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KEY POINTS / EXECUTIVE SUMMARY

General

1. VOICE was an innovative program, which, unlike other CARE Sri Lanka interventions, had a dual function.  It was a learning process undertaken to pilot a transformation in CARE’s approaches to humanitarian/development projects and thereby affect changes internal to the organization’s programming. On the other hand, a number of projects and interventions aimed at addressing some of the root causes of the conflict, rather than addressing its symptoms and consequences as most humanitarian and development interventions do, were undertaken by the team. VOICE was then a novel program in a double sense for CARE Sri Lanka. 

2. As with any innovative project that attempts to rethink conventional humanitarian and development concepts and international Aid Agency practices the VOICE program raised and encountered a number of challenges. These challenges were at three levels:  a) conceptual - re-conceptualization of development/ humanitarian intervention in terms of a root causes analysis and solutions to the conflict; b) managerial - program/project management and institutional practices given the commitment to experimental and less hierarchical relationships, c) operational/practical- negotiating perceptions and expectations of external political actors and beneficiaries to a new no-service delivery and less hierarchical approach. 

3. The VOICE program and project components were affected and contoured by the strengths and limitations of the team composition, the operational and management approaches adopted in the CARE institutional context, as well as the security system and the civil society capacities already existing in the areas where VOICE projects were implemented.

4. The VOICE program trajectory maps onto developments in the peace and conflict environment and macro-political/security configuration. The project began at a time when the armed conflict in Sri Lanka was being intensely waged. It was a time when peace appeared to be almost a dirty word as one onlooker put it, especially among the armed actors. Peacebuilding was a politically sensitive issue but during the project the peace process began and projects gained greater momentum.

5. However the different security situations in the regions where the VOICE projects were located significantly affected the trajectory and outputs of the VOICE program and different VOICE project components. The different project approaches, outputs and levels of impact reflect the extent to which the local/district/provincial security situation contours the availability of political space for civil society initiatives. This has implications for how monitoring and evaluation of the project components may be done. The various project outcomes were structured by these external events as well as the political context. 

6. VOICE as a program sought a balance between the individual creativity of team members and more traditional approaches in project formulation, development and management. While the emphasis was quite rightly on individual creativity and innovation, the team members and various project components would have benefited from more structure and rigorous engagement with standard approaches, methodologies, as well as training in social science research and analysis skills. A better balance may have been achieved with guidance from old hands, formal analysis, conventional monitoring and evaluating procedures, sector analyses etc. 

7. A greater reflexiveness with regard to how the external environment affected the VOICE program as a whole and each project component would have facilitated cross-project comparison. However the structure that evolved was that autonomous projects did not engage in the more theoretical work of comparison. This in turn resulted in a hothouse effect in the team and a lot of navel gazing rather than analysis and theorization when the team members met. 

8. Staff learning and development was insufficient throughout the VOICE program in the context of the fact that this was understood to be a learning program for CARE staff and similar agencies. In fact it appears that this essentially dual function of this project and its programmatic implication was poorly stated (e.g. in project proposal) and inadequately grasped as evident in the fact that the project team had only one individual (Project Director) who had academic/ research and conceptual background to design and develop a solid learning process for VOICE. Most of the team members were project implementers with a more activist focus. This placed serious limitations and constraints on the learning and dissemination component of the VOICE project.

9. As such it is important that external experts and analysts be brought in to discuss and theorise with the project team. Some of the experts and consultants brought in were of uncertain quality (e.g. mid-project review). It is not clear that the attempt to network with researchers, research institutions and universities happened in a systematic fashion.

10. Balancing needs-based and rights-based approaches for sustainable capacity building of institutions and organizations for peace and conflict resolution is recommended.  Assessment of infrastructure needs for institutional capacity building (e.g. communication infrastructure for area groups on the VfW network) could have been undertaken. Rather, there was an understanding among VOICE staff that there was no space for an infrastructure needs analysis. A purely rights-based approach however runs the risk of being merely hot air – building capacity for the sake of building capacity or networking for the sake of networking. Such projects are unsustainable in the long run and lack an exit strategy. 

11. In an intense conflict situation networking may enable only individual stories of empowerment, but in a peace process where new spaces open up, more emphasis should be given to the collective output, upscaling of network activities, capacity building projects etc. While empowerment of individuals in a conflict setting is a fine thing, empowerment without a wider purpose could also result in raised expectations, that if unrealized may lead in frustration. As such, it is recommended that an analytic distinction be made between individual empowerment and a group or network’s collective activity. This distinction may assist the M& E process. 

12. Sometimes participatory approaches may not be adequately sensitive to beneficiaries’ analyses and perceptions, and project goals may trump a truly participatory approach. In any case participatory needs assessments could benefit with a literature survey of other work in the region, better data gathering techniques and analysis of needs for improved targeting of interventions. None of the project components involved needs assessments of any quality or literature surveys to ascertain what may have been done by other agencies. The assumption of vulnerability is not adequate and more precise targeting should be done.  For this a strongly articulated Research and Development plan would have helped and would have enabled a strong dissemination program and the Trincomalee survey. 

13. The dissemination component was particularly weak, ad hoc, unsystematic, and the quality of the outputs (reports, monitoring and evaluation tools etc.), especially in the context of the fact that VOICE was to be a learning program for the organization, was insufficient. While there were some project-by-project interventions to introduce conflict resolution techniques and rights-based approaches these too have no sustainability component built in. For instance there are no training modules. 

14.  While the innovative aspects of the program seem to have been beneficial, the lack of clarity of roles, task allocation and division of labor between team members partly accounts for the uneven performance of the VOICE program. There was also inadequate opportunity for staff training and leaning  (given the fact that peacebuilding is a relatively new field) during the program. Hence the program may not have achieved the impact that was desired. 

15. VOICE is a project that partakes of an information economy that has its own infrastructure needs. As such CARE Sri Lanka needs to systematically articulate a position on VOICE and its approach to advocacy. The VOICE projects could be explicitly structured to scale-up and generate vertical and horizontal networks for peace advocacy.  To facilitate this a research, development and dissemination unit for mainstreaming peace and conflict analysis within CARE projects and sharing of lessons with other I/NGOs may be useful.

CONCEPTUAL ISSUES

16. Not all conflict is negative as a number of social transformation theorists before and after Marx have explicated. Violent conflict is however a problem. Peace is not the absence of conflict, but rather the creative channelization of conflict. Conflict resolution particularly in an ongoing conflict situation ipso facto brings up sensitive and repressed subjects that cause discomfort and may generate a level of tension and conflict. Ironically, the process of conflict resolution and de-escalation may intensify conflicts (political and/or interpersonal), briefly. The process may have lasting consequences, positive or negative. VOICE team members’ attempts at dispute/conflict resolution appear to have generated mixed responses within CARE as well as outside but by and large have had positive consequences. 

17. It is important to conceptualize and analyze the risks that rights-based projects pose in on-going conflict situations. There was a tension between a human rights and a humanitarian/ development focus that was not adequately identified and analyzed in the VOICE program or in CARE. Humanitarian/ development intervention requires access and hence a low key approach where relationships are built and maintained with the armed / political actors, whereas an HR approach means exposing and shaming the armed actors, and hence may jeopardize project access. This tension requires strategic analysis and making of the right choices with regard to the project’s ethics, goals etc. In such a context, clarity of project goals and the means to achieve them is crucial. Otherwise this tension may in fact affect the project vision, clarity, output and impact as appears to have been the case in VOICE projects in Batticaloa. 

18. The tension between conventional humanitarian/development approaches and an explicitly right-based approach has implications including ethical considerations for VOICE as well as for CARE in general. A rights-based project may jeopardize access of CARE as occurred mid-way through the project in Batticaloa when the LTTE signaled its displeasure about VOICE’s peacebuilding and rights-based approach. Balancing trade offs are necessary. Clear ethical choices will need to be made with balancing access, against a threshold of violence or intimidation that erodes the legitimacy of HR work and/or the security of beneficiaries or project staff. In such a situation an exit strategy for when core principles are compromised is necessary. This is a discussion that CARE Sri Lanka may need to have with other I/NGOs working in the north and east.

19. In the meantime it is suggested that there be a clear distinction between humanitarian/development and peacebuilding projects and those with a rights-based focus in LTTE areas so that the latter does not jeopardise the former. That the VOICE projects came to stand on their own is good. On the other hand, there needs to be a clear way to mainstream conflict resolution and “do no harm” into the more conventional projects. VOICE has provided the minimalist version of “do no harm” for other projects, in the sense that one ensures that humanitarian or development assistance will not exacerbate conflicts, tensions between groups. It is essential however that steps are taken to continue the process after the conclusion of VOICE.

20. An unfortunate consequence of identifying vulnerability is that it leaves little space for the identification and analysis of existing capacities, and people tend to be seen as victims or infantilized (i.e. youth seen as children). Balancing the vulnerability and capacities analysis will enable better targeting of beneficiaries. In the context a multiple vulnerabilities approach or analysis of the intersection of forms of vulnerability (e.g. displacement/ caste status) is recommended for better identification of beneficiaries.

21. VOICE components and their relationship. There was vagueness in each project component’s work plans and in the relationship between the components, and not enough sharing of lessons learned etc among project components. This was partly due to the rush to implement and spend funds without enough time taken to reflect on the evolution of the project’s goals and priorities. This may also reflect CARE culture where there appears to be a lack of communication and understanding of other projects among staff. 

22. The issue of capacity needs to be analyzed and disaggregated in terms of county and region, as well as how security structures impinge on existing administrative structures and literacy levels in a region etc. Capacity building is a buzz term in the international “tool-kit” approach to peacebuilding and development that is premised on the idea that all wars whether in Africa, Latin America or Asia are the same and that trust, network etc. has been eroded uniformly in conflict affected countries. 

23. Some analysts have pointed out that years of conflict have also generated new capacities as well as coping strategies in conflict torn societies. As, such “capacity building” needs to be based on sound analysis and be for a specific purpose or issue with a sector analysis, if the project is to be sustainable, cumulative, broaden and deepen. There is no point in doing capacity building for capacity building’s sake, or networking for net working’s sake, anymore than coordinating for coordination’s sake.

24. In the current global climate where peacebuilding is a growth sector the importance of the VOICE project for CARE was repeatedly articulated. It is not clear, however, that CARE Sri Lanka as an institution was able to accommodate all the challenges that the VOICE program provoked, conceptually or institutionally. There does not appear to have been a way to deal with complex issues analytically and hence the tendency was to not take the discussion to the next step of analysis and resolution, either in terms of VOICE’s relationship to CARE or to project implementation. This was possibly due to a combination of factors including the sensitive, complex and evolving conflict situation, inadequate political will and expertise on the part of the CARE management as well as VOICE team members.

25.  Systematic gender analysis in all VOICE projects to enable high impact of projects to improve the status of women is necessary. It is now conventional to add women in all development initiatives but the evidence is that this does not necessarily change existing gender hierarchies and negative cultural stereotypes about women who challenge the status quo. Rather than simply taking women as vulnerable groups and doing individual empowerment, there is a need to change social attitudes (and men’s attitudes) and cultural stereotypes that affect women’s ability to be empowered. For this second level of programming there should be better gender analysis and targeting of men in such programs.

26. Capacity building for civil society to claim its rights such as the birth certificate program must be accompanied by capacity building of local government institutions/personnel involved in the projects, etc. The neo-liberal approach of reduced government and strengthening civil society that is currently popular in the international post/conflict industry is inadequate particularly in conflict zones where competing security structures have left a debilitated and incapacitated government administrative structure. Strengthening government offices concerned may be part of the exit strategy of such projects so that the project initiative is sustained. This appears to have been the case to some extent, but there needs to be more study and analysis of the relationship between dysfunctional government structures and I/NGOs and how best to strengthen government structures and accountability in light of the criticism that international humanitarian aid may inadvertently lead to an erosion of government structures in conflict torn countries.

27. Finally, the VOICE team members were drawn from different ethnic communities that have been affected by the conflict in different ways over the years of war. Some staff members may bring personal experiences of violence or trauma to their work. More attention should have been paid to team building and conflict analysis that relates the personal to the political, and to developing a political-economic rather than ethnic analysis of the conflict. In the context conflict analysis should be accompanied by promoting active listening among team members and a psychosocial sensitivity that could facilitate greater communication and understanding between team members. Better communication between team members may in turn facilitate increased project/program integration. 

Introduction: Evaluation Strategy and Report Structure

The team jointly developed indicators, methodology and a work plan to formulate a comprehensive analysis of the overall VOICE program while analyzing its main project components to answer the key cross cutting questions laid out in the Terms of Reference – particularly those pertaining to the impacts of the external environment on the VOICE program, and conversely, how project components impacted the peace and conflict environment, generated social transformation, empowerment, etc.  

Each of the three core team members were responsible for primary assessment of the three VOICE project components, which have different if some what overlapping geographic locations and scope. A. Sornalingam examined VOICE in Development with Dileepan Sivapathasundaram’s (VOICE intern) assistance; Farzana Haniffa examined VOICE for Women and Darini Rajasingham, VOICE for Children. The evaluation team members then worked collectively to complement strengths and weaknesses and draft the two analytic chapters, conclusions and executive summary. 

Causality is handled in this report by mapping conflict trajectories and project trajectories in the different project areas, while simultaneously comparing the 3 VOICE project components and their outcomes. The VOICE for Children project (VfC) was located in a GoSL controlled area, albeit a border zone in the North Central Province, where there was relatively more space for peacebuilding activities after the cease fire MOU between the GoSL and LTTE in March 2001. On the other hand, the VOICE in Development (ViD) and VOICE for Women (VfW) components were located in the Eastern Province, which has a dual security structure – (LTTE/GoSL), and where the LTTE maintains a level of local social conflict, both of which affect the scope and impact of peacebuilding projects. 

In addition to examining the peace and conflict environment in which the VOICE program and project components were located (chapter 4) this report also examines the CARE institutional context and location and impact of VOICE (chapter 5). In particular we examine the VOICE project in relation to CARE’s institutional culture and include staff perceptions and expectations of the project.

In the concluding chapter we place the VOICE initiative in the context of the international debate on humanitarian assistance and peacebuilding. This debate stems from increased recognition that humanitarian and development assistance may prolong and subsidize long-term low-scale armed conflicts in the global south, and constitutes a rationale for the VOICE project’s root causes and rights-based approach to development interventions. We also locate VOICE’s peacebuilding activities in the wider context of the world development industry where peacebuilding and post/conflict reconstruction have emerged as growth sectors. 

At the CARE Peace and Co-existence Workshop in Habarana, in July – a participant asked “why do we have to make peace in six-months, through what UNHCR terms “low cost high impact projects” when at the Tokyo conference $4.5 billion was pledged for Sri Lanka’s peace and post/conflict reconstruction”? This is a valid question regarding the macro-polices of peace and post-conflict reconstruction that CARE as an INGO involved in the international peacebuilding and post/conflict industry may wish to seek to answer and in so doing build necessary networks and capacity for local groups and institutions affected by the conflict to analyze, understand and thus own the peacebuilding and post/conflict reconstruction process – thus making it more responsive to the needs of local people.

Finally, there is a need to upscale and link local level micro-peacebuilding projects to macro political and economic processes. Simultaneously, there is a need for discussion of the ethics of international development/humanitarian intervention in post/conflict situations where human rights abuses continue such as in the east of Sri Lanka. This is the larger challenge that a program such as VOICE that seeks to build capacity for sustainable peace in Sri Lanka through a root causes analysis, a rights-based intervention, and advocacy, faces. 

Chapter 1

VOICE FOR CHILDREN

This chapter analyses the impact of VOICE for Children, a project focused on capacity building for peace education and conflict resolution for schools, teachers and students in the national school system. As a pilot project VFC targeted ten schools in the border areas of Kebithigollewa. After initial exchange visits between teachers, principals and children from Batticaloa and Kebithigollewa, an activity identified for trust building among the various ethnic communities, the primary project activities were developing a guide for teachers and setting up a peer mediation program for students in the selected schools.

The subject of Life Competencies that is part of the national curriculum for students in Grades 7, 8, and 9, and a peer mediation program for students in these grades were strategically chosen project entry points. 

The evaluation team met with education officials in the Zonal Education Office, school principals, teachers and students, including students who had become peer mediators in Kebithigollewa and Anuradhapura and with CARE and VOICE staff. 

Responses to and Impressions of VfC 

The evaluation team encountered several requests that the project be extended to other schools, zones and districts during the field visit. The positive reputation that the VFC program had gained among local education authorities, school principals and teachers who knew of the project was impressive and striking. Requests that the peer mediation program and Life Competencies teachers’ manuals developed by the teachers’ circle be made available to schools outside the project target areas were made by officers of the zonal and provincial education authority and by school principals. 

