOs any development discourse
has 1ts own pros and cons The situation of the poor 1n the South could be worse
without the activities of the NGOs like BRAC, PROSHIKA etc (compare Fisher
1997) Undoubtedly SNGOs have reached some poor people (maybe 1t 1s only 20
or 30% of the poor) who were not reached by the state Those radicals or leftists in
the South who talk against NGOs should remember that they themselves have
failled to mobilise the poor Instead of going to the grassroots, they have often
worked like many other bourgeoisie political parties and fronts 1n the South
(Economust 1998) In addition their link (sometime dependency) to the former
socialist countries particularly the USSR had given the phrase to their cnitics that

if there 1s rain in Moscow they open their umbrella in any part of the world (a

popular saying in Bangladesh)

Even those wrnters who talk or wnte against NGOs (obviously they have their
reasons) have to remember that with the failure of the state in reaching and

serving the poor we often have no immediate alternative to NGOs (Wood 1994)

In most countries of the South, NGO workers are more accessible to the poor than
the state Generally local government offices with their barners of lower level
staff and (1n Bangladesh) curtains on the door, act as a formidable (real as well as
symbolic) barners to entry for poor people In contrast, NGO workers mix freely
with poor people, visiting them 1n their villages and talking with them about their
life and problems Another advantage of NGOs 1s argued to be their investment 1n
commutted staff Unlike state bureaucrats, who as generalists, are used for so
many different functions across different public séctor bureaucracies that they lose

a sense of personal effectiveness and organisational mission, NGO staff are




assumed to participate more closely in orgamisational decision making and to be
more committed to the needs of clients (Goetz 1996) From my experience in
Bangladesh those people who say that the public sector has accountability and 1s
1n many cases more cost-effective than the NGOs should remember that recent
changes in mult1 party democracy have made lhittle change n the public sector 1n
the South 1n terms of reducing corruption or the power of the bureaucrats, or
increasing democratisation at the local level We need to emphasise reduced
corruption 1n the public sector, greater transparency and accountabihity of the state
to the people and an independent and expeditious judiciary which in sum 1s better
governance Most foreign ‘aid has aided the bureaucratic (civil and military)

elites 1n the South - we cannot bear 1t any more

If NGOs could not bring any change mn the hife of the poor, local ehtes would not
attack NGO workers and their schools in Bangladesh and India (Hashemm and
Hassan, 1999, News from Bangladesh, 1998) Those who seek to bring change in

society, the power structure does not accept 1t when their mterest 1s hampered

Southern NGOs are starting to ask their donors to report to them on the action
they are taking to educate Northern publics and to tackle the international causes
of global poverty (Clark, 1995) As Observer/CAF (1997) points out, maybe many
NNGOs 1n the next century have to slim down to survive, drop most of their
emergency relief work and give more emphasis to campaigning and lobbying on

1ssues like fair trade, globalisation and debt (Observer/CAF, 1997)

3 4 Human Resource Management

Two major objectives of this research are a) to explore the level of job
satisfaction among the field workers of NGOs 1n Bangladesh b) to see what can be
done to improve the deployment of field workers (section 5 1) The paucity of
literature on the management of staff in NGOs in the South (and also largely n
the North) led to the exploration of literature on management of staff in busmess

The motivation and work environment m the nonprofits in the North have been




discussed  the last chapter (Mason 1996, Mirvis, 1992, Onyx and Maclean,
1996, section 23) Also some authors have pointed out that nonprofits are
behaving more like business and workers have to become more professional

(Palmer and Hoe, 1997, Osborne, 1996, Slavin, 1988, Cyert, 1988 section 2 3,
chapter Eleven)

Managers 1n business also manage their staff, making an effort to improve
motivation and performance Above all, as argued 1n the last chapter, NGOs 1n
Bangladesh have become more business like These all justify the consultation of
selected literature on human resource management i business HRM (Human
Resource Management) 1s a Northern 1dea, quite new and almost not practised
where the research 1s focused 1e Bangladesh My own experience has been n
civil service and umversity and also in NGOs and I have never come across 1t (1n
practice) This research does not aim to impose or suggest Northern HRM
practices in Bangladesh rather to explore what Bangladeshi NGOs should do in
managing their staff (although most NGO activities are dictated by their Northern
donors, discussed above) The search for HRM literature was conducted after the
field work when the contradiction between the HRM practices in NGOs 1n
Bangladesh and literature 1n the North became so apparent

