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Bogawantalawa and Badureliya

SHAKTHI PROJECT 
ACHIEVEMENTS  AT A GLANCE

· Formation and effective functioning of  Participatory Teams in all 14 estates. 

· Improved Worker-Management interactions and relations in all 14 estates through the PTs
· Increased productivity as a result of decreased interruptions to the production process and increased cooperation between workers and management

· PT has become an asset to the management in ensuring smooth production process

· PTs have evolved into a problem-solving forum and a grievance-redress mechanism.

· PTs has become an essential instrument for the workers and residents to resolve their social as well as work-related problems.

· PTs have produced a new breed of community leaders from among the workers
· 4200 house holds with a total population of about  18,900 have an increased social network security
· Almost 100% of 4200 house holds have received vital information on alcohol prevention, gender equity, household money management, health and nutrition and basic documentation.
· About 80% of the households are participating in social networks 

· Establishment of 19 community centers in the 14 estates

· Considerable increase in of community activities leading towards greater to social cohesion
· SHAKTHI has initiated a self-propelling process of workers and residents taking on responsibility for their own thus reducing the dependency on the estate management.
· Both the management and the workers requested that SHAKTHI should continue in their estates and be introduced to other estates

1
Introduction to the Project Completion Report

This Project Completion Report (PCR)  is also the final evaluation of the SHAKTHI project implemented by CARE International -Sri Lanka.   
1.1
Requirement

SHAKTHI project intended to create a 'worker-management friendly environment with the objective of increasing worker productivity to enhance overall productivity of the sector.  The project started in August 2001 and completed its field level operations with Exit Strategy Workshops held in December 2005.   The Exit Strategy Workshop proceedings revealed that SHAKTHI engagement in the estate sector have effected significant positive developments even surpassing the original expectation in areas such as worker-management relationship.  However, the limited time of the project and negative structural inertia in social development within the estates have imposed serious impediments to achieving a high level of positive results in certain areas such as combating alcoholism, household money management and health and nutrition. 


In five of this situation, CARE Sri Lanka and the Management of SHAKTHI project required a more comprehensive and systematic assessment of the effectiveness of the project.  
1.2
Objectives
The overall mandate of the Project Completion Report (PCR) is to document the impacts of the project.  Within this overall objective, the PCR is entrusted with very specific objectives:
a.
Capturing the fundamental changes that have occurred in the attitudes and behavior of the workers and the management as well as systemic changes taken place in the plantation management due to project interventions.

b.
Documenting overall impact of the project in empowering plantation community

c.
Identifying the lessons learnt and best practices that can be replicated in similar social environments.
1.3          Methodology


The PCR is primarily based on data that has already been collected by the SHAKTHI project directly from the field situations and other documents prepared by  or for SHAKTHI (e.g. SHAKTHI Newsletter, NSC Reports, PT Records).  In addition, reports and documents made available to SHAKTHI by various stakeholders (e.g. Managers, Workers, Participatory Team Members) were also consulted (see Annex I for a list of documents referred). Third, discussions with SHAKTHI project staff (e.g. Project Director, Monitoring Evaluation Coordinator, Process Documentation Officer) provided valuable insights into the project, especially  its implementation and impacts.  

The baseline survey conducted in July 2002  and the completed Monitoring and Evaluation matrix (See Annex II for the Monitoring and Evaluation Matrix) completed by the SHAKTHI provided most of the quantitative assessment of the Project.  The literature survey and the analysis of data needed for the Project Completion Report was carried out in January - February 2005.   
2

Background, Rationale, and Objectives of SHAKTHI
2.1
Background

The origin of the SHAKTHI project can be contextualized within the broader vision and mission of CARE International on the one hand and the overall socio-economic structure of Sri Lanka and on the other.   
2.1.1
CARE International 

CARE is one of the  largest private international humanitarian organizations in the world today.  The vision of CARE is to seek world of hope, tolerance and social justice, where poverty has been overcome and people live in dignity and security.    CARE intends to become a global force in ending poverty and raising the dignity of people.


CARE's mission is to serve individuals and families in poor communities 

improve their lives and achieve lasting victories over poverty.  CARE works with poor communities in more than 70 countries around the world to find lasting solutions to poverty.  CARE facilitates change by:

· Strengthening capacity for self-help 

· Providing economic opportunities 

· Delivering relief in emergencies 

· Influencing policy decisions at all levels 

· Addressing discrimination in all its forms

Recently CARE has made a significant change in its approach from need-base to right-base and CARE interventions around the world is increasingly moving in this direction. Better to explain what rights-based approach means 

CARE has been operating in Sri Lanka since 1956  and in the 1980s CARE diversified its program  in response to the changing needs of the country and CARE's wider objective of poverty alleviation.  


CARE Sri Lanka's Long Range Strategic Plan (LRSP) 2001-2005 emphasizing the need to go beyond traditional approaches to development confronts the issues of economic and social marginalization of groups in society and the breakdown of social cohesion.     


CARE has been operating in three distinct areas within Sri Lanka namely the conflict-affected north and east, the rural dry zone and the plantation or estate sector.   In the estate sector CARE has been working in cooperation with both residents and management aiming at greater empowerment, self reliance and self-esteem of plantation workers.  The overall objective of SHAKTHI project is formulated within this broad parameters of improving the lives of the plantation community in Sri Lanka.  
2.1.2        Introduction to the Sri Lankan Economy

Sri Lanka is a  developing country with a GDP of  US $ 947.00 (SLR 91,434.00)
 per capita  placing the country at 140th  rank among 208 countries in the World
.   In the global context Sri Lanka has moved out of low income countries into the lower middle income category
.   

Agriculture which once was the largest sector in the Sri Lankan economy  has fallen behind both the services and industrial sectors.  The relative share of agriculture to GDP is low as 19% compared with 70% in services
.  The average annual growth of the agricultural sector in general since late 1970s has been only 2.6% which is less than half of other sectors in the economy. Agricultural sector in Sri Lanka is marked by its concentration on a few major crops having different systems of organization namely the small-scale wet paddy sector dominated by rural peasants and the large scale estate sector specializing in tea, rubber and coconut.  SHAKTHI intervention was in the estate sector. 
2.1.3
The Estate Sector in Sri Lankan Economy 

The estate sector also known as the plantation sector introduced by the British in the latter half of the 19th century transformed the isolated central highlands of the island into a series of large scale estates specializing in tea; rubber estates were concentrated in the lower elevations in the south western part of the island.   Export orientation of the estate agriculture has continued although the local consumption of these items has also increased over the years.  
Plantation crops contributed 15.87% of the export earnings of Sri Lanka in 2003 but their combined share of the total GDP of the  country stood at 2.6%
.   Estate sector as a whole is the largest single employer with over 265,000 wage earning workers.
   Although the relative share of  the plantation sector in the GDP has declined over the years  the sector still plays a significant role both as a foreign exchange earner as well as an employment provider.  


Influenced by the socialist policies popular at the time,  estates owned and managed by foreigners from their origin were nationalized in the 1970s.  The declining productivity of the estates in post-nationalization era prompted the government to contract out  the management of the estates to Regional Plantation Companies (RPC) which currently control about  40% of the tea and rubber acreage.  Subsequently , the government has made various financial and fiscal concessions to the estate sector to improve the performance of the plantations.   Nevertheless, the profitability of the estate sector continues to be low because of low productivity and high cost of production which in has led to the poor conditions of the estates
. 

2.1.4
Economic and Social Problems in the Estate Sector 
 
The estate sector, especially the tea and rubber plantations has a unique demographic and social history which make them very different from other sectors in the country.  Majority of the present day plantation workers are descendent of the first wave of workers brought in from South India by the British planters in the late 19th  and early 20th  Centuries.  They were provided with meager facilities and services and kept confined to the estate discouraging interaction with the larger society.  They were made to live in single room dwellings (popularly know as lines) with bare minimum facilities.
  

Estate became both the workplace and living space for the workers and their dependents. The workers could not own any factors of production.  They were simply  labourers working for a minimum wage under a rigid management system which was not sympathetic to or concerned with the welfare and wellbeing of the workers.   


Post nationalization state institutions such as USAWASAMA,  JEDB  could neither efficiently manage the estates nor could they improve the living conditions of the plantation workers.  Even the transfer of the management of the plantations to private companies in early 1992 did not lead to a significant transformation of the socio-economic life of the plantations workers. The estate management system introduced during the British period has continued with little change to this day. 

An ADB document noted that the estate "..  sector is still faced with high production cost and low profitability because of the legacy of neglect and poor management during nationalization"..... The estate sector also faces a looming labour shortage because of out migration and voluntary youth unemployment stemming from the poor living and working conditions of the estate workers that have negatively stigmatized estate employment". 
 

 CARE document (1998)  summarized the unique problem of the estate sector as follows, " The estate population is not the poorest demographic group in Sri Lanka.  They are, however, one of the most vulnerable groups, marginalized by both historic and geographic isolation and their dependence on the estate".  [image: image3.emf] 

 

The major social problems of the estate sector that have been identified are

1.
Poor or lack of state services such as health and education 

2.
Low levels of education

3.
Poor living environment

4.
Alcoholism

5
Mismanagement of household income.
6.
Indebtedness 
7.
Social stigma attached to estate life and work

8.
High gender inequity and discrimination against 
women

9.
Poor or lack of interaction with the larger 
society

10
Non-availability of basic documentation 
essential to function in society

11.
Lack of community cohesion and organization 

12.
High dependency on estate management 

The major productivity related problems identified in the estate sector today are
;
1.
Labor shortage due to out-migration

2.
Untrained labour leading to low quality production
3
Work stoppages and strikes leading to losses
4.
Absenteeism leading to lower production
5.
Poor relationship between 
management and workers 
leading to conflicts 
and lower productivity.



Social poverty of plantation workers and their families numbering over 800,000 and low productivity of the estates continue to be the two major problems of the estate sector.   Lack of sufficient internal social and economic dynamism within the estates them selves to propel them out of these problems continue to keep them in this state of affairs.  This lacuna has created new opportunities for external interventions aimed at resolving  socio-economic problems of the estate sector. 
2.1.5
Interventions to improve the estate sector


A number of initiatives were made by the government and the INGOs to resolve the twin problems of social poverty and productivity since the early 1990s.   The transfer of management to private companies in  1992 was intended to increase the productivity of the estate but it is doubtful whether the intended objective was met even after almost 12 years of private management.   The policy of making the landless workers land owners by giving them small plots within the estate was a fairly successful strategy to raise their social status. 

 Several international NGOs (e.g. CARE, FORUT, PLAN, WUSC)  took a keen interest in resolving the social problems of the estate sector.   

The WUSC initiated Plantation Communities Project is a CIDA funded initiative using iterative, participatory, mutli-stakeholder capacity development approach to empower plantation communities in 10 estates in the central highlands
. 


PLAN's CDPs are being implemented in the estate sector as well.  PLAN carries out its  child-centered interventions in the estate sector through the Social Integration Program focusing on domestic violence and alcohol abuse  and the Children Wellbeing Program focusing primarily on child malnutrition
. 


FORUT has been providing material support for poor estate workers as well as for common facilities such as crèches  in addition to organizing various training programs on marketable skills. 

CARE has been involved in various projects aimed at  improving the quality of  life of estate population since late 1980s.  CARE has adopted a human rights-based approach with the aim of reducing social poverty in the estates,.

CARE involvement in the estate sector started in 1987 with the NORAD funded Change Agent Project (CAP) with the objective of improving the quality of life of workers and tea small holders in two districts.  In 1989 CARE initiated the Tea Cultivator Assistance Project (TEACUP) co-financed by CARE and USAID to increase the income of marginal tea holders in Kandy District.  In 1994 CARE started the Training  Estate Residence for Enterprise Development and Institutional Management Project (TEAM) to address the issues relating to income and rising unemployment among plantation residents.  In 1999 CARE introduced the PRP program in 103 estates to initiate a change in the overall management system towards improving the quality of life of workers and increase productivity.  Currently operating SECURE project is working in 30 estates to promote savings and credit among  the plantation workers.  SHAKTHI project is thus the latest in a long line of CARE projects in the estate sector.

2.2
Introduction to SHAKTHI Project

SHAKTHI project, conceptualized under the new paradigm of 'right based approach to poverty'  was designed to improve the quality of life of estate residents  and their living environment  through greater commitment and collaboration between the estate residents and management
.  SHAKTHI project was to make a positive impact on the life of the estate residents by trying to find some practical solutions to some of the pressing problems that are inherent in the estate sector (see No. 1 of Volume II for the Project Proposal).    

The final goal of the project  was to increase the 'social network security' among 4,200 households on 15 estates during its life span of  three years from 2001-2004
  (see Table 1)   The SHAKTHI project proposal defined it as a social network/community empowerment project.
   The overall expectation of the SHAKTHI project was to create a friendly worker-management environment to be attractive to the plantation workers to increase their productivity enhancing overall productivity of the sector.  

TABLE 1
BASIC INFORMATION ON THE ESTATES (6927)
	Cluster
	Estate
	Population
	Total
	HHs

	
	
	
	
	

	
	
	M
	F
	C
	
	

	KANDY
	Pitakanda
	1358
	1338
	 
	2696
	618

	 
	Bandarapola
	326
	319
	120
	765
	165

	 
	Hunugala
	229
	158
	173
	560
	233

	 
	Elkaduwa
	427
	500
	399
	1326
	334

	 
	Hagala
	933
	911
	159
	2003
	492

	 
	Galphele
	815
	820
	271
	1906
	475

	Baduraliya
	 

	 
	Delkeith
	816
	835
	507
	2158
	429

	 
	Uskvalley
	240
	269
	205
	715
	200

	 
	Hadigalla
	212
	202
	99
	513
	120

	Bogawantalawa
	 

	 
	Bogawantalawa
	1146
	1144
	675
	2965
	676

	 
	Bogawana
	1124
	1515
	738
	3377
	654

	 
	Lethanty
	1082
	1092
	470 
	2697
	627 

	 
	Loinorn
	1796
	1966
	869
	4631
	695

	 
	Poyston
	938
	851
	188
	1974
	424

	Total 
	 
	11442
	11920
	4403
	27710
	6144


The final goal was the composite of a three intermediate goals.
 Intermediate goal 1 is to improve worker-management relationship by setting up and operational zing Participatory Teams (PT) comprising of  management and workers in each estate.   The establishment and strengthening the PT became the central activity of the SHAKTHI project.  

PTs provide a fresh and novel opportunity for the workers, residents and management to discuss matters pertaining to both community as well as productivity. PT is expected to become a non-hierarchical decision making forum ensuring transparency, mutual trust and understanding between the management and workers.   PT is to be the central focus of SHAKTHI project and other two intermediate goals would be supplemental and complimentary to the PT as activities of project consolidation. 

Intermediate goal 2 is to keep plantation workers informed of vital information that helps maintain a life of dignity as  equal members of the society and to make right choices and take correct decisions.   This activity directly falls in line with the rights-based approach to development.  SHAKTHI will achieve this goal through a comprehensive information dissemination campaign through consultants, PT members and volunteers who will be trained.  The primary attention will be paid to the following areas;  

1.
Provision of  basic documentation 

2.
Better house hold money management

3.
Alcohol prevention

4.
Improvements in food, nutrition and health

5.
Better gender relations
SHAKTHI believes that a better grasp of these issues are important for estate workers to achieve a decent  and dignified life with a better standard of living. 
Intermediate goal 3. is  to  increase the level of social cohesion by encouraging plantation workers to engage in collective actions for their own development.   The PT exercise itself will perform this function to some extent. The near total dependence on the estate management has structurally, prevented the estate workers and residents developing their own social and community institutions and structures as in the rest of the society in the country.   There is really no social cohesion and community social life among the estate residents.  Moreover, there are very few existing community facilities to nurture interactions among the residents and to create a vibrant community life.  SHAKTHI proposes to fill this vacuum by establishing community centers and encouraging the residents and workers to develop social cohesion and community interactions through supporting community based activities and organizations.  
2.2.3
Uniqueness of SHAKTHI 

SHAKTHI was not a project founded on the traditional need-based approach of providing material benefits to the individuals or to the estate community.  It is estimated that during the past 30 years more than US$ 450.00 million has been channeled to the estate sector through various social and community development  projects.  However,  it is doubtful whether this investment have resulted in any significant improvement of the quality of life of the estate community.  The provision of material goods have no doubt had some improvement of  the lives of the estate community.  However, as most of these projects have not dealt with the fundamental structural forces that keep the estate community marginalized, the project impacts are often short lived usually ending up with the lifespan of the projects themselves.  

In this context the formulation of SHAKTHI as a project on social network security is unique in concept, approach and implementation.  SHAKTHI project is based on rights- based approach  which articulate the belief that when rights are fulfilled people can develop their  potential as human beings.   Rights-based approach to development  is based on five fundamental principles and they are 
· express linkage to rights 

· accountability 

· empowerment 

· participation 

· non-discrimination and attention to vulnerable groups 

Once, the workers and the residents are made aware of  the rights and educate them that as citizens of Sri Lanka and that they too are  entitled to these rights, then they will reassess their own lives and the socio-economic circumstances in which they have been living for the last 130 years and take decisions and actions that would improve their living.   Thus SHAKTHI is unique in introducing a project  following the right -based approach in the estate sector.