The team also watched a street theater production by a group of students who were peer mediators and conflict resolution specialists at Mahanetiyawa Vidyalaya, Kebithigollewa. The performance addressed issues of alcoholism, domestic violence, and coping with shame and indicated a high degree of social consciousness and solidarity among students who had undergone conflict resolution and peer mediation training with the VOICE project. The enthusiasm of students regarding the program and their capabilities as leaders were apparent. The overall regard for the program was signified in the students' desire to have a badge that identifies them as peer mediators. Being a peer mediator was a high prestige past-time and there was a great demand for entry into the program.

Clearly VFC had identified and targeted the correct space while acting as a catalyst for peacebuilding activities in the education sector. In turn the project appears to have broadened and deepened that space and enthusiasm for learning and activities with regard to life skills both among teachers and students.

 However, it is less clear that the project has targeted the most vulnerable group of children and youth such as school dropouts or understood the reasons for this. This is an issue of particular concern given that Kebithigollewa is an area of high military recruitment.

It may be the case, as with poverty reduction programs, that there needs to be a further differentiation of vulnerable children and youth, and a two-pronged strategy – one for the very vulnerable and another for those who are vulnerable but also able to make good use of opportunities as they are presented, as is the case with those who benefit from the small credit and micro-enterprise in poverty programs. As such, it may be more appropriate to have a human security approach where both need and rights are addressed for a specific (e.g. education) sector.

General Observations: VOICE for Children or VOICE for Youth?

There is a tendency both in humanitarian/peacebuilding programs and in the Sri Lankan school system that is highly teacher-centered and hierarchal to render children and young people passive recipients, victims or “vulnerable groups’. Given the achievements of this project and since this program is about empowerment of young people it would be more appropriate to term it VOICE for youth and children. This may however be politically sensitive in some conflict areas.

Such a project title recognizes both the capabilities and vulnerabilities of children and youth and the continuum between childhood and adulthood and would be appropriate since the project is about empowerment of individuals and groups. 

Moreover, the VOICE participatory Vulnerability assessment for the Batticaloa district identified unemployed youth as the primary vulnerable category – probably due to the likelihood of being compelled to join fighting forces

 Life Competencies and peer mediation activities bridge the space between pedagogic and leisure activities (song, dance, performance/role plays). Such activities may be a source of leisure time activity for young people in a region affected by high levels of conflict and poverty where resources and facilities for fun and relaxation are quite limited and greatly needed. 

VFC in the Context of Other Agencies 

Projects by development and humanitarian INGOs in the field of education, particularly with regard to curriculum input, tend to be minimal. This is partly due to the specialized and culturally and politically sensitive nature of education. This is also due to the relatively high levels of literacy in the country and the perception that education has been a relative success compared with education achievements even in countries not dealing with internal armed conflict in the region and the developing world in terms of the availability of education in even remote regions and the provision of free education in government schools in Sri Lanka.

Where aid agencies work in the education sector in the conflict affected areas of Sri Lanka the tendency has been to focus on education infrastructure and/or provision of books, supplies and materials. For instance, during the same period, the EU and GTZ were involved in the reconstruction of school buildings in Jaffna. During the years of conflict OXFAM has provided books and materials as well as funded teaches for IDP children in Puttalam. World University Services of Canada (WUSC) on the other hand has been involved in vocational training programs (PRET) in the conflict-affected areas. 

UNICEF had disseminated a peace education manual via the zonal education office. However this was underused since it was perceived to be not user-friendly or culturally adapted to the needs of teachers. The Life Competencies teachers guide prepared by the VOICE teachers’ circle appeared to meet the criteria of being user-friendly -- hence the demand for them. Meanwhile the World Bank has been busy structurally adjusting the education sector island-wide trying to promote child-centered education practices.

Political-historical Context of Project Entry

VOICE for Children like the other VOICE project components started at the time when the armed conflict between the LTTE and the GoSL was quite bitter, and peace education, conflict resolution and multiculturalism relatively difficult subjects. The dominant political discourse at the time was premised on the notion that a “war for peace” could bring an end to the conflict in the south and in the GoSL controlled border areas. On the other hand, in the areas that it controlled the LTTE position was that it was opposed to peacebuilding and reconciliation until it had secured self-determination for the northeast. Thus peacebuilding was a sensitive subject in LTTE held areas.  Project interventions had to use a different language. 

As such, piloting the project in the GoSL-held border villages that had experienced similar kinds of violence but were more open to peacebuilding and reconciliation initiatives was appropriate and has placed the VFC in a good position to expand into other regions incrementally as the conflict has de-escalated.

The areas of Kebithigollewa targeted by the project, a border area, had experienced an LTTE attack in 1995 - a few years prior to the VOICE program. Of five schools in the project at least one had been displaced for two years. All the students in this school had been displaced, and interestingly it was students from this displaced school who seemed most keen on and dedicated to the peer mediation program. Children in this school – Hallmillawettiya Vidyalaya – had developed a song for peer mediators.

All schools appeared to have a few children who had been affected by the violence including a few who had lost one or both parents during the conflict. However neither the peer mediator program nor the Life Competencies teachers seemed aware of nor formulated a way to discuss or address traumatic experiences. This is an area that could be developed.

Kebithigollewa is a relatively ethnically homogenous area, with a predominant Sinhala population and a small Tamil-speaking Muslim minority. There was no significant Tamil population. The attack had generated bitter memories and fear of Tamil people.

It is obvious that the war had affected the younger generation more in terms of negative stereotypes of other communities. Unlike their parents they were not familiar with members of other ethnic communities, having grown up during the war years and with negative stereotypes of the other community. 

The older generation of villages had known a pattern of peaceful co-existence with the other communities. They said that they used to go to Tamil-speaking Vavuniya town for their shopping, rather than Sinhala speaking Anuradhapura before the war. Many members of the older generation spoke Tamil. Moreover, Tamil labourers from adjoining areas would come to work in Kebithigollewa. While they had stopped coming during the war they were now returning to work in the area.

A couple of teachers identified the lack of Tamil language skills among the younger generation as a problem, particularly given that the children did seem to want to communicate with one another. English language skills were nonexistent even though it is taught as a subject. 

VOICE for Children Project Activities, Trajectory, and Sequence


The project was selected due to the field coordinator’s familiarity, links and networks with the education system. The GoSL over the last four years had introduced the Life Competencies subject into grades 7, 8, and 9, a subject that the VOICE for Children appears to have targeted to good measure in order to make a systematic and sustainable intervention.

The project started with modest exchanges of children from the different ethnic communities from Kebithigollewa and Batticaloa as a trust building exercise on all sides. While the predominant purpose was to introduce the two different communities after violence, CARE was also establishing its credibility in the sector at this time. 

An initial visit by principals, teachers and a few parents from Kebithigollewa to Batticaloa appears to have dispersed fear and stereotypes about visiting the other side and paved the way for children to go to Batticaloa. These visits and enthusiasm of those who had participated in them, had prepared the way for the second level of the program which was peer mediation and support of the Life Competencies subject. Those schools that appeared to have enthusiastic principals and teachers were selected for the second part intervention.

By mid-2002 the project had evolved well beyond these exchanges into a strong peer mediation program for youth and a Life Competencies subject guide for teachers.

Focus was on capacity building within the education system and developing conflict resolution and peacebuilding skills in the selected schools. 

The two principle VFC activities – peer mediation and strengthening the Life Competencies subject complemented each other quite well and constituted a nicely integrated approach towards developing conflict resolution skills among children. 

There appeared to be a high turn over of project staff. By the time of the evaluation a third project officer had taken over as the second project officer had just moved to another project.  The high turn over and change of project officers however did not seem to have affected this particular project. In fact it may have benefited from the changes as the external environment changed. Project continuity was enabled by a clearly defined work plan and monitoring and evaluation plan that had been developed in consultation with the team.

The project has been a catalyst at a number of levels. The project appears to have capitalized quite effectively on emerging trends and new political spaces for peace given the changing national and regional conflict environment during the two and a half years of its duration.

Project outputs

1. Life Competencies teacher’s guide: subject knowledge increased, teaching methods improved.

2. Peer mediation program – more girls than boys participated.

3. Net works that enabled knowledge and information transfer at a number of levels.

4. Increased mobility of students and teachers.

5. Trust building and tolerance of diversity.

Bonds, Networks Established and Institutions Strengthened during Project

1. Regional networks between children/youth in the peer mediation program in Kebithigollewa’s five schools. This commitment was evident in the peer mediation song that had been composed by children at Halmillavetiya school peer mediators from all the schools. The song was sung by the children with obvious pleasure and commitment when the evaluation team visited the school. 

2. Regional network between some school principles and teachers who participated in the trip to Batticaloa. 

3. The peer mediation program also appeared to have resulted in the formation of very close and supportive bonds between the teacher in charge and the students in some instances where high levels of solidarity were visible. Less hierarchical relationships between teachers and students were apparent in some instances.

4. Networks between teachers of the Life Competencies teachers’ circle, and between the circle and the Zonal education authority and National Institute for Education. Many of the networks, particularly between peers and between students and teachers would no doubt continue.

5.Teachers specialized in different subjects, but all committed to teaching the Life Competencies subject had met for the first time. The ten circle members clearly had become friends.

Institution Strengthening: Life Competencies Subject in the National Curriculum 

There appears to have been a sector approach that was very beneficial to this project, and for upscaling project activities. 

The Life Competencies subject was introduced into the curriculum in 1999. At the time it replaced the Life Skills subject, which was de facto a vocational training subject. As such, Life Skills was about Home Science for girls and woodwork for boys.

The Life Competencies subjects introduced activity-based and student centered teaching, but many school principles and teachers had no idea how to handle the subject, since it was a break from the usual textbook and teacher centered methods.

Moreover the subject was a low priority subject since it is not tested, and in most schools the teaching of the subject has been randomly assigned to teachers who have some extra time. This project has strengthened the institutional frame for the Life Competencies subjects by the development of the Teachers Manual, peer mediator activities based learning, a new resource centre and resources persons for the subject.

This project, which has a bottom up rather than a top down approach, may prove to be a learning experience for the NIE. 

The risk is that the Life Competencies subject may be replaced again if the learning of this project is not disseminated vertically. 

Sustainability of the Project Outputs

Batticaloa-Kebithigollewa exchange visits: some of the children still exchange letters and greeting cards at Sinhala-Tamil New year but the links are reduced with the passage of time. There are however many positive memories and a desire to go back or to go to other places like Trincomalee. Such visits may be costly and time intensive in terms of preparation but appear to have had a lasting impact in demystifying the ethnic “other” and in countering negative stereotypes. This was apparent from those who had not gone on the trip but had heard stories of the visit from friends who had done so and wished to go themselves.

Peer Mediators: The second generation of peer mediators are already beginning training. Many children who would like to have not been included. There needs to be a way to expand the program to include all those who would like to join. 

On the other hand it is obvious that the peer mediation process would continue formally as several school principles affirmed the importance and value of the program. 

At the time of the evaluation team visit the children were preparing for an interschool peer mediator’s drama/street theatre competition to disseminate conflict resolution skills through role plays. Being a peer mediator appeared to enable access to a range of activities and information.

Life Competencies Curriculum: Teachers of the Life Competencies teachers’ circle have become advisors on the subject to the North Central Province Education department, and will be resource persons for training of trainers programs on the subject.

During the evaluation team’s visit the Principal of the largest school, Kebithigollewa Central College, observed that the day before he had received a phone call from the Principal of the Anuradhapura Central College asking for the teacher’s guides for Life Competencies that the teacher’s circle had developed. The zonal education authority will distribute it to the other three zones it oversees: Padaviya, Medavachchiya and Horowopotana.

A regional resource center to support the work of the Life Competencies curriculum and teachers circle is being established at Kebithigollewa Central College. The books have been translated into Tamil and English and will be available for wider dissemination.

VOICE for Children in the Context of CARE 

The project appears to be a new departure in many ways. It is new for an institution such as CARE that has traditionally not worked on curriculum interventions in the education sector. As it stands the project appears to have placed CARE in good standing to future work in this field and to make an intervention in a space that has not been a priority area in the work of similar NGOs. The outputs of this project have the potential for high impact, both qualitatively and in terms of dispersal. 

Knowledge transfer has been better within the various project beneficiaries than among CARE staff. There does not appear to have been much attempt at disseminating lessons learned in the course of the project aside from conflict resolution skills training in certain dry zone agriculture projects for CARE staff and partner organizations. More work would be required in this area, along with better monitoring and evaluation. 

VOICE for Children appears to have functioned as an autonomous project, rather than as a program that may have strengthened the conflict analysis and resolution aspects of other projects in the CARE regional office in Anuradhapura.

Monitoring and Evaluation 

Perhaps the road map is the best metaphor for evaluation and monitoring of such a project. This would enable having goals or benchmarks that may be shifted as the context changes to maximize output. 

This specific VOICE component seems to have benefited from having the VOICE monitoring and evaluation coordinator on site. As such the project coordinator and M&E coordinator appear to have worked closely in tracking the project and optimizing opportunities to deepen and broaden the project. In this instance the M&E coordinator could have been entrusted with dissemination of project learnings. 

Analysis of Project 

The success of VOICE for Children may be explained in terms of the project’s catalytic role in connecting people and institutions and thus generating or enhancing local capacities for peace. The project coordinators appear to have:

1) Identified partner schools and teachers based on sound criteria such as participation and enthusiasm;

2) Harnessed already existing capacities (older generation’s and teacher’s positive attitudes with regard to communities);

3) Used personal and CARE’s leverage and the project coordinators previous experience to build strategic networks between institutions and organizations that enhance and/or generate local capacities for peace through knowledge transfer (eg. peer mediator program). 

4)  Taken a sector approach while upscaling local capacities. E.g. within the education sector connections or networks were built vertically between teachers and expertise at the National Institute for Education that facilitated knowledge transfers.

5) Provided the space and recognition of value among the people it involved through strategic intervention. 

6) Developed an exit strategy (Life Competencies Resource Centre at Kebithigollewa Central): resource centre and peer mediation week.

Impacts on the Conflict environment

Decrease in conflict: peer mediators are using their skills outside the classroom and school environments to deal with conflicts within family among siblings, address issues of domestic violence etc.

Children becoming competent adults and mediators and being recognized as possible contributors to social harmony. Growth in self-confidence, leadership, willingness to mediate, arbitrate, teamwork, etc.

Teachers’ teaching methods improved along with subject knowledge of Life Competencies curriculum. 

Lessons Learned

The VOICE for Children component demonstrates a high degree of creativity and good strategic thinking on the part of the project coordinators despite the high turnover rate of coordinators. It is an example of the right sort of program at the right time, since the space and need for a peace curriculum and diversity is expanding.

The two principle VFC activities – peer mediation and strengthening the Life Competencies subject complemented each other quite well and constituted a nicely integrated approach towards developing conflict resolution skills among children towards the larger goal of capacity building. 

Cumulatively, VOICE for Children shows that a project may develop a life and strength of its own and move beyond the originators if the external political and administrative context is conducive and the individuals motivated. This is clearly the case with the Teachers Circle that designed the Teachers Guide for Life Competencies. The dedication and enthusiasm of the teachers was apparent when they said that they had sometimes neglected their personal lives and families as they worked on the book.

During the visit the enthusiasm of school Principals, teachers, children and the zonal education authorities for what had been achieved in the project was obvious. Perhaps what they revealed most is the capacity for peace in Sri Lanka that exists among people who have lived close to the conflict. 

It also reveals the existence of high levels of interest and potential in civil society and among dedicated individuals, teachers and children, who if provided the opportunities would spend a lot of time for very little monitory gain but for satisfaction and perhaps the prestige and respect that good deeds bring. This is probably more typical of those in the teaching and other such professional groups, where respect and prestige is as (if not more) important than financial rewards.

Project Limitations and Lacuna – Project Deepening and Broadening 

1. School dropouts who are arguably the most vulnerable were not targeted. There is a need for better beneficiary targeting, including an identification of capabilities and vulnerabilities in groups identified as vulnerable. Not all women or children are equally vulnerable. Setting up youth centers with the peer mediators for school dropouts may be something to think of.

2. VOICE for Children may be better termed VOICE for Youth in order to stress the agency of the beneficiaries group rather than its vulnerability. Calling and thus treating the beneficiaries as young people rather than children has psychological impact and implications for how the project is conceived, operationalized and perceived. After all the principal beneficiaries are the children/youth themselves, rather than teachers who may come to view children as agents. 

3. I/NGO programs may place an added burden in terms of workload on beneficiaries (eg. teachers circle members who said that their families and other teaching duties may have been neglected when they worked on the Life Competencies Manuel). There is a need to balance the demands that a new program may makes of beneficiaries with their other commitments. Project staff should be sensitive to this issue or the program may become part of a "double burden".

