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/@ﬁgeﬁfou 2009, Challenges in /Ma@mg a Diggerence. . .

[ an at the end of 2nd year iu my job as Shreelance Consubtant. 2009 was another busy
Yean ot me in my consultancy activities. My track record shows that I kave worked directly
with 601 peaple from 69 Organizations, 95% wete local NGOs, and 4 _NMGOs were
uetworl Onganizations'. Re number of contract days was 211.5 spreading over 33 pieces
of work/tontracts: 5% (74 dags) were  Spent o
SHacilitation sewvices, 52% on Evaluation/ Kesearch, 26%
on 74—0/%/%9, and 7% on Ooac%mg activities. A number of
tequests could not be reSpouded due to too Skort notices ot no |
availabilities. Fanticipants wentioned that they kave ewjoyed a WSS
fn leaming envitonment and Rave ackieved theit expected [ 5
outputs. SHexible fees were charged grom difgerent NGO 1
based on theit difpretent levels of budget availabilities. I do this in onder to provide
opportunities to small M-Os to fave access to my Sevices.

Successes

I 2009, I kave the chance to work with many local (Cambodian) NMEOs, some of them
are rebatively small, but some are lange. At least 2 swall M-Os with linited budget for
capacity building contacted me a Read and booked my times i far advance, so that later
on I kave to say ‘No" to other barge NGOs (with big budget) because I committed to that
contracts and applied my principle of ‘fist come, st Sewe”. In general, thete was an
idication from MGOs to stuive for iuternal good practice as Some of them stanted to look
a bit setiously into their Organization Development, and leamn to makle Some diffrerences.
The NGO Good Pactice Poject (NGO GFP), a project of the COC, is a place where
peaple could cousider as a starting point to develop Standard of good practice. Many
fequests wete made on projeCt evaluation FoCuUSing on impact asseSSment, Stiategic. planning
as well as wonitoring and evaluation. NGOs indicated that they Rave now the needs to
teport about ‘changes in target groups” to their Stakekolders rather thau just reponting in
wumber, and this leads them to look at proguam quality (including Supporting factors to
achieve it) as well as the way they can collect qualitative ingomation from theit target
Communities.

! Menbers of eack network organization wete wot counted. Ouly Rost organizations wete counted.
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A wumber of organizations I worked with indicated that they need to go through a propet
process in their Organization Development suck as stiategic planning, System / policy retiew
and development, values clanigication, evaluation etc. so that they could Rave those plans,
Systems and policies developed while stap Rave lecuned grom the process at the same tine.
Those MGOs fave well plawned activities and gave sugfricient notices gor Consubtant, So
ploper auangements (including kaving suggricient tines ot preparation and design) could
be made.

It was great for me to see Some NMGOs made good skigt in thein intemal management and
stagging. Senior Managers (including Directors) of a mamber of Cambodian M>Os, who
wete outgrown of theit capacity, Kave considered changing thein 10les / poSitions within their
onganizations, i oiden to better respoud to changing needs and extemal demands that
requite mote. standard and progressionalism. Sfurthemone, at least 5 swald lbocal MzOs I
wonked with in 2009 were able to overcome nepotism (SSues and practice accountabibity and
tansSpakency in their organzations. ﬁeg wete woken Up from A Situdtion of managing NGO
i a ““family Business Mode". Overall, thiough om fomal and inomal contact, it was
an iucreased understanding amongst CANGOs of Organization Development Needs and theit
rationd.

The most important success got me of the year was that I kave some choices to undertake the
work and its process based on my values rather than just pollow clients’ agenda / process.
GJon example [ can wiite a stagf policy for an Onganization in 2 days, but [ decided ot
to do in that way as we witl kave result (the policy) that not owned by stag.

Challenges

As mentioned above, a wumber of Organizations requested frot Settices iu the last minutes,
making me (as Cousultant) unable to respoud as either [ was ot available or Rave no
ploper tines to make a good prepanation to ensute Kigh Sewvice quality. Ris indicated teit
weak ability in plamning, Scheduling, lack of stategic thinking on buteauciatic procutement
procedures. In Cambodian Coutext, not able to reSpond to the (immediate) trequests will
make clients unkappy and can potentially apgect guture relationships.
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lhere were a mumber of Organizations who wanted to do a “quick fix” gor thei intemnal
development. TRey wanted to show (pretended) good practice, but wot wanted to do it
ploperly with appropuiate process. Sfor example, in a d-day taiing, we introduced 5 main
topics to NGO Directors/Managers in ordet to raise theit auaneness of these topics and
kelp them to think what they skould do mote gor thein onganization. .. e topic on Stiategic
Hawing was one day (other topics were % day eack )... We obsewed that Some
participants wanted to be able to do their own stategic plamning as they requested fomat,
sample and guideline so that they can fitl in.

