Starting an NGO
Introduction

Starting a non-governmental organization or a non-profit organization (NGO/NPO) can be a lengthy, time consuming process. However, the difficulties of the process can be minimized by following a consistent series of steps and seeking advice when needed. 

NGO/NPOs provide much needed services to their respective communities, and thorough planning during the start-up process is crucial to develop an effective and professional organization that is able to meet the myriad challenges faced by the world today.
The term, "non-governmental organization" or NGO, came into use in 1945 because of the need for the UN to differentiate in its Charter between participation rights for intergovernmental specialized agencies and those for international private organizations. At the UN, virtually all types of private bodies can be recognized as NGOs. They only have to be independent from government control, not seeking to challenge governments either as a political party or by a narrow focus on human rights, non-profit-making and non-criminal. These organizations may qualify for income tax exemption, or other financial benefits. Regional and local tax exemptions may also apply on a region by region basis. As of 2005, there were reportedly over 60,000 NGOs (registered/ unregistered) active in Pakistan.
"The diversity of NGOs strains any simple definition. They include many groups and institutions that are entirely or largely independent of government and that have primarily humanitarian or cooperative rather than commercial objectives. They are private agencies in industrial countries that support international development; indigenous groups organized regionally or nationally; and member-groups in villages. NGOs include charitable and religious associations that mobilize private funds for development, distribute food and family planning services and promote community organization. They also include independent cooperatives, community associations, water-user societies, women's groups and pastoral associations. Citizen Groups that raise awareness and influence policy are also NGOs"
- World Bank
Other International agencies look for additional characteristics. Perhaps the most important are that the NGO has capacity - meaning that it knows how to make a plan and has the resources to carry it out - and that it is ready to be held accountable for its actions.

Agencies may also look for:

· An established headquarters;

· A democratically adopted constitution;

· Separation of policy-makers and executive: this means that that there is one group of people who decide on the policy of the NGO (e.g. a Board) and a different group of people doing the work - the employees or the Executive. The third group involved are the people who benefit from the NGO - the beneficiaries - and the policy-makers should represent these beneficiaries. They should also have some real control over the way the employees approach their job.
· That the NGO has existed for at least two years;

· That it is not politically partisan;

· That it does not use or advocate violence;

· That it is funded mainly by individual members - although in poor countries this is often impossible.

It is not necessary that each NGO should do all of the above. An NGO can take different forms. Think about what is really important:

· Many of the factors listed above are about behaving as a formal organisation. Small NGOs may do fine without much formal shape.

· Some countries make legal registration unnecessarily difficult, or attach political strings.

· It is possible to have various interpretations of many of these terms, such as ‘Universal humanitarian values’.

Good NGOs may end up looking very different from each other.

The definition we wish to use in this course is that an NGO should aim to be non-profit, non-commercial and non-government. It should subscribe to universal humanitarian values and practices. It should have capacity, and be ready to be held accountable for its actions.

Types of NGOs (by orientation and level of operation)
NGO types can be understood by their orientation and level of operation.
NGO types by orientation: 

· Charitable Orientation often involves a top-down paternalistic effort with little participation by the "beneficiaries". It includes NGOs with activities directed toward meeting the needs of the poor -distribution of food, clothing or medicine; provision of housing, transport, schools etc. Such NGOs may also undertake relief activities during a natural or man-made disaster. 

· Service Orientation includes NGOs with activities such as the provision of health, family planning or education services in which the programme is designed by the NGO and people are expected to participate in its implementation and in receiving the service. 

· Participatory Orientation is characterized by self-help projects where local people are involved particularly in the implementation of a project by contributing cash, tools, land, materials, labour etc. In the classical community development project, participation begins with the need definition and continues into the planning and implementation stages. Cooperatives often have a participatory orientation. 

· Empowering Orientation is where the aim is to help poor people develop a clearer understanding of the social, political and economic factors affecting their lives, and to strengthen their awareness of their own potential power to control their lives. Sometimes, these groups develop spontaneously around a problem or an issue, at other times outside workers from NGOs play a facilitating role in their development. In any case, there is maximum involvement of the people with NGOs acting as facilitators. 

