CHAPTER ELEVEN: MANAGEMENT OF CBR

Management consists of all the effortsto ensure
smooth functioning of the programme. This
includes policy-making, planning, training of
personnel, implementation at all levels, provision
of resources, monitoring and eval uation.

In the conventional system, the limited manag-
ement that exists is centralised and often applied
from the top downward. If the government is
involved, it might make plans, get involved in the
training of personnel, and introduce devel opment
projects at the district and the community level.
The governments usualy see communities as
grateful and rather passive recipients of what they
in their benevolence have organised. As a result,
there might not be much local involvement. If
NGOs are the providers of services, they normally
limit themselves to managing their own centre.

Aslong as the rehabilitation services consist of
a handful of institutions, the system can easily be
managed centrally. But when one tries to involve
communities in service delivery, larger resources
are needed, both centrally and in the periphery.
Centra direction is no longer adequate, as it
induces a certain degree of passivity in the
population. People often take the view that they
just have to wait for the government to come and
provide a service for them. This becomes
frustrating, for governments in most developing
countries will have large initid difficulties
managing even the most essential services.

One of the key features of the CBR programme
is decentralisation. But this is not enough. There
is no guarantee that this process by itself will lead
to community development. Decentralisation must
be accompanied by a change of attitudes. The
government and its civil servants should see
themselves not as the leaders and decision-makers
but as partners in development, supporting the
population, listening to what the community wants
to do and facilitate its implementation.

1. DECENTRALISATION

Decentralisation implies that the responsibility
for the functions of an organisation, along with the
authority for carrying out these functions and the
subsequent accountability, is delegated to those at
the periphery of the organisation. (See Box 11.1.)
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Box 11.1

DECENTRALISATION: TRANSFERRING
POWER TO THE PEOPLE

The main constraint to development in many
countries is not the lack of resources. It is the inertia of
governments in planning for, implementing and
underteking the day-to-day decison-making and
management of centrally operated programmes. They
are ineffective because of the sheer complexity of trying
to do everything at the national level. If the resources at
the community level were better used, the constraints
would be much smaler. Thus governments would do
well to adopt a policy aimed at preparing, encouraging
and actively engaging loca leaders and people in
decentralisation and accepting that, in fact, thisimplies a
transfer of power to the people.

There are several steps in achieving decentrali-
sation: functions can be assigned successively to
provinces, to districts, and to communities. These
steps may be seen as a continuous process, aiming
a reaching the highest possible degree of
authority, autonomy and responsibility at the most
peripheral point in an organisation.

Decentrdisation in regard to government is
generaly supposed to be an admirable god. It
evokes the image of benign local leaders or service
providers, easily accessible to the people, capable
of taking the right decisions, of delivering the
action needed, or of providing services quickly,
without being dowed down by a centra
bureaucracy. Thisis of course only partly true. The
quality of decentralisation depends on the quality
of those who are locally responsible.

Decentralisation can never be complete. Central
governments need to keep key functions under
control in one way or another, for instance, by
controlling their own inputs (financing), processes
(applying consistent administrative processes) and
outputs  (results). And some specific
responsibilities (such as foreign affairs, defence or
externa trade) are necessarily centralised.

To decentralise too much power could create a
problem. In various parts of the world, notably in
rural communities, some local leaders aready
exercise a high degree of socia control. To avoid
amonopoly of power, one must make sure that it is
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being shared through community participation.

Decentralisation requires competence on the
part of those who are going to carry out the
functions locally. Training programmes leading to
the desired competence must be set up before
decentralisng. Adequate supervision is another
condition. Where there is a shortage of competent
staff, decentralisation should proceed cautiousy
and gradually.

In the following, four aspects of decentralisa-
tion will be discussed one by one:
* services
* administration
» provision of resources (financing), and
» policy-making.

Decentralisation of services

In a totaly centralised system, all services are
provided in one place, as arule in the capita city.
This system makes services inaccessible to and
expensive for, most of the users, who have to
travel to receive them. As with institution-based
rehabilitation, service coverage will be limited to a
low percentage of the population.

The logical first move away from centralisation
would be to decentralise the services requiring
only a minimum of competence. However, exactly
which services require the least competence, might
prove difficult to say. Why? Because of the
tendency to unnecessarily complicate services
delivered by professionals, especially when they
have successfully acquired expensive equipment.

Consequently, demystifying apparently com-
plex technology so that lay people understand what
and how they can do things on their own, will be
an early step toward delivery at the community
level.

One should start trying to decentralise the most
routine, high frequency services. It is more
economical to deliver such services localy, as it
means less travel for the disabled people receiving
them. It should further be noted that many
components of rehabilitation are best carried out
locally. These include training in mobility, ADL,
communication and behaviour. Opportunities for
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schooling, informal vocationa training and jobs
should preferably be found locally. Human rights
conflicts should be mediated in the community.
The prerequisite for socia integration of disabled
people is a decentralised system building on local
initiatives. It is important to maintain continuous
technical supervision of services delivered by non-
professionals.

Once it has been decided what to do at the
family and the community level, one will establish
the referral levels in response to the experience
needs. Some services should be given at the
district level, while others might require facilities
a the provincial and national levels. Low-
frequency services, in particular those that are very
costly and not very urgent, can be assigned to the
central level.