Unhke other business practices, HRM 1s not valued by our NGOs This 1s
important smmce NGOs 1n Bangladesh are behaving more like business than
nonprofits (chapter Two) A good example 1s the recruitment process of field
workers which 1s based on personal links rather than formal cniteria like mernit
(section 67) In western HRM, productivity 1s a function both of skill and
motivation and many managers now take a sophisticated view of pay as a
motivator (Pearson, 1991) In HRM, low motivation and high turnover are seen
dangerous to any orgamsation Ths 1s a relatively recent view even 1n the North

and 1s, In my experience, a very uncharactenistic view amongst NGOs m

Bangladesh




Schuler and Huber (1993) report that in HRM promotions are often largely
determined by performance ratings (which in Bangladesh we shall see, are very
narrow) Tramning, salary increases layoffs and terminations may also be directly
tied to performance appraisal An important aspect of HRM 1s the promotion of
staff The best persons, these authors admit may not be promoted because
subjective, personal criteria are used in selection rather than objective criteria
Subjective critenia include how well they are liked by the manager, how they
dress, and how popular they are These subjective criteria are more important in
Bangladesh than in the North, and 1n Bangladesh personal links and patronage
may be the most important of all Also important to this research 1s Schuler and
Huber's (1993) report that many competent managers are refusing promotion if 1t
means moving to another location Increasingly, members of dual-career families
refuse promotions involving a geographical change because 1t may require a
career sacrifice on the part of the other person (Schuler and Huber, 1993) (see

section 8 2 3)

Concern with the level of job satisfaction of employees has been of interest in
HRM for many years According to Sethh and Schuler (1989), the major
motivation for this interest has been to discover the link between satisfaction and
job performance and ultimately to be able to document the link between
satisfaction and productivity Investigations to this end have provided varied and
often conflicting results Work dissatisfaction has been directly related to high
rates of tumover, accidents tardiness and absenteeism, but these results are not
consistent, and other studies show no relationship to other measures of job
performances, including productivity measures Inability to document the
relationships between satisfaction and a vanety of job related factors has not led
to a diminution of interest in work satisfaction in HRM In fact, interest has
increased 1n recent years (Seth1 and Schuler, 1989) Such an interest would again

be very unfamihar in NGOs 1n Bangladesh

Lawrence et al (1998) describe management by objectives (MBOs) At the

individual level this 15 an 1nteractive process whereby a manager and an vimployee




a) jomntly 1dentify and agree upon the subordinate s work goals, b) define each of
their responsibilities for achieving the agreed upon goals, and c) then use goal
accomplhishments as a gwde for examimning and evaluating the subordinate s
performance At the orgamisational level, MBO 1s a process for managing and
guiding the firm 1 a consistent and logical way At this level, MBO requires
senior management to develop clear, long-range orgamsational objectives Mid-
level management then uses these objectives to form appropriate shorter-range
objectives In turn, these become the basis for the traditional management
employee MBO discussion and individual goal setting Regardless of individual
or orgamsational level, the defining characteristics of MBOs are creation of
specific, measurable goals in important areas, and the use of these goals to
monitor and guide process (Lawrence et al 1998) To many Bangladeshis, this 1s

an alien discourse

HRM writers do not claim that MBO 1s an easy solution MBO, say Lawrence et
al (1998) may create a conflict of nterest for the employee Since financial and
other rewards are typically tied to successful goal achievement, 1t 1s in the
subordinate s interest to set easily achievable goals Yet goal setting research
consistently demonstrates that performance 1s hghest with challenging goals
Thus, the goal-setting aspect of MBO may take the form of a struggle, with the
employee trying to set easy targets (to insure achuevement), while the supervisor
strives to set more challenging goals (to increase performance and insure umt
success) This possibility highlights the cntical role mutual trust and
supportiveness play in any effective MBO implementation (Lawrence et al, 1998)
The dismal picture of field worker supervisor interaction encountered n this