NGO Types by level of operation: 

· Community-based Organizations (CBOs) arise out of people's own initiatives. These can include sports clubs, women's organizations, neighbourhood organizations, religious or educational organizations. There are a large variety of these, some supported by NGOs, national or international NGOs, or bilateral or international agencies, and others independent of outside help. Some are devoted to raising the consciousness of the urban poor or helping them to understand their rights in gaining access to needed services while others are involved in providing such services. 

· Citywide Organizations include organizations such as the chambers of commerce and industry, coalitions of business, ethnic or educational groups and associations of community organizations. Some exist for other purposes, and become involved in helping the poor as one of many activities, while others are created for the specific purpose of helping the poor. 

· National NGOs include organizations such as the Red Cross and professional organizations etc. Some of these have state and city branches and assist local NGOs. 

· International NGOs range from secular agencies such as Save the Children organizations, OXFAM, CARE, Ford and Rockefeller Foundations to religiously motivated groups. Their activities vary from mainly funding local NGOs, institutions and projects, to implementing the projects themselves. 

Range of NGO Activities

In the case of Pakistan, NGOs can have an active role in the following areas:

· Community Health Promotion and Education

· Contraception and Intimacy Education

· General Hygiene

· Waste Disposal

· Water Usage

· Vaccinations

· Youth Counselling Services

· Emerging health crises

· HIV/AIDS education and support

· Hepatitis B education

· Drug Addiction recovery

· Community Social Problems

· Juvenile crimes

· Runaway girls

· Street Children

· Prostitution

· Environmental

· Sustainable water and energy consumption education

· Keeping mountains and forests clean

· Economic

· Microenterprises and Micro-loans

· Skill training (Computers, technician training, Catering services, clothing and 

textile, etc.)

· Product promotion and distribution (Bazaars etc.)

· Cooperative creation
· Financial consulting

· Career services and job search assistance

· Development

· School construction

· Infrastructure construction

· Cultural centre construction and operation

· Agriculture and Aquaculture expert assistance

· Women’s Issues

· Women and Children’s Rights

· Battered women assistance centre
· Group therapy for sexually abused women

· Counselling hotlines (telephone-based counselling services for women)

· Legal assistance to women
· Literacy drives

Questions to be answered before starting an NGO
· Am I cut out for this? 

Starting a non-profit is very much like starting a business. It's just that you have to find donors instead of investors. However, donor today demand that non-profit is run like businesses. You will need a business plan plus produce measurable results later. You will, just like a business owner, have to put in long hours, probably without pay, until you can get the new enterprise up and going. Some people who start NPOs have to keep paying jobs during the start-up period. You will need not only passion for your cause but a big dose of entrepreneurial spirit. 

· Do I have an original idea? 
With so many nonprofits already in existence, it is likely that there is one, or even a few, that have already claimed your idea. Do your research and locate other NPOs that are similar to the one you propose. If there are organizations out there that have the same mission and they do a good job, it is going to be very difficult for you to attract donors, foundation grants, or any other support. You may be passionate about your cause, but the non-profit "market" will not bear much redundancy. 

· Is a new non-profit necessary? 
You don't have to start a new NPO to make a difference. You might be able to work with an existing organization to establish a new focus for that NPO. You might, also, work out your passion by volunteering with an existing organization. Perform a needs assessment to make sure that your organization is really needed. 

The beginning stages of an NGO
1.1 first steps
For all of you starting up an NGO, hoping to be successful, you need three things;

· The first is passion

· The second is a group of people who share this passion, and the vision to match

· The third is a good relationship with the people you want to help - the beneficiaries.
In most countries, NGOs start in two ways: one is where there is a group that has no voice but needs to find one. A few people in this group - perhaps the parents of children with disabilities - start to meet, decide to organise themselves in order to get more resources for their children and for their family. This is the classic bottom-up beginning. Another way is that a group of people with education or status decide to adopt a cause, decide that they will help, for example, older people with cancer or village groups who are planting trees.

The difference between these two groups is that, with the parents of disabled children and other bottom-up groups, the prime or original beneficiaries of the NGO are themselves and their families. This ensures that the beneficiaries are treated well. With the second group there is an ‘Us’, the people who are doing good, and the ‘Them’, the people being done good to. Whether this second group of NGOs will build well depends on whether they move the beneficiaries from outside to inside, making them part of the ‘Us’. 
There is usually a period of informality, when the group beginning the enterprise treat each other more or less as equals and everyone does everything, from sweeping the floor to deciding on policy. This is the period which you may remember later as the best time, when your passion was strongest, the feeling of working together for a common cause.