Psychosocial Inputs and Deepening Conflict Analysis for Sustainable Peacebuilding

All schools targeted by the project appeared to have children who had been affected by the violence, including a few who had lost one or both parents during the conflict and or been displaced. However neither the peer mediator program nor the Life Competencies teachers seemed aware of nor formulated a way to discuss or address traumatic experiences. This is an area that could be developed. 

A psychosocial component in the VFC project that is attentive to local coping mechanisms, combined with conflict analysis, would perhaps enable coping with the contradictions of living with torturers. In the context of the fact that children and youth have suffered and lost parents etc. due to the conflict there is a need to move beyond the mere celebration of ethnic diversity for peacebuilding. The fact is that children may experience fear, tension and anxiety about ethnic others who are associated with their displacement and or loss of family members through violence. Of course one child who had lost her father said that she likes meeting Tamil kids and that it was not they, the little children, who were responsible for her father’s death. She was clearly able to differentiate between civilians and the LTTE. However the issue of the contradiction of celebrating multiculturalism and cultural differences while these are associated with violence may need to be more systematically addressed if peacebuilding is to be sustainable rather than superficial. In this context a psychosocial component could be added and would very likely complement the current VFC project.

Broadening the program to include parents and members of the older generation who had good relations with people of the other ethnic communities as well as parents who may be role models for multiculturalism may be advisable. Likewise the program could continue training of teachers since there was a request for more knowledge on the peace process among Life Competencies teachers. 

A Different Language: VOICE for Children and Youth?

The ages of the students included in the VFC program were from 12-15, and this program is and could contribute significantly to preparing young persons between the period of puberty and adulthood for the challenges of adult life and creative engagement with a world affected by multiple conflicts.  As such VOICE for Children and Youth may be more appropriate project title when this project is extended to the Eastern Province.

Chapter 2

VOICE in Development

This chapter analyses the impact of VOICE in Development, a component focused on capacity building of a selected number of partner organizations to improve representation of needs and rights of vulnerable groups. VOICE in Development is primarily focused on capacity building, developing and coordinating partnerships and using techniques of collaborative problem-solving and participatory appraisal.  The focus is on a collaborative and participatory process that empowers beneficiary groups as well as local civil society and NGOs to express and represent themselves. 

The program developed and implemented a collaborative community-based methodology for prioritizing conflict-related vulnerabilities in the Eastern province. (June to August 2001).  The assessments brought together 70 participants including community members, NGO representatives, teachers, religious leaders and journalists, from the Batticaloa district in the Eastern province for a series of “talkshops”.  Forty-four vulnerable groups were identified for the district, narrowed down to twelve at the end of the final prioritizing talkshop from which VOICE staff selected two “vulnerable groups” on which to focus its efforts: 

· Children Without Birth Certificates (CWBC)

· Women-Headed Households (WHH)

VOICE’s main role as the program developed was to act as an intermediary, to strengthen local NGOs and community networks working with CWBC and WHH.

Project Entry and Political-historical Context

The project was initiated at a time when the People’s Alliance party was in power and the Sri Lankan Army and the LTTE were engaged in a relatively low-intensity war compared to the past.  The numbers of arrests and detentions of Tamils had also dropped considerably and there were very few roundups occurring.  On the other hand, rumours circulated just before the general elections in 2001 that the LTTE would take over the east. The rumours coincided with an increase in LTTE cadre recruitment drives.  This situation did little to alleviate the levels of fear in the region.

While there were clearly defined government-controlled areas (“cleared”) and LTTE-controlled areas (“uncleared”), the LTTE’s influence was visible in cleared areas.  This enabled them to develop structures to regulate various activities in the entire district, particularly in regards to development.  For example, three NGO and CBO umbrella organizations that existed in the district came under the jurisdiction of Inayam (the Consortium of NGOs in Batticaloa District).  At the time, INGOs were also a part of one of these umbrella organizations.  

As the leadership of Inayam was closely associated with the LTTE and in the name of safeguarding their interests, Inayam exercised control over the activities of local NGOs and INGOs. INGOs were routinely confused about who Inayam served.

Local NGOs exhibited a marked lack of leadership within the community and the objectives of community-based interventions were confined to empowering the community in relation to basic physical needs only.  There were little to no linkages created or developed between these intervention strategies with regard to addressing the root causes of the conflict. This was partly due to the fact that such an approach was not perceived as politically neutral given the highly polarized atmosphere.

Mid-way in the project, VOICE gave assistance in the form of a rice-pounding mill to a partner organization - PADRO - in the LTTE controlled areas, a decision that was taken under political pressure. The organization and the beneficiaries (25 WHH) felt that the project would very beneficial. However if this were not planned properly, the women may become labourers in a rice-pounding mill managed by an NGO. The assistance also raised many expectations among other NGOs. This is an example how the political context influenced certain decisions not consistent with the work plan.

In this volatile political environment, VOICE, which had wanted to implement peacebuilding and conflict resolution programs, had to find safer, more non-threatening welfare or development-based approaches for their interventions. In the context VOICE in Batticaloa adopted a different more conflict sensitive language, but also appears to have lost some clarity of focus.

VOICE in Development Project Activities, Trajectory, and Sequence

VOICE, as the name implies, means focus on vulnerable groups in conflict-affected areas. In order to build a project around this there was a lot of discussion on what is vulnerability and who are the vulnerable groups. However the discussions were unable to get a sufficient grip on the understanding of vulnerability.

A considerable gap was noted between the VOICE project, its staff and the partner organizations on their knowledge and understanding of “vulnerability”. A very brief introduction had been given in the ‘talkshops’ on vulnerability. Most of the community leaders and NGOs that participated in the ‘talkshops’ had only knowledge and experience of conventional needs-based approaches practiced by government or international agencies. They appear to have received a rather fuzzy idea of what the rights-based approach was about.

The VOICE project on its birth certificates and WHH activities practiced social mobilization processes in an ad hoc manner, since the staff had no formal skills or training in social mobilization.  However the activities carried out brought a number of learnings for the staff of VOICE and the members of the partner NGOs on mobilizing vulnerable groups of people. 

An INGO involved in mobilization process with partner NGOs rather than channeling financial resources for infrastructure was unusual in the district. This approach was made possible due to the high commitment of the staff of VOICE. During the field visits, the evaluation team observed the strong relationship that the staff had with the partner organizations, and in several cases with women of the WHH project.

Children Without Birth Certificates
The immediate aim of this program was to increase birth registrations but the long-term strategy involved maintaining and developing the coalition groups into local advocates on other local issues of needs and rights.

Two partner organizations (Koinonia & Be-Frienders) were selected to implement this program. Awareness programs, home visits, training and preparation for mobile services were the main activities of this component.  In the field visits beneficiaries stated that the above process had helped them to understand the importance of having the birth certificates (for school enrollment, national ID cards to enable mobility etc.), and the process of obtaining the certificates. The staff of these two organizations felt that now they could handle it themselves.

This was an appropriate entry point, and the staff of VOICE for Development worked tirelessly to make this intervention a success. This activity without doubt served many people in the very remote areas (marginalized caste groups, IDPs etc).  The intervention had also helped CARE to establish links with various government officials, which is a significant factor for the future strategic interventions in relation to government-NGO collaboration. In sum, 1168 birth certificates were issued through the mobile services conducted in 2 DS divisions.

This activity had been identified as an entry point for a rights-based approach, but ended as only a conventional activity in itself. The rights-based approach should not only consider the needs met before the project and needs met by the project but also consider the needs that are not met by the project.

The negative implication of this activity is that it may undermine the responsibilities of the government officials and has created an expectation among them that the intervention of INGOs /NGOs is essential to respond to issues such as birth certificates. A number of reasons had prevented the government officials actively carrying out their responsibilities such as issuing birth certificates. In another instance, the Paddipalai DS had through his own initiative organized the mobile service and issued birth certificates in that area. This was a good lesson for INGOs/NGOs. 

Women Headed Households
VOICE in Development began with a series of discussions focused on vulnerable groups in Batticaloa, which resulted in Women Headed Households (WHH), of whom a sizable percentage can be classified as Internally Displaced Persons (IDPs), being identified and prioritized as a vulnerable group.

The WHH project of VOICE in Development focused on strengthening the capacity of 21 local and international NGOs that are mandated to support WHH through a variety of approaches in different sectors. Discussions, meetings, trainings, needs assessment, research and documentation were all key project activities. The organizations were grouped into clusters, and each cluster sought the participation of WHHs in meetings and activities, in order to enhance the long-term sustainability of their work. The WHH network is comprised of four clusters that include:

1. Vaharai – Valaichenai

2. Chenkalady – Eravur

3. Batticaloa

4. Paddippalai – Vellaweli

This particular activity was the first attempt to address the issues of WHH of this nature in the district. This activity created fairly wide awareness among the NGOs, Inayam (Consortium of NGOs in Batticaloa District) and public. The final step of the WHH activity was the ‘Summit on WHH” held in June 2003 in Batticaloa. This was a significant event, as this brought a specific target group together for the first time in Batticaloa. The Summit also attempted to establish linkages between WHH and other relevant actors. 

The posters on WHH summit displayed in public also helped publicise the theme of WHH and women’s agency. The information on 24,005 WHH in the Batticaloa District is a valuable input for future programming for WHH either by the state or the NGO sector.  The information also changed the traditional perceptions of WHH, which assume that    most of WHH are war widows. Most past development activity for WHH in this district is based on that assumption.    

Initial meetings with regard to research on WHH were held. Ten partner NGOs decided to conduct research on WHH in 3 villages in 3 D.S divisions. The workshop on gender equality and how to conduct research for partner organizations was conducted. Three research components on WHH had been completed and two reports are available.

VOICE also facilitated the formation of the four clusters and its growth. Formation of these clusters is a valuable contribution for NGO networking in the District. However, the lack of clarity in the work plans of the VOICE project regarding the clusters and WHH as a whole sector, and lack of vision among the VOICE staff on WHH, bring uncertainty of the future of clusters and WHH.

All the four clusters expressed the need for VOICE to act as a facilitator for the next 2 – 3 years in order to sustain the program. It seems that a minimum of one year’s facilitation role is still needed in order to make the clusters more independent. However, the project should only be continued if clear project strategies and an advocacy plan are identified.

Capacity Building Tool: COLA

Capacity building of organizations to address the needs and rights of valuable groups more effectively was one of the main areas identified at the initial stage of the project. However this began relatively late in the project cycle when the Capacity Assessment guideline,  ‘Collaborative Organizational Learning Approach (COLA),’ was developed by the Monitoring and Evaluation Coordinator and others on the team.  ‘COLA’ seems to be a useful starting point and could be developed as an effective tool with the wider participation of organizations. It is recommended that an infrastructure analysis be added to the questionnaire. 

Capacity building had been considered as a priority area, and if carried out at the early phases of the project, it would have added value to the overall outcome of VOICE in Development.

VOICE in Development in the Context of Other Agencies 

VOICE in Development has established links, initially with 19 local NGOs and 2 INGOs. Among the local NGOs, CARE had worked with only a couple of organizations prior to this project.

Inayam has recognized VOICE in Development as a major actor on the issue of WHH and encouraged CARE to develop a long-term programme for the sustainability of WHH. This is a major change on the part of Inayam towards CARE, which initially was critical of the VOICE intervention. This may also be due to the fact that VOICE in Development provided financial assistance for PADRO to set up a rice-pounding mill in Kokaticholai after the LTTE criticized the VOICE project. The purpose was to provide self-employment for 25 WHH from the area. PADRO’s input for this venture was Rs.136, 000/-. 

The birth certificate and WHH programs have generated interest among many governmental officials and other institutions. Informal links have been established with the partner organizations and CARE. This is a rare experience for CARE - being able to link with many organizations and government without channeling financial resources. The challenge for CARE would be how to maintain these links, and make use of them on the completion of the VOICE project.

Project Outputs

1. Developing and implementing a collaborative community-based methodology for prioritizing conflict-related vulnerabilities and identifying target groups. 
2. Facilitating capacity building of local organizations working with women headed households. 
3. Developing civil society structures to address local rights issues using Children Without Birth Certificates as a catalyzing issue. 
4. Capacity Assessment guideline ‘Collaborative Organizational Learning Approach (COLA)’ developed to be used among the partner organizations of VOICE in Development.
Bonds, Networks Established and Institutions Strengthened during Project

VOICE in Development started to build networks, initially bringing 19 local NGOs and 2 INGOs working with WHH. The purpose for building this network was to empower WHH to effectively participate in and contribute to development-related decisions that affect their lives, from strategy to design and evaluation. Later this network had been divided into 4 clusters in order to incorporate the members of WHH in the network. VOICE in Development has facilitated the clusters and its growth.

The team interviewed the partner organizations and the members of WHH who are part of the clusters and from the information gathering assessed the group growth of the clusters.

Unity (Degree of Unity, collection of  ‘we’ ness)

In all the four clusters, most of the participants realize the purpose and are slowly getting the shape of a group. However the clusters are at different levels of empowerment.

Self Direction  (The group’s own motive power):

Batticaloa cluster is more professional as two INGOs (WUSC and Oxfam) and two National NGOs (Sarvodaya & EHED) are members of this cluster.  In addition three local level NGOs (Suriya, Women Development Forum & Working Women Development Foundation) have the capacity to initiate ideas and activities. Most of the members in the Vaharai cluster contribute to the progress of the cluster. Chenkalady and Paddipalai clusters have only two active members in each and their contributions are relatively high towards the progress of the cluster.

Group Climate (the extent to which members feel free to be themselves):

There were a few limitations in the Vaharai cluster. In the other three clusters the members are able to express their needs and decisions.

Distribution of Leadership (extent to which leadership roles are distributed among members):

All these four clusters have evolved a system where all the members take leadership on a rotational basis. However certain members need support and motivation to play the leadership role.

Distribution of Responsibility and Burden Sharing

All the members in the clusters take responsibilities of organizing meetings and other activities. The organizations with capacity (EHED, Sarvodaya, WUSC & Oxfam) are always open to support the organizations with less capacity to fulfill their responsibility.

Problem Solving (Group’s ability to engage everyone’s ideas and decide creatively about its problems)

This is evident in the Vaharai and Batticaloa clusters. They only discuss the issues on WHH, but are also able to resolve other issues such as duplication of NGO activities in field level, dealing with different political actors etc.

Facilitative (VOICE)  - cluster members rapport

All these four clusters have fully accepted the role of ‘VOICE’ as a facilitator. A few members though have a different opinion about this role. Generally, relationships between the ‘VOICE” staff and the members of the clusters are strong.

Networks and Institutional Linkages

VOICE in Development had facilitated the horizontal network with government departments, different level of NGOs and beneficiaries during the birth certificate programme. The staff of the NGOs and few beneficiaries stated that the links they have established with the government officers has been useful for the other activities of the organizations.

The final activity in the networking process was the WHH Summit. The summit brought together WHH members, government officers, INGOs, donors etc. The summit certainly brought awareness among various actors and wider publicity. However the summit had not been effectively strategized for a long-term effect. During the interview with the women participants in the summit, they indicated that this was only an experience and a gathering. There appears to be lack of awareness among the WHH on the reasons or importance of networking.

No capacity building program was implemented in order to strengthen the network on the partner organizations. Institutional strengthening for any networking would have benefited this component.  

Monitoring and Evaluation 

A monitoring and evaluation system is in place, mainly developed by the M & E coordinator. The work plan developed by the VOICE in Development team had also incorporated M&E. The conventional monitoring and evaluation systems find it difficult to negotiate with the innovative VOICE project. The staff does not have proper understanding of the M&E system and felt that they should have been trained. The staff also felt that they didn’t send adequate information to the M&E coordinator.

Though it is planned to hold staff meetings every 6 weeks or two months, to assess the progress of work and gather information, it hasn’t happened regularly and it become more difficult to provide adequate information to the M&E co-coordinator. 

A participatory, creative self-monitoring and evaluation system could have been developed with the participation of entire staff, soon after an in-depth training on M&E system.  Realistic monitoring indicators also should be developed. The M&E systems needs to evolve various mechanisms to find relevant information rather than depending only on the reports from the staff. 

Most of the relevant information on performance is readily available with the staff. A proper system will make accessing this more effective.

Sustainability

· CWBC: VOICE in Development and the two partner organizations need to upscale and take on an advocacy role with other NGOs and governmental authorities so that in a period of 2 years all children in Batticaloa would have   birth certificates

· WHH – VOICE in Development has created an institutional framework for a WHH advocacy program. This needs to be strengthened and supported for the next 3 – 4 years in order to make the structure sustainable. Collective issue/activity identification and or sector approach is needed.