research will be shown 1n chapter Nine

Lawrence et al (1998) also wntes of the concept of 'career' which will be
mmportant in chapter Six below In the HRM literature, career refers to the series
of occupations and jobs which individuals hold over their work lives It 1s not
uncommon for law and medicine to be labelled as careers, but plumbing and

construction not to be so labelled (Lawrence et al, 1998, compare the careers of




field workers of NGOs 1n chapter Si1x) When one analyses a large number of
occupations certain generic career stages seem to characterise them a) period of
pre career choosing of a field and educational preparation for entry into that field

b) formal traiming n the chosen field or occupation c) entry into the occupation or
organisation d) a period of learming apprenticeship and socialisation e) a period
of full use of one’s talent leading to some form of granting of tenure through
being given permanent membership, a professional license or some other from of
certification f) pertod of productive employment g) a branching nto
admimstrative, managenal, and other forms of becoming a leader, and h) gradual
disengagement, part-time work, and eventual retirement (Lawrence et al, 1998)

Chapter Six will show how different careers are n the case of field workers of

NGOs 1n Bangladesh

Career stages can be thought of as a series of movements along three different
dimensions a) mowving up mn the hierarchical structure of the occupation or
organisation, b) mowving laterally across the various subfields of an occupation or
functional groups of an orgamsation, and c) moving mn toward the centres of
mnfluence and leadership 1n the occupation or organisation Depending on what the
person 1s looking for 1n his or her internal career, movement along each of these
dimensions will have different meanings (Lawrence et al, 1998) Agan the
situation 1s totally different for most field workers of NGOs 1n Bangladesh (see
chapter Six and section 8 2 3)

Another important aspect of HRM 1s the empowerment of staff For instance to
Schuler and Huber (1993), delegating responsibility offers several advantages in
terms of performance planning, goal setting and record keeping First
subordinates are no longer passive participants, reacting to supervisor directives
Second, because 1t 1s now their responsibility to identify performance hurdles and
bring them to the attention of their manager, defensiveness 1s reduced Third, the
supervisor 1s free to manage and coach rather than police Finally, the subordinate
feels ownership of the process (Schuler and Huber, 1993) The findings of this

research will show how alien this concept of empowerment of staff 1s to nearly all
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NGOs 1 Bangladesh despite frequent reference to the empowerment of clients

(chapter Eleven)

Organisational or corporate cultures have been a fashionable topic in HRM since
the early 1980s At that time, the management literature begun to popularise the
claim that the ‘excellence’ of an orgamisation 1s contained in the common ways by
which 1ts members have learned to think, feel and act An organisation 1s a social
system of a different nature to a nation (to choose one example), if only because
the organisation’s members usually had a certain influence 1n their decision to join
it, are only involved 1n 1t during working hours, and may one day leave it again
(Hofstede, 1991) Most HRM models emphasise the management of the
organisation’s culture as the central activity for semor management According to
Schein (1984) orgamisational culture 1s the basic assumption that a given group
has mvented, discovered or developed 1n learning to cope with 1ts problems of
external adaptation and internal integration, and that have worked well enough to
be considered valid, and therefore, to be taught to new members as the correct way
to perceive, think and feel 1n relation to these problems (from Legge, 1995) To
understand a culture, Schein (1984) argues, 1t 1s necessary to penetrate the level of
the underlying taken-for granted assumptions that determine how group members

perceive, think and feel (Legge 1995)

A central plank of the normative model of HRM 1s the development of employee
commitment to the organisation The rationale behind this can be found m the
assumption that commatted employees will be more satisfied, more productive and
more adaptable Compliance, 1n contrast, 1s seen as mamtamed by externally
imposed bureaucratic control systems, as generating reactive rather than proactive
behaviours, of working to contract, of even ‘working to rule’ As we shall see 1n
chapter Ten, field worker commitment 1s not seen as a goal by the NGOs 1n
Bangladesh Rather field workers are managed bureaucratically and dniven by

performance ndicators set by their employers, the NGOs to meet the objectives of

their donors




Hofstede (1991) reports on qualitative research on the orgamisational culture
which 1ncorporates a) orgamisational symbols b) orgamsational heroes c)
orgamisational nituals and d) orgamisational values For example questions on
organisational values covers the 1ssues what staff very much like to see happening
1n their organisation (chapter Eleven) what 1s the biggest mistake one could make
and which problems can keep the staff awake in might As we shall see 1t 1s
microcredit that keeps field workers awake at mght (except in MCC Bangladesh,
section 10 2)