One of the  main features of SHAKTHI contributing to its uniqueness is the novel concept of PTs which is designed to build a close rapport and active interaction between the management and the workers for the common good of the estate and its residents.   PT  is  the first ever practical effort to introduce and practice participatory approach to the estate management system and elevate the neglected 'labourers" into the level of active participants in decision making process with the managers.   SHAKTHI project has been more than a community empowerment or social network security project; it has taken the entire estate including the management, workers and even the non-working residents of the estate as the operational unit.   The rights- based approach and the the PT experiment together has made SHAKTHI project to stand apart from other interventions in the estate sector in Sri Lanka.  
3

Approach and Methodology
3.1
Setting up the Project


The Project Director and other staff were recruited in early 2001 and given a thorough training on the SHAKTHI concept and other necessary skills to implement the project.  The activities of the SHAKTHI project  started in June 2001 and was directed from its head office in Kandy which also became the central documentation center for the project
.    A monitoring and evaluation plan and the annual operation plan (AOP) and IOPs were developed based on the Log Frame as the initial tasks of the project.   A  master plan and estate selection criteria were also developed during the initial stage.  The National Steering Committee (NSC),  the highest decision making body on the SHAKTHI project was also set up during this period
. 

 In the early days of the project SHAKTHI engaged in several parallel activities.  First SHAKTHI had to share the project proposal with the higher level decision makers in the government and private companies managing the tea estate to obtain their consent to the project.   A two day orientation workshop was held in August 2001 for the JEDB and SLSPC officers  and manager to introduce and explain the SHAKTHI project and to get their commitment and to introduce new ways of thinking on the future of the estate sector
.  Subsequently  three other such orientation programs for stakeholders were held with the total participation of 219 male and 161 female participants.   Project partially deviated from the original plan with the decision taken at these meeting to provide  community centers and equipped them 

Second, once the consent for SHAKTHI project was obtained at the highest level, the project had to be explained to the managers of candidate estates where SHAKTHI could be implemented.  Third, once the managers accepted and consented to SHAKTHI project, the workers and residents had to be approached to explain the project.  SHAKTHI was able to accomplish all three activities in the estates in  the Kandy cluster by  the end of 2001. The setting up process for Bogwantalawa cluster started in early 2003 and the process commenced in mid 2003 for the estates in the Badureliya cluster.   A small field office was maintained at every cluster under a Project Officer and a Community Development Assistant to coordinate the activities. 

At the early orientation programs held in 2001 for the estates in Kandy cluster the estate mangers became convinced of the usefulness of the SHAKTHI project and the potential it had to improve the productivity of the estates ensuring a trouble free management.   Initiating the project in the estates in  Bogawantalawa and Badurealiya was easier for SHAKTHI as it had amassed adequate experience in the Kandy cluster.

3.2
Selection of Estates 


The original plan was to select 21 government owned estates in three phases of one and a half year duration.  However, the changes in the political situation in the country and the personnel at the Ministry of Plantations in the latter part of the 2001 affected the project including the selection of estates.   Consequently the SHAKTHI  had  to select 14 estates coming under both government and private  companies. 


 The selection of estates were done through a consultative process between SHAKTHI and higher management personnel of the Sri Lanka State Plantation Coroporation ( SLSPC),  Bogawantalawa Plantation Limited (BPL), and  Kalutara Plantation Limited (KPL). Subsequently, the SHAKTHI staff made filed visits to observe these estates to obtain first hand information to screen them and to initiate relationship with the managers which were essential for the successful implementation of the program. 

SHAKTHI adopted a very comprehensive estate selection process using three step screening.  In the first step an estate profile using several criteria such as proximity to other estates, the number of divisions and the population were used.  This was mainly to ensure that the projected population (4200 household) will be included in the project.    In the second step management perceptions, strength of HRD and management practices were examined.  Receptivity of the management to experiment and adopt new management strategies was the main screening criteria.   In the third step the selection criteria were the existing facilities  in the estates  and those with less facilities became eligible for the project.  


The final selection of the estates for SHAKTHI intervention was made very largely on the basis of the receptivity of the Managers to implement the project.   The selection of the first set of estates is vital for SHAKTI as the acceptability and future viability  of PT experiment is depended on the success or failure of PTs in these estates.  The demonstration effect in novel interventions is crucial in replication.

Selection of estates in Kandy cluster started almost immediately after the inception of the project in August 2001.  The selection of estates in  Bogawantalawa Cluster  and Badureliya cluster was made respectively in May 2003 and September 2003.   
The 14 selected states were distributed in three different clusters (Map 1-4 and  Table 2).

TABLE 2
Geographical Distribution of Estates

	Province
	District
	Cluster
	Estate
	Management

	Central
	kandy
	Kandy
	Galpihilla
	SLSPC

	
	
	
	Hagala
	SLSPC

	
	Matale
	
	Pitakanda
	EP

	
	Malate
	
	Hunugala
	EP

	
	Matale
	
	Bandarapola
	EP

	
	Matale
	
	Elkaduwa
	EP

	
	Nuwara Eliya
	Bogawantalawa
	Bogawnatalawa
	BPL

	
	Nuwara Eliya
	
	Loinorn
	BPL

	
	Nuwara Eliya
	
	Bogawana
	BPL

	
	Nuwara Eliya
	
	Lethenty
	BPL

	
	Nuwara Eliya
	
	Poyston
	BPL

	Western
	Kalutara
	Baureliya
	Delkieth
	KPL

	
	
	
	UskVely
	KPL

	
	
	
	Handigalla
	KPL
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3.3
Timeline of the Project 


The SHAKTHI project was originally scheduled to commence t in January 2001 but due to prolonged project approval process and  delay in releasing of funds the project finally commenced only in July 2001.  The work on Kandy cluster started immediately in August 2001 and  Bogawantalawa and Badureliaya clusters were integrated into the project respectively in  February and May 2003.  The exit strategy workshops were held in November and December 2003.   

Most of the year 2001 was spent on setting the stage for the project.  The ground level activities of the project was started in the year 2001  but the project was limited to the 6 estates in the Kandy Cluster.  In 2003 the project expanded into the 5 estates in Bogawantalawa cluster managed by BPL and 3 estates in Badureliya cluster managed by KPL.  The Table 3 provide a broad summary of  activities carried out during the three years of operation (See  Vol. 2  for the detailed Time Line of the project).  Although the field level activities of SHAKTHI project was over in December 2004, a no-cost extension of the project continued till March 2005.    The SHAKTHI project has been subsequently extended by another nine months and this time period was utilized mostly to further strengthen the PT activities and to enhance community cohesion.
Table 3
Major Activities of SHAKTHI

	Year
	Activity (take from exit strategy)

	2001:

Startup Activities
	Project staff recruitment and training

	
	M&E plan development

	
	AOP and IOP development

	
	Master plan development

	
	Development of estate selection criteria

	
	Steering Committee formation

	
	Estate selection

	
	Signing of MOU

	2002

Implementation Activities
	Getting to know the managers 

	
	Orientation to CEOs, estate managers and other stakeholders

	
	Getting to know staff members of the estates

	
	Orientation to management staff in estates

	
	Familiarization with estate communities

	
	Training community leaders 

	
	Conducting baseline survey

	
	Community meetings at line rooms/divisions

	
	Refresher training for management staff 

	
	Formation of DPTs and orientation of DPT members

	
	Skill training to management staff

	
	Skill training to DPT members

	2003: 

Formation of PTs and moving into RPCs
	Selection of 5 estates from Bogwantalawa cluster

	
	Selection of 3 estates from Kotagala cluster

	
	Orientation to management in new estates

	
	Formation and operationalizing PTs in Kandy Cluster

	
	Formation and operationalizing PTs in other two clusters

	
	Completion of 4 fully equipped community centers 

	2004 

Consolidation 
	Launching the information campaign in all 14 estates

	
	Campaign for alcohol prevention, gender development, health and nutrition and household money management  

	
	Skill training for residents, youth and management staff

	
	Issuing 1458 BC, 1403 NICs, 34 MCs

	
	Assessing and helping PT to improve the quality of performance

	
	Advocating RPCs on advantages of PTs

	
	Organizing cross visits

	
	Development of community centers


4. 

Participatory Team: 
Improvement of Worker Management Interaction

Participatory Team, popularly known as PT, is the cornerstone of the SHAKTHI project.  The formation of PTs and helping them to function effectively within the estates received the overwhelming attention of the SHAKTHI project.  It was a  novel innovative arrangement in the management of the estates and its potential to effect a significant and meaningful change in the social life of the estate community and increase productivity enabled  SHAKTHI to successfully introduced in the selected estates. 
4.1
Objectives 

In the simplest form, PT is a new management instrument based on participation of the two most important stakeholders in the estate, the management and the workers.   Estates have been functioning through a hierarchical top down management model from the introduction of the plantations in this country over 130 years ago by the British.  The plantation workers were brought in from poor and downtrodden Tamil communities from South India as cheap labour and kept them as paid bonded labour in these estates under the near total control of the managers.  The estate was both the living and working place for these workers who were totally depended on the management for providing  all services.  The workers were treated not as human beings but merely as a mechanical factor of production.  The Baseline survey has identified several negative aspects of the management worker relationship prevalent during the pre-SHAKTHI era.  Verbal abuse by the management using high and commanding tone often using obsene language, workers being reprimanded for being late or underperforming,  not giving enough work days etc. were among them.  Overall failure of the management to listen to the workers on the one hand and workers'  negative attitude towards the manager treating him as an evil on the other was highlighted in the Baseline survey.    The main  characteristics of the traditional model of management are
1.
Top down hierarchical system with manager at the helm and 
workers at a distanced bottom.

2.
Manager is the sole decision maker and the executive.
3.
Workers are simply subservient followers of orders given by the 
managers
4.
The management and workers were separated  not just by division 
of labour but also by a clear and significant social gap in which the 
estate workers were marginalized, isolated  and most sadly 
stigmatized.  
The system may have worked in the colonial period and early post-independence era.  However nationalization and subsequent politicization of the estate community precipitated an increasing distrust between the workers and management eventually  leading to a decline in  productivity in the estates making many of them non-profitable ventures.   Since the estates were run as isolated production enclaves under the old  system of management, the estate workers and their dependent population were cut off from the mainstream social development of the country thus depriving them of many services that are sine-qua-non in the outside society.   SHAKTHI had correctly diagnosed that the material provisions to estate population will not produce lasting and profound transformations unless a radical change is instituted in the worker management relationship.  The PT is designed precisely to institute such a transmutation of the estate management eventually leading to an improved standard of living for the estate residents.

The ideal model of the PT is to replace the traditional colonial  superintendent centered management with a more democratic, transparent and participatory management where managers and all other stakeholders in the estate playing important roles.  The PT is organized in a two tier system; the Divisional PT (DPT) and the main PT.  The DPT is organized at the divisional level and the membership includes the following:

1. Assistant manager

2. Field Officer

3. Crèche attendant
4. Divisional Clerk

5. Community Representatives who could be workers and/or residents 

The Main PT will be formed by the representatives of all the DPTs in the estate.

The composition of the PT consist of the following:
1. Manger 

2. Assistant manager

3. Chief Clerk
4. Factory Officer

5. Field Officers
6. Estate Medical Assistant
7. Welfare Officer

8. Midwife

9. Divisional PT members/ working and non working residents
While there were no fixed size for either the DPT or PT it was generally assumed to be respectively 15 and 30.  However, the actual membership saw a large variation. 
The expected benefits of the PT s are as follows
:

1. Increased relations and mutual trust between management staff and worker population.
2. Seeking amicable solutions for issues relating g to productivity and social welfare through mutual consultation.

3. Increased worker satisfaction towards plantation environment and plantation work

4. Increased community cohesion among people and initiative for self help and development
5. Better informed worker population and better living standards

6. Increased worker productivity contributing to overall sector productivity.

The very formation of the PT itself is a success in a context where participatory decision making and management are terra incognita and having a functioning PT, in itself,  is a noteworthy achievement in the estates. 


As a catalytic instrument intended to change the worker management relationship, a successfully functioning  PT also has the potential to self-mutate into an institution expanding beyond the originally set parameters and expectations of SHAKTHI.  In some estates the PTs have already displayed this potential by  evolving into an almost  a de facto advisory body, grievance redress mechanism and a conflict resolution institution.  For example, at Lethenty the PT was able to resolve a "major dispute on Broadock Division between two Trade Unions which was an obstacle in getting electricity to the Division"

4.2
Formation and challenges 


As PT is a novel concept expecting a radical change in a well entrenched and deeply rooted hierarchical management system accepted by both the managers as well as workers in the estates, its introduction itself was challenging to say the least.   The first challenge came from the highest decision making level who were skeptical about the viability of the project.   CARE through its careful and meticulous orientation programs have succeeded in convincing these higher level decision makers and entered into MOUs with the government agencies managing the estates (see  No. 3 in Vol II for MOU).

Second  challenge came from the managers of the estates who were again skeptical about the success of the SHAKTHI intervention.   However, the estate selection criteria helped to weed out the estates where the managers were not favourably disposed towards the PT concept.  In the estates where the managers were skeptical, the SHAKTHI was able to convince them of its potential benefit to successfully and smoothly manage the estate and even increase productivity.

The third, yet most profound challenge to the PT concept came from the workers and the residents.  The estate workers have been culturally conditioned to accept a subservient powerless role as labourers and socially conditioned to depend on the estate management for not only their work but also every day life. This near total dependency on the estate management has hindered the development of any form of  social and/or community initiatives to improve their quality of life.  The most that estate workers could rise in the hierarchy is to become a supervisor (Kangani) overseeing the work of a few labourers. For many workers, the improvement of their life simply meant nothing but material improvement to their line rooms or an increase in their wages.  Estate life with all its problems have been accepted almost as fate by these estate residents.   

 Empowerment was an alien if not a strange concept which most could not even comprehend.  The possibility of getting involved in decision making beyond their private lives was unthinkable for many of the estate workers and non-working residents many of whom are illiterate or have received very little formal education.    Given this context, SHAKTHI faced an enormous challenge in the early days of the project  in persuading the workers and non-working residents to accept the concept of PT .  However, the perseverance on the part of the SHAKTHI convinced the workers and the residents that PT is both useful and desirable.  The workers became convinced of the PT when they got the opportunity for the first time in their life to be in a decision making forum along with the manager on the affairs of the estate life and production.  

 The  severe financial crisis faced by the EPL estates in the second half of 2002 paused a severe challenge to the SHAKTHI efforts of forming the PT.  Reduction of  work days and delaying of salaries and anxiety over possible privatizations had created a volatile situation which is not conducive towards discussions on forming DPTs.  SHAKTHI patiently worked during the crisis period and succeeded in forming the DPTs later.  


Transfer of managers also became a problem for the process of forming the DPTs especially in Kandy cluster. For example, Hatale estate went through a period of not having a permanent manager in September 2002   It is important to have some degree of stability in the estate and continuity in the management during the early period of  forming the DPTs.  

The staff turn over at the SHAKTHI project also created problems of continuity and project memory.  It is important that the initial staff who build the project and become familiar with the field remain throughout the project. In catalytic projects such as SHAKTHI, the messenger is equally important as the message.   The project staff, especially those who come into contact with the estate residents must be able to win their trust.  At a PT meeting in Dalkeith estate on 22/6/2004,   the workers criticized CARE (staff) for "making many promises and not acting upon them".  The workers criticized the activities of the previous staff ( the PT was formed for the second time) and said that they gave up the (SHAKTHI) project due to "meaningless meetings".  Thus, CARE must be very cautious not to allow such situations to repeat.. 

Another constraint was the lack of proficiency in Tamil language of some of the SHAKTHI staff.  The language being the vehicle of culture, when interventions are being planned to introduce new systems of management and change the way of thinking, it is important that the staff, especially the field staff are competent in the language of the beneficiaries


The process that led to the formation of forming a PT is involved, time consuming and needed much field work at the level of the estate, division and even residential line room levels.  

SHAKTHI had to convince all stakeholders in the estate individually first and then as a group through a series of meticulous discussions, workshops, orientation seminars and training programs.    


The success of PT depended on how the PT was formed, how the members were selected and to what extent they were mobilized.  Thus SHAKTHI had developed a carefully designed step by step process to achieve this objective.   This process involved 13 steps. All 13 steps were meticulously followed in the formation of PTs in Kandy Cluster.   It took SHAKTHI almost 9 months of non stop catalytic work in the field to form the first DPT and another five months to form the first PT.  Thus, the PT formation had taken well over 14 months in the Kandy cluster.  As this was the first ever experiment in the estate sector, SHAKTHI itslef learnt very valuable lessons on "do"s and "don't"s in the process of forming PTS
.  However, the experience in Kandy cluster helped SHAKTHI to expedite the process of forming PTs in the estates in RPCs.   The model adopted in RPCs is shorter (in time and steps) but the intensity of field interaction of the SHAKTHI staff remained unchanged.

