
 

The Behaviour of NGOs in Response to Exogenous Shocks: A Study of 
Local NGOs in the Philippines 

 
by 

 

 
 

Gloricris C. Abbu 
 
 
 
 
 
 
 

A Thesis Submitted to the Faculty of 
 
 
 

BUSINESS 
 
 
 
 
 
 
 

Submitted in fulfilment of the requirements for the degree of 
 
 
 
 

DOCTOR OF PHILOSOPHY 
 
 
 
 
 

UNIVERSITY OF TECHNOLOGY, SYDNEY 
 

 
 
 
 

2014 



CERTIFICATE OF ORIGINAL AUTHORSHIP 

I certify that the work in this thesis has not previously been submitted for a degree nor 
has it been submitted as part of requirements for a degree except as fully acknowledged 
within the text. 

I also certify that the thesis has been written by me. Any help that I have received in my 
research work and the preparation of the thesis itself has been acknowledged. In 
addition, I certify that all information sources and literature used are indicated in the 
thesis. 

Signature of Student: 

Date: July 25, 2014 

Production Note:
Signature removed prior to publication.



 
 
 

Acknowledgements 
 
 
 
 

First and foremost, this thesis would not be possible without the guidance of my 

supervisor, Dr. Jenny Onyx, professor in the Business School at UTS and co-director of 

the UTS Cosmopolitan Civil Societies research centre (CCS). Jenny’s passion for her 

work and commitment to civil society research has inspired and motivated me.  To her, 

I give my utmost respect and regard. I would also like to thank my second supervisor, 

Dr.   Bronwen Dalton, director of the Masters of Not-for-Profit and Community 

Management Program at UTS, for her guidance and moral support. To Jenny and Bron: 

Thank you for guiding me throughout this undertaking without clipping my wings.  For 

this, I am truly appreciative. It has been an honour to be your Ph.D. student. 

 
I would like to thank Dr. Stewart Clegg, professor in the Business School at UTS and 

research director of the Centre for Management and Organisation Studies (CMOS) for 

his comments on my initial findings on power. It was also in his class that I came to 

develop an interest in institutional theory and where I started outlining the theoretical 

framework on institutional entrepreneurship that was used to inform this research. 

 
I would also like to thank Dr. Deborah Edwards, MGD HDR Coordinator, for her 

insightful comments on my draft. A heartfelt appreciation also goes to the Faculty of 

Business Research staff, Elizabeth Ng and Olivia Young, for assisting me on 

administrative matters. 

 
My  gratitude  also  extends  to  the  Australian  government  for  the  scholarship,  the 

 
Australian Postgraduate Award, and for the Endeavour Fellowship for Research in Asia. 



 

I owe a debt of gratitude to those who extended their assistance when I was gathering 

my data in the Philippines: Mr. Butch Ablir, Prof. Fernando Aldaba and Marilou Perez 

of the Ateneo de Manila University,  Ms. Teodora Avila,  Ms.  Sherah Chua,  Dr. Lily 

Domingo of the University of the Philippines Center for Leadership, Citizenship and 

Democracy (UP CLCD), Ms. Mariz Limpo, Prof. Wowie Lomibao, Mr. Shigehiro 

Matsuda, Prof. Junice Melgar, Mr.  Isagani Serrano, Ms. Rio Constantino Go Tian, Mr. 

Noel Valencia, Atty. Arnold de Vera and Mr. Christopher Wright. My gratitude also 

goes to the many men, women and youth volunteers of the people’s organisations in the 

communities I had visited. I will always be in awe of the amazing work that you all do 

for the disadvantaged and marginalised. 

 
I would also like to thank my editor, Dr. Matthew McDonald of the University of New 

South Wales.  I would also like to extend my deep gratitude to Prof. Jenny Edwards. It 

was Jenny who facilitated the processing of my travel documents that were required by 

the Faculty so that I could travel to the Philippines without delay. It was almost 

Christmas day but Jenny, with kindness and understanding, came to the University to 

approve and sign my travel documents. 

My Ph.D. journey would not have been complete without meeting these amazing people 

at UTS.  I guess when people are journeying towards the same goal and walking on the 

same path, a deep kinship emerges. To Adriana McCaskie, Mohammad Al-Qawabah 

Fiona White and Ban Arif, thank you so much for the friendship. Adriana and Fifi have 

been my sounding board and “shock absorber”. Thank you for listening and for the care 

and love. And thank you for those ‘coffee’ chats (English breakfast tea in my case) at 

the café downstairs in Building 10. 