· Gender mainstreaming within CARE and partner organization and other institutions working with WHH is vital for any long-term impact on women. Need for gender specialist who can assist with identifying and analyzing interventions.

· The outcome of the VOICE in Development has not adequately met the first stated output of VOICE log frame. However a strong base and linkages have been established by VOICE in Development for a future advocacy work and peacebuilding programs.

Analysis of the Project

The strategy proposed in the “Project proposal” document was in line with the mission of CARE. The strategies were clear but it is doubtful whether these could be realized in a conflict context. Field level planning based on these strategies was difficult for the staff. Therefore VOICE in Development project component evolved its own strategy. However, there was lack of clarity among the VOICE staff as well as the staff of CARE in Batticaloa as to what this strategy was. This lack of clarity caused tension due to the political, historical context prevailing at the time. For example, a staff member who has been in the development field for many years and in CARE for a long time interpreted the strategy of VOICE as increasing its effectiveness but felt that there was inadequate impact. 

It is difficult to have a fixed strategy for an innovative project of this nature, and it is understandable to have flexibility in formulating strategies but this should be managed properly on an individual basis. All the project staff had been well supported by the management in developing strategies and sufficient strategic direction was given but the strategy was not translated in a clear, realistic work plan. The work plan that VOICE in Development prepared didn’t include a realistic work plan based on the strategy that was developed. e.g. taking account of the gender relations in the work plan

There were adequate administration / financial procedures for the project and most of the time the project adheres to these procedures. Some lapses on financial accountability in order to expedite certain matters were pointed out to the team. In some instances the financial procedures have not been properly followed. An adequate reporting system on finances is available. There are many lapses in the project reporting. The staff and the partner organizations felt that they should have been provided training on reporting. There are confusions on who has requested for reports and who has to provide.  This is in contrast to the other CARE projects, where the line of authority on reporting is clear. However there is a lot of information on the project available with the staff, partner organization, target groups etc. This is very valuable information not only for CARE but also for the future programming of NGOs and government and needs to be documented.

The entire staff recruited at the inception had necessary knowledge, commitment, and positive attitude towards people but most of them lack training in conflict resolution skills. A few staff members had an activist background that needed to be supplemented with research and social science analysis skills. Overall there was a need for a research and development officer who had strong research and analysis skills and a comparative approach also to facilitate comparative analysis of projects and strengthen them. 

As the structure was not conducive to build an effective team, conduct research and development, plan activities and implement the project, the Project Director (PD) was compelled to manage three individuals’ talents and encourage them to identify and initiate activities according to their interests, knowledge and skills. This approach had resulted in three field components, which were appropriate entry points considering the political context and consistent with the framework and goals of the project. However when the field components started to grow, it became harder for PD to gather out all the talents skills and experiences of the staff and the learning of the field components in order to analyse them to achieve the objectives and goals of the VOICE project as a whole. This resulted in very little co-ordination among the 3 field components. The positive factor was the structure (or lack thereof) provided enough space and flexibility for the field components and as a result many valuable activities had occurred at the field level. 

Missed Opportunities

The VOICE in Development component of the VOICE project had been located as “a stand alone” project in the CARE area office in Batticaloa. There had been confusion from the inception on the link between the structure of the area office, and the VOICE project structure, line of authority and communications. Both structures recognize the independence and the value in complementing each other but both missed the opportunity to positively interact. 

The missed opportunity had positioned the VOICE project in a weaker point of the scale and exposed its vulnerability in the political context. The nature of the VOICE project provided space for the LTTE to manipulate and apply pressure on the project. When this occurred the timely intervention of the Area Director of CARE, along with VOICE staff in Batticaloa enabled VOICE to continue its operations without major interruptions.

Some of the staff members were under utilized and there appears to have been a mis-match of skills. One staff member with many years of experience in development had been entrusted for dissemination, whereas his experience could have been contributed to the direct field activities of VOICE in Development. Another example is that a staff member who has strong analytical skills could not find space in the project to use his skills.

Staff Development Issues

Considering the innovative nature of the project and the fact that concepts such as conflict resolution and good governance are relatively new for the staff, there are no systematic staff development activities been carried out. This factor will strongly affect the impact of the project. This once again is missed opportunity, as skilled staff would be an asset for the overall community wherever they serve. It is not clear whether a staff policy, which also addresses gender difference adequately, had been formulated for the VOICE project or whether the original CARE staff policy has been adapted. 

Balancing and Pacing in ViD

The attention of management was not adequately divided over internal and external factors at the initial stages of the project. More emphasis had been given to factors internal to the project whereas the political/conflict context demanded more attention. The management had come out with creative actions to deal with the issue but had not succeeded and the pressure came from the political actors. However the management was able to maintain the balance.

The attention of management at the initial stages of the project was divided more over quality and less over volume of outputs. During the middle of the project period the attention was adequately divided over quality and volume of outputs. During the final stages of the project more attention was over volume of outputs. This was one of the reasons for the fact that most activities had been implemented during the last one year. 

The attention of management was divided more over relations with/amongst staff and less over task performance at the initial stages. Attempts have been made to bring a balance later on but it become more difficult for the management as it was absorbed into the structure and the organizational culture and nobody wants the change. At one stage there was less concern over relations but more concern over task performance. The management had found it difficult to maintain the balance.

Most decisions were taken in time. Staff felt however that they weren’t involved in decision-making process and a participatory decision-making process would have increased the efficiency of the project. A significant attitudinal change among the staff is essential to make a participatory decision-making mechanism be effective.

The lack of attention of the management to team building of the staff considerably affected the project. The individuals go their own way and their commitments have contributed towards the project activities, and as a result, many valuable outputs at field level have been achieved. The individual staff takes the ownership of the success of these activities, which is a common human phenomenon. This factor has brought personality crisis, competitions, contradictions and conflict among staff, which the management was unable to resolve. 

On one extreme staff have identified this as an innovation project and are comfortable with the flexible nature of the project but on the other extreme become rigid in looking at their activities critically, sharing the success with the wider CARE structure, assessing   the activities within the framework of VOICE and allowing the successful outputs to be pulled together towards achieving the goals of VOICE. Innovation and flexibility became the culture of the project and resistance is obvious for any change. The management needs to evolve creative ways to manage the change.

Gender Analysis

The entire activities on WHH certainly attempted to meet the Practical Gender Needs (Welfare and Access towards Empowerment frame work) but later emphasis moved from practical Gender Needs to Strategic Gender Needs. Hence the institutional framework has been put in place, which is a very valuable achievement by VOICE. The same institutional framework could be utilized for the strategic interventions to meet the Strategic Gender Needs. In addressing the Strategic Gender Needs Gender mainstreaming in the organization is vital.

	Practical Gender Needs (PGNs): PGNS are needs women and men have which arise from their gender roles. PGNs have to do with immediate perceived needs that are easy to identify, such as healthcare, employment, water, and food. PGNs tend to be short term, and more material than ideological.

Strategic Gender Needs (SGNs): SGNs are needs women and men identify because of unequal relations and therefore, imply change in relationships of power and control between men and women. Addressing SGNs requires action over the long term because it demands changes in attitude, behaviour and power structure.


The sustainable programme will take another 3 – 4 years. This is the average period mentioned by the beneficiaries, clusters, NGOs and VOICE staff.

Impacts on the Conflict Environment

· Through these two projects VOICE was able to build links with many NGOs and beneficiaries. But there was no active plan for mobilization of these women for group formation with any particular plan.

· The only active plan to gather the women was at the Summit. This, though positive, needs to have good follow-up if it is to make any impact on the future political context.

· This project provided opportunities for increased mobility for Tamil and Muslim women from un-cleared/cleared areas to participate in cluster meetings in the cleared/un-cleared areas. This makes room for increased sharing and awareness among the groups.

· CWBC programme had created a space for VOICE to work with LTTE and Government smoothly.

Best Practices

· The opportunities created by the cluster meetings for sharing brought much therapeutic relief to many beneficiaries 

· The projects came about through a participatory approach between the NGOs, community leaders

· The statistical information on WHH in Batticaloa District-2003 is a transparent document made available for everyone

· The overall flexible approach in the work environment was obvious. This left space for creativity development

· Resource mobilization in the CWBC programme

Lessons learned

· The entry points chosen, WHH & CWBC, should have remained as entry points with the vision or goal of strengthening the civil society as the main focus. But what happened was the 2 projects became so massive that it sidetracked the main focus of peacebuilding. This is always a trap.

· Through the sharing that took place in the Summit the women came into the realization that their problems were all similar irrespective of their ethnic difference and religion. This broke the barrier on the feelings of isolation and the women were willing and ready to do more work together.

· Through the data collection and research that was done on WHH one found that perceptions or paradigms had changed e.g. categorization of WHH as simply war victims shifted. Hence a proper social research is vital to get on overall picture of any issue.

· Although the project approaches were seen as flexible this made bringing more focus and direction to the projects difficult; there was resistance.

·  When VOICE came under threat of being closed by the LTTE it made a decision to reach compromise with them, which in this instance diverted the programme to income generation, though it is within the mandate of VOICE in Development. It is a question to be asked then whether one should compromise one’s stands or scale down the VOICE project itself.

· The network needs proper planning and lots of time, commitment and energy needs to be invested to make it work. But here we saw in the VOICE attempts to shortcut this process when there is no short cut. 

· CWBC programmes proved that building awareness among people would provide them courage and confidence to interact with the government officials in order to assert their needs and rights.

Project Limitations and Lacuna   - Project deepening and broadening

· A lot of expectations were created among the women that after the WHH programme many of their needs would be met. There seems to be no follow up plan for this.

· The project was unable to make significant impact on the overall political context since project components were largely focused on addressing practical needs rather than the strategic needs. However the space had been created by VOICE to evolve future strategies in order to make impact on the political context.

· There is no support structure to carry forward the established network. In the initial planning of the VOICE in Development there was no exit strategy or sustainable plan.

· Staff lack drive and motivation to carry on since they known that at the end of the project there is no personal future for them in it.

· There were 3 field components that worked in isolation of each other. For example, VOICE for Children had good reporting and documentation, which if shared could have benefited the other components.

Chapter 3

VOICE for Women

VOICE for Women was a segment of the larger Vulnerable Groups Organized in Conflict Areas (VOICE) project concerned with enhancing local capacities for peace through promoting better linkages within a situation of conflict.  VOICE for Women was primarily concerned with establishing a women’s network in the ethnically diverse and politically volatile Eastern Province that could initiate and carry forth peacebuilding activities within their communities. The network, formulated mainly through the activities of one field coordinator, included the development of personal linkages among the women from the three ethnic communities in the region.  In the network the politicization of ethnicity, gender issues as they relate to conflict, as well as the issue of conflict in the global south as it plays out in the international context, were discussed. The personalizing of conflict experiences generated a useful perspective on the conflict that is sure to outlast many of the institutional level engagements that are routinely set up through standard NGO networks.  

For the purposes of this assessment the team met with members of the Network- those who were with it from its inception in June 2001 and those who have joined recently, from the four regional groups in Akkaraipattu (6), Ampara (2), Kantale (1) and Batticaloa (2). The team also met with translators/ local level coordinator, program manager in charge of current phase of the project and members of the support group convened by the first field coordinator (2). (Please see appended list of names.) The report also used all available project documentation. 

Project Entry and Political-Historical Context

There was no clear well-planned strategy through which this particular project segment entered the field. As with other project segments emphasis was placed on the personal expertise and contacts of the field coordinator. Why such a network was needed and what the role of the network would be was articulated in a thought piece written by the field coordinator as follows:

There are many women actively participating in development, peace and capacity building initiatives within all three communities in the eastern province. However, few know of one another and are aware of their potential. Therefore creating a space for them to meet and exchange their experiences will help form a group that could help one another.
 

Like all other segments of the project this too was entered into at a time when the conflict between the government and the LTTE was at a peak and when speaking of peace and multiculturalism was dangerous. As pointed out in other chapters the Government was engaged in a war for peace while the LTTE was opposed to “peacebuilding” initiatives prior to the realization of the rights and aspirations of the Tamil people.  In such a context the initiative in the volatile eastern region was courageous. Due to the political sensitivities pertaining in the region, however, the project goal was recast as that of “empowerment.” In the field coordinator’s final report VOICE for Women was described as “Creating a Network which would facilitate the empowerment of a selected group of women from the Eastern Province.
”  While this was perhaps a way of getting around the difficulties of working within a situation of ongoing conflict, it also resulted in the narrowing of the project’s goal more than was perhaps necessary. Further, aspiring to use participatory techniques, the field coordinator was quite insistent on having the network members come up with their own agendas and final goals. 

With the December 2001 cessation of hostilities and the February 2002 MOU between the government and the LTTE, there was a change in the conflict context and arguably a heightening of ethnic tensions within the Eastern region. There should, then, have been a reassessment of project trajectory.  However since there was no clearly articulated goal to begin with, such a reassessment was not possible. There seems to have also been an underestimation of the members’ capacity to understand and internalize some of the necessary lessons about gender and the politics of the conflict. 

VOICE for Women Project Activities, Trajectory, and Sequence

It is unclear from available documentation and from interviews conducted with VOICE staff as to the process through which the project elements were identified or given priority. There seems to have been extensive discussion as to the ethics and principles of the project and very little as to methodology. Of course the exigencies of doing peace work in a conflict situation have to be taken into account and necessary allowances made for the innovative nature of such a peacebuilding project.  Both the VOICE for Women component and the VOICE for Children component were initiated on the assumption that those two categories of persons constitute vulnerable groups in conflict situations.  Women are always vulnerable in situations of conflict; however there are always those that are more and less vulnerable.  

The identification of women and the choices made as to who would be part of the network was done on the basis of the field coordinators prior experiences and relationships. 

The criteria that was pointed out after the fact as it were 

· Women who had a group of contacts to work with 

· Had some experience with development work.

· Capacity to do useful work as a network member 

· Having fewer constraints to spend time for the network.

The project can be understood as belonging to two phases. The first phase was the time under the field coordinator and the second under the program manager. Trajectory and sequence: 

Phase 1

Dambulla: June 2001

First large group meeting, 28 women participated from Trincomalee, Batticaloa and Ampara.  The take off point for the project was the introduction of the women to each other in a three-day workshop format that was organized by CARE at the Culture Club Hotel in Dambulla.  Here women from Colombo, including those from the CARE office were included together with the women from the eastern province. 

The meetings were conducted with the participation of the then Gender Coordinator of the Dry Zone project, and the Project Director of VOICE.

The introduction of a methodology that involved addressing issues related to the conflict through personal stories set out a difficult task.  According to those who were there the lines were clearly drawn along ethnicity, but some realization of common experiences was evident by the end of the program. 

Example: Young women from Ampara talked of rapes and murders conducted by the LTTE and called them dogs. Tamil women from Batticaloa responded by saying that they will never believe that the LTTE could do such things. From that point onwards there was a progression towards an understanding of the conflict as not personal; that there was a distinction between themselves the LTTE and the army.  

Trincomalee Sept.2001

2nd meeting of the large gathering of women.  40 participants. There was some unease regarding the political context of the meeting. There were few exchanges of the nature that happened in Dambulla. Observers stated that the women were less relaxed. The tension may have had to do with the fact that the meeting was conducted within the conflict area.
Digana March 2002.

Third large meeting under field coordinator. 39 participants.  A working session for the planning of the networks future. After a one-day workshop planning session the women came up with Network Objectives. However these objectives were fairly general and the women then found it difficult to translate these objectives into specific activities. 

The Objectives

1. To strengthen and create district level groups and promote linkages between the district groups.

2. To coordinate regularly among the network in order to identify common issues and to find means for non-violently addressing them 

3. To document and gather information with regards to women’s issues and raise awareness of such issues

4. To not blindly accept prevailing social values and standards but develop ability to question them through discussion

5. To develop knowledge in social, cultural and political issues

6. To identify the existing linkages that may be useful to the network and start a communication process with them.  

The time between the large meetings was spent by the coordinator in further establishing linkages between the women in the network. 

· Coordinator visiting each network member individually, interacting with families and work colleagues.

· Small group meetings- coordinator and regional groups. 

· Arranging cross visits among network members from different regions 

· One large gathering of women for the sole purpose of socializing. 

There was a complaint from participants that there wasn’t enough going on in between the large gatherings to sustain the network.  Better planning and the working of more than one staff member could have served the project better. 

Phase 2

After the Coordinator’s departure from the project in September 2002 there was a two- month gap where no activities were undertaken within the VOICE for Women project component. After the two month hiatus the VOICE team visited the regional groups once again and in consultation with the participants decided on a new trajectory for the network. During the second phase of the project there have so far been three large gatherings.