SHAKTHI had been successful in forming DPTs in all divisions in the estates in the Kandy cluster but DPT was not considered a priority in the RPC estates as a stepping stone to PT formation.  By the beginning of the last quarter of  2004 SHAKTHI has form PTs in all 14 states with a membership of 450.   This is the first time in the entire history of the plantation sector in Sri Lanka  that an external agency has been able to make such a drastic transformation in the estate sector, especially in the worker-management relationship within such a short period of time. 
4.3
Functioning of PT 


The real challenge for SHAKTHI was not simply the formation of DPTS and PTs but  making them function as intended.   SHAKTHI had to work with the PT intimately throughout its infancy to ensure that they would not falter.  Numerous discussions, training programs, orientation programs highlighting and emphasizing the need for and the usefulness of participatory approach to both the workers and management were conducted frequently during this period.   As a new institution, PTs have functioned well both in terms of teh number of meetings held and the participation of members.  PT  has emerged the most efficiently functioning non-traditional institution within almost all the estates where it was introduced.   The 14 PTs have met 144 times and on average each PT has met over 10 times since their inceptions.    This is a 60% success (on the assumption that a PT meeting should have been held every month) However the total membership of the PTs were higher than the expected with female membership of almost 50% (see Table 4)
Table 4
Summary of PT meetings and participation in Project estates
	Cluster
	Estate

 
	Date of formation 
	# of PT Ought to be

held 
	# of PT meeting 

held 
	% 
	# of Participant 
	Total

	 
	
	 
	
	
	 
	Male 
	Female 
	 

	Kandy 

 

 

 

 

 
	Galphilla 
	18.11.2002 
	25
	18
	72
	21
	19
	40

	
	Hagalla 
	31.01.2003
	24
	18
	75
	17
	15
	32

	
	Bandarapola *1
	05.02.2003
	22
	10
	45.5
	21
	18
	39

	
	Pitakanda*2
	29.01.2003 
	23
	13
	56.5
	21
	23
	44

	
	Elkaduwa*3
	26.03.2003
	21
	11
	52.4
	13
	10
	23

	
	Hunugalla 
	27.02.2003
	22
	16
	72.7
	17
	16
	33

	Bogawan
talawa

 

 

 

 
	Bogawantalawa
	24.11.2003
	13
	10
	76.9
	19
	18
	37

	
	Bogawana*4
	19.08.2003
	16
	8
	50.0
	18
	18
	36

	
	Lethanty*5
	30.06.2003
	18
	10
	55.6
	13
	14
	27

	
	Lionon*6
	17.06.2003
	18
	7
	38.9
	14
	13
	27

	
	Poyston
	02.07.2003
	17
	12
	70.6
	18
	19
	37

	Badureliya 

 

 
	Uskvelly*7
	18.06.2004
	6
	4
	66.7
	12
	11
	23

	
	Dalkeith*8
	22.06.2004
	6
	4
	66.7
	13
	13
	26

	
	Hadigalla*9
	16.07.2004
	5
	3
	60.0
	12
	14
	26

	Total 
	 
	 
	236
	144
	61.0
	229
	221
	450


. The minutes of the PT meetings are kept by the secretary who present it to be seconded at the next meeting.  SHAKTHI had trained all PT literate members in the art of record keeping as a part of its training and orientation program.  PTs often meet in a roundtable format with the manager and the worker sitting in the same circle, making the PT a non-hierarchical democratic forum.   

The PTs became the central instrument of discussion of the affairs of the estate both social and productivity related.   PT members including the  management and workers raised both productivity and social issues at the PT.  Labour shortage which was once the problem of only the managment  is now openly discussed in PT as a common problem.  Similarly many social issues such as lack of basic documents, alchohol abuse, poor sanitation, lack of welfare, lack of basic infrastructure and even gender discrimination that were considered as the problems of the workers and residents are now discussed as common problems of the estate.

One of the most significant developments is the PT evolving into project development forum.  
TABLE 5
PROPOSALS SUBMITTED TO PT BY MEMBERS
	Membership
	Male
	Female

	Manager
	14
	

	Estate Staff
	04
	07

	PT Estate Workers
	15
	17

	PT non-estate Workers
	08 
	04

	Advocacy by CARE Staff

	10
	05

	Total
	51
	29


Both  management as well as members of other levels have submitted proposals to the PT for implementation (Table...) Of 80 proposals thus submitted to PTs in all the estates 60 have been taken up for discussion and implementation.   
4.3.1
Relationship with SHAKTHI


PT is a brainchild of SHAKTHI, and thus PT owes its origins to SHAKTHI.   SHAKTHI had to invest very heavily its time and energy to set the stage for the formation of PT by way of persuading the management to accept the PT and also the convincing the workers that non-material interventions could actually lead to the betterment of their lives.   SHAKTHI had to repeatedly tell both the management and workers, primarily the latter on the importance and usefulness of the PT to keep the interest in the PT.  This was achieved through in intense consultations (see section 4.2) and orientation and other training programs for both the managment as well as the workers and residents.    This kind of intense engagement is absolutely essential for the formation of the PT and this can only be achieved through a third party who has the necessary expertise, commitment and resources.  Thus SHAKTHI played a very involved and active role during the formation of PT and for this both management and the workers have come to associate PT with SHAKTHI.   

This is both good and bad for the PT.  It is good because at least in the short run both the management and the workers needed a external agency which plays a neutral role without advancing the interest of either party.   The confidence in PT system and its initial success largely depend on the simple fact that it is perceived as an honest and useful endeavour.  SHAKTHI as the external impartial agent had won the confidence and trust of the workers and the management that it is genuinely interested in promoting greater interaction between the management and the workers and the residents thus improving the both the quality of life of the people and the productivity of the estate.    


Overly dependence on SHAKTHI for continuation of PT however is not a good development in terms of its sustainability.  In most states where PT has been established and functioning well it had built on an inertia strong enough to continue even without SHAKTHI in the short run.  As both the management and the workers and residents who made presentations at the SHAKTHI exit strategy workshops expressed that they are determined to keep the PT functioning. Yet, they insisted that SHAKTHI should continue its presence and involvement in the estate.  This is precisely because the PT system has not yet been fully integrated into the estate management system and it continues primarily with voluntary acceptance on the part of the management and the willing cooperation of the workers and the residents.  The fact that PT is still holding three months after the exit of SHAKTHI is an indication that it has been accepted as something useful by both the management and the workers.  However, three months is too short a time period to make long term forecasting.  Perhaps it is the need to have PT on the one hand and the fear that it might not survive without SHAKTHI on the other that have compelled both the management and the workers to request SHAKTHI to continue in their estates.  CARE International Sri Lanka should not totally exit from the SHAKTHI involvement in the estates but keep at least some limited involvement in the estates even in monitoring capacity.    Starting PT in a context where PTs did not exist has been a long difficult and arduous endeavor for SHAKTHI.  However, trying to reestablish PT in the context where PTs have become dysfunctional or abandoned would be extremely difficult no matter who initiate it.   Thus SHAKTHI has an intrinsic and undetachable link not only to the concept of PT but also to its success and or failure in the long run. 
4.3.2
Relationship with the Trade Unions 


The trade union leader (thalawar) is the only institution that has emerged internally within the estate system to link the management and the workers but the agenda of the trade union was primarily restricted to wage related issues.  Thalawar never evolved into a social leadership institution growing from below as the trade union itself had become an institution with top down decision making system.   Trade unions have established their dominance in the estate and the have appointed themselves to be the only representatives of the workers and residents of the estates.   This predominant status of trade union has enabled them to resort to trade union actions i.e. strikes that had crippled the production of some of the estates affecting both the management as well as the workers.   For this reason, an animosity (sometimes explicitly mostly implicit ) between the management and the workers who are controlled by the trade unions has developed.  The 'labour day' - the traditional instrument to resolve the problems between management and workers were dominated by the trade union leaders who have appointed them as the intermediaries between the management and laborers, often depriving the labourers on many occasions the opportunity of direct access to the management.    

Given this context, any intervention such as PT  that  could lead to direct or indirect changes in existing relations between the management and the trade union would have been a real challenge if not an impossibility.  How did SHAKTHI manged to get the trade unions on board the PT?  Once again the credit should go to the very concept of the PT and the hard work of the SHAKTHI staff in correctly disseminating the message to the people and the trade unions.  SHAKTHI from the beginning had understood the important role the trade unions are playing in the estate and treated them with due recognition and respect as a major stakeholder in the estates.  SHAKTHI organized separate orientation programs and other training programs (e.g. conflict resolution)  for the trade union representatives and they were also invited to same workshops with other stakeholders such as the management.  Thus, trade union leaders were kept informed of PTs, its objectives and benefits and the unions expected that they be kept informed.  For example, the Bogawana estate PT initiative of  distributing anti-alcohol message with the pay slip was initially seen as a trap by the management.  However, since it was a good and effective activity, it was discussed at the union meeting.  Union leaders have further mentioned that 'if PT members continue this sort of activties in the future in consultation with union leades, they were happy to extend their support to make it more successful"


The open and democratic process of persuasion of workers and residents by SHAKTHI helped the project to win the confidence of the trade unions who had no reason to suspect of  SHAKTHI as direct or indirect threat to themselves.  In fact, trade unions not only appreciate the PT but  also got involved by becoming members of the PT.    Trade unions have realized that PT offers a new  non-confrontation approach that ensures what was traditionally considered as  trade union rights of workers such as guaranteeing work and wages but also new incentives and facilities that trade unions have hitherto neglected such as a better workplace, better work practices,  increased production and mutual respect and collective decision making. 

The direct approach of SHAKTHI to the workers and residents also persuaded if not pressurized the trade unions to comply with the concept of PT.  Once the workers and residents were on board and willing to get involved in the PT system as they were convinced of its potential benefits, the trade unions did not have much space other than agreeing to it.    


However,  the primary reason for the  trade unions to support PT is that it was not seen as a threatening third tier in the estate but it was accepted as a genuine attempt to improve the quality of life of the workers and residents.   Second,  SHAKTHI very intelligently and even tactfully  from the beginning kept away from areas such as wage increases traditionally operated by the trade unions in their discussion and orientation programs although they highlighted the improvement  the quality of life as one of the major goals of SHAKTHI.   Thus, SHAKTHI was able to maintain a very positive relationship with trade unions even co-opting them into the successful implementation of the PTs.

4.3.3
Relationship with the management 


One of the most remarkable features of PT system is its intimate relationship with the estate management.  PT is not a mechanism into which estate management is invited or incorporated.  The estate management is an intrinsic component of the PT by its very definition; a PT cannot exist without the management.  The manger and assistant managers are compulsory members of the PT and thus incorporating the first and second level of management into the very concept of PT.

Second,  most remarkable feature of the PT system is that the estate management do not enjoy superior powers over and above the other members of the PT.   All PT members including the manager are seen as equal partners literally gathered around for a common purpose.   The decisions are taken collectively through discussions and agreement among all the members of the PT.  This is very different to the traditional management system in estates in which the manager independently taking decision and ordering others to follow.   Of course, the age old estate culture still prevailing even within the PT, the manager automatically enjoys a dominant position and commands respect more than others.  Although the managers have the potential to exploit this dominance even within the PT, many have deliberately opted for the participatory approach in PT  decision making.  

The workers and residents members of the PT who have rarely had an opportunity to interact let alone sit together in the same forum with the manager, PT was a novel, radical and even an unrealistic experience.   However, with the help and encouragement of the SHAKTHI and the willing approach of the manager, many of them have become accustomed to the democratic and participatory environment of the PT. 


The manager plays the most fundamental role in ensuring the success of the PT.  His role and contribution can be seen in a number of areas from the beginning  of SHAKTHI until it exited.  SHAKTHI considered only those estates with a manager sympathetic towards participatory management experiment to initiate PTs.  Thus, whether a estate would have a PT or not is primarily decided by the Manager.  The manager should be willing to change his traditional style of management based on top down approach.  The entire concept of PT is founded on participatory approach in which members though they may be unequal power holders are willing to participate in the decision making process by listening to the views of others.   

The degree of success of PT is thus directly proportionate to the degree of the mangers willingness to accept participatory approach and his active participation in the PT meetings.  The average participation ratio has varied from 100% in some estates to about 50% in others (see Table 6).  There is a close correlation between the managers attendance and the success of PT. 

The manager should be willing to treat the workers as an  asset  whose full potential have not yet been exploited to increase the productivity of the estate.   The manager must also realize that the welfare of the residents and the quality of workers eventually translate into higher productivity.  Taking all these into account, the primary determinant of the success of PT was the manager.  Most of the managers where SHAKTHI initiated PT, were willing to  change their style of management and give PT a chance.  In fact in many a estates, the manager has gone well out his way to ensure the PTs are functioning properly as they have clearly understood the potential benefit of PT.
Table 6
Summary of PT and Managers Participation

	Estate
	No  Meetings Held

as at Oct 2004
	Participation of Manager

	Pitakanda
	08
	50%

	Bandarapola
	08
	50%

	Hunugala
	07
	80%

	Galphele
	12
	100%

	Elkaduwa
	10
	70%

	Hagala
	12
	100%

	Hunasgeriya
	03
	100%

	Dalkith
	01
	50%

	Usk Velley
	01
	50%

	Hedigalla
	02
	100%

	Lethenty
	07
	100%

	Poyston
	04
	100%

	Bogawana
	04
	100%

	Bogawanthalawa
	04
	70%

	Loynorn
	02
	60%


4.4
Achievements


The mere fact that 14 PTs were established is an achievement for two main reasons.  First PTs initiate a revolutionary change in the estate management system both in structure and style and thereby  in the relationship between the management and the workers.  Second, PTs emerged in a social and production system that is least conducive to such an experiment. Estate communities are managed hierarchically without much regard to the workers and their welfare. The workers and residents themselves have resigned to a socially stigmatized isolated life with little or no interest in anything outside their immediate life. PTs have thus brought a new purpose and meaning to the life of the workers by making them active participants in and decision makers on the affairs of the estate affecting not only their lives but also the level of productivity in the estates.  


Since their creation the PTs have become very active in both social and productivity oriented affairs of the estate.    The achievements  and activities of PT are many and they are already documented in NSC reports (see No. 4 of  Volume II for NSC reports detailing the PT activities).    The overall achievements of PT can be seen in several interrelated areas all of which eventually leads towards the betterment of the estate community as well as higher productivity. 
4.4.1
Contribution to worker empowerment  


Whatever its declared objectives, PT has become an exercise of worker empowerment. PT epitomizes the process of worker empowerment.    The very process of formation of the PT has been a continuous and laborious task of rescuing the workers and residents from the isolation, resignation and passive reaction to which they have accustomed to over long years of being imprisoned in an archaic socio-economic system and opening them up to be, very simply, responsible for their own lives. 


 PT is the first institution ever to emerge in the estates in which the workers and residents received an opportunity to sit with the manager in the same roundtable to discuss the issues relating to their life and work environment.  The manager is a social terra incognita for the workers and residents of the estate although both live in the same estate within few hundred meters from each other. The dependent culture on the one hand passive acceptance of the socio-economic environment they live in as given has structurally prevented them from the need to be empowered.   In this unique context, the PT is truly an exercise of worker empowerment for a number of reasons.

· Nurtured local level leaders out of the PT members

· Increased the human capacity of the members including simple tasks as  raising an issue in a forum and making a small presentation in front of a group.

· Provided an opportunity to realize the hidden potential of many members

· Raised the self esteem of the PT members as important members of the community

· Provided an opportunity to work together with  the manager in the same forum.

· Created a space for the workers and residents to raise the problems with the management and discuss them.

· Created an interest among the workers and residents to take a more active interest in the affairs of the estate beyond their immediate daily life.
· Created a sense of responsibility towards and ownership of the estate.

Taking all these together, both the process of formation and subsequent operation of PTs have undoubtedly contributed towards the empowerment of the community.

4.4.2
Contribution to smooth management

The greatest impact of PT is its contribution towards smooth management of the estates through an improved worker management relationship.   Increased politicization of the estate workers and increased trade union activities and the increased inability of the management to provide a  better standard of living and  assure guaranteed income for the workers since the nationalization of the plantations in the 1970s has led to a gradual deterioration of the relationship between the estate management and the workers.  

 The new socio-economic and political realities made the old management system  a mismatch leading to a series of problems in the estates not only lowering the quality of life in the estates but also the productivity.  
It is in this context that the SHAKTHI's new concept of PT was introduced to the estate sector with the overall objective of creating a friendly worker-management environment to attract plantation workers back to the estate employment.  The setting up of PTs comprising of both management and workers to improve the relationship between the two was the major strategy of achieving the above objective. 


PTs contribution towards smooth management has come about in a number of ways.

· Created a  non-hierarchical forum for workers to discuss issues and problems with the management

· Gave workers direct  access to the management without middle men or unions

· Gave an opportunity to the management to find solutions to the problems and issues relating to social development.

· Both the management and workers understood and appreciated the problems and constraints of the other side.

· Both the management and the workers got an opportunity to take joint and collective decision on improving productivity as well as quality of life of the workers and residents. 

· Reduced the confrontational encounters between workers and management.

· Reduced the number of work stoppages and strikes

· Established a friendly relationship between the managers and the workers built on mutual respect.

· Helped to gather both the management and the workers to resolve common issues and problems which were hitherto neglected and overlooked.

· Evolved into forums of  conflict resolution  
· Taken over some of the functions of the "labour day'  transforming it away from a confrontational and antagonistic encounter into a reasoned and informed discussion aimed at amicably solving the problems. 

4.4.3
Contribution to social development 


PT have also contributed to general social development of the estate community both workers and residents.  As indicated earlier estate community although not economically the poorest, suffers from extreme social poverty , neglect and isolation. Estate society is saturated with social problems of every conceivable type ranging from externally-led neglect, isolation and stigma to internally-derived poor household management, alcoholism, and lack of self esteem.  

SHAKTHI staff in their initial field visits to the estates discovered the following as the most prominent and persistent problems which contributes to the overall social poverty.  
· Lack of National Identity Cards.  This  is a major problem, especially for the younger generation.   Not having proper documentation has prevented them venturing out for new  opportunities.
· Lack of an individual postal address. This has hindered the communication with outside word. 
· Alcoholism.  This severely drains the household income away from basic needs and also it is a major cause of domestic violence against women.
· In-Community disputes.  Issues arising from poor and cramped living conditions are the causes for these disputes which in themselves contribute to social unrest.

· Ill treatment of children.  The children are mostly affected by the poor living environment.  Children are often abused by elders and many children do not attend school or  drop out very early.  Very little recreational opportunities are available in the estates for children and youth.  All these made estate children poorly prepared to face the wider world adding frustration to their lives. 

· Isolation of estates.  Geographical isolation is a major cause behind either poor or lack of many of the facilities such as education, health, transportation and communication.
· Mutual distrust between the management and workers.  As a result of this the management has not shown a keen interest in the social welfare and social development of the workers.