Decentraisation of services is facilitated by
standardisation. Standard procedures are more
reliable and easier to remember. Standardisation
simplifies the training of community workers and
the supervisor's tasks of checking and reporting on
the service ddlivered. One should not interfere,
however, with locd initiatives to "invent" new
procedures or to modify existing ones. Community
workers and families should be encouraged to
individualise and experiment with the technology.

Decentralisation of administration

In a totaly centralised system, al
administration is carried out at the head office,
Stuated as arule in the capital. Such a system is
time-consuming and expensive. In a fully
decentralised system of administration, al
decisons and actions would be taken in the
community.

Advocates of a centralised system point to
uniformity of approach as the reason behind their
preference. Civil servants can carry out a high
volume of standardised administrative procedures.
They ae easer to supervises and any
inconsistencies in their work are easier to correct
when the system is totally centralised. Where the
same tasks are carried out by a multitude of civil
servants in many separate places, rather than at the
head office under the supervision of one single
manager, the results are likely to differ.
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Those who propose a decentralised system
clam that it is more effective and gives better
justice to the ordinary citizen than centralisation.
The central system has very little feedback from
the public. Hence there is a great risk that faulty
procedures and injustices may go uncorrected
owing to alack of awareness at the central office.

Further constraints that hold back citizens from
approaching the civil servants are the impressive
size of the system, the difficulty of finding out who
isresponsible for what, and the socia gap between
ordinary rura people and civil servants living in
the capital. In a decentralised system, these
congtraints and the inertia of the centralised system
can be reduced.

There is no ideal solution to this dilemma. A
compromise has to be found, the final goal being
to atain the highest possible degree of
administrative decentralisation through a gradual,

step-by-step approach.

The first functions to decentralise should be
those of high frequency, with no or few economic
implications, such as a large number of decisions
on servicing of staff. Provinciad and district
managers, who mainly utilise locally provided
resources, should gradually be given authority to
handle all routine decisions.

The extent to which functions can be decentra-
lised will depend on the competence of the loca
staff, on the quality of supervision, and on the
source of the budget. All managers should receive
appropriate training.

As regards the budget of the CBR programme,
it is suggested that local communities pledge
resources for the local services. It would be nor-
mal to expect community leaders to take al local
decisions concerning locally funded programme
components.

A decentralised administration may some times
imply that the central government will have its
fingers everywhere and interfere with every minor,
local decision. Increasing local influence should
counterbalance this tendency.

In a mixed system, the central administrative
responsibilities of a CBR programme could be
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limited to a few central functions. These could be:
planning of the nationa programme; training and
employment of intermediate level professiona
personnel; responsibility for the referral services at
the national level, co-ordination, monitoring, and
evaluation. The remaining procedures and
decisonswill be carried out locally.

Decentralisation of the provison of re
sources

A community, adistrict, aprovince, or a centra
government may provide resources for a
rehabilitation programme. These may include:
funds, personnel, equipment, transportation,
buildings, Statistical services, research,
information, other contributionsin cash or kind. In
some countries, the central government collects
taxes and returns a proportion thereof to provinces,
districts or communities to pay for locally run
programmes.

A community may have various other methods
of financing locally established services or pro-
grammes. In addition, there might be contributions
in kind. For instance, a community might be able
to mobilise voluntary community labour for
various development purposes, such as making
roads, building schools or irrigation dams or wells.
In addition, such existing resources and procedures
could contribute to the rehabilitation sector.
Communities may have the lega authority to
finance decentralised programmes by taxes
collected and spent locally’. Where this is the
case, one might speak of "decentralised provision
of resources’.

Decentralisation of policy-making

The previous section has brought us very close
to the concept of political responsibility. More
often than not, centra governments decide and
impose all sorts of development programmes on
communities(Box 11.2°%  Rarely consulted,
communities may show a growing resistance to
some of these programmes. But with the central
government, NGOs or foreign donors financing
such programmes, communities have had very
little reason to refuse them. This has given rise to
problems: development projects without grassroots
are not sustainable. (Box 11.3.%.
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Rather than taking all decisons on policies
centrally, delegating political responsibility for
community programmes to the communities proper
should stimulate development.  They should
decide what is a priority for their own people.
Thus, should a particular local service be needed,
the community members would decide on its
implementation and raise contributions from their
members to pay for all or part of it. The centra
government might contribute financialy to local
programmes or ask donor agencies to do so. In this
way, the external provider of funds might, for
instance, share the costs by paying for building
material for a school and by supplying technical
know-how, while the community will provide the
necessary labour. Or, in the case of CBR, these
organisations might support the costs of training
programmes and the phasing in of the services.
However, donors should not finance the future
maintenance cost. The community will retain the
"ownership” of the programme, its members
initiating, organising and managing their own
programme.

Box 11.3

FROM THE WORLD BANK:
DETECTING THE GRASS-ROOTS

"Ingtitution-building [in Africa is often advocated by
development agencies] in a one-sided, macro-biased
manner. Undue attention is channelled to the
strengthening of national-level agencies and centra
macro-organisations, while ingtitution-building at the
grass-rootsis chronically neglected.