1. The Nilaveli Thaipongal Celebration organized by the Kantale group. Cross-visits with home stays. Participants came from Akkaraipattu Maha Oya and from SAVIYA in Galle.  

2. The Galle large gathering organized by SAVIYA in consultation with VOICE- Akkaraipattu Maha Oya and Kantale groups participate in activities in the south. 

3. The Akkaraipattu women’s day celebration.  

During this time the regional groups conducted their own meetings. Here three regional groups – Akkaraipattu, Kantale and Maha Oya were active. The Batticaloa group was less so.  A Kantale group member however, stated that these were not as interesting or as useful as the more multi-ethnic larger group gatherings. (This was particular to the Kantale group since the group membership consisted of persons already affiliated through the Eastern United Women’s’ Forum. The Akkaraipattu group, however, seemed to find them useful.) The Maha Oya group that was geographically spread out in an extremely poor rural area organized a Tamil class (with CARE funding) to meet on a regular basis.

The Akkaraipattu group is currently involved in conducting CARE-funded peacebuilding projects through their own organizations. These are

1. SEEDS foundation-Addalaichenai: Peace through women’s empowerment

2. Marumalarchy-Addalaichenai: Peace through language promotion: Conducting Tamil and Sinhala classes for 50 youths. 28 Tamil and Muslim 25 Sinhala (Tamil Muslim breakdown not given. 

3. AWF-AKP: Gender and peace – 35 Tamil and Muslim heads of organizations given gender training.  Each a 2 days residential gathering for both groups.

Every month one-day review and a discussion on a pre selected interesting topic with help of sector expertise

4. PPDS- AKP:  Community peace through children’s club: conflict resolution workshops held for parents of children participating in children’s club.

5. WDC-AKP: Peace education for student’s

6. Mahasakthy foundation- AKP: Documentation of Student’s thoughts and hopes for peace

7. WDF-AKP: Peace through women’s empowerment

A final activity, an exit strategy has been planned for the end of the project cycle. This activity hopes to provide skills development training for the following areas: resource people, documentation, planning, peacebuilding techniques, conflict resolution, women’s leadership approaches, communication and trauma counseling. This meeting will also include a planning session where the women will be invited to offer suggestions as to the future of the network. 

VOICE for Women in the Context of Other Agencies 

Several of the VOICE for Women network participants interviewed by the team stated that there was no other network of this kind. Many women stated that though they had contacts with members of other ethnic groups through other NGO gatherings there were no gatherings that directly addressed issues pertaining to inter-community relations.  It was clear from conversations with women from all areas covered by the project that the relationships generated by the project could exist beyond the project and also that the opening up of possibilities of such relationships meant that the potential for future linkages of the same kind were high. 

However CARE’s role in the region as a provider of very tangible benefits could have worked against the project. There was a feeling in the larger gatherings—especially amongst members from NGOs that CARE somehow did not deliver. There was an expectation that linkages with CARE would be more extensive. After the initial meeting with its very powerful interactions the women themselves wanted more from the process. 
One other network in the region is the Affected Women’s Forum- Violence against Women Network that is supported by Oxfam. In this network there is one staff member in each member organization that is supported by Oxfam for the purpose of maintaining network linkages. Oxfam’s support is limited to the funding and some capacity building. Coordination activities, conducting programs and meetings are the sole responsibility of the network members. They work to find legal recourse in cases of rape and violence against women. All nine members of the network appear in court when the respective cases brought by them are heard.

This is a successful network because of the fact that there is a particular focus around which the women work. The long-term support from Oxfam has encouraged sustainability of the network. CARE could learn from this. 

If such a network is to be established in the future then it would be a good idea, first to have a stated goal around which the women are organized, and secondly to have a system to maintain linkages after the initial trust building stage.

Project Outputs

The project log frame indicates three major anticipated outputs. These are 

1. Nongovernmental organizations and civil administration structures in the conflict-affected areas improve their work practices and are able to better represent and address the interests and rights of all sectors of the local community.

2. Staff of nongovernmental and civil society organizations and CARE field staff gain practical skills in conflict resolution and peacebuilding and use these skills in the everyday work. 

3. Project experiences and lessons are shared with a wider audience.

The VOICE project as a whole and the various project segments partially abandoned the log frame due to the fairly accurate assessment that the proposal and log frame were too general to help in the implementation. However, the three original outputs were more or less adhered to when designing the field components. When respective work plans were instituted for each segment some 1.5 years after commencement, the VOICE for Women work plan did not materialize as a plan but as a retrospective map of activities with some suggestions for the future. 

From the information available, the following has been identified as main project outputs. 

1. Creating personal and institutional level linkages among a cross section of women from the Eastern province.

2. Creating awareness as to the political rather than ethnic dimension of the conflict.

3. Building capacity among network members for future peace work. 

Bonds, Networks Established and Institutions Strengthened during Project

The personal bonds between network participants are extensive and several stated that they should continue regardless of the future of the network. There is also evidence in the field coordinator’s final report that there were some initial working connections between members from different areas. For instance the Kantale group hosted the Ampara group for a two-week training session about running an organization with minimal resources at the Eastern United Women’s Organisation.  

The upscaling of the network to do more with local level authorities and government institutions was not pursued adequately. There were some attempts made by the former coordinator. However, the politics around the coordinator’s departure from the project in September 2002 were such that there was no attempt made during the 2nd phase of the project—when the peace process had gathered some momentum-- to make vertical linkages with the authorities concerned. There were events organized – meeting with Akkaraipattu member of Gender Committee within the peace process for instance; however these were one off events that can be only regarded as a start.   

There were very strongly stated claims by the women that the work of the network, and the kind of awareness raising that was done along the lines of politics, gender and peace had an impact on them and that they were now very much more actively involved in the work with their organizations. Many involved in small projects also stated that the chance to take over and run such projects had further enhanced their skills.  

After the departure of the field coordinator there was a feeling among the VOICE team that the network may no longer be operational without her input. However, conversations with participants and the current project director and manager indicated that the participants were more than willing to continue the network regardless of the absence of the former coordinator.  Their level of sophistication was such that the personalizing that was sought by the field coordinator and taken as a given by CARE was in fact not that much of an issue for the participants. If this was perhaps understood when the field coordinator exited, the project could have been taken in more interesting directions.

The continued interest exhibited by the group and their recognition of the importance of the linkages made is an indication of the existing local capacities for peace that should have been used to make the group a more powerful force with capacity to do advocacy work. Such already existing capacities for peace—a highly literate populace able to quickly “get the point” should be adequately taken into consideration when designing future projects of this nature.  Although the group and the network building was identified by the project coordinator based on an assumption of women’s untapped capacity the lack of a disaggregated understanding of this capacity and what should be done with it, and the lack of adequate analysis impacted negatively on the projects larger goals. 

Ideally the potential of the group should have been thought through further. In the aftermath of the MOU the post-conflict reconciliation efforts could have used some input from them, then a multi-ethnic grassroots lobbying for implementation of a variety of government post conflict programs could have used their input. One of the central problems with the current triple R process has been the lack of attention paid to the grassroots level input. Such a network could have been mobilized to do a comprehensive province specific survey that would have been extremely potent, useful and telling within the current political context. 

Sustainability of Outputs

· It is unclear if there are sufficient institutionalized linkages to guarantee the continuation of the network. On the other hand participants were convinced of the long-standing personal connections. 

· Although verifiability is not available many of the network participants seem to have gained a great deal of knowledge through the interaction.   From all indications the women experienced a broadening of their personal horizons. Consequences of this learning could be many. 

· The Training of Trainers that is planned for September could also be part of the sustainability of local level peace initiatives. 

Monitoring and Evaluation 

There was no regular monitoring of the project. Initially there seems to have been reluctance from the field coordinator to address the issue of monitoring. Given the sensitivity of the times and the nature of information exchanged at the meetings between the women, as well as the unease exhibited by some participants themselves I am quite sympathetic to the field coordinators uneasiness about documenting the discussions. Further, the methods used by the field coordinator were those that were said to “empower” the women. In this process her commitment to protecting the women’s trust, their privacy and their need for some agency was huge. In respect of that I find the document in which she discusses her position on M&E quite persuasive.

The fault could possibly lie in the manner in which the ultimate goal of the project; what “empowerment” entailed, what was to be done with this network of “empowered women” was never adequately worked out/written out for the understanding of the VOICE team as a whole. As a result there was no understanding or appreciation of the coordinator’s own reluctance and therefore attempts to creatively work together to take the project forward did not have much success. 

The M&E coordinator also made the very salient point that there were no work plans in place to facilitate M&E activities. If there had been such listed project activities, then perhaps, more options as to what information to collect could have been explored. Then the emphasis on collecting information about the women—a point around which the M&E process seems to have ground to a halt-- would have shifted.
 

Unfortunately the project’s much celebrated creativity during its first phase did not extend towards the M&E or R&D sectors. Extensive discussion seems to have taken place; but the evident outcome is limited. As a result there is now a lack both of monitoring documents as well as any other information as to project trajectory and analysis of outcomes. Therefore perhaps a lesson to be learnt from this exercise is to split the work of M&E and project research/analysis. There could possibly be two persons but as part of one team.  The current Project Director indicated that the research and analysis was to be the former Project Director’s responsibility. However an unrealistic administrative workload meant that there was no time for such writing.  It is hoped that in future endeavors such a difficulty is highlighted and dealt with fairly early on in the project.

Given the project’s larger “purpose” of increasing the opportunities of all sectors of the conflict-affected population to represent their needs and rights to the authorities, understanding “empowerment” merely as strengthening women is far too limited a conception.  While strategic needs may have entailed selling the project as such, mere personal “empowerment” is not an adequate project goal for a big budget project of this nature. Empowerment should at the outset have been thought of as forming the network in order to do something larger than merely interact. Therefore, while there was much discussion as to how one maps women’s personal empowerment, realization that the goal should have been larger could have produced a lot more ideas as to how monitoring and evaluation was to be done. 

Some suggestions:

1. Conducting needs assessment prior to project design

2. Collection of baseline data

3. Documentation of large group discussions without reference to participant names or personal details. (This has been done but the quality is not consistent.) 

4. Detailed reports on network activities with special attention to frequency

5. Documentation of joint work, social activities undertaken/ organized by network members

Much of the above information exists in the VOICE for Women files. A little more thought could have made sure that this information was of a better quality and realization of its value would have enhanced the M&E reporting. The M&E coordinator was absent at a crucial stage in the project design. Since she was on approved maternity leave CARE should have hired a temporary person to participate in formulating an M&E strategy with the project director and the other coordinators.  Further, the lack of an overall project plan a result of working in areas differently affected by the conflict could also be partly responsible for this problem. There wasn’t enough integration between the separate sections of the project. If this had been the case there might have been greater uniformity in terms of M&E and planning through out the project. However the difficulties of the conflict environment have to be taken into account. 
Analysis of Project 

The VOICE for Women network, although falling broadly within the project matrix of “Vulnerable Groups Organized in Conflict Areas” is an example of a project with enormous potential that was not adequately realized in practice.  This lack of realization could be attributed to several issues. 

1. Aspiring to use participatory techniques the field coordinator was insistent that the participants come up with their own agendas and goals. However the decision to formulate such a network itself was not arrived at through a participatory process. If that were the case, then the participants would already have some idea as to the shape such a network would take. The broadly defined category of vulnerability, that women are vulnerable in war zones, was the only criteria used in deciding on the project. There was no needs identification mechanism of any sort, or a prioritization process.  Therefore the coordinator should have allowed for the fact that, given that the network itself was hardly the aspiration of the women, some help towards giving the network direction was needed.   From the field coordinator’s own descriptions there were problems with getting the group together, and even in holding regional meetings. If some plan and some structure was made available initially—regardless of the fact that it would be a top down initiative—the women could then have been expected to take it in directions of their own choosing.  

2. Monitoring and Evaluation should be a tool to encourage accountability; but it is also supposed to contribute towards the realization of project goals through ongoing analysis and reassessments of project activities.  Monitoring and evaluation in this project segment does not seem to have been imagined in that way. There were ongoing assessments of project activities by the field coordinator and the participants. However this was not adequately integrated into the M&E process. 

3. There was also an overestimation of the time that it would take for these women, most very experienced NGO workers, to internalize the lessons learned through the large gathering interactions. The first meeting was a breakthrough. The women soon internalized the essential awareness as to the politics of the conflict and the need for non-violent means of solving problems. While there was probably a need to reiterate these concepts at successive meetings, there was no need for convening meetings just for that. Therefore initial planning for the network’s next stage of activities should have been done earlier. The coordinator should have had some worked out idea of the directions in which the group should have been taken. All of the work should not have been left to the participants. While participation is all very well, at least some preparatory work should have been done i.e. some research into the work of other women’s networks in other parts of the world that have had success in conflict situations; if there was evidence of such non-specific non-sector based networks having any success. 

4. Internal Politics: There is some indication from the documentation of the field coordinator that she considered her own plan for the project—a local level grassroots initiative-- and CARE’s status as an INGO as ideologically incompatible. She had expressed the need to disengage the network from CARE. Unfortunately the lack of clarity as to her plan for the network and CARE’s expectations, and the lack of a mediated solution to this problem affected the momentum and direction in which the project could have progressed. 

5. The last several months during which the new Project Director and Project Manager ran the project saw a high level of activity. The cross visits to Trincomalee, Akkaraipattu and Galle with home stays were no doubt important inroads into the cultural acclimatization of those from different ethnic groups. However the principle of getting together as women that was the modus operandi of the network’s large gatherings in its earlier incarnation was somewhat diluted as a result.

6. The last months also saw the project encouraging a back- to -the communities strategy through giving individual organizations small grants to run peace projects. While this fell within the classic definitions of capacity building and created visible outputs it also became very much a familiar product of the NGO universe. The potential of the cross ethnic personal and institutional linkages that occurred during the early phase of the project was unfortunately never realized. 

7. Ideally a mixture of all the above strategies during the course of the project could have resulted in some good work. However the lack of coordination between project segments, the unfortunate feeling of ownership of the network on the part of the field coordinator as well as poor management at the level of the Project Director lead to a ghettoization of the project that was ultimately detrimental to the network. 

Impacts on the Conflict Environment

· Increased mobility of the women: At the height of violent ethnic tension in Batticaloa, the coordinator organized a visit of Muslim and Tamil network members to the wedding of a Sinhala member.   

· Analysis of the politics of the conflict over ethnic issues. Relationship building among members of Muslim and Tamil communities and (to a lesser extent due to language constraints) between members of Sinhala and Tamil communities. The Akkaraipattu group spoke of exchange visits between the Muslim and Tamil members, the good relations and interactions between their respective families.  Members of the Batticaloa group spoke of the impact that the stories of the Ampara girls had had on their own understanding of the conflict. The Batticaloa members wondered as to the Ampara women’s well being during this time of “peace” and bemoaned the fact that their interactions and communication was constrained by limited language skills. 

· Enhanced capacity for gender analysis of public and private realms. Dissemination of these analyses to their communities. The Akkaraipattu Muslim women talked about awareness raising within their families as to the gendered division of labour. They told their families that men and women should support each other, that men too should participate in household activities and that the practice of men eating before women should be done away with. One woman said that things have changed considerably in her household and her brother in law now sees no problem in scraping a coconut. 

· Women’s enhanced ability to intervene to do community level peacebuilding activities. Thadaaham and Al Insania, two linked Muslim and Tamil organizations working in Kiran and Ottamavadi underwent difficulties during the Tamil-Muslim clashes in Batticaloa last year. A network member stated that much needed to be done to rebuild good relations among the two groups and that the exposure obtained from the network helped her organize the trust building activities that were conducted between the groups.

Conflict Environment Impacting on Project 

· Narrowing of project goal – It was decided that due to the sensitivity of “peacebuilding” the goal would be cast as “empowerment” in general, rather than empowerment for the purpose of peacebuilding. 

· The issue of monitoring “empowerment” became intensified in less than useful ways due to the field coordinator’s concerns for the participants’ security. 

Best Practices 

· Emphasizing the exchange of personal stories; thereby enabling women to see commonalities beyond their ethnic identities and connect on a personal level.  

· Space to discuss and interact as women – sisterhood is great. 

· Encouraged to maintain personal level interactions outside of network meetings. 

· Cross-visits with home stays in ethnically different communities. 

· Small grants projects for women to implement within their own organization; thereby take back lessons learnt into their communities and enhance their own skill levels and experience. 

Lessons Learned

· Two (or more) heads are better than one: the manner in which the project was run, with the coordinator having much freedom to conceptualize and run the project was detrimental to the project as a whole. While the coordinator’s vision had great promise the combination of input from other members of the team could have helped expand her vision, introduce more concrete activities into the network and realize the network’s potential.