There have been very httle writing on the human resource management of NGOs
m the South These all have been (except Hofstede, 1991) Northern standard texts

of business

3 5 The Field Workers of NGOs

Fowler's (1997) Striking a Balance, which concentrates on recommendations for
NGOs Wood (1994) includes comments on NGOs m his discussion of rural
'development’, (see section 4 1 1) and (1997) explores 1ssues of franchise Some of
these writings are very relevant to the job satisfaction of NGO field workers, and

possible ways of improving 1t, all are at the centre of this thesis (section 5 1)

Fowler (1997) in his book on enhancing the effectiveness of NGOs 1n
international development’ pointed out four key factors to enable staff and
volunteers work better 1in addition to the availability of other resources These are
organisational culture, the qualities of leadership, sensitivity to gender, and
suitable approaches to human resource management, particularly getting

incentives right and ‘forming and empowering staff

On the cultural dimension of NGOs, Fowler (1997) argues when the organisation
does not measure up to people s expectations, 1t 1s more difficult for them to
comply with what 1s required, and theiwr effectiveness lessens He thinks

appropriate leadership and management mm NGOs calls, therefore for an




understanding of what sort of expectations and needs staff and volunteers bring
with them On this 1ssue, Fowler's 1deas differ greatly from the NGO practices

found in this research

Fowler (1997) suggests an NGO s culture should be consistent with 1its vision and
nmussion Where these are out of step, mottvation can be negatively affected In
theory, people who jomn an NGO located within the third sector do so to satisfy a
personal commitment and expect an organisational culture founded on trust one
which listens to people, respects their opinions, values personal judgement and
shares responsibility and authority (but see sections 6 5, 6 6, 6 7 below) For
service delivery NGOs, writes Fowler, staff expectations would probably be
slanted towards recognition, valwuing and rewarding of their expertise and personal
efforts would be consistent with market standards and rewards Where leaders and
managers use norms of responsible behaviour towards the poor and tailor their
remuneration and life styles accordingly, a different signal 1s sent and staff
respond accordingly (but see sections 10245 and 1024 6) Fmally, Fowler
suggests that treatment of personnel should be simlar to that of pnmary
stakeholders, so that staff experience what the NGO preaches in terms of its

desired relationship with those 1t serves (but see sections 8 2 5 11 5)

On NGO leadership and management, Fowler (1997) argues that the inner
conviction and drive of NGO leaders 1s a product of their individual potential,
socto-political exposure and personal circumstances Fowler thinks that NGOs 1n
Bangladesh mitially started with the goal of nation-building after the war of
independence Thus has been the history, but we shall see that things have changed
(see sections 4 1 and 9 1)

On the role of gender in NGOs, Fowler (1997) believes that the judgement on
performance often differs, with women having to prove themselves by being twice
as good as men Norms of behaviour, rules, physical structures, organisational
divisions of power and tasks, and functional categories tend to reflect and favour

men rather than women And, importantly, informal communication, decision-
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making and negotiation take place in male preserves (as borne out by sections 4 2,

4 5 and 8 4 below)

On human resource management 1n NGOs, Fowler (1997) thinks that in the early
years of NGO activity financial incentives are supposed to be offset by the moral
reward of contributing to social change The extent to which this really reflected
the situation throughout the world 1s open to question especially 1n the resource
poor South where cultural norms express service to others in different ways
Whatever the answer in general, things are different today in Bangladesh
Becoming more business-like and market-oriented 1 the 1990s affects NGO
incentives by making financial rewards more sigmficant for retammng and
motivating staff In addition, the predatory behaviour of official ‘ard’ agencies 1s
also altering the incentive pattern of NGOs (see section 6 5 Tables, 9 1 and 9 2)