"Many development programs have failed to achieve
post-program  sustainability precisely because they
neglected to build up loca organizational capacity. Only
if local populations assume an increasing responsibility
for program-assisted activities, during implementation
and especidly following completion, can devel opment
programs be sustained. Such responsibility can be
fostered by increased degrees of autonomy and reliance
on grass-roots beneficiaries organizations."

137

Box 11.2

BREAKING OUT OF OLD PATTERNS
AND GENERATING
NOVEL WAYSOF DOING THINGS

While dedling with environmental issues, "The
Manila Declaration on People's Participation and
Sustainable Development™” contains a number of remarks
that parallel those made in favour of CBR:

"Current development practice is based on a model
that demeans the human spirit, diverts people of their
sense of community and control over their own lives,
exacerbates social and economic inequity...

"We are concerned that foreign assistance ... too
often contributes more to the problem than to its
solution. It places the initiative and responsibility in the
hands of the foreigners rather than in the hands of the
people ...

"Thereisacurrent need for a fundamentally different
development model based on an aternative
development. Authentic development enhances the
sustainability of the community ...

"A people-centered development seeks to return
control over resources to the people and their
communities to be used in meeting their own needs ...

"A people-centered development seeks to broaden
political participation, building from a base of strong
people's organisations and participatory loca
government ..

"It seeks to build within people a sense of their own
humanity ... Those who would assist the people with
their development must recognize that it is they who are
participating in support of the peopl€'s agenda, not the
reverse...

"The future of al people depends on a basic
transformation in thought and action, leading people to
discover their essential humanity and to re-create their
relationships with one another. It is pragmatisn more
than idealism that makes the change possible.”

A necessary precondition for decentralised
policy-making is for the government to improve
public education and information to enable people
to understand the importance of the decisions
taken by them.
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The government may assist in setting up the
appropriate local organisation, where this is
missing or insufficient in scope.  Community
leaders and administrators could be trained to
upgrade their competence in making policy
decisons, handling of financing, and local
administration. The outcome of decentralisation
depends largely on the quality of the trained local
leadership. The reduced role of the centrd
government would be to provide technica and
managerial supervision, as well as coordination of
the loca activities. However, they should avoid
pushing their "pet" projects, this usually only serve
to create powerless local "puppets’.

Partnership

With this we may eventually reach a system
building on partnership between the communities
and the government. The latter will see it as their
main function to respond to and to facilitate local
initiatives. The role of the government and of its
local administrative network is no longer to direct
but to co-operate and to become partners in
development.  Action in the community and
government support becomes complementary and
linked to each other.

Macro- versus micro-level

There are a number of development agencies,
such as the World Bank, that have been involved
in some very large-scale projects carried out at the
"macro-level". In Box 11.3, some reflections from
the World Bank as to the futility of this single-
level approach are quoted, and full involvement of
the "micro-level” in al development programmes
is recommended. The prerequisite for
sustainability of a development project is the
autonomy and competence achieved at the grass-
roots level during the development period. This
experience has been applied for many years by a
large number of small development agencies.

2.  MANAGEMENT OF CBR AT THE
COMMUNITY LEVEL

The basic approach of CBR is to "learn from
the people”. In no other areais this more essential
than in that of management. There is now some
experience of how a CBR programme can be set
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up step by step. The information gathered so far
is, of course, very diverse and culture-dependent.
The steps suggested below may be useful for
planning purposes, but there are many other ways
of going about it®.

Step 1 Awar eness-building (sensitisation)
People in the communities of the developing
countries need to beinformed that:

« disahility is common (although to some extent
hidden);

e there are smple methods of training and
educating disabled people that can be applied
where they live and that will lead to more
independence and better socia integration;

» they need not wait for external initiatives or for
special ingtitutions to be set up, for they can
achieve a good deal through a community
action programme of their own (how to do this,
too, should be explained, including the
obligation to provide resources from the
community).

The important principle is that community
members should discover the fact that it is possible
for them to transform the conditions in which most
disabled people live; and that they could and
should acquire the skills and take the action
needed.

Here a few words of explanation should be
added as to when and how to build awareness/sen-
stise. Many mistakes have been made as to the
when.

Awareness-building should be undertaken only
if services can be set up immediately. In Box 11.4
examples are given to show how registration of
disabled people and surveys raise expectations,
and how they lead to frudtration and loss of
credibility when thereisno action in sight.

How to create awareness depends on the local
culture. In each country, there is normally plenty
of experience to build on, both in terms of
successes and failures. This experience could be
disseminated and applied both nationally and
locally.
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Examples of national-level techniques are radio
and televison programmes and articles in news-
papers. Radio programmes will reach large
numbers of people. Their content should be
carefully structured. Some countries radio stations
feature regular weekly or monthly programmes on
the topic of disability. In some of these, people are
advised as to the causes of disability and how to
prevent them. Others present interviews of
disabled people who tell of their frustrations and
successes. Once a CBR programme dtarts, radio
and newspapers can be used to inform people
about it. Listeners can be invited to mail questions,
which will then be replied to in the radio
programme. (see 4 D project, Chapter 10).

Box 11.4

Another way of information is to visit the
communities, which indicated their interest; this
alows larger groups of local people to attend,
including disabled persons and their families.