· In such a network building exercise combine a variety of strategies: the initial strategies of the hothouse effect where the women were brought together in a pleasant environment where their only purpose was interaction was good. In the same way the home stays in ethnically different communities, the small grant projects were all methods that contributed towards the personal empowerment (skill development and exposure) of these women. Ideally it is a combination of these strategies that could have helped work towards a stronger more integrated network. 

· M&E should have been integrated into project as part of project strategy at two levels. First the institutional responsibility should have been stressed to all coordinators. Secondly the role of M&E as an essential tool to ensure success of project should have been stressed. There were many discussions during the large gatherings as to best practices within the network. These are all partly M& E techniques that should have been understood as such. 

· Creativity and the free flow of ideas should have its balance in clearly thought out structures and well articulated goals. While there may not be a necessity to stick to jargonized NGO concepts, minimum reporting and accountability standards need to be adhered to.   

Project Limitations and Lacuna – Project deepening and broadening

· Lack of baseline data as to women’s needs, analysis of such needs and their prioritization. 

· Lack of clear goal as to what the project outcome was to be. The intention of “empowerment” was to have the network come up with its own agenda and activities. However CARE should have done the work of at least providing a few suggested directions in which to proceed. 

· A lack of appropriate analysis as to the women’s own development within the network. The first meeting was a breakthrough meeting. But the insights gained needed to be built upon, instead the exercises seem to have been repeated.  This indicates the availability of local capacities for peace and the women’s own ability to quickly understand and internalize issues of gender and ethnic politics. There should have been an upscaling at this point. There is a note made by the field coordinator about meeting with local government officials, regional elites and established regional NGOs regarding support for the network. She states that “Foundation for regional support structures was just started laying, however could not be proceeded as a result of resource constraints.” It is unfortunate that the 2nd phase of the project made no attempt to take these sorts of connections forward. 

· Inadequate provision for the maintenance of the network. A network member funded by CARE who could do the logistical work of maintaining linkages, coordination etc. would have been useful and was necessary. (The suggestion to have such a person was proposed by CARE at the beginning of the 2nd phase of the project. However there was not much interest from the women at that point. The issue should therefore be raised again) 

· The absence of a future plan of action for the network as a whole (rather than plans to take the learning back to the members’ community). It is clear that the coordinators vision for the network transcended the sector approach. If at all the anticipation was for multi-sectoral and trans-sectoral coordination. If there had at least been the identification of certain key issues around which the women could have organized themselves to do work; i.e. around the issue of domestic violence, (a more systematic) awareness raising on diversity, monitoring local changes that occurred after the MOU for instance, there would have been a work base connecting the network that did more than celebrate interaction.  

· There was no clear strategy to ensure participation: network members complained that the participants changed frequently and therefore progress as a group was slow. Therefore clear criteria as to who should participate and a method whereby consistent contribution was assured should have been established at the outset. 

The coordinator’s articulation of reasons for the high turnover among network participants is telling, and speaks of the project limitations and lacuna. 

Coordinator’s list of reasons for the high participant turnover:

1. Patriarchal constraints (e.g. heavy workloads in houses, getting permission from fathers, husbands, brothers, and male bosses)

2. Lack of confidence to think and act positively as a result of age long suppression of free will

3. Differences of techniques used, to understand the world and to take decisions against the familiar techniques of logic and rationalism.

4. Marriage as a point of moving from a public sphere to a private sphere

5. Geographical distances acting as a barrier for communication and meetings

6. Deep rooted ethnic biased thinking

7. No support structure in their own communities to encourage women empowerment

8. Non-ethnic related personal/organisational conflicts developed naturally

9. Better job opportunities that takes members away from the network

10. Factor of fear acting as a major barrier to develop trust among members living in a culture of extremely high political violence   

11. Lack of attractive themes that could make women meet frequently as regional groups

12. Economic constraints that make women unable to allocate time and energy for non-income generating exercises (e.g. women‘s network up-to-now does not provide income generating opportunities)

Recommendations 

1. Use the method generated by the field coordinator– the provision of space to discuss the personal impact that the conflict has had on persons – as a way of generating very useful energy and discussion. There is a dearth of discussion of these specifics and may be very useful for the sorts of peacebuilding work envisaged by CARE for the future. 

2.  In a project that covers such a large geographical area have more than one staff member. There should have been an additional staff member to split the burden with the coordinator. If there was more of a team then the activities conducted would have been greater and the connections made stronger. The coordinators very personal approach was good but it is tempered by a not very useful feeling of ownership that could have been diffused by the presence of some others.  

3. Have M&E orientation at the outset and make clear the project responsibilities- i.e. what jobs are supposed to be done and what requirements are non-negotiable.  Further conflict sensitive M&E needs to have more than one approach. There was inordinate emphasis placed on mapping women’s change. If there were issues of information sensitivity with recording the women’s personal stories, then other options should have been explored.  If the emphasis was shifted to mapping women’s interaction across regions and across ethnicities more results could have been generated. 

4. In a learning project of this nature have a strong research and development segment attached to the M&E. But there should be distinct persons responsible for the two sectors and cross-fertilization encouraged. 

5. Empowerment is too general and diffuse a goal for a project of this size and nature. Further networking for “empowerment” is not sustainable as the project itself indicates. There were too much coming and going, too many that dropped out because of jobs, lack of time, boyfriends, marriage etc. Therefore it is necessary that networking be done with one specific goal or at least a few related specific goals in mind.  

6. Always think about upscaling; encourage staff to be ambitious with project goals. Tangible results from such capacity building projects can only be expected if beneficiaries are enabled to make vertical linkages. This network could have done much and made a real contribution to the peace process through participating in the ongoing discussion on Reconciliation, and through offering a much needed grassroots perspective on the peace dividend. 

CHAPTER 4

LOCATION AND EXTERNAL IMPACTS ON THE VOICE PROGRAM:  POLITICAL-HISTORICAL CONTEXT

The concept of Human Security owes its origins to the debates within the development arena in the 1960s and 1970s that increasingly sought to place the individual at the focus of the development enterprise. With this came the recognition that poverty and human suffering, environmental degradation, inadequate protection of human rights and the disintegration of social and community structures all were interlinked and pose threats, not only to stability within states but to international security as well. 

Because human security is conceived of as both “freedom from want” and “freedom from fear” it requires different terms of engagement from international actors.

Angela Raven-Roberts, Different Takes

The VOICE (Vulnerable Groups Organized in Conflict Areas) program was implemented by CARE Sri Lanka in the North-East and North Central Provinces of the island between the years 2000-2003. This was a period of macro political restructuring and transformation of the armed conflict that had been waged in the north east of the island for almost 2 decades, albeit with brief pauses. The de-escalation of the conflict between the GoSL and the LTTE in early 2002 marked the end of what is commonly referred to as Eelam war 3 that had commenced in 1995, and the commencement of a peace process. The de-escalation coincided occurred in the second year of the VOICE program and appears to have enabled a surge in project implementation activities.

This chapter examines how the external political, historical and conflict-peace environments in which the VOICE program and project interventions were located impacted and shaped the entire VOICE program. Simultaneously it compares and contrasts the project components that were located in two different provinces that were affected differently by the armed conflict. It suggests that different analytic and monitoring frames may be appropriate for evaluating projects depending on geographic location and the local conflict-peace environment even if they are part of the same program.

Levels and intensity of conflict in the areas where a specific VOICE project was located appears to have significantly affected project outcomes. In Kebithigollewa and the North Central Province that was a region less directly affected by violence and vulnerable to attacks, government administrative and education structures functioned with fewer interruptions. This enabled project personnel to maximize their intervention and upscale the VFC project through a sector approach. This upscaling was enabled through acting as a catalyst while networking with local and central authorities while using CARE’s leverage and standing as an international organization that had funds and technical expertise.  In a conventional project sense VFC may be regarded as the most successful and sustainable of the three VOICE project components, since it can easily be broad based, replicated and extended beyond the targeted region. The project followed a sector approach. On the other hand the VfW project was a highly innovative project that adopted a cross sector approach, but its effectiveness appears to have been affected by the conflict context in Batticaloa.

The situation in Batticaloa, where there were and are multiple conflicts and competing political systems and security regimes run by the GoSL and LTTE, was a more difficult and challenging area to work in. Even after de-escalation and the onset of the peace process this region has continued to be affected by violence. In fact, it is arguable that de-escalation of violence during the peace process resulted in a geographic shift in forms and patterns of violence. The eastern province became the main theatre of conflict and has seen some of the most violent post-ceasefire confrontations.  

The continuing violence and insecurity in the Batticaloa region has resulted in transportation and communications difficulties, interruption of project activities etc. Indeed, when the evaluation team was in the field the work and interview schedule for the Batticaloa visit was completely disrupted due to a two day hartal organized by the LTTE (closing of shops, officers, business activities etc. due to a day of mourning).

VOICE and the Context of Conflict

The VOICE project began at a point of high intensity conflict between the GoSL and LTTE when the space for conflict resolution and peacebuilding activities or interventions was limited. In the south and the North Central Province where VOICE worked the idea was that one could wage a “war for peace”, while in the north and east the LTTE was bent on pursuit of war for self-determination and a separate state. The conflict trajectory towards de-escalation appears to have shaped the VOICE program from its inception to its impacts at a number of levels. 

While VFC was implemented in the GoSL border area that was relatively stable, the VFW and the VD programs were implemented over an area where there were competing political and security authorities and actors. The external environment clearly affected the individual project outputs. 

The environment that prevailed in Batticaloa at the inception of the VOICE Project was one of low intensive war between the Government forces and LTTE.

The main factors that governed this period were:

· Clearly defined Govt/ Military controlled areas (identified as cleared area) and LTTE controlled areas (identified as uncleared areas). However a strong influence of LTTE was visible even in the Government controlled areas, which enabled them to devise mechanisms to regulate various activities happening in the entire district.

· Civil society was thirsting for peace but the conflict environment had provided very little space for groups to raise their VOICE and concerns. 

· Any social change program was under the strong surveillance of LTTE, and this continues to be the case even after the MOU and ceasefire, unlike in government-controlled areas where surveillance and social control by security forces has been pulled back.

· The security situation in the Eastern Province was complicated by the complex mixed ethnic settlement pattern and the history of instrumentalization of civilians and civil society by armed actors, both State and paramilitary. This in turn affected local ethnic relations and trust between civil society groups.

· The ethnic conflict was also configured through social class, caste and horizontal structures of gender, which rendered the conflict and its analysis complex.

· Lack of leadership within the community and incapacitation of existing organizations was due to the security situation and erosion of infrastructure more than a lack of individual capacities, analysis etc.

· The participation of organizations in intervention strategies was a difficult political decisions as intervention strategies were not politically neutral, could be seen to legitimize armed actors etc.

· The objectives of community-based intervention by local NGOs or INGOs were confined to empowering the community only in relation to provision of physical needs. There was little space for peacebuilding and reconciliation or a root causes approach to conflict mitigation.

· On the request of LTTE the three umbrella organizations of NGOs and CBOs that existed in the district came under “Inayam”  (The Consortium of NGOs in the Batticaloa District). The leadership of “Inayam” had associated closely with the LTTE and imposed certain controlling mechanism on the activities of local NGOs and INGOs, which resulted in some confusion among INGOs on the role of Inayam.

·  There was space for development programming incorporating community peace, conflict handling etc., without using the politically sensitive words such as peacebuilding, conflict resolution, ethnic harmony etc.

From a project perspective, the December 2001 Ceasefire that was consolidated with the signing of the MOU in March 2002 coincided with the various VOICE project components moving out of the design phase into an accelerated project implementation phase. By this time the program had been constituted into identified project components and the various project components in the two conflict-affected provinces had gathered shape and momentum. The de-escalation of the conflict appeared to open spaces and release creative energy that enabled the initial trust building endeavors of the VOICE staff to flourish in the second year of implementation of the VOICE components. 

Of course, some of the acceleration of the project that occurred in 2002 was the result of the ground preparing work as well as internal changes in project personnel etc. It was not however clear as to whether the VOICE staff was conscious of how the external environment may shape and influence the program, and color their perceptions and behavior vis-à-vis colleagues and other members of CARE. 

There appears to have been a great deal of discussion, but inadequate listening and conflict analysis, perhaps also an avoidance of issues due to anxiety about how to handle likely political and ideological disagreements. On the other hand the VOICE staff had training in listening and other conflict resolution skills as part of the initial training from the project director.

VOICE Trajectory: From Program to Project.

VOICE had a dual function – to be a program or project like any other – in this case the idea was to do capacity building for civil society and peacebuilding - as well as to educate and transform CARE projects in the conflict areas in terms of conflict impact sensitivity and programming. The second function of VOICE was to mainstream conflict analysis, and peace and conflict impact assessment into the organization, its programs and projects. This was evident in the dissemination component that was to be primarily conducted in the third year of the program.

The dual nature of the project may partly account for the fact that the VOICE project took a long time in the design phase and there appears to have been some uncertainty and confusion as to what the project was all about. This was also partly due to the fact that not all the project staff had formal training in the new approach to humanitarian and development projects that VOICE represented. 

Simultaneously, VOICE clearly charted a new space in CARE Sri Lanka’s program profile, critiquing more traditionalist approaches to development/ humanitarian interventions, and gave voice to other issues than those that were anticipated. At the outset it appears to have provided space for discussion of institutional issues not directly concerned with the peacebuilding and conflict resolution program. 

It was the only project to address conflict-resolution in a systematic way and raised new debates and approaches (conflict-development continuum debate), within the organization that may be seen as positive and enabling a more sustained impact and affectivity of CARE program and project activities. This process however entailed a shaking up that may have been seen to be disruptive of existing institutional practices as well as disrespectful of more established and orthodox approaches.

On the other hand the dual mandate of the VOICE program may have resulted in some confusion as the project evolved. This confusion appears to have been confounded in Batticaloa by the existing security situation and the opposition by the LTTE to peacebuilding interventions. 

The fact that it was not possible to use the language of peacebuilding appears to have resulted in a lack of clarity in the overall conceptualization of the VOICE in Development as well as VOICE for Women components and how the various project activities were integrated.  In the former  (VD) the various project components were not well integrated, while in the latter there was no clear roadmap for the VOICE for Women network as a whole. While there were powerful stories of individual women’s empowerment through membership of the network, the collective output and purpose of networking was not clear, and hence there was an inadequate exit strategy.

A lack of conceptual clarity with regard to how interventions were related was also reflected in the VOICE program concept where there was inadequate emphasis on research and development. As such, though the VOICE concept was a program concept it evolved into various projects and with this evolution some of the programmatic dimensions of the initial concept appears to have been attenuated. While the project side has been relatively strong the programmatic learning aspects of the VOICE program as well as and upscaling of project has been rather weak with the exception of VFC.  

The complexities of the external political/security environment in Batticaloa appears to be one reason that the VOICE program evolving into a more conventional project based approach with three project components. In the context, more needs to be done to mainstream lessons learned by VOICE as a program and to strengthen its role in CARE, while also implementing VOICE projects. 

Challenges Encountered at the Level of Project entry and targeting 

The VOICE project sought to test how selected vulnerable groups among conflict-affected populations could be empowered to actively participate in decisions-making processes that impact their lives and to build local capacity both personal and organizational to this end.

The VOICE program appears to have been process rather than activity driven and commenced with consultations and talk shops. However some staff members said that it was often the case that participation entailed a mirroring of aims and needs of the VOICE project priorities by beneficiaries, that may not have reflected real needs. 

Identifying Needs 

Sometimes beneficiaries had hinted that the more needs-based approach such as the provision of water facilities, latrines etc. may be more useful, but VOICE staff had their own interest in a rights-based approach. The VOICE staff perceived the project to be not about service delivery, but rather an attempt to move beyond a needs-based approach. Balancing a needs and rights-based intervention may resolve some of the misfit in expectations of beneficiaries and project staff. 

What the contradictory views regarding participatory needs assessments reveal is that participatory decision making is not a clear-cut matter. There needs to be more critical analysis of “participation” and participatory research and what is meant by such approaches.

The issue of how best to identify “needs” was not doubt further complicated by the fact that at the time of VOICE’s entry armed actors and political authorities on both sides seemed to view peacebuilding and reconciliation as a threat to the dominant pursuit of war, including their ability to recruit soldiers, and keep up fighting moral. 

Challenges faced by VOICE: 

1. Finding appropriate Language for Peacebuilding

Aside from the obvious security issues and interruptions of project plans and activities in such a context, the existing militarized environment meant that peacebuilding activities had to be articulated in a slightly different language. E.g. rather than multiculturalism one could speak of diversity. 

To a great extent this situation still persists in LTTE controlled areas despite the peace process. The LTTE position is that it is premature to speak of reconciliation and peacebuilding when the basic rights and political arrangement for peace have not been put in place. 