Conung to change agents, Fowler thinks that change agents coming from outside
the community are probably more appropriate Though not without 1ts dangers, he
argues that community members who are potential change agents have more to
contribute through their actions in community-based orgamsations than on the
NGO payroll (compare Jackson 1997a, 1997b, sections, 951, 101, 11 1 below)
If a change agent’s stance towards poor people 1s inapproprate, therr technical
skill and knowledge will seldom 1n Fowler's view be sufficient compensation Key
personahty traits which make up the needed stance include patience, a habit of
listening rather than talking, interpersonal sensitivity, team work, self-confidence
without arrogance, empathy, commitment, respectfulness, diplomacy and
perseverance Skills in communications are vital, as i1s an ability to analyse and
diagnose events Gender, age and socio economic standing are additional criteria
to be apphed, all directed at gaiming community trust and fulfilling two roles,
mutially as facilitator of group awareness and then as adviser or consultant on the
changes people want for themselves These are good words no doubt,
unfortunately most field workers in Bangladesh have become debt collectors as
we shall see Fowler also points out that a feeling of voicelessness in NGOs will

become apparent 1n a change agent’s work with commumties In the words of one
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change agent ‘If you are not bemg heard, why listen” In essence, 1t 1s this
argument which has led to this research (Fowler, 1997) Finally, Fowler (1997)
gives some suggestrons for recruiting staff and applymmg HRD i NGOs But this
research will show NGOs in Bangladesh rarely apply them (see section 10 1 1)

Fowler (1997) thinks Northern countries cluster in an area of relatively low power
distance together with relatively high individualism In other words, people
generally do not tolerate a big spread in power and tend to look to their own
nterests first and those of others, afterwards Conversely, countries of South East
Asia and Central Amenica cluster in an area of high power difference together
with greater valuing of collectiveness Here, dominant leaders and wide gaps 1n
power are more readily accepted by those at the bottom, but those in power are
respected by the degree to which theirr power 1s used for the common good

Fowler has not made any comment on South Asia, but for that see Table 11 1

Although there 1s plenty of literature on the activities of NGOs, there are very few
studies on their field workers’ This seems a neglected field of NGO research, 1n
both North and South (see Table 3 1) From my own research expenence, NGO
field workers are very important in development in Bangladesh because the GO
field workers are so often corrupt, rigid and lacking in motivation for working for
the poor The whole structure of government and local government 1n Bangladesh
works against the poor Field workers are potentially very powerful in the NGO
structure and could turn round the whole NGO (even 1f 1t 1s as big as BRAC) but
are marginahised (Suzuki, 1998) The situation 1s like blaming the waiter (the field
worker) 1n the restaurant (in the field) for the poor quality of food when actually 1t
1s the cook (the NGO manager) who should be blamed In extensive on-line
searches of the literature, I found only a handful of studies of field workers, nearly
all of expatnates I found some manuals available for NGO workers wntten for
Northern people working m the South (Pratt and Boyden, 1985, Eade and
Wilhiams, 1995)

2 Searches were carried out in BIDS (Bath Information and Data Services) until September 1999 This
proved the most useful database for this research CAB (Commonwealth Agricultural Bureau) DSA
(Development Studies Abstracts) WAERSA (World Agricultural Economics and Rural Sociology Abstracts)
were also used particularly at an earlier stage
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There 1s more research with volunteers, particularly in the North than with field
workers This was reviewed but finally omitted from the study as 1t did not clanfy
1ssues of relevance to field workers in Bangladesh The charactenstics and

problems of volunteers are simply too different from those of field workers

Holcombe (1995) studied the field level management of Grameen Bank (GB) She
sought to know how GB manages a staff of more than 14,000 who make daily
visits to groups of village borrowers She mterviewed mainly managers, and only
a few field workers In her view, the responsibility for GB's core activities was
diffused and decentralised Creating an organisational culture and encouraging
management styles that differ from the norms of surrounding society 1s difficult

Holcomb concluded that GB had succeeded, but this 1s challenged by the findings
of Rahman (1999) who found field workers maltreating their chents to attain the
high credit repayments set by the managers (section 102) She thinks the
motivation for GB's field staff 1s i getting recognition for hard work, being part
of a respected organisation and taking pride in professional work that achieves
something good for the country The findings of Woolcock (1998) agan differ
strongly as he found that field workers told um they would leave GB tomorrow 1f
they found a better paying job (sections 6 S5, 7 4)