Local techniques for awareness-building are of
great importance. Community leaders, teachers,
local committees, disabled people (Box 11.5) and
their families can help. Some countries have tried
with good result: theatre, songs, poetry (Box
11.6"), story-telling, puppet theatre, and other ways
and means. Religious leaders, politicians and
otherstoo can give ahelping hand.

AWARENESS-BUILDING WITHOUT SERVICES
CREATESFRUSTRATION

In one African country, an intensive effort was made to identify, assess and register all disabled children under
15 years of age. Considerable funds were spent in a two-phase study. In the first phase, a team of health/educa
tion/vocational experts went to the field to screen entire population groups, and in the second, specialists carried
out thorough examinations. The end result of this exercise was to register close on 10,000 "severely" disabled
children. Ten years later, no action had been taken to set up any programme to provide training and education for
these children. Parents had filed endless requests and had eventualy given up in frustration. In the meantime,
interminable internal debates had been going on about which ministry should do what, what sort of co-ordination
should be set up, what technology to use, etc.

In an Asian country, a large-scale survey was started, in the course of which several thousand disabled people
were identified, diagnosed and turned into statistics. The survey staff promised these people on identification that
services would be provided but, ten years later, next to no such services had been created.

In yet another Asian country, no fewer than three surveys had been conducted - one by an NGO, one by the
Ministry of Health, and the third by the Ministry of Education. When the Education Ministry went out to do their
survey, they met with widespread refusal among the population - people had seen enough surveys and did not care

for yet another. What they wanted was practica help - not registration.

In several CBR programmes, it is the ILS who
builds awareness through information/sensitisation
meetings or locdl visits. One approach isto send a
message via the local radio station, inviting people
to come for an information day about
disability/rehabilitation. Another example is to
invite a number of local leaders for information
and discussion. The ILS can then to present a few
disabled persons who have been successfully
trained at home and in the community, and explain
the expected result of CBR.
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Step 2 Animation

| take "animation" to indicate the process
through which a community decides to initiate a
development programme. This decision should not
be the result of outside pressure. Programmes that
are the result of political pushing or interference
are unlikely to be successful. "Interference" can
also take the form of financia incentives that
create too much temptation, especialy in the
absence of community participation in resource
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Box 11.5
A LESSON IN THE SCHOOL

In this small town of a South American country, | en-
countered a severely disabled local businessman. He told
me the story of his life, the problems he had been up
against initially, and how he went into business, first lost
some money, but then learnt his lesson.  Though
confined to hiswheelchair, he travelled alot by car.

Once a year he went to the local school, where he
gave a lesson to al fourth graders. On that occasion he
invited the children to ask him questions, which they did,
after some hesitation. In the course of the ensuing
dialogue, he explained to them the problems he had to
cope with when he was small, and he pointed out to
them that there were many disabled persons who were
faced with other peopl€'s negative attitudes toward them.
At the same time, he conveyed the message that a
disability in no way must interfere with on€e's success in
life. This the children had no trouble to understand, for
after al, he was the richest person around.

For six years now he had regularly given this lesson.
The teachers told me that it had helped considerably to
change attitudes in the community.

provision. Another example of interference is
when the results of rehabilitation are described in
over-optimistic or unrealistic terms.

Before deciding on setting up a loca CBR
programme, the community needs to know what it
has to do. This includes conducting loca
management and giving some of its own resources.
They also need to understand what the expected
outcome is likely to be and how what the
authorities will provide, such as training, technical
supervision, administrative support and referrals.

The mechanism through which animation takes
place depends on loca tradition and culture. In
some societies, the local |eaders, whether eected
or appointed, have a great deal of influence, while
in others there will be extensive consultations with
community members. Decision-making could be
influenced by disabled members of the community
or their families and by persondlities outside the
leadership structure. Animation should be allowed
to takeitstime; a CBR programmeisno quick fix

140

6Box 11.6
POEM
Little friends

Around my garden and around my home
you are fighting, and then
you become friends again.
Pushing my wheelchair,
you bring happiness to my world.

Though | cannot enter your world,
mineisfilled
with buds of wishes.
They will bloom
inyour lovely world.

Do not take me to my dark world!
It issurrounded
by four walls.
Take mefar,
far away little friends.

Though my foot lacks the strength
to kiss mother earth,
my weary life gets happiness
fromyour smiles flowering.
They fill my lonely world.

and will require a long time to implement. Com-
munities may feel reluctant to do the programme
until they have seen others do it - or they might say
no.

The reasons for rejection may be severd,
among them: other, more pressing priorities,
negative attitudes, beliefs and superstition, or else
an ingppropriate way of building awareness.
Action to improve the quality of life for
disadvantaged groups may not be a community's
first development priority. Most of them will find
it necessary to start local efforts with the digging
of a well, increasing food production, setting up
some smal-scale industry to earn more money,
providing primary health care and schooling.
When al thisiswell on its way, and only then may
the time have come for taking care of the disabled
peoplein the community.
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Realising that a CBR programme may not be a
priority, one might choose to approach
communities that already have had experience and
have seen success of other development
programmes. This will facilitate implementation
since one can draw on the existing managerial
structure in such communities. ldeally a local
rehabilitation committee will be integrated in a
general development committee.