· Poor welfare and health services.  This has led to high incidence of diseases and both mal-nutrition and under-nutrition especially among the children.


Most of these issues were handled through the activities of Intermediate Goal 2 but PT themselves were instrumental in intervening into the social development problems in the estate.  This  was achieved in three ways; 
1. Discussing issues related to social development at the PT meetings.

2. Initiating various social development projects at the PT (see No. 4 in Volume II for the activities of PT) 
3. Conducting training programs (see No. 5  in Volume II for a list of Training Programs).
A significant time of the PT meeting is spent on discussing the social development issues of the workers and residents.  Some of the managers estimated that over 75% of the PTs meeting time is spent on discussing social development and welfare issues.  The following table summarizes the types of proposals that were submitted to the PT meetings and social development and welfare issues predominates amongst them. 
TABLE  7 
SUMMARY of PROPOSALS SUBMITTED TO PTS

	Issue
	Number of Proposals

	Labour Shortage
	12

	Lack of Basic Documents
	14

	Alcohol abuse
	07

	Sanitation
	12

	Welfare issues
	20


For example, the second class treatment meted out to the estate residents by not delivering mail to their residences by the Postal Department was extensively discussed at Poyston PT.  After realizing that not having a formal address as the main reason, the residents decided to name the  roads  and line rooms (e.g. Nialweli Nagar, Shanthi Nagar, Vanavil Nagar) and give a number to the line rooms.


One of the most remarkable achievements of PT is its contribution to the social development of women.  Women as a group are badly discriminated both in the social and work space in the estates.  Women have almost no opportunities to rise in the social or economic ladder within the estates.  They are  the socially most victimized group within the estates.  Rarely, if at all women have been able to play a leading role in the almost exclusively male dominated estate communities.    In this context, the PTs provided a non-hierarchical  and an encouraging opportunity and a forum for women to be socially mobile and realize their potentials.  This is clearly evident from the fact that about 49% (221)  of the membership of PTs  were women.   
Taking the new opportunity, women have been very active in the PTs.   For example at Poyston estate PT decided to install sanitation facilities for women and later six  field rest rooms were built.  This is the first time in the history of the estates that field rest rooms intended for workers were constructed.   

Second, women have played a key and an active role in the functioning of the PTs.  Women who were earlier very backward and submissive both in private and public spheres have shed the stage fears and shyness mostly due to the confidence they have received during the formation of PTs.   This confidence and active interest is clearly visible in the actual decisions taken and activities implemented by the PTs.  For example, in Baduraliya cluster 57% of the issues raised in PT have come from women.  Perhaps the best indicator of contribution to the development of women is their newly acquired leadership roles in the PTs
.  Fourteen office bearers such as secretaries and treasurers of PTs were women and twenty six women have become sub group leaders, volunteer leaders etc in the PT system
. 

PTs have  also contributed to social development through the introduction of 'Sharamadana'  offering voluntary labor for common and community activities.  This is a significant development as the workers and residents traditionally depended on the estate management to attend to the common and community needs of the estates (M&E Plan).  In addition to Sharmadana PTs have organized other activities covering the broad areas such as health and safety programs, worker welfare programs, celebration on world elders, children and women's day.  Through the participation of PTs and the activities initiated by the PTs, many workers and residents perhaps though unknown to them, have improved  their social life both individually and collectively.   


The project as at end of December 2004 completed training of 1340 males and 1192 females under various disciplines of social development and community empowerment to build their capacities to take the lead role in plantation social development initiatives in the future
.  About 450 community leaders have emerged in this process and remarkably 49% of them are women. 
4.4.4
Contribution to productivity 


One of the most important positive impacts of SHAKTHI project, especially the PTs is its direct and indirect contribution to the overall productivity in the estates.  The productivity of the estate sector has been declining since the nationalization of the estates in the early 1970s and by early 1990s s most estates have unprofitable enterprises.  The direct consequence of this is a vicious cycle of poverty and low investment.   The most affected victims of theis vicious cycle are the the workers and residents   This is worsened by the recent  problem of "labour drain' away from the estate, creating another problem of labour shortage. 


Within this context, one of the objectives of the SHAKTHI project, especially the PT is to contribute towards productivity of the estate.  SHAKTHI project had correctly identified that many of the social community problems are directly linked to the poor productivity in the estates.    Thus, SHAKTHI anticipated that resolving these social and community problems would help  remove the negative forces affecting productivity.   The primary negative forces affecting productivity are

· Poor interaction between management and workers

· Lack of a mechanism or institutions for management and workers to discuss the productivity related issues 

· Distrust between the management and workers often leading to conflicts and disruption to production

· Lack of common interest to improve the quality of life of the workers. 

· Disinterested workforce who have not developed a sense of 
ownership of the estate which is both their living and working space.

· Uneducated and untrained workforce
· Social stigma attached to estate pushing younger generations away from the estates.  

The very process of formation, the operation and finally the activities of the PT directly and indirectly remedied these issues positively contributing tow productivity.

First, improved relationship and interaction between the workers and the management has prevented work stoppages and strikes thus removing one of the biggest constraints affecting productivity.  Second,  while PTs have convinced the workers that their own standard of living is  depended on better and improved production, the managers were made aware that workers are an asset and a productive input in the production.  

This mutual understanding has helped both groups to take a more active interest in the production.   Third, PTs have helped to create a more informed workforce with a sense of ownership and responsibility toward the primary function of the estate- production.  The problems relating to productivity has received the most attention of the PT meetings after the social and  community issues,.  Of the proposals submitted to the PTs 24% were related to productivity issues
.  

Most managers acknowledged some degree of contribution of PT towards increased productivity in their respective estates but they found it difficult to articulate the change in quantified form.  At the Mid Year Impact Assessment done in April/July 2004, 87% of the management staff of the estates where PTs were functioning credited PTs for increased productivity.  At Bogawantalawa cluster 72% of the management staff expressed similar views.   The presentations made by the managers at the exit strategy workshops held in all three clusters generally acknowledged the contribution of PTs towards higher productivity.

 A concrete example of PTs contribution to increased productivity is the replanting of rubber in 35 acres of abandoned land at Hadigalla estate as a result of a PT initiative.
  Bogawantalawa estate has achieved 80% of the workforce to attend daily to work and the proportion of good leaf has increased to 70% of the total production.  This change is attributed to the PT initiative. Further the workers, who did not have any concern for the production process earlier,  now as a result of the SHAKTHI intervention through PTs have become very concerned about how tea leaves are carried and transported.  

The management at Bogawantalawa attributes their ability to obtain top prices and become one of the top 15 estates in the western high grown region mostly due to the PT intervention
.   However, given that productivity is a function of a complex set of variables it is extremely difficult to assign a rupee value to the share of contribution of PT except to acknowledge its positive contribution. Calculating the monetary value of PT contribution therefore will mostly be an academic exercise rather than true reflection of ground realities. 
4.5
PT: A new management Model


Participatory Team, PT as it is  popularly referred to by all, workers, residents managment, and policy makers, is definitely a new management model.  Interestingly it has assumed even greater significance in the estate sector where the management is based on a  rigid hierarchical top town approach which is actively promoted by the management passively accepted by the workers.  This model remained essentially unchanged through nationalization in the 1970s and transfer of management to RPC in the 1990s.  In this context, participation in management was an alien concept to both the management and the workers who treated each other with distrust  and as antagonists.  The two groups were unable to see that they are in reality the two  side of the same coin - the tea estate.   They could not see that the success or the failure of the estate thus depended equally on the two groups..
The catalytic approach of the SHAKTHI was successful in  changing all this through an elaborate, time consuming and a meticulously orchestrated program of action involving consultations and discussions, training and orientation programs. Even the skeptics among both groups -  management and workers - accepted that PTs could effect a positive change in the estate management system.
TABLE 8
MID YEAR IMPACT ASSESSMENT (MYIA) Findings
	Indicator
	Kandy Cluster

% responses


	Bogawantalawa Cluster

% responses



	Workers Point of View
	(N= 90 HH)
	(N=75)

	Awareness of PT activities
	83.3
	72

	Spoke in favour
	76
	71

	Believe that their problems could be solved through PT
	86.6
	67

	Wanted PT to continue
	84
	32

	Satisfied with PT functions
	80
	24

	Highly satisfied with management after PT formation
	5.5
	28

	Satisfied to some extent after PT formation
	60
	na

	Not satisfied with trade unions after PT formation
	45.5
	21

	Satisfied to some extent with trade unions after PT formation
	27.7
	34.6

	Management Point of View
	(n=30)
	(n=25

	Awareness of PT
	100
	100

	Spoke in favour
	71
	52

	Wanted the PT to continue
	100
	100

	Highly satisfied with the workers after PT formation
	10
	20

	Satisfied with workers to some extent after PT formation
	73
	72

	Productivity increased due to PT
	75
	65


What is most noteworthy about the PT system which was initially  muted to be the vehicle to achieve other ends such as productivity of the estate and  social well being of the workers is that it , became a force and eventually  a worthy objective in itself.  The successful operation of the PT system brought radical changes in the management of the estates and the life of the workers.


First PT  led to tangible benefits.   Although it is not possible to quantify -and thus provide a monetary value, the PT system by preventing many worker-management problems helped maintain normal production process in the estate.   Second a series of intangible results emanated from the PTs.   PT mechanism, for the first time, allowed the workers, who could rise above supervisors under the traditional system, to become decision makers in a body represented by the management of the estates.  This direct interaction with the management in resolving the issues relating to production as well as community life has phenomenally  increased the self-worth and self respect  of the workers and finding  for the first time the dignity of their own labour.   Third the PT emerged as a problem solving mechanism in the estates.  DPTs at the division level and then the PTs  at the estate level made the participatory management more effective;  only those problems that could not be resolved at the DPT were brought to the PT.  

 
Finally the PT system also played a catalytic role among the workers in the estates who were conventionally ultra-dependent on management even for matters of perosnal life.  For the first time, PT system has broken this dependenc mentality and introduced voluntarism which helped them to correct  many of the problems especially in their living spaces.  Subsequently, the living spaces became cleaner, hygienic and aesthetically pleasing.    PTs were able to repair through voluntary work the long neglected access roads in the estates.  


As the focal point of SHAKTHI, PT received the primary attention in all its programs.  Thus PT members who were expected to be the disseminators of the information to the larger estate community  received training in many areas such as conflict management, leadership and communication, team building, report writing etc. (see appendix... for the list of training programs)


PT system also created a socially more informed group of workers. The cross visits organized by the SHAKTI to the rural areas in the Dry Zone as well as to other estates have for the first time educated the workers on the difficulties of life experienced by others and the relative comforts they have.  This has also for the first time allowed them appreciate what they have  and their self worth which in turn positively affected their interaction with the management.  


What  was amazing about the PT is that no one from the policy makers, managerial and office staff and the workers and residents opposed it overtly or covertly and no attempt was made, even remotely, to sabotage the PT experience. For a new  management model that challenges the very foundation of more than a century old hierarchical system, this is truly an achievement.  It simply shows that PT can be implemented with little resistance, of course only if properly approached with dedication, commitment and the will of all stakeholders. 

PT and its activities also raised the self esteem of the workers and residents.  It is the PT led initiatives that gave the opportunity for the workers to interact with the highest decision makers.   The ceremonies organized to open the community centers, and other facilities that made possible through the PTs became moral boosters for the estate community (see the picture above).   

The residents in general began to trust PT as and institution that would represent them and their interests. According to the MYIA,  76.6%  in Kandy cluster and 71% in Bogawantalawa cluster have reported that the PT members raised issues on behalf of them at the PT meetings. 


However, it  must be mentioned here that PT  is not an alternative to the estate management.  It is too early for PT to take the management responsibility of the estate completely.  PTs as have been shown in all  three clusters can certainly effect a fundamental change in the estate management not only structurally, but socially and psychologically.  PT should be understood as a management tool that emphasizes the self worth and pride of every member from the ordinary labourer to the manager making all of them partners of a common endeavor.
5

Improvement of Quality of Life through dissemination of information
While the PT is the cornerstone of SHAKTHI project,  it was not  limited to PT.  SHAKTHI  had a larger objective of improving the quality of life of the estate workers and residents.  


What is unique about the estate community  is that they are not suffering from income poverty viz a vie the other  rural communities in Sri Lanka.  However, estate community ranks the lowest in the country in terms of social poverty.   The poor quality of life and the social poverty among the estate residents and workers is a product of a long list of factors (see Chapter 3 and 4) primarily risen from their geographical isolation, peripheralization and marginalization from the rest of the community and many other problems resulting from them. 


One of the most fundamental problems that have led to social poverty in the estate is simply the non-availability of information needed to live a dignified life.   They have been living without the basic information that the rest of the country has taken for granted as a result of social and institutional peripheralization and geographical isolation of the estate communities from the time they were created 130 years ago,.   The intermediate goal 2 of the SHAKTHI project was formulated precisely to remedy this issue.  Careful  assessment of the estate community and the problems they face on a continuing basis at the project formulation stage made SHAKTHI to concentrate on five key areas of intervention.  These initial formulations were confirmed by the preliminary estate visits made during the latter half of 2001.  The identified areas of intervention are 
1. Gender development

2. Alchohol prevention

3. Household money management

4. Food and nutrition and 

5. Basic documentation

Two main strategies were adopted by SHAKTHI to intervene in these areas.  First is to reach out to the estate workers  through orientation sessions, seminars and discussions held by expert consultants.  For this purpose SHAKTHI obtained the services of consultants who visited the estates in every cluster and conducted their training programs (see No 5 of Vol. II for a list of training programs conducted).  
TABLE 9
TRAINING PROGRAMS UNDER IG2
	TRAINING PROGRAM
	MALE
	FEMALE
	TOTAL

	Gender and Development
	200
	270
	470

	Alcohol Prevention
	145
	78
	223

	Household Money Management
	41
	52
	93

	Health and Nutrition
	144
	154
	298

	Basic Documentation
	190
	169
	359

	Right based approach
	151
	47
	198

	Linking service organizations
	52
	41
	93

	Total 
	923
	811
	1734


It was expected that a trainee would disseminate the knowledge gained to at least 3 other families.  On this conservative assumption, it can be safely assume that the message may have reached a much larger audience.


Second method is the PT.  PTs were encouraged to discuss the matters relating to the above five areas and intervene when and where necessary. More  than 50% of the PT time was spent on discussing issues related to these five areas.  The participants of these training programs came from all the divisions in the respective estates.   A conscious attempt was made by SHAKTHI to ensure geographical equity in terms of estates as well as divisions in selecting participants to various training programs.   The deep reach of these programs became apparant when 2783 households (66%)  reported that they know who the SHAKTHI representative for each of the above programs and 667 households have reported high frequency of visits by these representatives. 
5.1
Gender Development

There is a paradox in the state of women in the estate sector. While estate women rank  the highest in  female employment rate in any community, they rank at the bottom in terms of social poverty.  Female share in the estate sector in 1991 was 54.3% thus making majority of the women in the estates the income earners yet in terms of basic social and health indicators such as IMR and MMR, and LE. estate women rank very low compared to the rest of  the society
.  


This paradox is a product of both the historical legacy of the plantation workers and the dominant gender ideologies.  When they were first brought to the island to work in the plantations the female workers were seen as secondary earners in relation to male workers.  This secondary treatment of women were institutionalized in the estate management as well as in the colonial government policy.  

 The dominant gender ideologies are created partly by their historical and cultural beliefs that places women at a lower status in the society and partly by the structural arrangements and socio-economic conditions in the estates which too places women at a second class position. 

Both Ideologically  and structurally  disadvantaged position of women is manifested in their daily lives subordinating women into a lesser being.  For example the household income even that earned by the women is totally controlled by the man and all household decisions are taken by man, alone.  Further, the estate women are subjected to domestic violence and sexual harassment, both physical and emotional abuse, eve teasing, marital and non-marital rape and incest. 

The main gender related issues identified in the estate sector can be summarized as follows:
1. Estate women receive less services (health and welfare)
2. Estate women are double burden with productive and reproductive work

3. Estate women have poor access to and control of resources/services (money, assets, management, education and training, sexual life and family planning)

4. Estate women are subject to violence and sexual harassment

5. Estate women are denied a role in decision making at any level.

Intermediate goal 2 of the SHAKTHI program intended to find practical solutions to at least some of the above issues. The main elements of the strategy developed by SHAKTHI are;

1. Selection and training of a group of volunteers from each estate to promote gender sensitization and gender related activities.

2. Training PT members of gender issues particularly on GBV

3. Awareness creation among management and community on gender and consequences of GBV

4. Ensuring equal membership of men and women in PTs and providing opportunities for women to take up leadership

5. Promoting married couples as living example of peaceful living without GBV

6. Provide information on gender issues and promote active participation to stand against gender discrimination

7. Promote women's contribution to societal and cultural advancement.
The gender development program was thus implemented directly through awareness, sensitization and other training programs as well  as through promoting women's participation and active contribution at the PTs.
TABLE 10
Gender Development Training Programs

	NUMBER OF SESSIONS
	SUBJECT
	PARTICIPANTS

Male      Female                       
	ESTATES 

	06
	Gender concept 
	   58           
	144
	Galphele,Hunugala,Hagala,Bandarapola,Pitakanda,Elkaduwa,Hunasgeriya,Handigall ,Uskvelly, Dalkieth, Poiston, Bogawanthalawa, Loynon, Lethenty , Bogawan.