Last but certainly not least, I want to thank my dear family and friends for their 

unconditional love and moral support. To Papa, Stu, Yaya, Cyril, Grace, Christian, 



 

Reina, Joy, Amy, Sara Nicole, Kristel, Chris, Imelda, Janet, Gege, Katherine and 

Genesis, Nora and George, Marla and Sonny, and Manang Leah thank you so much 

from the bottom of my heart. 

I dedicate this thesis to my loving mother, Gloria, whom I deeply miss and my dearly 

beloved brother, Cecil, who recently passed away. I know they would have been very 

happy. 

Sydney, July 2014 
 

Cris Abbu 



 
 
 

The Behaviour of NGOs in Response to Exogenous Shocks: A Study of Local 
 

NGOs in the Philippines 
 
 
 
 

Abstract 
 
 

Since the late 1990s, Non-Government Organisations (NGOs) in the Philippines have 

faced changing donor  policies. These changes were not only about their levels of 

funding but also about shifts in donor priorities, stricter monitoring and reporting 

requirements. Such changes trigger changes not only in the organisations themselves 

but also in the organisational field. Whether these changes are termed “shocks” or 

“jolts”, they have become common among civil society organisations in the Philippines. 

Using an inductive case study strategy in the tradition of grounded theory, this research 

examines the strategic behaviour of five Philippine NGOs. 

With the analytical lens of institutional theory and complexity theory, this 

research shows that these NGOs recognised the importance of collective action to 

insulate their organisations from external shocks. They utilised their vast network of on 

ground volunteers and their existing networks with other NGOs. The rise of institutional 

entrepreneurs to harness social capital has changed the prevailing institutional logic and 

changed the organisational field. These actors’ subject positions and their tactical skills 

in framing facilitated their acquisition of legitimacy to initiate change. On the other 

hand, donor imposed conditionality has reconstructed the field allowing, for example, 

the institutionalisation of social capital arrangements.   Diverging from institutional 

entrepreneurship theory that sees institutional change process as fiercely contested, the 

field-level changes noted in this research have been politically uncontested. Moreover, 

emergent  self-organisation  was  evident,  particularly  in  the  form  of  collaboration 



 

between the NGOs and the community-based people’s organisations. The NGOs also 

displayed emergent innovative, opportunistic behaviours. 

The NGOs crafted their responses well. Although their ingenuity arose out of 

the  instability  in  their  external  environment, it  was  driven  by  a  shared  ideology. 

Ideology was  invoked during  periods  of  crisis.  It  provided the  moral compass on 

whether  to  resist  or  negotiate  donor  conditions.  Seemingly  having  asymmetrical 

relations with their donors, in that they were dependent on these donors for funding, 

they were nevertheless accorded an equal footing. 

This research articulates a discursive form of power in that power was 

constructed as organisational actors went along articulating their “truth” – their 

prevailing discourse.    Their discourse was facilitated by their sophisticated 

understanding of what was going on in their environment. They were politically and 

strategically astute.  Moreover, the NGOs’ relationship with their donors was fluid, 

positive, productive and enabling. The NGOs were free agents that could decide to 

respond innovatively to donor conditionality. They did not simply follow the money. 
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Chapter 1. Introduction 
 
 
 

This research looks at the phenomena of donor policy shocks that non-government 

organisations (NGOs) in the Philippines have experienced or are experiencing (i.e., at 

the time of this research) in the conduct of daily organisational life. Regardless of the 

geopolitical context in which these organisations operate, this research takes on an 

organisational management perspective -- how these organisations strategically behave 

and respond to these shocks. Of particular focus is the jolt arising from a funding policy 

change which can adversely impact on organisations that are heavily reliant on donor 

money. 