Once a community is decided to start a progra-
mme, there may be certain formalities. The district
administration should be informed and, in some
cases, formal permission obtained.

Step 3 Community mobilisation

Thefact that, following aperiod of animation, a
community decides to set up a CBR programme
may not necessarily mean that there will be a
programme. To start with, one will have to define
the resources that need to be mobilised.

Theseinclude, for example:

e a community worker who, after training, is
willing to do the job of a CBR local facilitator.
After training, the LF will work full time to
serve a population of 5,000 people living in a
limited area. In rurd areas, most hands are
needed during certain months of the year, for
planting and harvesting. If the LF takes part
in this, the CBR work has to be suspended,
which normally does not pose many problems.
In some parts of the world, the local facilitators
will work as volunteers without being remuner-
ated; in others, some compensation, or a saary,
will be needed. The community should
mobilise this compensation.

» provison of funds for training costs. If the
training takes place outside the community, the
community worker may need a dailly subsis-
tence alowance to cover the costs of food and
lodging. Such costs are sometimes paid by the
government or by external donors. Where this
is not the case, they have to be met by
community funds.

e Communities may decide to assist disabled
members, for instance to pay for schooling
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costs (e.g. uniforms, books), contribute to the
cost of job training by subsidising informal
local apprenticeships, or help to pay for braces,
eyeglasses, or transport to referral centres.

Each community has to decide what it wants to
do and how it will raise the necessary funds. There
are a number of ways in which resources can be
mobilised. Some communities recelve govern-
mental contributions, perhaps channelled through a
district or a province administration. These funds
rarely suffice to finance everything a community
wantsto devel op.

In some countries, communities have their own
means, as they can raise local taxes. Examples are:
per-capita contributions, taxes on income, on land,
on crops or commodities produced; on marriages,
or through local health insurance or essential drugs
schemes; contributions to local services like water
supply and garbage disposal. Other sources include
funds collected at feasts, on religious occasions, in
fund-raising drives, at auctions; or donations; and
fees for services delivered. There might be
contributions in kind, such as voluntary labour. In
one community, the leader explained to me that
there were 19 different ways his community
obtained income.

The mobilisation of community resources may
be dow and stepwise. No programme can get off
the ground as long as there is no local facilitator,
but the extended resources mentioned above can
perhaps wait for a while. It is important that the
community understands that once a CBR program-
me is started, it has to be maintained. CBR is there
to stay”.

Step 4 Community organisation

Each community will need a management
structure to plan for the programme, supervise the
programme's quality, mobilise resources, establish
links with authorities and technical expertise at the
district, and evaluate the programme.

In many communities certain development
structures - committees or similar - are already in
place. If so, it is preferable to use these. Other
communities may need guidance in how to set up
an appropriate managerial structure. Appropriate
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training should be provided for those who
undertake the management. Local government
ministries and NGOs may have vauable
experience in how to set up and train loca
managers. There are examples of countries where
a large number of national NGOs have formed a
union to provide joint managerial courses.

The community organisation should include
disabled people and their families. Many of them
have ample experience of what is needed in terms
of training and what its outcome should be, and
could provide socia support. These people may
have formed their own local organisation. If so,
this organisation should be regularly consulted.
Whenever an opportunity for manageria training
offers itself in the community representatives of
the disabled population should be included..

Step 5 Implementation

Once the community management structure has
been established, the local facilitator should be
chosen, trained and put to work.

After the initiad survey, the LF should start
working with a small group of disabled people.
Thereis atendency to try to do everything at once,
but having 10 to 15 disabled children and adults to
take care of is tough for a beginner. Asthe LF
becomes more experienced he or she may expand
the group. Most functional training of disabled
people can be completed within nine months.
Schooling, ability training and jobs require less
intensive but regular guidance. To build a system
for legal protection is not an easy task. Once
established, the work-load may diminish. A long
— for some severd years — follow-up of the CBR
participants is needed to maintain achievements
and prevent deterioration.

It is important that the ILS and, the MRT
regularly visit the communities for technical
guidance. Many programmes that do not have an
ILS suffer in quality, and motivation may become
hollow after a while. All referras should be
discussed with the ILS. There is often a tendency
to send virtually everybody for areferral at once.
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Experience has shown that about 70 to 90 per cent
of al disabled people participating in the CBR pro-
gramme manage quite well without referrals.

The ILS should not intervene in the loca
management of the programme and should not
give orders to the community. Therole of the ILS
is to inspire and encourage the communities and
the LFsto find their own solutions and to build up
their own experience; he or she should guide when
there are problems and praise them for work well
done. The ILS will motivate the LFs to keep
proper records, and will check them regularly.

The ILS should meet regularly with the loca
committee and provide advice and trouble-
shooting on request. Again there should be no
pushing on his or her part. Rather, he or she should
motivate and inspire everybody to continue and
provide the information necessary to this end.

Step 6 Building-up referrals

The ILS and the LF should visit and discuss
referrals with potential providers of resources at
the district level. These resources include: the
district hospital (for diagnosis and treatment), the
school authorities (for placement of disabled
children in secondary and higher education), the
socid authorities (to help with socid and
economic as well as private problems disabled
people are having), labour or employment officials
(for placement in integrated vocationa training
and jobs), the legal authorities (to set up mediation
processes for settling human rights conflicts), and
local NGOs.