Spaces for peace activity are relatively less restricted in government held areas since surveillance is not so high and civilian voices still have space.

2. Tension between Human Rights and Humanitarian Approaches

Attempts to address root causes of conflict is politically sensitive and has the potential to impact on CARE’s more conventional projects. Indeed in Batticaloa there appears to have been some anxiety about whether the VOICE program would jeopardize other projects in the province.

Humanitarian/ development intervention requires access and hence a low key approach where relationships are built and maintained with the armed / political actors, whereas an HR approach means exposing and shaming the armed actors, and hence may jeopardize project access. This tension requires strategic analysis and making of the right choices with regard to the project’s ethics, goals etc. In such a context, clarity of project goals and the means to achieve them is crucial. Otherwise this tension may in fact affect the project vision, clarity, output and impact as appears to have been the case in VOICE projects in Batticaloa. 

The tension between conventional humanitarian/development approaches and an explicitly right-based approach has implications including ethical considerations for VOICE as well as for CARE in general. A rights-based project may jeopardize access of CARE as occurred mid-way through the project in Batticaloa when the LTTE signaled its displeasure. Balancing trade offs are necessary. Clear ethical choices will need to be made with balancing access against a threshold of violence that erodes the legitimacy of HR work and/or the security of beneficiaries or project staff. In such a situation an exit strategy for when core principles are compromised is necessary. This is a discussion that CARE Sri Lanka may need to have with other I/NGOs working in the north and east.

In the meantime it is suggested that there be a clear distinction between humanitarian/ development and peacebuilding projects and those with a rights-based focus in LTTE areas so that the latter does not jeopardize the former. On the other hand, there needs to be a clear way to mainstream conflict resolution and “do no harm” into the more conventional projects. VOICE has provided the minimalist versions of “do no harm” for other projects, in the sense that one ensures that humanitarian or development assistance will not exacerbate conflicts, tensions between groups. It is essential however that steps are taken to continue the process after the conclusion of VOICE.

Recommendation with Regard to M&E in a changing peace and conflict environment

1. Given the nature of the political context and the fact that each area was slightly different the Batticaloa projects would very likely have benefited with and M&E coordinator based in the field.  M&E in such a context entails mapping and analyzing project progress and trajectory in relation to the shifting contours of the conflict and periodic reassessment of progress on both fronts. As such s/he would need to have a good grasp of the local political dynamics of the situation and be able engage in conflict analysis.

2. It is recommended that an analytic distinction be made between individual empowerment and a group or network’s collective activity. This distinction may assist the M&E process. While empowerment of individuals in a conflict setting is a fine thing, empowerment without a strategic purpose or goal could also result in raised expectations, that if unrealized may result in frustration among beneficiary groups as noted in previous chapters with regard to the VFW and WHH projects. While in an intense conflict situation networking may only enable individual stories of empowerment, in a peace process where new spaces open up, more emphasis should be given to the collective output rather than individual empowerment to enable up-scaling of network activities etc. It is not clear that there was adequate analysis of the changing conflict situation in Batticaloa vis-à-vis projects, and hence inadequate conceptualization of new spaces that may have opened up for project interventions to broaden and deepen.

3. In a project where capacity building for beneficiaries and institutions is expected, it may be useful to have two sets of Needs Assessments in space and time – i.e. for vulnerable groups and for institutions working with them at the initial stage. A second less detailed needs assessment midway into the project would enable identifying new spaces, needs and capabilities that may have been generated by the project. These of course would be analyzed in relation to the changing conflict environment. Such an approach would make for more integrated project activities. 

4. A human security approach identifies physical needs as well as security needs and risks. In the context it s suggested that an infrastructure analysis of organizations and institutions be added to the COLA questionnaire. 

5. If “empowerment” is to be used then its meaning for the project should be spelt out at the outset and clear criteria should be developed to ensure that tangible empowerment includes not just knowledge of rights but also the ability and the concrete capacity to realize those rights. For instance enabling local groups to access and participate in the information economy through provision of computers, communication equipment i.e. phones, fax machines (when electricity is available) are as important as telling people what their rights are.

Chapter 5

IMPACT OF VOICE ON CARE (and CARE on VOICE)

This chapter assesses the impact of the VOICE program on CARE Sri Lanka and conversely the impacts of CARE institutional structure and culture on the VOICE project. The VOICE project was an experiment for CARE Sri Lanka, which had long experience working in these regions but in a more conventional humanitarian and development capacity. In traditional development work conflict issues are treated as peripheral or too political and hence marginalized in the project frame and strategy. 

VOICE within CARE:  

Project Rationale

Unlike other programs VOICE had a dual function.  It was a learning process that was expected to pilot a transformation in CARE’s approaches to development, thereby expected to affect changes internal to the organization. It was also an intervention that attempted to address some of the root causes of the conflict, rather than addressing its symptoms and consequences as most humanitarian and development interventions do. In its second function the VOICE program explicitly aimed to rebuild war torn civil society and contribute to resolution of the ethnic conflict.

VOICE sought ways to explicitly integrate conflict resolution practices and tools into the conventional development framework, which does not always view conflict and conflict resolution-related issues as central to the development process. Peacebuilding and conflict resolution skills were to be introduced both for beneficiaries and/or partners organizations as well as for CARE Sri Lanka with the hope of extending lessons learned to CARE international. The extending of lessons was earmarked for year 3. Unfortunately, however, the groundwork, that is research and development work that should have been done earlier, was not adequately prioritized during the project.  

VOICE was a project that was essentially about learning and capacity building for better institutional programming and impact for beneficiaries as well as for CARE Sri Lanka. Although the latter goal is not stated in the VOICE project proposal it was apparent from interviews with CARE staff, VOICE and non-VOICE, that this program was expected to impact other projects and CARE approaches. However there was no clear program strategy to integrate the lessons learned from the project into CARE at the outset.

Perceptions of VOICE

1. VOICE was process driven and needs were identified through consultation, rather than drawn up as a prior blue print or log frame.

2. VOICE sought a more comprehensive and theoretical intervention.

3. The VOICE project was vague and its staff seemed to be fumbling in the dark.

4. Project was less hierarchical in terms of staff structure as well as in relationship between CARE and beneficiaries.

5. VOICE staff members were troublemakers.

6. VOICE could jeopardize other CARE projects that were less politically sensitive in the area.

7. VOICE staff did not inform others about their activities.

8. There was no space in CARE for VOICE.

9. VOICE is an asset to CARE.

VOICE had a greater reflexivity vis-à-vis the institution it was located in than did other projects. It was posited, it seems, in implicit criticism of other sorts of projects that CARE traditionally engaged in. It also had greater autonomy as is evident in how the project staff operated, the staff hierarchy was established, and project design was done.  It is now however clear that the VOICE staff did not fully understand the dual status and implications of the project, as evident in the resistance to monitoring. 

The greater autonomy that project staff enjoyed as a result of the special status of the project appears to have generated a negative perception and dynamic in some sectors within CARE. This negative vibe may have been compounded by a lack of communication between VOICE and the rest of CARE, especially in the particular field offices from which the team operated. Very likely VOICE staff who were new to CARE and did not quite know the institutional rules, procedures, etc. were unable to identify the specific causes of the tension at the outset. Conversely CARE staff may have been at a loss to understand VOICE’s function. 

Space for VOICE within CARE

There was the constantly articulated feeling among VOICE staff that though CARE   Colombo wanted this project there wasn’t the space within the organization, or the support to implement it fully.  As pointed out earlier, projects that involve innovation are bound to encounter opposition and generate conflict at a variety of levels. Especially in a project like VOICE where an approach that was new to CARE was being envisaged, some resistance from the entrenched culture was to be expected. 

On the other hand, the greater freedom and the emphasis on creativity that was part of the VOICE method initially also seemed to have given the staff the mistaken impression that creativity and the free flow of ideas refuses structure - that structure by definition was restrictive. Therefore the limitations within which they worked- CARE institutional arrangements, donor requirements, the project time frame etc.--essential structuring elements-- were not adequately incorporated in the implementation of the project. The extended period of project design, the lack of much monitoring in either of the three project segments, and the much-discussed reluctance to do the work of ongoing evaluation speaks to this preoccupation. 

Conflict Resolution and Peacebuilding within CARE

Another phenomenon internal to the CARE/VOICE relationship was the manner in which 

the conflict resolution and rights-based approach skills of the VOICE team were seen by many to have been directed inwards with not very positive consequences. The drivers’ workshop and the idea of having a discussion about the conflict amongst CARE staff for instance are examples of the VOICE team’s impact on CARE institutional culture. The discussion amongst the drivers was the articulation of their need for more equitable treatment from CARE as an institution and access to information regarding projects. There was no follow-up to this meeting either in terms of addressing the drivers’ grievances or in terms of having similar workshops for other staff.  Many have indicated that CARE as an institution is based on hierarchy.  VOICE staff members were quick to recognize this and challenge it at a variety of fora. Although the usefulness and effectiveness of these challenges were often debated there were some tangible results. VOICE staff lobbying had influenced HRD at CARE at the policy level. CARE's provision of facilities for lactating mothers to do field visits is one very positive development that reflects a merging of the rights-based approach with institutional culture. If rights-based programming, conflict analysis and mapping skills are to be broad based throughout the institution then more of this should be expected and CARE should take a close look at the participatory and equitable nature of its own practices. 

Monitoring and Evaluation 

The fact that VOICE was an important learning project for CARE, both CARE Sri Lanka and CARE International, was emphasized by almost all persons at the Colombo Office. However there seems to have been little energy invested in a research and development component within the project whereby learning could be maximized during the project cycle and documented for future project design. Although the assumption of learning was talked about quite widely there was no real program strategy to ensure that the learning was in fact produced, documented and used in a workable manner. The problems of 

M&E that were endemic through out the project have been discussed. 

The hallmark of a good M&E design is understanding at the outset what the institution needed to know through its M&E. Given that VOICE was viewed as a learning project it is unclear as to why M&E was not clearly defined from the head office as part of the documenting for the larger learning process. It would perhaps have helped identify the kinds of information needed for the monitoring and evaluation process if it was combined with the larger objective of research and development. 

Monitoring and evaluation of projects in conflict situations is not that different from more conventional projects. Rather, it requires an extra level of analysis where greater attention is paid to the impacts of external forces on a project.  

Development organizations are notorious for their weak documentation sections. This is a factor that seems to prevail across global regions and across organizations. CARE Colombo staff members too were quick to point this out about the organization.  

In the current context, within CARE Sri Lanka the issue seems to be one of priorities and not of a variety of possible techniques. A more sophisticated approach to information itself and a realization of its importance is essential if CARE hopes to adequately benefit from its many experiences.  And if it is to move in the direction of advocacy as we have been told it plans to do, then optimal information gathering, processing etc. is imperative.  

Issues of Ownership

Several members of the VOICE project team noted that there was some ambiguity and competition for ownership of the project, since many people within the institution at the CARE central office as well as internationally sought to re-present it. It was felt that this situation resulted in poor information flow to the VOICE team members in the field about comparable projects. This in turn affected the level of learning/knowledge and hence dissemination component of the VOICE program. As such, there needs to be better information sharing at all levels of the CARE staff involved in the VOICE project with regard to other comparable projects and relevant meetings conferences workshops etc. This is also important for human resource development purposes.

Disseminating VOICE Concepts
VOICE was cast as the counterpoint to other projects in the institution. However it was not clear if the need for such a project, the more theoretical debate on the connection between humanitarian intervention, development, and the cyclical nature of conflicts and peace was discussed widely enough. It is clear that senior management has been aware of the issues for some time.  However the need to therefore have and mainstream peace and conflict impact assessment in all CARE projects, particularly those in conflict zones and in Jaffna does not appear to have been systematically addressed. 

VOICE seems to have raised the question of CARE’s ability to absorb the information during its own Mid Project Review. As a result a draft dissemination plan was formulated.  Individual VOICE personnel have provided Conflict Resolution and RBA training to other projects on a project-by-project basis. 

Dissemination and Replication plan of VOICE (From Mid-Project Review Report)

April 2002- March 2003

1. Discussion with project directors (identify willingness as well as key areas where VOICE concepts can be integrated. 

2. Develop tools for M&E

3. Preparing Training Modules

4. Conduct training for Staff. 

5. Conduct training for partners. 

6. Develop strategy to incorporate the concepts into CARE projects. 

Some internal dissemination activities conducted by VOICE: 

July 2002- Workshops with DZADP in Hambantota on conflict resolution.

September 2002- Exploratory Workshop with WDP in the Wanni

December 2002 –Workshop with LIFT to create action plan for joint work 

January 9 - Workshop with the PRIDE project
January 29 - Workshop with LIFT
January 30/31 - Workshop with WDP 
February 27-28 - RBA and Conflict resolution workshop with PRIDE, LIFT, and
WDP

There has been some success in introducing VOICE concepts to other projects on a project-by-project basis. Other project persons (from PRIDE and DRY ZONE) that we spoke with seemed to consider VOICE staff a valuable resource for CARE.

The VOICE team too seems to have learned much from the encounters, especially in relation to the different sorts of logics in operation in “direct delivery” and “soft-ware” projects such as VOICE. 

But it is not clear that at the end of the VOICE project there is a mechanism to maintain and mainstream these VOICE concepts into CARE as a whole. There are no training modules formulated as of now and there are no plans to institutionalize the concepts through establishing, for instance, a special unit that could disseminate these concepts throughout the organization.   

VOICE as “different” from other CARE activities

There is a danger with identifying fashionable projects and constructing them in terms of binary opposites to already existing project approaches. In many ways the VOICE project is new to CARE. However, CARE as an implementing agency appears to have placed relatively low priority on research and understanding the larger context – political and historical-- of its practice. 

The VOICE project appears to have re-presented this issue to CARE Colombo in general but it also seems that the VOICE staff were inadequately prepared and trained to address the conceptual challenges as well as to identify the needs and lacuna in the organization to affect real change. It is hoped that there will be a realization of the need for greater research in future projects be they direct delivery type projects or the less traditional peacebuilding work. For peacebuilding work such background socioeconomic research is essential. 

Further VOICE is often discussed as “different” in an oppositional manner- in that the delivery of goods was considered not part of its mandate.  That was what “traditional” programs were to do. This is something that needs to be re-thought at a variety of levels. First, the introduction of rights-based programming; where the service is the provision of information, where people are helped to identify their rights and the necessary courses of action for the realization of such rights too require certain infrastructural facilities. These should be provided for in project budgets. For instance if the point of the VOICE for Women component was the building of a network among women from various organizations, then it is only fair that VOICE facilitate the maintenance of such a network through the provision of a secretariat of some sort.  Capacity building of organizations working with women headed households where best practices in relation to identifying rights and their provision is the goal, requires the infrastructure capacity—access to transportation, information exchange, letter writing skills and facilities etc., that will assist in networking. Therefore it is not always useful to design such projects with funding only for workshops, training programs and resource persons or train staff to understand the respective approaches in terms of opposites.

An important lesson to be learnt through this exercise is to maximize CARE’s current expertise and experience when conducting peacebuilding/rights-based programs. A traditional sector approach – in the manner of that which was adopted by the VFC and the birth certificate program of the VID components—seemed to have worked best. The combination of awareness raising with the making of necessary horizontal networks made both these programs work very well. Given the access to resources and the legitimacy that CARE as an INGO has to access the government sector, it is important that it designs programs that are rights-based but that can also deliver tangible results. Coordination for the sake of coordination, network building for the sake of network building, for instance, while seeming to hold promise, generally fall flat due to a lack of direction. For instance, neither the VOICE for Women Network or the WHH network had clearly stated goals. “Better work practices” and “empowerment” are not sufficiently clear goals. Both could have worked better if concrete goals had existed. Therefore the more traditional practices that institutions like CARE have long been engaged in should not be completely abandoned in favor of the new.

The Issue of Capacity

We noticed a debilitating assumption among some VOICE field staff that the beneficiaries—in their expectation of the usual CARE goods —“lacked the capacity” to understand what they (CARE) were doing.  This is a problem that is directly related to the assumption that peacebuilding projects need by definition to be projects that do not have a “donor/recipient relationship.”  The donor/recipient relationship with its power dynamics is in many ways replicated in the training sessions and workshops and is not absent purely due to the absence of “goods.” In discussing the now very trendy issue of capacity it should also be kept in mind that the limitations of a conflict situation that force persons due to a culture of violence to refrain from certain activities does not directly correlate with a lack of capacity. 