Although there 1s hittle research or publication on the field workers of NGOs (both
North and South), there 1s a little-known Code for them (People in Aid, 1997)
People 1n Aid 1s a project run by a steering group of NNGOs It began in 1994
when four British orgamsations, with funding from the former ODA (now DfID),
commussioned a survey wto the working experience of expatriate field staff and
managers working for British and Irish based agencies In 1996, a group of eleven
organisations began work on a Code of Best Practice in the Management and
Support of Aid Personnel (Table 3 2), with three salient features Firstly, it has a
very comprehensive application, being intended for use by ‘development’ as well
as relief agencies and to be applied to both expatriate and local staff Secondly, 1t

mncludes mdicators against which achievement m implementing the Code can be




measured by internal and external evaluators Thirdly, the Code 1s to undergo

testing by a number of agencies over a period of up to three years and 1ts

effectiveness will be evaluated The evaluation 1s scheduled to be held in 2000

People 1n Aid hopes that the Code will focus fresh attention on human resource

issues and that the question of people who work in aid programmes will occupy

a posttion deservedly high on the agenda of future debates (People in Aid, 1997)

Table 3 1 Research on Field Workers of NGOs 1n the South

Writers Study Area
Musaka, undated Uganda
Zhour, forthcoming Brazil
Alam, 1998 Bangladesh
Christoplos 1998 Angola
Rao and Kelleher 1998, 1995 Bangladesh
Goetz and Gupta, 1997, 1996 1995, 1994 Bangladesh
Jackson, 1997 India
Odwyer and Woodhouse, 1996 South
Edwards, 1996 Bangladesh
Hashemi and Hossain, 1995 Bangladesh
Rahman and Islam, 1994 Bangladesh
Garain, 1993 India
Begum 1993 Bangladesh
Cape 1987 Papua New Guinea
Gnffith, 1987 India
Pastner 1982 Pakistan

Note For details see bibliography




Table 3 2 People in Aid Statement of Principles

Prnciple 1 | The people who work for us are integral to our effectiveness and

success

Principle 2 | Our human resource policies aim for best practice

Principle 3 | Our human resource policies aim to be effective, efficient, fair and

transparent

Principle 4 | We consult our field staff when we develop human resource policy

Principle 5 | Plans and budgets reflect our responsibilities towards our field staff

Principle 6 | We provide appropnate traiming and support

Principle 7 | We take all reasonable steps to ensure staff security and well-being

Source People in Aid, 1997

So far, 11 orgamsations (all NNGOs)® have piloted the Code No one has signed
up to implement 1t or been asked to do so It has not reached that stage Sara
Davidson of People in Aid thinks that some international NGOs in Africa and
Asia (including Bangladesh, for example Oxfam UK) know about the Code and
use 1t informally for their human resource pohcies (personal commumcation,
Apnl 2000) A survey by People in Aid on the pilot NGOs found that just over
half measured field staff recruitment against targets that reflect concern for racial
or gender equality Examples of improvements included the extension of
Headquarter policies on grievance, health and safety, equal opportumties and
sexual harassment to field staff, but not to ‘partner’ NGOs who have all the actual
field workers Fewer than half in the survey described in detail how they measured
up to Principles 4 to 7 on consultation projects, training, safety and security Few
limted staff working hours in the field It was generally acknowledged that
Principle 7 (on safety and secunty) had often been effectively the sole
responsibility of field managers or partner agencies, rather than a corporate

responsibility (People in Aid, 2000)