The ILS may approach those provincia and
national authorities and NGOs likely to be able to
help. Examples of referra facilities are: resource
centres for children with special educational needs,
professionals for vocational measures, medical
specialists and orthopaedic workshops. The
specialists should be informed that the community
is able to continue the programme for the disabled
person at home after the referral period
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Step 7 Evaluation at the community level
It is important that communities thoroughly

evaluate (Box 9.9) the outcome of the programme:

- relevance: did the disabled people and the
families feel that the programme is meeting
their needs?

- effectiveness: did the disabled persons included
in CBR improve ther functional ability,
education, income and socid integration; are
their rights better protected ?

- efficiency: have the resources provided by our
community, and supplemented by the govern-
ment, been used in the most efficient way?

- sustainability: are we as a community able to
continue this programme using our own local
resources, assuming that the government will
go on providing training technical supervision
and accessto referral services?

- impact: have the attitudes of non-disabled
people changed for the better? Are disabled
people participating how more than before in
social activities? Are they better represented
and listened to? Are the disabled people and
their families comfortable with the technology?
Has the physica environment become more
accessible to people with moving difficulties?

The community itself should take an active part
in this evaluation; it may wish to engage the
services of an outside consultant.”

3. MANAGEMENT OF CBR AT THE
CENTRAL LEVEL
Principles

As explained earlier, a CBR programme is a
multi-level system. The levels above the
community need to manage:

- the personnel at the intermediate level, such as
the ILS and the mobile resource teacher;
public or NGO-operated services, such as
referra centres, hedth facilities, educational,
social and vocationa structures or law-enfor-
cement bodies - al of which will be involved to
some degree in the CBR system;

- various educationd ingtitutions involved in the
training of rehabilitation personnel or in the
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orientation, information and sensitisation of
concerned personnel in various sectors;

- rehabilitation components integrated in
national, province, and district administrations.
These plan for, contribute resources to, and
deliver decentralised services, and provide
support to community projects.

Three principles should be applied:

Firstly, that the government takes the leading
role in the management of these components of the
rehabilitation system. So far, many governments
have played an insignificant or a symboalic role in
providing management of services, etc. for their
disabled citizens. This has created the impression
that governments consider the work not
worthwhile and to be left to charities. This
reinforces people's beliefs in the same direction.
Efforts must be made to change governments and
peopl€e's perceptions. There is no justification for
any government to keep aoof from efforts to
provide services for disabled people.

Secondly, that the government, at least in the
early phase of development, tries to designate one
ministry or authority as responsible for setting up a
mechanism for co-ordination and consultation that
will satisfy all partnersinvolved.

Once development is well under way, the
various other ministries, for example, education,
hedlth, justice, labour, social affairs, development
and loca government can do their part. The
experience during an early phase of too many
divergent ideass and a variety of ways of
implementing, and as a consequence a large
number of “administrative reasons’ for delaying
servicesis extremely negative.

The ministry in charge of management needs to
set up a satisfactory mechanism for co-ordination,
and in this, all ministries and authorities and NGOs
concerned should be involved. Partnership should
aso be established with representatives of al
organisations of and for disabled people. It is
useful for them to form aunion or afederation.

Thirdly, that NGOs reorient their work to
become partners of the planned system, implemen-
ting projects or services that are within the frame-
work of acknowledged policies and guidelines.
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In the past, many NGOs have set up their
operations in an ad-hoc way, without much plan-
ning and without much guidance from the govern-
ment. Some NGOs are technically speciaised for
certain types of work. Their contribution should
be designed for it to fit into the government's
plans. It would be desirable for international
NGOs not to go to a country with a preconceived
idea of what they want to do. Instead, they should
ask the government and the communities how they
can be most useful.

For the development of the centrd
management, a step-by-step approach is proposed.
Step 1 Surveying interest

At an early phase, the government should
assign an appropriate person or a team to contact
communities with a view of finding out their ideas
about disabled people and the extent to which they
may be willing to undertake local action. One
might develop some printed material to be sent to a
sample of communities, and then visit them for
discussions. Once there appears to be enough
interest and willingness to commit local resources,
one might proceed to set up a CBR programme.

Step 2  Reviewing existing rehabilitation, and
possible networks of public servicesto
implement a programme

The government will identify the public service
network (health, education, socia services or
similar) to be used in the future. Any such net-
work may be incomplete, so information on its
eventual extension will have to be sought. Agree-
ments have to be signed so as to ensure that the
personnel concerned will have both the time and
the necessary resources to carry out their roles for
CBR &t the digtrict level. The necessary human
and technical resources for managerial support in
the future should be available at the provincia
and national levels. Existing personnel in centres
and ingtitutions should be contacted, and their role
within the network should be outlined. If needed,
agreements regarding their eventual reorientation
and co-operation should be formalised.
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Step 3 Calculating costs

At this point, some cost calculations may be
useful with a view to estimating the budget
requirements for the government. (see Chapter 12).
administrative

Step 4 Setting

structure

up an

All programmes need a national manager. This
person could work part-time and have other
functions besides. A better solution is to employ
someone full-time for CBR, given the considerable
workload involved in initiating and maintaining a
community-based programme. The national
manager needs support from the provincia and
digtrict levels. As many functions as possible
should be delegated to these levels. Hence their
staff need to be informed and trained. The
national manager and those who carry out
decentralised administrative  functions  need
transport, and other resources, which should be
identified and supplied.