A wumber o Cambodian NMGOs are gacing chablenges i Capacity. Sfor 10-15 gears
ago, they Rave started the Organization (as gounder) with very Kigh  commituent.
Funahaising was also easy at that time as Donors did ot requite muck Kigh capacity and
progressionalisn. Now, demand gor good practice and progessionalisn is Kigh NGOs even
compete eack others for funds’. dowever, it was obsewed that Capacity of the Directors
of many CNGOs s outgrown. [Rey used to say ‘I am ola, I camot leam angmore... ", T
camnot absorb new thing... ", ‘I Rave Some problem of temembening things... ", “Sowever,
this is my organization, and I skould not give up the Ditector’s position to Someone else’.
So, flom that point of View, we can conclude that an Oiganization (S understood as
Someone’s own Fhopenty, and not an Iustitution to Sewe public interest. It is also a
chablenge for Consultant/Sfacilitator to raise this ssue openly as sfhe will get big

tension. 1Ris fas congitmed me during a wonkskop with 26 CMGOs’ D/'Aecz‘ofag//f/aﬂagem

TRete still a challenge for Cambodian MGOs reganding the nepotism issue. Some MGOs
operate openly, employing relatives, and Some otfer employ relatives i a Kidden manner
(not amounced offricially as relatives), but there were many gossip befind the scene. TRose
organizations claimed that when they started the Organizations, they worked on voluntary
pasis (without pay ) and they asked their relatives (spouse, children ete.) for Relps without
pay too. Mow, they got frunding and they are paid stapf. However, it is inpossible to frite
their relatives as they gell it is ungrair to those relatives who kave voluntary Supported the
Onganization during the Start up phase.

Communities

Supported
by MOs

? AusAid in Cambodia funds only 1/10 proposals as announced in Multi-stakefolders workskop conducted by
NEO GEP on 8 December 2009 in Flnom Fenk Hotel,
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Duting my work in 2009, I also obsetved that MGOs are stitd gacing challenge in theit
wonking approaches. It was a congusion between who they want to kelp and approackes they
Should take, e.g. when an M-O wants to Relp the poonest, it doesu’t mean that it kas to
work exclusively with the pootest ot to Relp women victins, we Skould not only work with
women (men Should be included i program as an approack to kelp women). Sfurthewmnore,
NGOs stitl do many overlapped activities — e.q. it was repouted that many networks wete
established to work on child issues without proper coordination. Many NMGOs in the
provinces are Stitl doing integrated community development activities. [Reit progiam
activities are not cokerent / cokesive with eack others, and they Aave not developed any
Specigic expertise in their Capacity (what they are really good at) and finally all
provincial NGOs operate simibar iuteguated projects. Sfuthemone, many MO stagg said
that theat NGO wants to worl in area where thete are no other M-0s worbing in the area.
Bl doing in this way, thete is no systematic apptoack iu providing development intertentions
t0 pook communitieS, and as result, intervention (s not effrective (no positive changes) and
Organizations just remain in teSponding to people emergenty needs.

Fnally, I was prequently asted the old question: ‘as MGOs, are we dowors’ driven?
Should we do everything to please donors? Skould we consider Donots as pattuet or as
Supervisor?” Shom my perspective, less or mote “Dowors diiven” (s unlibely to be
avoided, but the question s ‘in what way?" Many NM-Os said that their (Yocal) Donors
requite them to comply frollow with everything, and they wonk lite sub-contractors ratfer than
pantners. Often, meetings conducted by Donors were called in the last minutes (Very skort
wotice), and some Cambodian Stagr working as Donors Rave demanded gron NGOs moe
than what stated in their 1les and policies... In other way, Donors fave demanded from
theit partners gor good intemal practice, better management, better program quality and
greater poSitite impaclt on Comminity etc. This (Dowors’ /Mﬁfaemc{z ) can be an effrective way
to enkance organizational efrfectiveness as MGOs teud to listen mote to Dowors.

2009 was a great year for me in temm of leaming as [ Rave actually leamed a lot (from
successes and challenges) prom working with vaious Cambodian NGOs and also with
communities, who ate target groups of those M-Os. It was also great to pull Some
resources friom profressional people to work as team witk me. My personal and progressional
development was benefrited from the work. It Seems wmote than a full-tive job, but I could
cope with that and Rave built a lot of network. My main stiategy to cope with workload
was not reluctant to say ‘Mo" to requests in order keep the work manageable while exsuing
quality. [ also took Sometines to wiite Some Skowt OD articles (in Kfmer and Euglisk) and
skared with NGOs through the website. Many colleagues appreciated that skaring.
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Aside grom leauning fhom the work, I Rave met colleagues and we provided coacking to
eack others in a wumber of occasions. [ also attended a leadership retreat facilitated by
VBN i kampot, and kave gained a lot of insights grom participauts’ experience duting
the open Space Sessions. Other leamming was depending on reading tesources.

Gon the futwe, I will recruit Some talent young people to Support me with a pupose. to
plovide leamming opportunity gol them to bulld practical experience in capacity building and
consultancies. [ will put more uSeful and skort anticles regarding leaming and
organizational - development in the websSite and encoutage Cambodian Development
Factitioners to read. I am looking pomwand to mote chablenging wouk, whick also
provides me a lot of leauning opportunities.

TRanks to all Colleagues, Clients and Donots who Rave approacked on recommended me
and used my Sewvices, and who actually stive gor good practice gor makling a diffrerence
iu telm of positive change i Cambodia’s development.

Replection written by
Leng 0%%6@
January 2010

Please visit our new updated website www.camlefa.org
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