Humanitarian Interventions vs. Human Rights Issues

VOICE staff and concerns aired at the mid-project review discussions also seemed to reflect the classic difference between the humanitarian service delivery culture and the human rights culture. While the humanitarian sector prioritizes the need to negotiate between all parties to the conflict without antagonizing either party in order to ease the access necessary for delivering its services, the human rights sector prides itself on the identification of rights abuses and violations. In the former, rights abuses often go uncommented upon if not unnoticed. In the latter negotiating to deliver services/goods is often not an issue.  In a situation where a direct delivery organization is called upon to do rights-based programming there is the added responsibility of balancing both approaches in a manner that does not jeopardize the spirit of the intervention or the availability of access. The need for analysis that adequately understands the tradeoff, and is further responsible enough not to jeopardize access for other sorts of projects is crucial and it is unclear if the VOICE team was sufficiently prepared for this. Clearly, the work continued despite the many challenges. However some fissures have developed that speaks to the requirement of further internal discussion on this issue.  Identification of a team with the combined Human Rights and Humanitarian Aid experience was a good strategy. However, conversation between the two types of persons was inadequately facilitated to achieve maximum benefits from the balance. 

Project entry identification: 

There has been some discussion about the fact that VOICE initially envisaged as being a program that could be implemented within existing direct delivery projects became by default a stand alone project. Given the contextual difficulties of doing peacebuilding work within a conflict zone it seems strategically sensible that the distinction between projects be maintained. For as discussed earlier the balancing act of negotiating with all parties as well as raising awareness as to rights and their violations among beneficiaries may entail problems that are peculiar to such peacebuilding projects. Therefore in order that such problems do not jeopardize other projects that are running simultaneously, it seems sensible that a distinction between projects is maintained. However, in order that all projects within a conflict area work through constantly negotiating their position with a variety of actors it is important that information exchange as to project activities and constant conversations between the various field level staff is ongoing. There were some problems of communication between VOICE and the rest of the Batticaloa office. The team was given the impression that, although VOICE expected area people to look out for its interests it did not necessarily consult area persons on project activity and partner choices.  In politically volatile areas where sensitivities have to be maintained it is advisable that such peacebuilding projects are in sufficient contact with other field personnel. 

The VOICE Program Dynamic and the Green House Effect 

Many of the discussions that were recorded appear to have gone in circles around no doubt complex problems, rather than moving to a different level of theory which often enables seeing conflicts from a more objective and external perspective. It seems that VOICE project staff were very internally focused, even self-absorbed. This may be partly due to the greenhouse effect of working in a conflict setting where information is sensitive and being field based. The team did not appear to have enough exchange at academic/analytic level with other institutions that are involved in the field at a more analytic or theoretical levels.

Institutionally there appears to have been little attempt to enable a learning space and resource center for peace and conflict studies despite that fact that this was supposed to be a learning program.

Several members of the VOICE program noted that they felt that there were too many expectations from them. This appears to have been generally correct given that VOICE had the dual role of implementing project while learning themselves on the job and disseminating that learning to colleagues in CARE and other institutions. The sense of too many expectations may have been compounded by the fact that task allocation for team members and work plans were often ambiguous and opportunities for external networking with similar agencies limited in the conflict zone, given information sensitivity.

It was felt that this was an important new approach, but it is an approach that remained vague to many of the VOICE staff as well as CARE staff persons. To some extent VOICE staff appear to have been trapped in the image, and felt that they had to deliver new approaches and concepts that they themselves were not quite sure of. 

Chapter 6

CONCLUSIONS

“I do not believe in any effort called peace education, if instead of revealing the world of injustice, it tends to cloud it … Reflection if it is true reflection, leads to practice.” 

Paolo Freire: Pedagogy of the Oppressed.

VOICE appears as a glamorous new project that has the backing from the powers that be within CARE Sri Lanka. In some sense it was a flagship project for CARE International. The program is an attempt to get beyond conventional approaches to development and humanitarian intervention in post/conflict situations and to deal with the root causes of conflict and violence. The need for such an approach derives from critiques of humanitarian and development aid delivery during the nineties in several conflict situations in Africa, where international humanitarian aid was perceived to have contributed to erosion of local governance structures and capacities while subsidizing armed actors, and thus prolonging low-scale wars in the global south.

In the context of the international debate on donor roles and humanitarian aid the VOICE program was expected to generate lessons for other CARE projects as well as other institutions involved in the field of peacebuilding and post/conflict reconstruction in Sri Lanka. Currently, approximately fifty percent of CARE Sri Lanka projects are based in the post/conflict zone.

Peacebuilding and capacity building for reconstruction are of course current growth sectors in the international development industry. The sector is worth 20 billion and growing as multilateral agencies such as the World Bank, Asian Development Bank and United Nations system take increasing interest in war-torn societies that are perceived as a security threat to the international community after 9/11. Moreover the international financial institutions (WB, IMF and Asian Development Bank are relevant here) recognize that the ceasing of violent conflict constitutes a moment opportune to drastic structural adjustment of economies and societies often in line with neo-liberal economic policy. In the context with the VOICE project CARE acquires a comparative advantage in the peace and post/conflict field and market place vis-à-vis other INGOs, in terms of experience and expertise.  

Also common to the emergent international post/conflict industry is a tool kit approach where the same model of the war zone bereft of “social capital” and local capacity is posited. Thus capacity building has become a buzz term in the new post/conflict development discourse. When used by the World Bank it usually means institutional capacity to ensure capital-friendly legal and institutional frameworks in line with WTO and trade liberalization policies. “Capacity building” is a sector paper in the Multilateral Agencies Needs Assessment, and is part of the post-conflict tool kit approach that I have described elsewhere.
 The concept must be critically analyzed and disaggregated in the Sri Lanka context if it is to have significant impact. 

A general lack of capacity cannot be uniformly assumed in all conflict regions. As several analysts have suggested new capacities and coping strategies are generated in conflict situations, just as new spaces for empowerment may open for previously marginalized groups (women also take on new roles as head of household and principle income generator etc). It is hence important to analyse these spaces carefully if capacity building is to be effective.

Critique of Capacity Building 

The relevance of the concept of capacity building bears scrutiny. In the international post/conflict discourse the lack of capacity figures as a general claim and there is little attempt to unpack the concept aside from affirming (as does the present VOICE proposal), that there is a lack of institutional capacity and individual empowerment. This analysis of the impacts of conflicts stems largely from conflict situations in Africa where decades of war and have resulted in de-institutionalisation, but its relevance in Sri Lanka needs to be scrutinized. 

Sri Lanka has very high levels of literacy and education and has been considered and outlier in the development discourse because of high social indicators despite low per capita income. Moreover, in the conflict affected areas of the island there are a lot of institutions including parallel governance structures. If at all it is the multiplicity of institutional and governance structures run by the GoSL as well as the LTTE, that impede one another that are the problem. There is a need for careful institutional analysis to identify the reasons for the apparent lack of capacity or the dysfunction of institutions. Indeed it is arguable that it is not so much the absence of capacity of institutions as their inefficiency and under performing nature that is relevant.

Another confusion in the peace and capacity building literature is the presumption of the absence of local capacity and the failure to recognized that it is not so much the absence of capacity but the security situation that limits people’s ability to fight for rights and/or represent themselves. Sri Lanka has relatively high levels of literacy and vocal civil society organizations NGOs, CBOs etc. The failure to act is more an issue of what in political science literature is mistakenly glossed as “free riding” where people have the capacity but do not intervene to stop the violence.

Of course there are some vulnerable communities that need rights-based education – particularly lower caste communities that have historically been deprived of education. These were not adequately identified in the CARE Vulnerable groups assessment, partly due to the fact that it is taboo to speak of caste, particularly in LTTE areas. But denying that the problem exists may only perpetuate historical social exclusion. There needs to be a better analysis of this issue vis-à-vis vulnerability particularly in LTTE held areas.

VOICE staff appeared to recognize that there were many capabilities among their beneficiary groups, but a more explicit balancing and analysis of capabilities and vulnerabilities when conducting needs assessments is recommended. 

Peace and Conflict Resolution 

Life is about conflict. It is violent conflict that is a problem. Many new approaches to peacebuilding tend to forget this and conceptualize peace as the absence of conflict. Along with this is a tendency to celebrate difference and diversity without fully grasping the problems. This was evident in Kebithigollewa where children who had lost parents to the war with the LTTE were expected to feel peace and harmony towards ethnic others (including those who were associated with the disappearance of their parents). 

This issue needs to be addressed by a proper conflict analysis, or peacebuilding simply remains an abstraction and multiculturalism a good idea that is contradicted by the reality of violence. Many teachers in Kebithigollewa agreed that this was a contradiction and said that they would want ways to deal with it in the future.

Combining Needs-based and Rights-based Approaches in Peacebuilding Projects

The definition of the project as a break with old or traditional ways of doing things meant that sometimes the project did not draw sufficiently on the established methods, wisdom and experience of those working in more conventional humanitarian and development projects in conflict areas. It is the sense of this evaluation team that more rigorous, old school methodology including training in social science research skills and an approach that balance needs and rights-based interventions (including attention to infrastructure), would have been beneficial to the project. An approach that combines needs and rights-based analysis would no doubt considerably strengthen and add clarity to projects.

Recommendations 

1. Flexibility is good but there are limitations to flexibility. Creativity should be tempered by an understanding of necessary guidelines and limitations and the need for rigor and accountability. 

2. Conflict sensitive M&E requires flexibility with the minimal requirement that projects impact on the conflict and the conflict’s impact on the project are adequately mapped. In a project that is done for the stated purpose of learning, M&E and Research and Development should be identified as priority areas. 

3. Several persons within CARE that we spoke with indicated that documentation in the organization is weak. This seems to be a problem through out the development sector all over the world. We recommend that there be a separate Research and Development section within CARE Sri Lanka that could oversea each projects documentation. This task should be distinct from monitoring and evaluation though M&E is an aspect of R&D.   

4. Peacebuilding and advocacy are not in an oppositional relationship to direct delivery projects. Some concrete inputs and outputs should be inculcated even into “software” projects. 

5. Better analysis of ground situation is absolutely essential both at macro and micro levels. For instance there has to be an appreciation of literacy and capacity levels before capacity building is done. 

6. An unfortunate consequence of analyzing vulnerability is that it tends to infantilize beneficiaries and focus on lack rather than identifying existing capacities. While vulnerability identification maybe necessary, it is suggested that project design be done through identifying existing capacity and planning project that capitalize on that which is already there rather than focusing only on the lack of capacity. 

6. Peacebuilding and advocacy projects should not get lost in jargonized NGO concepts like “capacity building” and “empowerment”, but rather should be based on a solid analysis of the local context. Otherwise the result is very poor project design and insufficient impact.  

7. While a sensitive learning project like VOICE may benefit from an ex-pat Project Director, it is recommended that a deputy project director with strong conceptual and analytic skill and local knowledge be brought in also to share the PD’s burden.

8. The combination of a needs-based approach with the rights-based approach is recommended. Those affected by conflict require assistance at a variety of levels and consciousness raising as to rights may not be taken seriously when there is no provision for their immediate needs. 

9. Peacebuilding and advocacy work undertaken through big budget development I/NGOs should identify very concrete goals that could contribute towards better access to rights and better mobilization of local groups. Consciousness raising alone is not an adequate goal for a project that required large amounts of infrastructure spending. Such goal identification may require more analysis and thought perhaps than a straightforward development component. But they may also be more important for the communities in the long run. 

10. The VOICE Concepts: Peacebuilding, Conflict resolution, the rights-based approach conflict mapping etc. are essential tools that all staff currently deployed in development work in conflict should have training in. Therefore it is recommended that there be a program unit for CARE Sri Lanka that deals with such training for all staff irrespective of project. It has been said that “do no harm” is practiced widely throughout CARE. As such, there is a need for the methods used by VOICE to be institutionalized. Training modules that could be used irrespective of personalities should be developed. 

11. CARE’s own expertise in development work – i.e. the classic sector approach for instance, should not be discarded too readily in the design of peacebuilding/advocacy projects. While the analysis of the situation that is required in these sorts of interventions and the identification of needs maybe different other work techniques and expertise should be replicated when possible. 

12. When “organizing” “vulnerable groups” keep in mind, first as already discussed, that a very clear goal is necessary. Secondly scaling up, making vertical connections and networks is essential to any successful rights-based approach that requires the participation of the authorities in a given region. 

13. Finally, there is a need for discussion of ethical strategies of intervention in situations of on-going human rights violations by armed actors, such as the situation that the VOICE program faced in Batticaloa, within CARE. This discussion would also constitute a means of relating micro-level peacebuilding activities to macro level conflict de-escalation. Ideally CARE would extend this discussion to other I/NGOs working in the north and east of Sri Lanka to develop a collective advocacy strategy.

APPENDIX

ORGANIZATIONS, INDIVIDUALS AND EVENTS THAT THE EVALUATION TEAM ENCOUNTERED

CARE IN THE FIELD

1. VOICE field coordinators – Samadanie, Nawaz, Prabath, Ravi, Sujeeva, Thanga, and Muru.

2. Other VOICE field staff – Nadishiya, Shiyana.

3. The entire staff of VOICE for Development—Batticaloa
4. Area Director CARE Batticaloa.

5. CARE field Staff connected with other projects -- Kumudu (PRIDE), Champika (Dry Zone Agricultural Development Project) 

VOICE FOR CHILDREN- STAKEHOLDERS AND BENEFICIARIES. 

1. Participants of the Peace and Co-existence for IDPs project inspired by VOICE

2. Zonal education Office, Kebithigollewa – Secretary for Planning

3. Provincial education Office, Training 

4. Principal and teachers of Kebithigollewa Central College

5. Life Competencies teacher circle

VOICE IN DEVELOPMENT-PARTNER NGOS & BENEFICIARIES 

Al-Inzania - Oddamavadi

Ms S Mizriya

Ms. Azhraff Niza

Mr. M L M Nazeem

Ms A S Baseera

Ms. A.L.Rafeeka

Beneficiaries

Ms. M.S.Shabeena

Ms. Sulaithaumma

Ms. Ummu Habeena

Ms. Sithy Baseera

Ms. Saheena

Peoples Welfare Association - Kiran

Mr. N.Suthendran

Ms. K.Jeevamalar

Beneficiaries

Ms. S.Pakiyam

Ms. P.Vallinayagi

Ms. K.Manonmani

Batticaloa WHH Cluster – Batticaloa Town

Ms Mary - 

EHED

Ms. Sumathi

EHED

Beneficiaries

Ms. V.Pakiyalatcumi
- WDF

Ms. J.Suhanthamalar
- Sooriya

Koinonia -   (Palarchenai Village)

Ms A Dilrukshi

Ms R Radani

Beneficiaries

Mr. N Puwanendran

Ms M Yoges

Ms N Poopathi

PADRO - Kokaticholai

Mr. T Murugamoorthi – President

Mr. K Arasaratnam
- Secretary

Ms P Janagi

- Co-ordinator

Beneficiaries:

Ms A Sahaya malar

Ms K Aruhamma

KPNDU - Vaharai & Palaichenai Village

Mr. P Ranjan

President

Ms V Selvamalar
- Field Officer

Ms P Parimaladevi
Co-ordinator

Sooriya - Batticaloa Town
Ms Prema

Ms Renuka

PPDRO - 

Mr. Rajathurai – Co-ordinator

WWDF

Ms Dayahari

CDF

Ms Yigeswari &

 6 women beneficiaries

WUSC
Mr. Jesusahayam

Oxfam -

Ms S Shanthi

VOICE FOR WOMEN 

Participants

· From the Akkaraipattu Group

V. Piragala

S. Mohana 

A.M. Hamsiya 

B. Fareena

T. Jegatha 

· From the Ampara group 

Chathuri

Nandini  

· From the Batticaloa group 

Chandra 

Shri Valli 

· From Kantale 

Podimanike 

VOICE Support Group convened by coordinator 

Harini 

Heshani 

CARE COLOMBO 

1. Country Director

2. Director of Programs

3. Director M&E

4. M&E coordinator VOICE

5. Director Finance 

6. Director HR 

7. Member Asian regional management unit.

8. Project director VOICE

� Paraphrased from three-page report by Kumari KumaraGamage- Women Consultation in the Eastern Province. 19th July 2001. Here too Kumari identifies the goal as “supporting each other” and as finding “the contribution that they can give towards peace in the country – as individuals, as part of their own organizations or communities and as a group.” It is this second goal and goals like it that should have been promoted through such a network.   


� Kumari Kumarage. Work Report from January 2001-July 2002. VOICE Project. Ideally, such a statement should have read “Empowering a selected group of women from the Eastern Province to create a Network to conduct cross provincial peace and gender advocacy work.”  


� Emails written by field coordinator and M&E coordinator 7.02.2002, 4th July 2002.  


� “The International Post/Conflict Industry: Myths, Rituals, Market Imperfections and the need for New Paradigm” in Polity Journal of the Social Scientist’s Association, Colombo. July 2003.
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