Step 5 Training of personnel at the inter-
mediate level

Next follows the training of the ILSs. Their
training and subsequent placement at the district
level are, in our experience, the best entry points
for a CBR programme. The national manager will
participate in the first training course for ILSs. An
expatriate with experience of CBR may teach this
course. Subsequent courses could be conducted by
the national manager or by a suitable national. An
in-service training programme should be set up and
maintained.
Step 6 I mplementation

Once IL Ss have passed their examinations, they
may start work at the community level while
based at the district level.

The national manager should carefully guide
the early implementation phase. It is necessary
to ensure that the development of the programme
is based on community involvement, and that it
does not become a conventional delivery system
with the ILS providing the entirety of the services.
At the end of a given evaluation period, certain
adaptations that take account of the experience
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gathered during that period will be necessary.
Later on provincial managers may be employed.

"Post-graduate” orientation should be given to
all concerned professionds (such as hedth
workers, doctors, teachers, etc.) should be given at
an early phase. Later on, CBR should be part of
their undergraduate courses.

Step 7 Monitoring and evaluation

The ILS and al the managers involved need to
check that a reporting system is set up and main-
tained. One such system is proposed in TCPD.
With this system in place, it will be possible to
monitor the development of the programme.
Evauation should be carried out regularly, and
should involve al partners
Step 8 Formulating a national plan

After an initial period of trial and error, it
should be possible to formulate a national plan™.
It should be pointed out that no national plan
should be made without a thorough study of what
the communities see as their needs and what they
are willing to provide. All nationa plans have to
be revised periodically. Such a plan should not be
seen as a dtraitjacket for the future, but as a
direction of how to proceed with the work.
Step 9 Maintaining motivation

Probably the most important role for a manager
is to maintain motivation among al those in-
volved, not only at the "grass-roots’, but also at al
other levels. The manager needs to develop a
support network of politicians, important persons,
local leaders, NGOs, external agencies and so on,
in order to maintain the resource base. Many

activities are needed to keep these groups
motivated.

These include media information, seminars,
personal meetings, invitations to follow the field
programme, and other initiatives.
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4. CO-ORDINATION AND CO-

OPERATION AT THE NATIONAL
LEVEL

Development of services for disabled people is
an area that brings together a wide spectrum of
partners, for instance:

* Governmental ministriesauthorities
Community Devel opment
Education
Finance
Hedlth
Labour
Social Affairs, and sometimes;
Civil Affairs
Defence (Veterans)

Justice
Loca Government
Planning

» National non-gover nmental organisations
Organisations of and for disabled people (often
divided into groups separately representing
various disabilities)

Religious organisations
Professional groups
Development NGOs

» International development organisations
UN agencies
Bilateral  (government
development organisations
NGOs

to  government)

Finding the appropriate way of co-ordinating
the work of al partners in a more cost-effective
and better-planned fashion than today is a delicate
task. A national co-ordinating body is needed™.

There is no blueprint for how to co-ordinate, and
each country has to find its own ways of addres-
sing this significant problem.

A number of proposas are available in UN
documents™ (reproduced in Box.11.7 and 11.8).
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» The first decision to take is whether the co-
ordinating body is to be an advisory or an execu-
tive organ. With strictly advisory bodies, the
available experience is rather mixed. If executive,
it will need its own budget and a managerid
structure for implementation.

* There should be approved and clear policies
and a detailed and budgeted national plan that
describes what the country wants to do. (Box 11.7)
Very few countries have formulated policies and
plans. It may be appropriate to provide an initia
project for training the national personne in
planning techniques. This is presumably better
than the alternative of sending for an expatriate
expert. At present, many countries ask for
assistance in formulating a proposal for a plan
from an international expert. Such outsiders have
made the sad discovery that most of these plans are
later shelved and never see the day of
implementation.

Box 11.7
POLICY ORIENTATION OF DONOR AND
PROGRAMME COUNTRIES

Thefollowing basic questions represent characteristics of a
good policy orientation regarding disability. The checklist is
progressive towards an inclusive approach. Should the
required characteristic not be evident, proposals for balancing
positive action could be made.

1. Has the donor agency/programme recipient accorded high
priority to the socia dimension of development?

2. Has the donor agency/programme recipient taken into
account the need to pay specia attention to the most
vulnerable or poorest population groups, such as women and
children in difficult circumstances, persons with disabilities,
refugees, among others?

3. Has the donor agency/programme recipient included persons
with disabilities as a group to be considered and addressed by
aspecific policy component?

4. Has the donor agency/programme recipient included
consideration of disability issues as an integra issue for the
policy mainstream?

* A mechanism for establishing full co-or-
dination between dl the partners. This must have
its starting-point within the government itself. It
would be useful to choose a particular ministry as
the one responsible for al questions relating to
policy-making, planning and implementation.
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Other ministries would contribute the resources
under their respective supervision. It will be
necessary to set up a permanent procedure for
maintaining adialogue among all partners.