	03
	Domestic Violence 
	47
	74
	Galphele,Hunugala,Hagala,Bandarapola,Pitakanda,Elkaduwa,Hunasgeriya

	02
	Gender for youth 
	15
	25
	Hagala, Pitakanda, Galphele

	03
	Counseling & Gender awareness for Married Couple 
	Couples 09
	Galphele,Hunugala,Hagala,Bandarapola,Pitakanda,Elkaduwa,Hunasgeriya

	02
	Be friend  Program on gender 
	21
	23
	Galphele,Hunugala,Hagala,Bandarapola,Pitakanda,Elkaduwa,Hunasgeriya


 The main objective of the SHAKTHI intervention was to create a gender balance in all levels of decision making - family, work and community.   Within this overall objective, the following specific objectives were defined
1. To enhanse women's decision making abilities and provide them a space to convene their ideas

2. To reduce the rate of women's dependency on men in all aspects

3. To control violence against women by enhancing their capacity to protest

4. To improve women's ability to take control over their lives.

Achievements


The gender development program has conducted  18  training programs for the estate community including management staff, workers, PT members, volunteers and one program for the SHAKTHI staff to introduce the SHAKTHI gender strategy
.  For the purpose of training workers and residents a novel training module was developed by SHAKTHI and hands-on activities, self-reflections and effective audio-visual materials were used.  The objective of the training programs were primarily  to create awareness on gender issues but some of them went into specific gender issues such as violence against women,  gender counselling  and gender as a cultural factor.  Altogether, 334 males and 401 females have undergone SHAKTHI's gender training programs
.   As a significant proportion of those who attended were PT members and volunteers who are expected to pass on the message to a larger audience,  it can be safely assumed that more people than those who attended the workshop would have received the message.  It appears that between the volunteers and PT members, the gender development message has reached almost the entire estate population
. 

How successful has the gender development initiative of SHAKTHI been is a question to which a direct and simple answer cannot be given.  First of all, the present state of gender relations are so deeply entrenched in the estate society and culture that no awareness and/or orientation program can reverse them within a short span of time.   Second, even though the training programs created the necessary awareness to build  better gender relations, the structural factors - both cultural and production related that reify the unequal gender relations continue to exit thus imposing a formidable challenge to the effectiveness of the programs.  Third, precisely because of this, the immediate post training reaction of the participants which is extremely encouraging will not remain to the same degree of  efficacy once they go back to the system.  Cultural change at a systemic level affecting entire societies is difficult to achieve in the short run by external initiatives such as SHAKTHI.   According to volunteer reports  274 households have reported that both the husbands and wives have begun to share  the household responsibilities and other occasions 178 men and 582 women have mentioned separately that they share household responsibilities. 
However what they can do is to create a stir in the society strong enough for a few enthusiastic residents to reassess their own behaviour and embark on a new and enlightened path. For example 65 incidents of sexual harassments such as unwelcome touching, scolding, use of obscene words and beating were actually reported.    (see No. 6 of Vol II for case studies on gender). 
5.2
Alcohol prevention

Excessive consumption of alcohol has been a chronic problem in the estate sector negatively affecting the social and community life aggravating social poverty notwithstanding a series of interventions made by both the government and INGOs.  A recent survey conducted by Alcohol and Drug Information Center (ADIC) reveals that 1/3 of the total family income  is spent on alcohol.   Alcoholism is predominantly a male phenomenon with over 80% of the males consuming alcohol.  Although the number of females consuming alcohol is less than males, it is the highest relative to the women in other sectors and communities in the country.  


The reasons for the high incidence of alcoholism is both structural and psychological.  The structural reasons are the geographical isolation and social marginalization of the estate community which as a whole has been deprived of opportunities  for social mobility.   The psychological factors are a series of myths, demonstration effect from elders, active promotion of alcohol by unscrupulous characters, and even the influence of popular cinema which aggrandize alcohol use as a high society behaviour.

High expenditure on alcohol not only deter any savings and/or  productive investments but worse it has drastically reduces money available for basic needs such as food and clothing.  For example, it was discovered that about Rs. 100.00 is spent daily on alcohol and at that rate the total expenditure on alcohol  in the entire Halagla estate was estimated to be Rs. 7.2 million.  The people were astonished when the figure was calculated at the one of the PT meetings and made available to the community
.


The three main social impacts of alcoholism are
1. Malnutrition in the family especially the children and the mother/wife

2. Disruption to children's education and psychological growth
3. Unpleasant and conflict ridden family life including domestic violence and even sexual harassments. 
Thus alcoholism must be considered as a fundamental cause which propagates other forms of social injustices among the estate community. 

 
Alcoholism also has a significant negative impact on productivity as it produces unhealthy workers which in turn leads to absenteeism among both men and women workers.   Alcoholism has also been a leading cause of conflict ridden relationship between the management and workers.  

SHAKTHI strategy to combat alcoholism has been to operate through the PT mechanism.  SHAKTHI aimed at educating the PT members on the problem of alcoholism so that they would disseminate the anti-alcohol message to the larger estate community.   In addition three other activities - publicly displaying the money spent on alcohol in places where people gather,  educating school children on the impact of alcoholism initially by CARE staff and disseminating the alcohol prevention message directly through posters and handbills to the community - were also carried out by the SHAKTHI project  SHAKTHI had carried out 6 training programs on alcohol problem for a total of  190 participants
.  SHAKTHI also concentrated on Training of Trainers (TOT)s as a strategy.   A poster developed with the help of ADIC was very widely used in the training programs (see bleow)
TABLE 11
ALCOHOL PREVENTION TRAINING 

	NUMBER OF SESSIONS
	PARTICIPANTS


	ESTATES 

	05
	160
	Galphele,Hunugala,Hagala,Bandarapola,Pitakanda,Elkaduwa,Hunasgeriya,,Bogawana,L ethenty, Loynon, Poiston  Bogawanthalwa  



A few promising selected trainees were mobilized to take the message to the community and this has been an effective strategy. 145 males and 78 females have received special training on alcohol prevention under SHAKTHI.  One of the most effective and a novel method of conveyance of the anti-alcohol message was to distribute it with the monthly pay slip.  What is most significant is that it was a PT proposal from  Bogawana estate.   This proposal was initially suspected by the union leaders as a trap of the management but they later extended their cooperation.
The impact of the training program is difficult to measure and assess in a systemic manner largely because  of its relatively short life span.  Based on the volunteer reports, 340 households have reported that they are aware of the health impacts of alcoholism.  While the anti-alcohol message has gone to almost all the workers in the estates where SHAKTHI project has been in operation, some have actually  either given up or reduced the consumption of alcohol primarily as a result of SHAKTHI project intervention as revealed by case studies (see No 6 of Vol II for case studies in anti-alcoholism).   Further, as a result of SHAKTHI intervention, anti-alcohol message has now decisively entered into the daily discourse of the estate community ensuring its sustenance even without SHAKTHI.  For example, alcohol prevention has become one of the key discussion topics at PT meetings and the informative posters on the bad impact of alcohol in public places in the estate have had a considerable impact on the entire estate community including the school children.   

However the realization of the message is more difficult than simply disseminating the message.  As some PT members have correctly pointed out, the programme should have an effective follow up.  They have specifically mentioned that in the past many INGOs have organized workshops ended without  much results due to absences of follow up.  This gives a strong message for SHAKTHI  too.   SHAKTHI has an inbuilt advantage of having the PT mechanism as a forum to discuss and implement the alcohol prevention.  
5.3
Household Money Management

One of the paradoxes of the estate community is that it suffers from extreme social poverty while their income levels are higher than the rural villages sector.   The question is why is it that the money income does not translate into a better social life.   The simple answer to this question is the total lack of proper house hold money management among the estate community.   One of the main reasons for the poor household money management is the poor education and the general lack of access to formal financial services such as bank, credit unions etc to encourage them into formal savings and financial management. Second as a consequence of the former, an informal money lending system at extremely high interest rates (sometimes as high as 120%) has sprung up within the estate communities keeping the residents in an eternal credit trap.  Third, as most of the services are provided by the estate management and they are structurally prevented from owning productive assets within the estates such as land, they have been reduced to a dependent subsistence labourers whose money income is used for immediate daily living.  Fourth, as a community whose future generation is guaranteed with employment,  of course at low end,  the estate workers have not develop a tradition of savings for the future.  Within the context of rising cost of living that make saving a remote possibility for the estate workers, alcoholism has become a significant drain on their income.  


Thus an effective community development program in the estate sector must address the household money management as an integral issue of their social poverty.  It is with this rationale that SHAKTHI intervention on household money management was proposed.  


The SHAKTHI approach is two fold, first through the PTs and second through direct intervention.   SHAKTHI has developed a training module to be implemented in the estates to raise the awareness of proper money management.  The main objectives of the program were

1. To establish and strengthen a potential team as TOTs

2. To identify unnecessary  expenditure and how to eliminate them

3. To handle day to day expenses without being indebted

4. To create and  improve the habit  of savings.
The content of the training programs developed by the sister CARE project SECURE seems excellent.  However, only three training programs on HHMM were conducted by SHAKTHI two in Kandy cluster and one in Bogawantalawa cluster. The total trainees were 41 males and 52 females (see  No. 5 of Vol II for the list of training programs).   It is reported that the participants were very keen and satisfied with the training program and its messages.   One of the most effective techniques of the HHMM training is filling the 'Family Budget'  form (see No. 7 of  Vol.  II) which allows the person a comparative view of  their income and expenditure in a systematic manner perhaps for the first time in their life.  After completing the form, the next challenge is to cut down the unnecessary expenses and to motivate them to start saving.  Most HHMM training programs were held as TOT training programs  and thus SHAKTHI expected both the PT members and volunteer trainees to disseminate the knowledge to the larger estate society. 

While HHMM is one of the most important programs in an attempt to raise the quality of life of the estates,  the attention it has received in the SHAKTHI project is not sufficient as clearly revealed by the small number of training programs.  Further,  SHAKTHI documentation process does not carry any information on the potential impact of the training program except stating a few occasions such as opening of 15 children's savings account at Gapehelle estate.  There isn't enough data to assess the community wide impact of the HHMM training  especially to compare with the baseline situation except for sporadic information such as 146 households were  having savings accounts, 113 having Housing Cooperative Savings 
5.4
Health and Nutrition

Health and nutrition has increasingly become a major problem in the estates.  With rising the cost of living together with  the poor household money managment resulting from indebtedness and high alcohol consumption have reduced the share of income available for food and nutrition among the estate population in general and children in particular.  The better health and nutrition practices would invariably lead to a more healthy  future generation.  

In this context, the health and nutrition education component of the SHAKTHI program aims to improve nutritional status of  vulnerable group through education and behavioural  changes that will improve food habits  and care practices .   The specific objectives of the program includes

1. Training estate health volunteers to disseminate nutritional improvement education.

2. Explaining the basic principles of nutrition through changing the food habits of the plantation workers

3. Forming of small groups of consisting volunteers and estate health staff at divisional level and 
4. Developing a nutritional information package (see No. 8. Vol II for the specimen Nutritional Information Package).

The SHAKTHI strategy to achieve these goals were four fold

1. Training health volunteers and PT memebers

2. Forming of small groups at division level consisting of PT members, estate health staff, and volunteers

3. Motivational discussions at small group level

4. Dissemination of nutritional information at home visits, monthly creche meeting, monthly poly clinic with pregnant and lactating mothers and discussions with adolescent girls.

SHAKTHI had conducted 13 training programs under this activity with a total participation of 123 males and 83 females (see Appendix ... for the list of Training Programs). 
TABLE 12
FOOD AND NUTRITION TRAINING PROGRAMS CONDUCTED

	NUMBER OF SESSIONS
	SUBJECT
	PARTICIPANTS


	ESTATES 

	03
	Concept of health and Anemic Audit
	39
	Galphele,Hunugala,Hagala,Bandarapola,Pitakanda,Elkaduwa,Hunasgeriya,,Bogawana,L ethenty, Loynon, Poiston  Bogawanthalwa 

	03
	Situational Analysis 
	30
	Galphele,Hunugala,Hagala,Bandarapola,Pitakanda,Elkaduwa,Hunasgeriya

	06
	Small group formation 
	30
	Galphele,Hunugala,Hagala,Bandarapola,Pitakanda,Elkaduwa,Hunasgeriya

	01 
	Nutritional Messages 
	30
	Galphele,Hunugala,Hagala,Bandarapola,Pitakanda,Elkaduwa,Hunasgeriya

	02
	Motivation activity to disseminate nutrition information
	20
	Galphele,Hunugala,Hagala,Bandarapola,Pitakanda,Elkaduwa,Hunasgeriya


Workshops were conducted successfully with participants convinced on the need to improve health and nutrition.  PT members and especially the volunteers who underwent training were expected to disseminate message to the larger community.  As a result of a series of training the volunteers have gained enough knowledge and assumed the responsibility for health nutrition  and welfare of those of the community.
  Further they have built the capacity to contribute to community development and most of all they were actively involved in implementing their own individual action plans developed as a result of the training program
. However, there are no measured records at SHAKTHI to assess the impact of the training programs on the health an nutritional standards of people except the subjective assessments of people.  Over 2934 households have reported  that there is a slight improvement in their dietary system due to training and educational programs. 
 5.5
Basic Documents

One of the most successful programs under SHAKTHI's Intermediate Goal No. 2 is the provision of basic documents to the workers and residents who did not possess them.

A large number of estate residents do not have the basic documents such as birth certificates, identity cards and marriage certificates.    Non-possession of these documents have significant impacts on the workers and residents. First is the problems of  proving identity and residence when traveling outside.  At times of heightened security due to terrorism, the estate Tamils, youths in particular face many difficulties if and when they leave the estates.   Second, without propoer documentations, workers and residents have found it extremely difficult if not impossible to carry out any official transaction outside the estate.  For example workers have found it difficult even to obtain their own provident fund and enroll children into schools outside the estate and to obtain employment for the youth.

In short, non-possession of basic documents essential to function in the modern society has prevented them a dignified life which others take for granted. The need for basic documentation was raised at the PT meetings during the early days as a major problem faced by the estate community and they requested SHAKTHI to facilitate the process of obtaining them.   


Thus, 
SHAKTHI decided to facilitate the securing of basic documents as a major activity under the Intermediate goal 2.   SHAKTHI discovering that the major problem of not having basic documentation is the lack or low level of interaction of the government agencies responsible and the plantation communities decided to have programs to link the two groups.   In addition to the  awareness programs on the importance of  having basic documents most of the energy of SHAKTHI in this activity was devoted to organizing  mobile  service programs through which the relevant government officials visit the estate and attend to all necessary paperwork.  This was one of the most effective and successful interventions initiated by SHAKTHI. 

The process  of providing basic documentation was very methodical and comprehensive involving several stages from fact finding to  conducting mobile service program.  

1. PT members raised the problem of not having NIC at a PT meeting

2. SHAKTHI observed the problem in many other participating estates.

3. PTs select a committee to collect data on persons not having NICs and 569 people were found without NICs.

4. SHAKTHI arranged a meeting for the PT representatives with the Deputy Commissioner of Persons Registration in Colombo and on his advice an awareness program was conducted .

5. SHAKTHI helped to formulate an action plan for each estate to facilitate the process of obtaining  NIC.

6. NIC mobiles services were held with the participation of Deputy Commissioner of Persons Registration and five of his staff, four police officers, Divisional Secretaries, five Justices of Peace, estate staff and SHAKTHI staff. 

7. SHAKTHI printed a booklet on "How to obtain National Identity Card"  prepared by the Department of Persons Registration and made it widely available to the residents.

At this mobile service, 414 people from the estates in the Kandy cluster were able to obtain NICS.  
What is most interesting is that the mobile service discovered that birth certificate (BC) is also a problem of similar magnitude and SHAKTHI facilitated a similar process with a mobile BC programmes which led to  issuing of over 300 BCs.  The success of the program led the PTs even to move into other basic documentation such as marraiage certificates.   The process was subsequently repeated in Bogawantalawa and Badurelia clusters. 

The impact of the basic documentation program has been profound not only in the number of basic documents secured (see table below) but also by the fact that many problems that were hitherto held up due to lack of documentation were easily resolved after obtaining the necessary certificates. 

TABLE 13
PROGRESS OF BASIC DOCUMENTATION PROGRAM

	Type of Document
	Number Obtained

	National Identity Cards
	1403

	Birth Certificates 
	1458

	Marriage Certificates
	31

	Probable Age Certificates
	32


5.6
SHAKTHI Advocacy Changes National Policy

Linking the estate and outside service institutions has been one of the most effective activities of SHAKTHI.  SHAKTHI was successful in linking fifteen service organizations with the fourteen PTs.   SHAKTHI ensured that the demand for the link would emerge through PT initiatives.   The major outside service providers who were invited to the estates are
1. Kachcheri 

2. Police 

3. Divisional Secretariat 

4. Plan International 

5. Palm Foundation 

6. PREDO 

7. Road Development Authority 

8. Social Service Department 

9. Persons Registration Department 

10. Postal Department 

11. Labor Department 

12. Department of Health 

13. Kanduratta Development Bank 

14. Sri – Lanka Sumithrayo 

15. ADIC (Alcohol and Drug Information Center) 
This is the first occasion that most of the estate residents came into contact with some of these organizations and they were able to consult the officers of these institution to resolve many outstanding problems they had.