Very quickly, though the number of people gets bigger, jobs start to require specialisation. Outside organisations push you towards a proper office, a computer, towards legal registration, the creation of a board. Everyone starts to get a salary.

So now the main actors are: the workers; the beneficiaries; the board; and the individual or small group who keeps it all going. These last may be workers or the boss, may be a board member who was previously a beneficiary. But they are key - the person or people who keeps the engine running, who provides the energy and drive. If you are that person or one of those people, then as the NGO gets bigger and has different jobs within it, one of your big tasks is to make all the workers feel that they belong in the NGO and that the NGO belongs to them. You need to create a sense of ownership, among the beneficiaries and also among the workers.

Why a Board? Not every organisation makes one. A Board becomes important when the Workers start to be paid, and perhaps become more concerned with earning a living than with good service. A Board should have members who truly represent the beneficiaries and who listen to the workers, but they make policy away from the people doing the daily tasks. They ideally have no personal interest except the good of the beneficiaries. In practice, checks and balances should make sure they are acting appropriately.

EXAMPLE: THE STORY OF HOW ONE NGO IN WEST AFRICA GOT STARTED

Jean-Robert Mbane

This is the story of our NGO so far, though I will say that it is only recently that we claim to be an NGO. We have been working with older people for about 4 years. Everything came out of the pity we had, seeing older people suffering. We started in our main village by paying regular visits to them, discussion about their concerns, the heyday of their life; after that we brought them the food they liked which could not be found in our village. We brought them cloths against the cold; we brought them medicine and helped them to read the directions for the medicines they got.

We were encouraged in these activities by some other people who came to help by giving food (rice, oil), cloths and other useful things. We were six founder members. Then we started work with young people who were not able to complete their higher studies and who had settled in the village; then, more and more, our action spread to the neighbouring villages. It is only recently that we learned that other organisations around the world had the same interests as us and saw the necessity and the use of legalising our NGO. Now we face the problem of having different views of what we should be doing. Some among us think we need to build community houses for older people. Others, including myself, think that we should keep older people in their own houses and assist them there.

EXERCISE:

Is this NGO top-down or bottom-up?

What is its relationship with its beneficiaries?

What are the three most important steps it should take next?

1.2 The factors that will help you build an NGO of good quality:
1. If you are clear about your goals, values and ethos; if you are clear about the field in which you are building your specialism; if you know what approach you are taking, whether advocacy or implementation, and if you find ways of making a recognisable name profile;

2. If you build a relationship with your beneficiary group which has good will and respect on both sides;

3. If you adopt a single objective, because then it is easier to achieve it;

4. If you live in a country with a strong civil society. This means that there are enough NGOs and Associations to form a mass big enough to be listened to, a mass existing between government and people. An example of a country with a strong civil society is Senegal;
5. If you build up your professional capacity and build partnerships with other groups.
A good example of where you need to be professional is in your handling of money. If you do the job properly you will also show yourself to be transparent -anyone can see how you are spending the money - and accountable - if money goes missing then it will be noticed and someone will have to take the blame. 

6. If yours NGO builds structures and ways of acting which are transparent, accountable and democratic. 

7. If you develop a clear and sensible policy on gender. If no thought is given, then women will be under-represented in the group which makes decisions, and the needs of both sexes among the beneficiaries will not be thought through.

NGOs: advantages and disadvantages

Advantages

· They have the ability to experiment freely with innovative approaches and, if necessary, to take risks. 

· They are flexible in adapting to local situations and responding to local needs and therefore able to develop integrated projects, as well as sectorial projects. 

· They enjoy good rapport with people and can render micro-assistance to very poor people as they can identify those who are most in need and tailor assistance to their needs. 

· They have the ability to communicate at all levels, from the neighbourhood to the top levels of government. 

· They are able to recruit both experts and highly motivated staff with fewer restrictions than the government

Disadvantages

· Paternalistic attitudes restrict the degree of participation in programme/project design. 

· Restricted/constrained ways of approach to a problem or area. 

· Reduced replication of an idea, due to non-representativeness of the project or selected area, relatively small project coverage, dependence on outside financial resources, etc. 

· "Territorial possessiveness" of an area or project reduces cooperation between agencies, seen as threatening or competitive. 