When this has been done, the government
should discuss the policy options with national
organisations of disabled people and professional
groups. These options should be reviewed with the
inter-ministerial co-ordinating groups, the NGOs,
and the donors implementing programmes for
disabled people Their future specific roles should
be decided in accordance with the national plan,
the aim being to optimise the resources al
organisations have at their disposal.

* A follow-up mechanism should be set up. The
government will need to evaluate the work done
and to see to it that its intentions are being
followed. Should an existing NGO service require
restructuring, the government could provide what
is needed in terms of manageria assistance, if
necessary.

 External development agencies should,
through the national co-ordinating body, receive
proper guidance to ensure that their resources are
used for the purposes described in the national
plan, as well as to encourage long-term commit-
ment. The government may wish to avoid a
situation where al of a sudden they have to "take
over" aservice for disabled people that was neither
planned by them nor conform to existing policies
and plans. There are cases where governments
learn for the first time of an NGO activity when
the donor advises them that the responsible
expatriate manager is about to leave, or that the
NGO in question has run out of external funds.

International NGOs who wish to provide
resources for a specific component should, first of
all, discuss the activity with the government. This
should conform to existing national policies and
plans. A clear project document should be written,
outlining their future obligations, resources to be
provided, a timetable for their work, and how they
expect their services to be eventually continued
with the use of national resources. The
government should make NGOs cost-conscious
and personnel-conscious. External NGOs should
concentrate on capacity-building, and managerial
services, such as co-operation with legidation and
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plans. NGOs should not finance any part of the
loca  service ddivery system, this creates
dependency and harms sudtainability. The
government should say "no" to NGOs who want to
enter the country and start an activity that does not
fit with government policies.(Box 11.8)

Box 11.8.

APPLICATION OF RAPID DISABILITY
ANALYSISTO DEVELOPMENT COOPERATION
PROGRAMME DOCUMENTS

1. Hasthe disability relevance of the programme and its
components been studied and have appropriate conclusions
been drawn?

2. Has the programme specified to what degree the problems to
be addressed by the components are disability-relevant? Has it
been noted that in all target groups there may be persons with
disabilities as well? Are conclusions reflected in the contents
and organizations of the components?

3. Have dl important stakeholders been involved in the
programme negotiations? Is there a divison of labour and
mechanisms for  coordination, particularly  between
governmental  and  non-governmental  bodies  and
organizations?

4. Do the development objectives reflect the recent
international commitments and instruments in the socia and
economic sectors? Are they designed in the spirit of “A
Society for All” that endeavours to involve all people in
devel opment as agents and beneficiaries?

5. Are the programme components, activities and results
accessible to people with functional limitations?

6. Have the vulnerability of disabled people and disability
dimenson been taken into account in programmes and
projects? Have any balancing measures been included in the
programme?

7. Have the resources of disabled people and their
organizations been noted and will disabled people be
effectively involved in components concerning them? Have
additional empowering components been included?

8. Has the sustainability of results for disabled people been
ensured by continuous and systematic policy-backing,
involvement of disabled people and a sustainable resource
flow?

9. Is the programme non-discriminating and does it support the
objective of “development for al”?

10. Will follow-up messures be senditive to disability issues
and involved disabled people to an appropriate degree?
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* Co-ordination at district and provincial
levels is also needed and is normally much easier
to achieve, as staff working at these levels are
much closer to each other and to the prablems.

* Co-ordination should aim at economising
resources at all levels. All organisations involved
need to co-operate with each other in order to
avoid duplication of services; to distribute them
more evenly over the country, especiadly to rurd
areas;, and to share use of cost-intensive services,
professional personnel, equipment, means of
transport and communi cation.

e Another area for co-operation could be the
joint training of expatriate and national personnel.
This training should be streamlined and standar-
dised. Criteria to evaluate the competence of
national personnel and expatriates alike should be
set up. Ways must be identified of how all those
presently working in private ingtitutions can be
integrated in the system that is eventualy to be
operated by the government.

5  SUMMARY

The managerial capacity and procedures to
undertake rehabilitation programmes varies
widely. The advice above is not rules or arigid
system. The experience of carrying out general
development programmes following the series of
steps proposed is extensive and mainly positive.

By contrast, experience with these approaches in
CBR programmes is limited, and time is be needed
to adapt and refine the managerial process. Even
when proven effective in one country, manageria
processes cannot easily be copied in another.

Some communities may fail in motivating their
members to maintain the programme. Just as we
must alow communities to say no to the
programme, we should allow them to fail and shut
down an effort for which they were inadequately
prepared or for which they did not receive the
central support necessary. Thisis no different from
some European countries where the satistics
showed that fifty per cent of al newly registered
commercial enterprises fail within the first three
years. We are ill happy for those that succeeded.



CHAPTER ELEVEN

Similarly, some governments may fail after a people. Failures should be analysed and, as a
while. There might come some crisis and then result, ways of avoiding them may be better
usually programmes with a socia content are known. Also, at some later opportunity, the same

curtalied. They may become obliged to restructure country or community may arrived at a phase that
the economic system by application of an austerity lendsitself better for a CBR programme.
programme. A failure should not be seen as the

end of the efforts to provide services for disabled
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