One of the most successful advocacy interventions of SHAKTHI is related to the basic documentations.  During the discussion that were facilitated by SHAKTHI, the Deparment of Persons Registration decided to issue Probable Age Certificate (PAC) in lieu of traditional birth certificates.  Accordingly over 30 PACs were issued. However it was informed to SHAKTHI at a PT meeting that Labour Department has rejected an EPF application due to the PAC.   SHAKTHI took immediate action and wrote to the Commissioner General of Persons Registration who after considering the facts of the case, issued a general circular with national effect to all heads of Department to accept PACs as acceptable alternative to BC (see appendix... for the copy of the circular issued by Commissioner General of Peoples Registration.    This goes on record as an event through which SHAKTHI was able to influence the national policy thus benefiting residents living even outside SHAKTHI project estates. 
 5.7
Continuing prevalence of structural constraints

The impact assessment of the activities under  the Intermediate Goal 2 has to be contextualized within the large historical and social context of the estate sector.  The estate sector in Sri Lanka has been the socially as well as economically most stagnant in comparison with the urban and rural sectors.  Fundamentally little has changed during the last 130 years.  Isolation and marginalization from the rest of the socio-economic dynamics of the country and the self imposed seclusion within the estates on the one hand and the rigid hierarchical management structure on the other continue to this day with little alterations and modifications. Estate sector is slow to respond to the changing dynamics of the society at large.  Its static and even resists change even if the beneficiary is the estate community itself.  Similarly the capacity of the estate sector to absorb adopt and adapt to the changes is low.  This is why the estate life has changed very little over the years notwithstanding the efforts of many INGOs such as PLAN, CARE, WUSC as well as the structural changes introduced by the government during the last quarter of a century. 

Given this it is overly ambitious to expect that major changes in the estate sector, both in life sector and management structure through externally induced program within a short period of one or two years.  Sometimes the success of such external intervention has to be measured not by the impacts of the program but by the difficulties in implementing the program.  


In this context SHAKTHI intervention is extraordinary within a short period of less than 2 years.  In the case of  Bogawantalawa and Badureliya clusters, they have been able to effect a fundamental change in the management system by introducing the PT system, although the impact of SHAKTHI's other interventions have not been able to reach the same success.  This is perhaps because that in the case of PT formations the major stakeholder, the manager was quite willing to accept it because of its potential contribution towards increasing productivity. However, in the case of other interventions SHAKTHI has been facing a formidable and well entrenched structure that is slow to respond to new initiatives. 
6
Social Cohesion

Social cohesion is the third intermediary goal of  SHAKTHI  project.   With PT assuming the primary focus and information dissemination on improving the quality of life of estate residents following, the social cohesion received only limited attention in the project.   
  
Establishing and promoting social cohesion in the estate sector is a difficult task due to poor  'sense of community' that prevails among the estate residents.  Despite the fact that people have lived in estates at least for four generations there is little evidence to suggest  that sense of community has emerged, social cohesion has developed and collective social strength has been harnessed.    The life in the estate defined them as workers and labourers living in housing provided to them by the estate. The management and the production system of the estate has been developed to discourage the development of any organic social community that would challenge the 'worker mentality'  The workers life revolves around nothing but the estate production system.   Within  this system there is hardly any opportunity or space for alternatiave social identity other than as 'workers'.    The near total control of the workers by management providing limited services and mostly depriving them of services that is available in the country at large hasmade the workers totally dependent on the estate management for most of their requirements in life and the living environment.  All these have prevented any community initiatives to improve their life conditions within the estates.  For example, the entire estate is a workplace and the spatial configuration of the estate also discourages any community and social cohesion. Even the spatial arrangement of living space, limited space and common toilets and lack of privacy etc. invite social conflicts. 

There has been no space for the rise of an organic social leadership within this highly dependent society.  The local union leader (Thalawar) and the Kangani (the work supervisor) have by default become the social leaders within the community as they are the only link between the workers and the management.  The trade union representatives are not organic leaders but appointees from a top down system which is more concerned about the wage related issues than the social and community life of the workers.    


If the estate workers were to develop social and community cohesion in its true sense of the word, a massive structural change has to take place within the estate sector.    Given that such a change is unlikely to happen in the near future, what is attainable is some interventions which could induce the process of social cohesion.  This could be  either through introducing positive factors that induce social cohesion such as provision of community facilities  and encouraging community based organizations. In parallel to those eliminating negative factors that hinder social cohesion such as alcoholism and building self esteem is also necessary. 


The SHAKTHI project proposal identified several key activities to be carried out to realize this goal.

1. To define the main community needs in every estate

2. Develop a plan of action with the PT to establish community facilities in every estate and support its implementation

3. Establish links with outside service providers

4. Train people to take leadership roles in the community

5. Promote inter-estate social interactions

6. Develop advocacy in support of better services to estates
Most of theses activities were carried out jointly with the activities of the Intermediate Goals 1 and 2 discussed above.   
6.1
Social Cohesion through PT


As the PT is the cornerstone of the SHAKTHI project,  realization of social cohesion was achieved largely through the PT and its activities.   The very formation of the the DPTs and PTs are in essence exercises of social and community cohesion.   Prior to SHAKTHI intervention, division is purely a production sub unit of the estate.  The divisions never assumed any social or community significance and there were no other division level organizations.  The DPT is the first ever organization at the division level bringing the potential leaders of the division together with the management.   The very formation of the DPT created among the residents a social and community identity based on division.  DPT organized sharamadanas and other activities were attended by the residents of the division and thus they were able to resolve many of the divisional level problems and issues on their own without taking them to the management.
 

The PTs also performed the same role for the estate as a whole that played by the DPT at the regional level.  The functioning of the PT as a participatory mechanism to resolve the problems of the estate replacing the traditional  top down model created a sense of ownership and  pride among the workers which in effect translated into an estate based positive identity.  The workers who were reluctant to identity with the estate due to social stigma, now took an active interest in the affairs of the estate as it is their own.   PT has broken the first barrier on the road to build social cohesion.   However, mere formation of the DPTs and PTs will not be able to achieve this goal once and for all.  It is the effective functioning of these institutions that will ensure long term social and community cohesion. 


PT also became a vehicle to link the estate community with the outside service providing institutions.   The basic documentation exercise, helped by SHAKTHI staff, linked the PT members directly with government agencies such as Pesonal Registration Department.  PT members have developed enough confidence to attend to the matters relating to basic documents on their own.  


PTs became an instrument to build social and community cohesion by default through example.  A successful functioning of PT encouraged other estate level CBOs to be active and the PT itself promoted and encouraged these CBOs.  This interaction between the PT and CBOs became more intimate as some of the members of the PT are themselves the leading officers of other CBOs.  For example 84 out of 450 or 18.6% of the PT members are also officer bearers of other CBOs.   Thus, by becoming members of the PT, these CBO members received useful training which in the end help to strengthen their own organization.   SHAKTHI  being true to its rights-based approach, has refrained from providing any financial support for the existing CBOs. They  however benefited by having its members in the PTs as they received useful training for example  on leadership: some CBO members have become PT secretaries.
6.2
Social Cohesion through Awareness

Social and community cohesion was indirectly achieved through the training programs conducted under the intermediate goal 2.  Majority of the training programs provide an analytical review of estate life and its problems that are related to the issues of social and community cohesion.  Although the residents live and work within the estates, there is hardly any opportunity for them to 'look at'  the estate and their lives.  The SHAKTHI training programs and their public awareness campaigns such as alcohol prevention would have been the first ever opportunity for them to critically review their own lives.  Thus it can be confidently assumed that the participants of these programs began to contemplate the need for social and community action to resolve their problems.   However, SHAKTHI do not have any documents assessing the degree to which it has helped create social and community cohesion.  
6.3
The Community Centers

The community centers are the only material help provided by SHAKTHI.  The main objective here is to provide a dignified place for the members of the community to get together.  Community center would not be a  simple meeting place to discuss the social and community problems but it would be an state of the art civic and education center with computers, audio visuals etc.   

   It is hoped that a developed community center by itself would be an attraction and more members would congregate here for all social and community activities.   SHAKTHI has established 19 community centers and many of them appear to be heavily used by the members. Most DPT and PT meetings are held in these community centers and so are the other CBO in the estates.   

TABLE 14 
STATUS OF THE COMMUNITY CENTERS

	Estate
	Community Centers

	
	Completed

	Galphele
	02

	Elkaduwa
	02

	Hunugala
	01

	Bandarapola
	1

	Pitakanda
	1

	Hagala
	02

	Dalkith
	1

	Usk Velley
	1

	Hedigalla
	1

	Lethenty
	1

	Poyston
	1

	Bogawana
	1

	Bogawanthalawa
	1

	Loynorn
	1


6.4
Potential to be realized


Intermediate Goal 3  is a difficult task to achieve in terms of  identifiable  impacts.  Social and community cohesion cannot be built overnight and by external agencies through training and awareness programs.  Such agencies could play only a limited supporting role and whether social and community cohesion will be achieved is a matter to be decided by the residents themselves as it is highly demand driven.  

The strengthening of CBOs is one way that SHAKTHI attempts to promote social cohesion. However, SHAKTHI did not seem to have adequate time and the opportunity to explore this activity.  SHAKTHI should concentrate on this element during its extension. 


Once again the importance of the PT needs to be highlighted here as an impetus for social and community cohesion.  A successfully functioning PT is both the symptom and result of  improved social cohesion.  
7
Management of the Project

The success of SHAKTHI project owes much to its management culture.   Friendly and efficient management, self assessment through a good M&E plan/ log frame and meticulous record keeping are hallmarks of the management of SHAKTHI.  CARE International - Sri Lanka has made SHAKTHI a project to be emulated for its management. 

7.1
Management Structure


It is remarkable indeed that a project as ambitious as SHAKTHI was managed by a very few personnel (see diagram below).  

SHAKTHI MANAGMENT STRUCTURE


The minimal management structure has ensured an efficient functioning system with a  top-light project.    While the Project Director interacted with the policy level and CARE Office Colombo,   the project officer and a community development assistant stationed in each of the three clusters ensured an efficient interaction with the estates.  Coordination with the policy makers is effected through quarterly held National Steering Committee meeting attended by the Project Director who submits a progress report and obtains approval for changes of the program.   Monitoring and Evaluation Core Meetings were held with the participation of all M&E consultatnts of all projects to assess M&E Plans and to  update  them. 

7.2
Friendly and Efficient Management 


SHAKTHI  project office maintains a very friendly atmosphere.  Although there is division of labour between various officers from Project  Director  to the Community Development Assistant, no social status is ascribed to them.   Entire SHAKTI staff  those who are at the head office, and those who are in the field at each cluster work as a team sharing the same objective.


The efficiency in the management is achieved through monthly meetings attended by all SHAKTHI staff both in the Head Office and field with  the consultants.  The monthly meeting performed several roles primarily among them were the review of the progress at each cluster and the future program.   Both the successes and the constraints are discussed at these meetings and appropriate remedial actions are also taken.  However, if the need arose emergency meetings with the POs were held. 


Important field level meetings such as the formation of DPTs and PTs were also attended by the Project Director while the ordinary DPT and PT meetings are always attended by  the POs and CDAs.  In addition to these meetings, each of the consultants attended the PT meetings as necessary.   


Project Office kept the communication lines with every estate open and informally monitored the progress in addition to the formal process of monitoring the activities at monthly meetings.  
7.3
Good Work ethics

Work ethics of the SHAKTHI project staff was exemplary.  While maintaining a friendly and informal atmosphere in the office, they displayed a seriousness of purpose in their work.    Although there is an official division of labor, project staff was always available to help the colleagues in times of need.  The success of the formation of the DPT and PT can be largely attributed to the untiring commitment of the SHAKTHI staff. 
7.4
Monitoring and Evaluation


As in most other CARE International -Sri Lanka projects, SHAKTHI too has developed a very comprehensive Logical Framework Analysis (see No 9 of Vol II for the SHAKTHI l LFA)  and a Monitoring and Evaluation Plan based on the it (see Annex II for the M&E Matrix).    The M&E plan  derived from the LFA  provides a  fairly comprehensive view regarding the progress of  the activities of the project.  One of the problems encountered  in the impact assessment is the mismatch between data collected in the baseline surveys and the data required for the completion of the M&E plan.   Also some of  the estates covered in the baseline did not come under the purview of the SHAKTHI project.  It is important that the same set of questions were asked before, during and after the project to obtain a realistic assessment of the impacts.  

7.5
Value for money

In the final analysis the success of a project can be best assessed through project analysis which can express the outcome in monetary terms.  However assessing projects such as SHAKTHI intended towards changes in the management  culture and established socio-cultural system than providing  material benefits, is often difficult due to several reasons.  First, the impact may not be  readily visible in the short run.  Second, even  if visible they may  not be quantifiable.  Finally the impacts of such projects are always secondary and indirect requiring many assumptions to prepare a sensible project analysis.   Therefore, a standard project analysis to evaluate SHAKTHI  was seen as futile and irrelevant and instead a simple unit cost analysis was carried out to monetarily assess the project (See table below).  Many of the  general items listed are in fact related to all three intermediate goals, it is difficult to calculate the cost for each intermediate goal.    

TABLE

ESTIMATED BUDGET AND EXPENDITURE

	
	 Major Components
	Rs.Million
Budgeted
	Rs. Million
Spent

	General
	Project Planning ,Orientation and Reviews with stakeholders 
	3,360,000
	                      1,280,298 

	General
	Project staff training and reviews 
	
	                          272,606 

	IG1
	Setting up of 14 PTs
	          6,350,000 
	                      5,152,392 

	
	Social mobilization in RPCs
	
	

	IG2
	INCREASED USE OF INFORMATION
	          4,450,000 
	                      4,645,974 

	
	Consultancies for information dissemination 
	
	

	IG3
	STRENGTHENING COMMUNITY ORGANISATIONS & COMMUNITY TRAINING 
	        11,896,750 
	                      6,202,481 

	General
	Procurement - Project material Development & implementation
	          7,294,055 
	                      5,362,027 

	General
	Staff cost
	23,057,775
	                    20,075,807 

	General
	Head office and Area office cost
	 
	                    10,167,323 

	General
	Vehicle maintanance/travel & Perdium
	12,643,620
	                      8,168,053 

	 
	Grand  total 
	69,052,200
	                    59,120,072 


On the assumption that  SHAKTHI would have increased the social security network of 6927  families with a total population of  27,710  the unit cost per family per year is Rs. 543.00.   Given what SHAKTHI has achieved during the last three years this is certainly good value for money. 

8

Conclusion and Recommendations

SHAKTHI a project of the CARE International Sri Lanka commenced its activities officially in July 2001 and after three years of operation terminated its activities in the field with the exit strategy workshops held in December 2004.   The project costing  Rs. 60.2 million (US $ 742,496) was financed by the United States Department of Agriculture and was monitored by the Ministry of Plantation Industries.  


SHAKTHI project was designed to improve the quality of life of estate residents  and their living environment  through greater commitment and collaboration between the estate residents and its estate management.  The final goal of the project  was to increase the 'social network security' among 4,200 households on 15 estates during its life span of  three years from 2001-2004.    The final goal was the composite of  three intermediate goals.


Intermediate goal 1 is to improve worker-management relationship by setting up and operationalzing Participatory Teams (PT) comprising management and workers on each project.   PT is to be the central focus of SHAKTHI project and other two intermediate goals would be both supplementary and complimentary to the PT, as activities of project consolidation. 


Intermediate goal 2 is to keep plantation workers informed of vital information that help maintain a life of dignity as  equal members of the society and to make right choices and take correct decisions.  The main areas of concentration are 

1.
Provision of  basic documentation 

2.
Better household money management

3.
Alcohol prevention

4.
Improvements in food and nutrition, and health

5.
Better gender relations

Intermediate goal 3. is  to  increase the level of social cohesion by encouraging plantation workers to engage in collective actions for their own development.  .  SHAKTHI proposes to establish community centers and encourage the residents and workers to develop social cohesion and community interactions through the PT and other activities of SHAKTHI.

8.1
Overall Achievements

The overall achievements of SHAKTHI project could be measured from how close it came to achieve the final goal of  increasing the  social network security  of 4200 housholds by the end of 2004.   This goal was to be achieved through SHAKTHI activities with PT playing the primary role.


SHAKTHI has achieved a remarkable success in dissemination of information on issues vital to the improvement of life in the estates such as household money management, gender development, health and nutrition, basic documentation and alcohol prevention.  The baseline revealed that only about a third of the population have been receiving   some of the basic information on on  child care, sanitation, family planning etc.   SHAKTHI has been able to take these messages to the entire 4200 households in the 14 estates under its purview.  Although no survey was done to assess the impact of SHAKTHI on the entire 4200 families, volunteer field records and the PT presentations made at the Exit Strategy workshops reveal that the residents and workers were not only satisfied but very enthusiastic and appreciative of the project. 


The PT activities has definitely increased the community participation of the residents and workers.  The baseline revealed a very low participation in community activities but the PT had become a catalyst in reinvigorating existing CBOs.   The status of CBOs such as youth clubs, creche committees, library committees, Kovil committees, Mathar Mandram,  funeral assistance societies, Hindu Natpani Mandram became topics of frequent discussion.  The fact that some of the PT members were  involved in other CBOs also contributed to their renewed enthusiasms.   


Some of the  PT initiated community activities include shramdana, health and safety programs, worker welfare programs, world elders and children's day programs, world women's day celebrations and May day celebrations.  Out of 450 PT members in all 14 estates, 84 (18.6%) were already CBO members and office bearers.  In some estates SHAKTHI sponsored community centers and information centers had become centers of attraction for estate residents.  About 70% of the households in the 14 estates are using the community and information centers. 


Formation and effective functioning of  Participatory Teams in all the 14 estates where SHAKTHI project was implemented is no doubt the most significant achievement of SHAKTHI.   PT is the flagship of SHAKTHI and it can be hailed as one of the few success stories of an alternative model  of participatory management anywhere.  The simple fact is SHAKTHI has invented the PT in the 14 estates.


Improved Worker-Management relations in all 14 estates through the PTs is the best and primary outcome of the PT model given the poor worker-management relationship in these estates during pre-SHAKTHI era.  For example, according to the baseline survey less than 14% of the estate residents reported their problems to the management in pre-SHAKTHI era and with SHAKTHI the workers freely bring their problems to the PT.   In spite of having plucking committees, consumer cooperatives with worker participation, managers often had disputes and confrontations with the laborers. 