? Action Health British Red Cross Concern Health Unhmited International Health Exchange
MAF (Europe) Oxfam UK and Ireland RedR London Riders for Health Save the Chuldren Fund
Tear Fund
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After studying the expatnate rehef and development workers an ODI report
recommends the agencies should evolve mechanisms to promote professionalism
and good management practice (Macnair, 1995) Some writers explore the
mterface between local people and expatriates Zhourn (forthcoming) has studied
the British campaigners for the Brazilian rainforest and found that none have
personal links to that region of the globe, while contact with local NGOs plays a
crucial role mn the supply of information to NGOs 1n the UK The campaigners

cultural distance from particular social contexts proved to generate difficulties in
terms of communication implementation of policies and development of joint
projects Zhount (forthcoming) concludes that a crucial future challenge for
environmental groups will be to escape from the asepsis of the techmical-scientific
distance from local cultural contexts, which seemed to her to have driven them
currently into the trap of the Iiberal market-oniented agenda Odwyer and
Woodhouse (1996) argue the motivations of Insh development’ workers working
in the South, which prove to be predominantly altrwistic though more carnng than

hberating

After studying the expatriate staff in an international NGO working 1n Uganda,
Musaka (undated) 1dentified six key problems These are a) the frequent changes
of expatnate staff, b) the tendency for local staff knowledge to be undervalued, c)
the emergence of structural barners in staff relationships d) poor cultural
sensitivity and awareness, €) contradictions and lack of clarity in overall staffing
policy and f) tensions around differences in lifestyles and living standards She
argues that, while the presence of expatriates may potentially bring distinctive
benefits and advantages to dqvelopment work, more careful attention needs to be

gtven by NNGOs to the management of expatniate staff (Musaka, undated)

Cape’s (1987) comments seem very useful Although he was an expatnate his
situation was not 1 any important way different from that of many Southern
nationals who work with rural people as outsiders’ - separated from them by

language or level of education, or simply by the relative wealth and security of a
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salaried job Cape a Bntish volunteer posted to Papua New Guinea to work as a
sub district agricultural officer, spent two and-a-half years in a remote station 1n
the highlands His wntings vividly explore the role and experience of the
expatriate developers In one of his articles he describes how he learnt from early
mustakes and how his approach to agricultural extension changed over the years in
response to a growing awareness of the nature of his relationship with villagers
and of villagers’ own perceptions of their problems and needs (Cape 1987) To
offer technical solutions to problems which he himself perceived, seemed to a
young extension worker on his first posting the way he should do his job -
particularly when he showed his dedication and energy by travelling on foot and
by being careful never to fail to keep an appomntment (Cape, 1987)

As an outsider Cape (1987) made three suggestions for volunteers like him

working on village developments’,

a) They (the volunteers) have no skills to teach People have developed their way
of doing things 1n response to the many confhicting pressures that domnate their
lives If they (the volunteers) evolve a solution that responds to one pressure, 1t
may conflict with other pressures about which an outsider 1s not aware Thus the
volunteers can only learn in company with village people what 1s best for them
Best here means what 1s best socially and psychologically, (1 e 1n terms of what
makes each individual happy) not just best physically
b) The volunteer cannot learn 1f he/she 1s not 1n the same situation as villagers It
1s especially important that, hike willagers, the volunteer is dependent on
subsistence production for histher food supply,
c) He/she cannot learn 1n a short time, nor can he/she bring about any effective
changes 1n a short time In two years he/she can do little except to get an 1dea of

how to continue his/her work afterwards (Cape, 1987)

Gnffith (1987) 1n his study on the field workers of an NGO 1n India (GVA) found
field staff to work mainly on projects away from their home One NGO manager

gave him three reasons Firstly, taking up a dominant role in their home village
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would be unacceptable to the traditional holders of power, such as the large land
owners whose position might be seen as threatened Secondly, even poor villagers
do not trust therr own people There 1s little reason for villagers 1n general to
believe that these individuals who are waged and becoming wealthy (by village
standards) will change their attitudes towards others Finally, on the whole the
field staff are concerned with job security Since they have no wish to lose this
they like to keep low profiles Hence their work 1s unprovocative and not as
effective as 1t could otherwise be This, however, fits 1n neatly with the desire of
GVA not to upset local leaders, so 1s not seen as a feature that should be changed
(Gnffith, 1987)

Gnffith (1987) also found that decision-making 1s confined within GVA and
generally not likely to be undertaken by field staff Field staff do not go to the
city, their encounters with management being generally confined to field office
meetings As their concern for job security often makes them extremely loyal, so
field staff tend to agree at meetings with the suggestions of management when, 1n
private they often express very different opinions (Griffith, 1987) Among other
problems of the GVA field staff firstly, they had not been trained to 1dentify th