 The MYIA reported that 65% of the workers in Kandy now have a good relationship with the management.  73% of estate managers in Kandy and 72% in Bogawantalawa cluster have reported that they have friendlier relations with the workers than before.  PT has provided a new forum for workers and management to interact and discuss problems and issues common to the estates and take collaborative decisions.  PT has helped shatter certain stereotypical myths about both the management and the workers held by each group  and to become partners in progress. One of the most remarkable achievements of PT is simply the lack of any reported worker-management conflicts in any of the 14 estates where PTs were formed during the last three years. 


Increased productivity caused by decreased interruptions to the production process and improved  cooperation between workers and management have been the most notable  benefits of the PT system. MYIA reported that  although no systematic monetary assessment has been done, every manager credited PT as having contributed towards increased productivity.  75% of the management in Kandy Cluster and  65% those in Bogawantalawa cluster have attributed productivity increase to PT  performance.  


PT has thus become an asset to the management in ensuring a  smooth production process.  SHAKTHI had to convince the management and the workers on the virtues of the PT at the beginning but by the time of the exit workshop, both the management and the workers not only paid their gratitude to SHAKTHI for introducing  the PT, they appealed to SHAKTHI not to exit.  This is perhaps the best commendation that can be given to SHAKTHI.


PTs have evolved into a problem- solving forum and grievance redress mechanism acceptable to both the management and the workers and residents.     In the context of  frequent clashes not only among the workers and residents but between them and the management, and the institutions of thalawar and union are distrusted as partial,  PT was accepted by both the management and workers as a forum through which they can address the  grievances in a dignified manner with reasonable solutions at the end.   


PT has become an essential instrument for the workers and residents to resolve their social as well as work - related problems.  Prior to PT, work - related problems were raised only  at the labor day and it always took a confrontational approach as both groups - the management and workers were unwilling to see the other side of the problem.  The problems were interpreted as zero - sum games in which no matter what the solution is, the end product created winners and losers.  However, PT provided a mechanism to look at the problems from a non-zero- sum point of view leading to a win-win situation.  Both the management and the workers were able to frankly discuss the problems, take decisions, transparently and most importantly with consensus from all.  Everyone felt responsible for the decisions and thus abided by them.   For the first time, both workers and management began to sympathize and appreciate each other's problems. 


What is even more significant is that PT evolved into a forum not only to resolve management worker problems but also the problems within estate  society.   In the pre- PT era there was no real instrument that commanded the trust, confidence and mutual acceptance of all to discuss the community problems and to take remedial actions.   PT became the primary instrument of resolving the problems of the estate community, especially their living environment.


PTs have produced a new breed of empowered community leaders from among the workers and PT could be the only program of producing local level leaders ever implemented in the estate sector.  SHAKTHI did not believe in empowering people and building leadership only through conventional method of  training programs.  SHAKTHI project provided on-the-job training for the estate workers and residents on empowerment and leadership by being involved in the PT.  PT provided an opportunity for many for the first time to openly discuss an issue, argue with fellow members with reason and  make a public presentations occasionally even with multimedia.   PT members developed self confidence  and social skills as dignified members of the community even to directly deal with the high level government officials to resolve their problems.  PT has become the best breeding ground for a new generation of leaders in the estates.  PT has also provided the opportunity perhaps for the first time in the estate system, for the women to come to equal ranks with men.  For example, out of 450 PT members 221 or 49% were women.  Women have become very active members of some of the PTs.


SHAKTHI also played a very successful advocacy role with the state agencies on behalf of the estate residents. The baseline revealed that a significant number of residents do not have the basic documents such as BC, NICs and MCs and CCs.  For example, in Kandy 9% did not have BCs, 14% MCs and 9.5%  national identity cards and 34%  the citizenship certificates.  In Badureliya  20% did not have BC, 20% national identity cards and 81% marriage certificates.   Lack of proper documentation prevented them from even obtaining their employment benefits and entitlements.  For example 36% of the estate population surveyed did not get EPF and 17% ETF and 14% the gratuity pay.   SHAKTHI's basic documentation program made a remarkable progress in helping the residents to obtain essential documents which in turn help them to resolve the problems that arose as a result.  


 While involving the PT as a major catalyst,  SHAKTHI  linked them with the state institutions providing various services.   For example, 2866 households were benefitted by the basic documentation program. The issuance of .... national identity cards, ... birth certificates .... marriage certificates at mobile service centers established by the government institutions in the estates is the best evidence.  SHAKTHI was able to change even the government policy on identity verification through its advocacy.  The probable age certificate is now nationally accepted in lieu of the  birth certificate as a result of   SHAKTHI advocacy. 

 
A total of 4200 households with a population of about  18,900 had received directly or indirectly  vital information on alcohol prevention, gender equity, household money management, health and nutrition, basic documentation provided by SHAKTHI project.   A number of case studies revealed that SHAKTHI program has made a fundamental difference in their lives. 


SHAKTHI established 19 community centers in the 14 estates and these centers are used for social and community gatherings.   Increased incidence of community activities especially through the PTs have paved way to create social cohesion that  was almost absent in the estates.  Community activities in addition to creating  social cohesion has also inculcated a sense of ownership of and responsibility for their own living environment. 


The right- based approach of the SHAKTHI became justified when the baseline reported  that 84.7%,93.5% and 84.0%.  of the respondents were respectively not aware of workers rights,  women's rights and children' s rights.  SHAKTHI training programs and the PT initiated activities together  would have raised the awareness of the residents on these issues to a very high level.  Although no quantitative data are available on the awareness levels, residents, especially women have developed adequate knowledge and confidence to report incidents of sexual harassments.  Sixty six  incidents such as unwelcome touching and  beating have been reported from the three clusters.  Volunteer field records specifically mention that 660 households are aware of consequences of domestic violence and child abuse. These are indicators revealing the success of the right based approach. 


Altogether SHAKTHI has conducted 75 workshops under various social and skill development issues.  The direct beneficiaries of these programs numbered 2313 and assuming that each trainee would disseminate the information to at least two households.  Thus, it appears that the total population  in the selected estates would have eventually benefited from it.   SHAKTHI has initiated a self-propelling process of workers and residents taking on responsibility for their own lives thus reducing the dependency on the estate management. 

8.2
Lessons Learnt


During its 3 years of operation, SHAKTHI has learnt a few lessons that would make replication of the project, PT in particular easier.  


One of the primary lessons learnt by SHAKTHI in implementing the PT program is that the original model proposed consume an excessively longer time.  The formation of PT in Kandy cluster took almost two years. The process was very comprehensive but exhaustive both on the part of the SHAKTHI as well as the estate community.    Thus, when SHAKTHI moved to BPL and KPL the process was shortened to about 6 months.   The actual working of the PTs between the Kandy cluster and the other two does not show any significant difference, thus clearly revealing the fact  that a successful PT can be formulated within about 6 months.


The activities of the intermediate goal 2 cannot be achieved during a short period of time and through intermittently held awareness and training programs. The same attention that went to the formation and activation of PT has to be given to each one of the activities in  the intermediate goal 2 if a significant and a systemic change in these areas is to be expected.  SHAKTHI had less than two years in state-owned estates.  In BPL and KPL  the available time was even less.   Thus, it is extremely difficult to make any conclusions on the impact of those activities on the estate community except in the case of basic documentations..


SHAKTHI did not have the time to carry out some of the activities of the Intermediate goal 3.   The only successful activity here was the opening of the community centers.   Strengthening of the CBOs and GROs remains largely untouched.  It is important to understand that PTs did not organically evolve or develop,  rather they were externally created.  As a result, there is always the likelihood for the  PTs to become ineffective or non-operational for any number of reasons most prominent among them is  having a manager not committed to PT..  would be one of the most prominent reasons.  In such situations, the worker-management relations and other community activities of PT may suffer but the safety net of CBO and GRO will continue ensuring some primary services to the community.  For this reasons it is important to strengthen the existing CBO and GRO in the estates. 


One of the problems encountered during the preparation of the project completion report is the complications arising out of the discrepancies between the Log Frame and  M&E Plan.   It became clear that all data collection including baseline surveys, interim assessments and even progress reports all should conform to the format of the Log Frame and M&E plan.   A realistic impact assessment is only possible with consistency in the criteria used at pre and post project level investigations.  It is extremely important that while keeping the Log Frame and the M&E derived from it quite comprehensive to cover all aspects

 of the project, the indicators are kept simple and that entire project staff from the beginning is aware of them.      

8.3
Constraints and Challenges


The implementation of SHAKTHI especially the formation of PTs was faced with a number of constraints and challenges most of which SHAKTHI was able to overcome. 


First and foremost, as SHAKTHI learnt from very early, is the need to have a manager committed to a participatory team exercise.   The implementation of  SHAKTHI project, PT in particular cannot be carried out without the approval of the manager.  The mere approval is not adequate as the manager himself has to play a  leading role as a member of the PT. The manager must be an  active supporter and a promoter of the PT if it is to function and perform the roles expected of it.  A committed manager also ensures the cooperation of  other managerial and office staff of the estate.  The successful implementation of PT is thus directly proportional to the support and commitment of the manger towards the PT. 


Second is the need to have a worker and a resident population willing to accept PT.  Workers and residents of estates were initially skeptical about SHAKTHI discarding it as 'giving nothing but preaching' but the persistence on the part of the SHAKTHI staff and the active promotion of the idea by the Manager radically changed the attitudes towards PT.  The workers and residents were traditionally dependent on the estate management to obtain benefits. Subsequent interventions by INGOs in the estate sector too was primarily concerned about providing material assistance to the estate workers residents.  As they were deeply accustomed to receive material assistance from outside agencies, it needed a high degree of persuasion, commitment and high intensity field interaction with the workers and residents to convince them of the usefulness of PT.   Thus,  a highly committed and skilled staff is a sine-qua-non of a catalytic program such as SHAKTHI.  As much as the manager, the SHAKTHI staff and their continuing commitment has been essential in ensuring the success of PT.


Third challenge is the long established antagonistic relationship and distrust between the managers and the workers.  Both groups were structurally conditioned to distrust each other and thus there were little cooperative activities in the estate.  Once again it was the active and intense intervention of the SHAKTHI staff  that made it possible to bring the two sides together and to persuade that they need not be antagonists and it is mutually beneficial to  understand each others' concerns, potentials and limitations and cooperate.    A part of this effort is not simply advising them but allowing to learn through experiencing change by creating an alternative (PT).  


Fourth challenge is the established way of life in the estate in which both the residents and workers have taken the social poverty for  granted.  Their world of  expectations were small and mostly limited to the estate and they do not make a serious attempts to actively intervene to change their life and living environment.  The lower expectations combined with the lack of social and community cohesion prevent them from taking actions to improve their own lives individually and collectively.   Estate community lives within a vicious cycle of social poverty fed by other chronic problems such as indebtedness, alcoholism, gender discrimination, poor education and  living conditions.  The relative isolation and marginalization of estates from the larger society has further aggravated the social poverty.  The established life in  the estates are too rooted for external agencies to change through interventions within a short period of time.  Even SHAKTHI have experienced that other than the provision of  basic documentations which is a service activity carried out by external agencies of course with PT and SHAKTHI involvements, interventions  in  HHMM, alcohol prevention, gender development, health and nutrition cannot produce systemic change in the estates except in a few cases (see No. 6 of Vol II for Case Studies) Systemic changes in estate could be made only through long term commitment. Effecting a structural change in the life of estates is  simply beyond a short intervention such as  SHAKTHI. 

8.4
Legacy and Replicability


SHAKTHI leaves behind a strong legacy - the Participatory Team- in the estates in the three clusters.  PTs are functioning successfully in all the estates even after SHAKTHI exited from the estates in December 2004.  PT is a worthwhile legacy that fundamentally changed the management system of the estates.   PTs are becoming a permanent feature in the social and management landscape of the estate.   SHAKTHI will be remembered for introducing the PT system into the estates.  Therefore,  

SHAKTHI is a model that can be replicated in other estates where the traditional management system continues to be the sole instrument of management.   SHAKTHI by selecting three different clusters from three different parts of the country under different management systems has shown that PT system can be replicated under very different circumstances.   Most of all, PTs should be recommended for replication in all estates in Sri Lanka given the fact that it has contributed towards increased productivity apart from the other benefits to the workers, community and the management. 


 PT is a system which is too important and valuable to be limited only to a few estates. CARE International - Sri Lanka perhaps with collaboration of all other INGOs currently active in the estate sector should consider of  an expanded project of  introducing PTs  to the entire estate sector.   PT is the most, practical  catalytic programme which combines community development, capacity building and empowerment into a single force.  PT could be assessed one day in the future as the beginning point of the real change in the estates, or as an opportunity missed.  SHAKTHI has done its part by introducing the concept of PT, and facilitating its formation and promoting it to become an active instrument.  SHAKTHI has demonstrated that PT is a worthwhile experiment and now it is up to the others to take it forward from there.  

8.5  Recommendations 
1. PT should be identified and integrated  as an intrinsic element of estate management if it is to sustain.   At the moment whatever its benefit, the survival of the PT is entirely dependent on the will of the manager.   The success of the PT is directly depends on the commitment of the manager.  PT is still an external, artificially introduced instrument supporting the management.  There is no official sanction of PT as a management tool in the estates managed either by the state agencies or RPCs.   SHAKTHI advocacy should take the next step of convincing these two management organizations to internalize PT as a requirement in estate management.  PTs should simply be institutionalized.  It is of paramount importance for both CARE International Sri Lanka as well as the state agencies and RPC to keep the PTs functioning.   If  PTs fail, it would be extremely difficult to reestablish them in a context  where  the confidence and trust on PTs will be eroded.   


2. PT membership is  not permanent as the present members may opt out for various reasons and new members may join in.  The new members should be given a thorough training that the original members have received.   This is important to keep the spirit of participation high and effective.   For this reason, either SHAKTHI alone or in collaboration with other INGOs involved in the estate sector should develop a training package and help institutionalize the training so that it will be available to the sector in the long run without the support of INGOs.

3. Given the initial success of PT system, CARE International should try to find donors to help introduce the concept to other estates.  

4. Given that PTs actually contribute to better management of the estate as well as to productivity increase, RPCs with or without external help must make PTs one of their own objectives.  It is probably a worthwhile investment.

5. SHAKTHI's intermediate goal 2 and 3 overlap with many other on going community development initiatives in the estate sector.   It is important that  CARE International Sri Lanka thus coordinate with other INGOs and pool their resources  to make the end result more effective.  
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The (Hatale) estate is in a dilemma as they do not know what is going to happen next.... The interest of the poeple is to get to know the future of the estate that the (SHAKTHI) project activities. In this context the progress of the project activities also has been slowed down to a certain extent


(Weerasingham, Amith Selvarajah, SHAKTHI)





This kind of project is very much needed today.... I know how much suffering the estate residents undergo. Superintendents have also tried to bring them up but they have not achieved expected level


(Hemachandra, Director Plantation, Ministry of Plantations)





"And PT in my plantation is helping me to achieve our goal of improving the overall productivity adopting he best practices of agriculture, human resource development and production and to achieve excellence by creating our workers and environment"


 Tennage- Manager Hunnasgeriya Estate





Statement by a Trade Union Leader in Pitakanda Estate


	First we were provided us leadership training. After forming DPT, they met once a month to discuss the problems of the estate and resolved them. Through shramadana garbage problem and broken water lines were corrected.   


	At the PT estate level problems were discussed.  Training given to the volunteers helped to take the SHAKTHI message to all estate residents. Facilitating the basic documentation helped a lot of people to get their ETF and EPF and banking. 


	Cross visit to Galpehele allowed us to compare the two estates. 


Community Center and equipments were very  useful.


A new opportunity has emerged to discuss the problems of the estate 	with the management in a cordial manner. 


We with the help of the Management and people were able to provide relief supplies worth over three lakhs of rupees  to Tsunami affected people in Mullaitivu area 








Gender ideologies ascribe several essential attributes to women, they are characterized as being subordinate, dependent , ignorant, socially inept, lacking in technical and leadership skills without initiative, passive, docile, sexually weak, spontaneous, emotional, irrational, inauspicious and most of all in need of male control and protection. These ideas permeate every aspect of women's lives and define their role and relationships at work, in the home and within the community (SHAKTHI Gender Development Report)





“As a person who didn’t get a chance to go to school, I am very thankful  for the Gender training because it lighted my  path .Truly I see a big development in my thinking .It has helped me to bring up my kids properly . My greatest desire is too see all my children study well and take up good jobs unlike me who didn’t get a chance to study and end up working as a labourer in  the estate


         Jegajothi  34 year old Gender Trainee





I went for all the training programs under Shakthi (Alcohol, Nutrition, birth certificate – I .D. cards training and the money management). I learnt so much from those trainings but Gender training is different, it spoke directly to me and even though it was a few months ago I am still on fire to spread the acquired knowledge on Gender  and empower the women who live in constant fear of male dominance just like how I used to be before I participated for the Gender trainings


         Vindoha 22 year old Gender Trainee





I was an occasional alcohol user. After participating at the training program I realized that I need to educate the estate residents on the ill effect of alcohol. I cant do this with out stopping my consumption hence I have now  completely stopped using alcohol.  Now I feel free and the money I used for alcohol is now being save from my children's education.  Further I can discuss with people without any problem. We have planned a number of activities in our division to educate the  estate residents 


(Robert, Bogawantalawa)





I have started talking to my friends and family members about the impact of alcohol to our community.  I have a confidence that I will be able to convince people as every one knows that alcoholism is a major barrier to our development.  I have also planned to take up this issue in our union meeting next time.  But I am not quite sure how positively people will response to me since most of the union leaders have connection with Kasippu(locally brewed alcohol) sellers


Muthukumar, Union Leader Bogawantalawa





We have only seen the messages and images that promote using alcohol but this is the first time we see message that asks us to consider our alcohol use


Alcohol user in Bogawantalawa 





Mr. Paul (PT member) told me that they had drawn a prevention massage at muster shed. When I saw the massage, I was attracted. I would be happy such massages could be displayed in school wall as well


Estate school teacher in Bogawantalawa 





The SHAKTHI programme initiated by CARE has played a vital role in the process of educating the workers of the estate by educating and motivating them to be more realistic and changing the environment for a better future in the management of the estate.





In times to come the workers too, will realize the practical problems faced by the estate management to run an estate as a viable unit, and on the viability of the estate the life of the estate residents too are bound (Poysten Estate Presentation, Exit Strategy Workshop)

















It will be easy to work if we have a dialogue with workers. Participatory teams can initiate more dialogues.... Participatory forums could improve  worker discipline. 


	(Nilaweera, Regional Director, Elkaduwa Plantations) 














Plantation is a unique place. it was a one man show, but now it is gradually changing.


( Boange, Regional Manager, SLSPC)





It is only after SHAKTHI started working on the estate that people are talking about management problems


(EMA Galpehele Estate) 





SHAKTHI project has really made a change that we all had been looking forward to.  I would be grateful  if you could support for  at least one more year in our attempt to consolidated the good activities that your organization has introduced to us.  I also would be obliged if you could help us in taking the SHAKTHI project to the rest of the estates of my company.  


 (Herath, Regional Director, SLSPC)  















































SHAKTHI is a project which helps the plantation community. They are vulnerable and isolated . They are not on par with the rest of the citizens in the country, as their living conditions are not up to standard. This program is needed as its helps to overcome the dependency of the workers and to make a better relationship between the management and the workers


(Wijerathne, Additional Secretary, Ministry of Plantation Industries)

















Although the majority of the households have more than one income earner and the estate family's income in higher than that of nonestate rural families, the standard of living in he estate sector is lower than that in other sectors of economy.  This is indicated by the lower literacy rates, higher school dropout rates, the negative savings rates. Mismanagement of household finances and alcoholism keep estate household in the lower strata of Sri Lankan society


	ADB PDP (2002)





This event of community meeting organized by CARE should be recorded  in the Guinness book of world records, as it is difficult to gather people


	A Worker from Bandarapola estate





The difference (between plantation and peasant systems) arose from the way the factors of production, primarily management and labour are combined. It is a bureaucratically organized system in which people are treated as Units and are marched through a set of regimentation under the surveillance of the small supervisory staff


	(Devaraj, 1989)





Harvesting tea leaves is the most important operation and this is done mainly by women.  The reason given for employing women in harvesting is that they have nimble fingers and are more suited to do this type of work. However, the real reason may be that it is easier to control women workers, social norms also being favorable to such controls


	Devaraj (1989) 





The nature of the work and the long hours involved resulted in exhaustion and physical stresses that had serious impact on their health status 


	Devaraj, 1989











Major Issues in Workers'  Living Environment


 1. Poor housing and water/sanitation 	conditions


2. Malnutrition among women and 	children


3. Mismanagement of financial 	resources


4. High school dropout rates and 	Poor quality education


5. Unemployment and 	underemployment among youth


6. High incidence of alcoholism among 	men and women


	CARE (1998)











It is only after SHAKTHI started working on the estate that people are talking about management problems


	Galphele EMA








This is a CARE social network/community empowerment project. Social network security is a component of livelihood security. CARE defines social network security as “the capacity of households and communities to maintain and participate in social networks that enable them to pursue viable livelihoods by reducing risks, accessing services, protecting themselves from deprivation and assessing information for lowering transaction costs.” 


(SHAKTHI Project Proposal)





Familiarization visits to Estates





Orientation to EMs/ CEOs/ Stakeholders





Orientation to Management Staff





Familiarization visit to Estate Divisions





Orientation to Existing Leaders





Community (Pocket) Meeting





Re-orientation and Selection of DPT





Capacity Development to DPT Members





Staff Refresher Programme





Formation of DPT








Formation of PT





It is amazing to observe the possibilities of worker management relationship development through PTs


(Fernando, Chief Accountant, MPI)





Inside a PT Meeting


The Team Leader (a rotational position) started the meeting welcoming the  participants. After reading the minutes of the previous meeting by the recorder, several issues raised by the worker representatives relating to plucking norms and their certain task difficulties in the field were well taken by the management representatives and follow up actions also were proposed collectively.  While actively listening and positive responding to what workers presented, the management staff also put forward their concerns over certain issues relating to productivity such as quality of plucked tea leaves etc. Worker representatives appreciated management for bringing it out to the table since they were not aware of such concerns.


The whole dialogue went on in a non-threatening and a friendly atmosphere. Female participation and their active involement in the discussion really encouraged and raised SHAKTHI's hopes for a project success





(Observation made by SHAKTHI Project Director at a PT Meeting in Galpehele estate)





It (PT) helped us take collective decisions. This paved us the way to reduce conflicts among us. Earlier only the Trade Union leaders use to meet me during the Labour Day. Now we meet as a team.  Those days I used my authority is solving problems without giving any chance to other to raise their voices.  Now we have realized that the mutual consultation is the best way of solving problems


(Gunarathne, Manager Hagala Estate)





One of the big attitudinal changes that I have observed during my tenure is ... developed a sense of ownership of people towards the estate.  The are now talking as to how they can contribute to develop the estate. The (SHAKTHI) project has made this change


(Boange, Outgoing Manager, Galpehele estate)





With the formation of Participatory Teams, worker management relationship has been enhanced.  This mechanism will be useful tool for effective estate management in future.


(Herath, Regional Director, SLSPC)  





IT is very clear that the people of our esate have become united because of "SHAKTHI" program. They could resolve many problems collectively at the PT without going into conflicts....Conflict management training given to us by the project has made a greater impact on our family life..


	(Guneratne, Manager Hagala Estate)





When the payment of wages got delayed, workers used to get agitated and play havoc going against the management those days. Even though we haven't paid them yet for the  month, calm and quiet behaviour of the workers without confronting the management is an astonishment


(Udugama, SD, Pitakanda Estate) 


	





 It is very clear that the people of our estate have become united because of SHAKTHI program. They resolved many problems collectively without going into conflicts whereas the scenario was totally different earlier.  Through SHAKTHI we have taken measures to address the issue of alcohol abuse. Now estate residents are also concerned with the estate productivity increase.  Conflict management training given to us by the project has a greater impact within the family. Another improvement I have observed is the change of people's behavior. People now know how to deal with the management staff. (PT member Hagala Estate)





Female factory worker suggested an improvement to the working environment of the rubber factories during a PT meeting at Dalkeith estate. The manager, in consultation with the other members took an immediate action to improve the condition of the factory as requested. As a result, pipe music was installed. Drinking water supplied. Tea for workers twice a day and dinner provided. Further the factory surrounding was cleaned by 119 plantation workers through shramadana as a result of  a collective decision made at the PT. This whole exercise has led to increase worker outturn from 15 to 38 exceeding the full carder of the factory 


(SHAKTHI Project: Progress Report)











Pre-PT  Era





Workers brought issues such as line repairs, reproofing and water facilities to the manager 


Poor attendance and punctuality


Request leave to attend meetings


No interests in attending meetings in the estate


Lack of confidence about the project


Afraid to take responsibilities








WHAT PT DID AT BOGAWANTALAWA











After PT





Divisional issues are solved at DPT level and only general issues are brought to PT


Workers have got self motivated


They come out with solutions


Willing to take responsibility


Workers have appointed a person in charge of each line.


Voluntarily cleaned line drains, main water lines


Given themselves respectable postal addresses


PT has published an article in a national newspaper


Gotten a temporary veterinary surgeon.


Reached 80% attendance


Reached 70% good leaf 


Concerned about leaf transport and leaf bags


Receiving top prices for tea


Reached Top 15 estates in Western High Grown








�





Extracted from Bogawantalawa presentation.


Exit Strategy Workshop,


December 3, 2004





The officials of the CARE had arrived to initiate a series of programs on our estates at a time when the management and the workers are distancing themselves from each other. The reason is lack of communication and understanding.  The Management saw the requirement of workers as demands and the workers saw the requirement of the management as unreasonable and unrealistic.


	With the arrival of SHAKTHI programme confidence building has started and the development are to be seen now by the motivation given to the workers by organizing training programmes etc.


(Poysten Estate Presentation, Exit Strategy Workshop)





We as agribusiness managers have an obligation to make the optimum use of the resource and assets available to us. The greatest asset of our industry are workers. And to get the fullest cooperation of the workers the participatory team play a major role


(Hunnasgiriya Estate Presentation, Exit Strategy Workshop)





The most successful result achieved by the project is the promotion of participatory teams on these estates,.  Participatory teams have created a pro-active mechanism through which many of the problems were averted or prevented from reaching crisis levels. As the workers were able to resolve the problems collectively in consultation with the management, the participatory team has become an empowerment process in its true sense.  The supportive and trustworthy environment that has been created will no doubt act as catalyst that will enhance the overall productivity of the estate sector. 


(Ranjith Peiris, Director/Low Country, KPL December. 2005)





The voluntary contribution offered by the workers in kind and gesture was an immense achievement towards productivity improvement of the estate.


(Poysten Estate Presentation, Exit Strategy Workshop)





W(PT) met together once a month at the Community Center and discussed the matters raised within the community.  There  was possibility to solve problems after having lengthy discussions.  We had to find ways an means to get solutions to the labour scarcity and also how we are going to improve the out turn to increase our productivity.  Passing ideas and views among us was done very friendly manner where we never had s such meetings in the past decade . 


 (Manager, Hadigalle Estate, Jan. 2005)





What is PT


It;s channel of communication with workers


It improves efficiently and productivity with their willing cooperation


Establish worker motivation


It shares power to  a desirable degree with the workers and committees without union involvement


It bring new behavioral and relationships with the managment and subordinate


(Manager, Hunnasgeria Estate Presentation, Exit Strategy Workshop)





Importance of Harvesting Good Leaf


In Bogowana at the CARE participatory Team meeting held in the month of May 2004 the main subject of discussion had been harvesting good leaf. On a suggestion by the PT members for two batches of good pluckers from each gang of each division viistited the Processing Center to familiarize with the process of manufacture by directo observation and thereby to realize the importance of harvesting good leaf to minimize refuse tea. Accordingly two batches of pluckers visisted the Processing Center and their observatins were conveyed to other pluckers. This resulted in  an appreciabel improvement in the leaf standard. This in turn enable the Processing Center to produce quality tea to fetch a substantial price increase. 


(BTEL News Vol. 9 No. 2, Feb. 2005)








Estate youth get opportunities to participate in workshop and discussions organized by NGOs which helps hem to develop their skills. In terms of knowledge, we are far behind them. Mos o fthe organizations leaves behind union leaders. We accept the fact that union leaders are trouble in some instances. Exclusion is not the answer for  such case. I honestly appreciate the measure that have been taken by CARE to include union leaders with the process


	(A union leader. SHAKTHI:Other Trainings)





	Care-Shakthi Project has done a great job towards the plantation sector.


	The lack of proper/poor communication between workers and the management had badly affected the productivity and the well being of workers.  In short, during the past there was no community activities  in the plantation.


	After formation of Participatory Team mutual understanding between workers and the management improved and the discussions could be attended without trouble... Actually this approach has developed the productivity and improved worker/management relationship for the betterment of this plantation. 


 (Manager, Usk Valley Estate, Jan. 2005)








The officials of the SHAKTHI programme had done a tremendous work with all the difficulty they faced. As the managers even we too have failed to do the job of confidence building on the estate, without which the management of any organization will find difficult to exist. 


(Poysten Estate Presentation, Exit Strategy Workshop)





.. our company greatly appreciates the commitment and technical know-how of your (SHAKTHI) staff which was a critical factor that greatly contributed to the achievements.


	(R.Peiris, Director Low Country, KPL)








In the past ......


 In an ever changing world, it is rather disappointing to note that a section of people are deprived of their basic needs if not the most essentials in life. Whilst this sector (mostly women) toils hard to earn day's living, most of the earnings are spent on alcohol and as a a result the one who suffers most is their children.


After PT ....


The PT takes much pride in organizing ... activities where each member puts a lot of effort to uplift the living standards of the estate community which has taken off a great deal of weight and without a doubt has eased the pain of ever triring plucker who walks the next step with much hope to meet the future


 (C.Ubeyratne, Manager, Loinorn Estate)  





PT meetings are used only to address the welfare related problems of workers. There are instances where PT approach did not produce any results over the last two years but union activity does not take much time to process.


The effective way of replacing Labour Day with PT is to integrate as much union leaders as possible into PT and educate them about the power and advantage of participatory approach.  If we are able to convince union leader it would be much easy to change the traditional pattern.


	(Thanaluxmy Robinson, CDA, SHAKTHI)





We have been observing in the recent past managers in our project location change from time to time.  The continuation of the PT depends on the attitude of the manager.  If he does not like the participatory concept, PT will hardly exiist.	(Thanaluxmy Robinson, CDA, SHAKTHI)





From the inception of the programme, I made it known to the members of the PT that everybody including myself are equal in status in the PT.... The entire membership of PT were very enthusiastic and were delighted at the idea that even a minor suggestion made by them was welcome ....


(P Ramachandra, Manager, Dalkeith Estate)





COMMUNITY DEVELOPMENT ASST.





COMMUNITY DEVELOPMENT ASST.





COMMUNITY DEVELOPMENT ASST.





CLUSTER PROJECT  OFFICER





CLUSTER PROJECT  OFFICER





M&E COORDINATOR





FIN & ADMIN. COORDINATOR





CLUSTER PROJECT OFFICER





CONSULTANTS 





PROJECT DIRECTOR





NATIONAL STEERING COMMITEE





Trade union leaders came and pay their attention to the meeting, but they had not opportunity to participate at the meeting, because workers did not appoint them as PT members.  One of trade union leaders, 'Thalewar' insulted some participants and said PT members can have good foods and drinks once a month because of PT meeting.  Another Thalawar said that it is good if they also can participate.


	(Observation Report , 1st PT Meeting, Bogawana Estate)





























































































































































































































































































































� Human rights identify the minimum conditions for living with dignity (social, political, economic and civil conditions).  





� Central Bank of Sri Lanka, Annual Report 2003


� World Bank,  World Bank Atlas 2003


� World Bank, World Development Report 2000/2001


� Central Bank of  Sri Lanka, Annual Report 2003


� Central Bank of Sri Lanka, Annual  Report  2003


�  ADB (2002) PDP Proposal, August 


� ADB  (2002) PDP Profposal, August  


� Asian Development Bank, Report and Recommendation of the President to the Board of Directors on Proposed Loans to the Democratic Socialist Republic of Sri Lanka for the Plantation Development Project  August 2002.


� CARE Household Livelihood Security Assessment Survey 1998


Baseline Socio-Economic Survey of the Estates, Plantation Reform Project - 1996


� Baseline Socio-Economic Survey of the Estates, Plantation Reform Project - 1996


Central Bank of Sri Lanka, Annual Report 2002, 2003


�  WUSC-Sri Lanka Newsletter  Volume II: August 2003


�  PLAN Annual Report 2002 Sri Lanka.


� Human rights identify the minimum conditions for living with dignity (social, political, economic and civil conditions).  





�  The number of estates in the original proposal was 21 but it was subsequently changed to 15 due to political situation and administrative changes at the Plantation Ministry.  However the total number of household was kept unchanged.  D.M.S.T. Dissanayake, SHAKTHI, Plantation Community Development Project: Milestones and Deviations, 2004





�  CARE defines social network security as  "the capacity of households and communities to maintain and participate in social networks that enable them to pursue viable livelihoods by reducing risks, accessing services, protecting themselves from deprivation and assessing information for lowering  transactions costs.   SHAKTHI Project Proposal 2000


� The Monitoring and Evaluation Plan records these intermediate goals in slightly different wordings.


� The delay in release of funds caused the project to start its field activities almost 6 months late.


� NSC comprised of  representatives of Ministry of Plantation Industry, JEDB, Plantation Human Resource Development Trust (PHRDT), NHDA and  CARE.


� Robert Strasus  CEO Orientation Workshop Report.


� SHAKTHI Progrss Report- NSC Meeting , May-August 2003


�  Lenthenty Estate Presentation at the Exit Strategy Workshop, December 3, 2004


� Process and Formation of Participatory Teams, SHAKTHI Project, Undated.


�  SHAKTHI staff are not members of the PT


� SHAKTHI PROJECT, Alcohol Prevention Report. 


� Badureliya Exit Strategy Workshop Report.


� Monitoring and Evaluation Plan


� Exist Strategy Workshop 29th December 2004


� Monitoring and Evaluation Plan


� Shakthi News Letter. No. 12.


� Presentation by Bogawantalawa Estate at Exist Strategy Workshop, 3rd December, 2005.


� It is important to note that the PTs in Kandy cluster have been functioning for more than one and a half years while in Bogawantalalawa they were less than 9 months old.


� SHAKTHI PROJECT, Gender Development Report.


�  SHAKTHI Training Reports


�  SHAKTHI Project: Gender Development 


�  Monitoring and Evaluation Plan


� SHAKTHI Project  Alcohol Prevention Report


� SHAKTHI Project  Alcohol Prevention Report


� SHAKTHI Food and Nutrition Report


� SHAKTHI Food and Nutrition Report


� Monitoring and Evaluation Plan
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