 
1.1 Background of the study 

 
The environment in which organisations operate, often precipitate changes in the 

organisations themselves. Whether these changes are termed  “shocks”, “jolts” (Meyer 

1982a; Meyer, Gaba & Colwell 2005; Munir 2005; Sine & David 2003; Wan & Yiu 
 

2009),  “surprises” (Cunha, Clegg & Kamoche 2006),  “crisis” (Glynn 2002; Paraskevas 
 

2006),  or “events” (Garud, Jain & Kumaraswamy 2002; Isabella 1990; Munir 2005), 

these upheavals have become quite common. However, they have received scant 

attention in organisation theory and research (Cunha, Clegg & Kamoche 2006; Meyer 

1982a; Meyer, Gaba & Colwell 2005). In this research, the term ‘shock’ or ‘jolt’ is used 

interchangeably  and  is  defined  as  “transient  perturbations  whose  occurrences  are 

difficult to foresee and whose impacts on organizations are disruptive and potentially 

inimical” (Meyer 1982a, p. 515). Apart from the scant research that has so far been 

conducted on organisational shocks, Cunha et al. (2006) assert that the prevailing and 

dominant emphasis on rules and rationality in organisation theory does not take into 

account the imperfect nature of organisations when, in reality, organisational shocks 
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remain immanent to open-ended systems and thus should not be seen as a dichotomous 

on/off phenomena. The authors contend that these events should receive more emphasis 

in organisation theory (Cunha, Clegg & Kamoche 2006). 

The emphasis on rules and rationality in mainstream organisation theory is also 

tackled by Tsoukas (2004) who argues that traditional management thinking is one that 

is both mechanistic and predictable in that it assumes a predictable world of 

organisations that exhibit rational behaviour. Other authors make a similar assertion 

such as Meyer, Gaba & Colwell (2005) acknowledge that in organisation theory and in 

the methodologies used in organisational studies, implicit and explicit equilibrium 

assumptions abound. Mainstream organisation theory presumes that equilibrium is 

always sought and achieved by organisations. This “conceptual baggage” is ill-suited to 

studying organisational fields in flux (Meyer, Gaba & Colwell 2005, p. 458). Meyer et 

al. further state that there has been a failure among many organisation theorists and 

researchers to recognise that linearity and equilibrium concepts are pervasive and that 

they strongly influence organisation theories and methods. Theorists bring these 

assumptions to bear, forgetting that equilibrium is a “convenient fiction” and not a 

“literal truth” (Meyer, Gaba & Colwell 2005, p. 459). 

 
1.2 Theorising of shocks in the case of non-government organisations 
(NGOs) 

 
 

How then are external shocks or jolts theorised in the case of non-government 

organisations  (NGOs)?  By  definition,  NGOs  are  not  for  profit  organisations  that 

“provide public goods or work for public interest and receive funds from donor and 

philanthropic sources” (Songco 2006, p. 2). In this research, the term “NGOs” is not 

distinct from, and encompasses, grassroots organisations or community-based peoples’ 

organisations  that  are  also  beneficiaries  of  external  donors.  Like  the  for-profit 
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organisations, NGOs have been experiencing changes in their environments particularly 

as a result of changing donor policies. This is critical considering that NGOs have now 

gained prominence both as service providers and as a sector that can influence public 

policy. They are also ubiquitous in nature, and are in fact seen to be a fundamental part 

of civil society (Clark 1991; Korten 1990). Some  authors have  referred to them as the 

“magic bullet” (Vivian 1994, p. 169) in development efforts (Lewis & Opoku-Mensah 

2006; Vivian 1994). Hume and Edwards (1997) go even further to name them as the 

favoured child of international development donors. Moreover, they are seen to be 

effective at reducing poverty, building democracy, resolving conflicts, and reforming 

policy (Lewis & Opoku-Mensah 2006). 

As mentioned above, the institutional terrain that NGOs now operate in has 

undergone rapid changes and these organisations have become more diverse and 

complex as a result (Lewis & Opoku-Mensah 2006; Willets 2002). For example, in 

recent years NGOs have been facing changing donor policies that have altered their 

operational arena (Efuk 2000; Vincent 2006). However, if we look at theorizing (in 

organisation theory) and the evidence generated by research, scholars have extensively 

written about these organisations but they have failed to systematically explore the 

strategies that these organisations employ in the face of exogenous events or shocks, 

and how they actually behave in response to these changes in their environments. 

Johnson and Prakash (2007) specifically point to  current empirical studies which have 

failed to explore NGOs as a distinct category of organisations, and to the inadequacy of 

the current NGO literature, which overly depends on descriptive typologies that do not 

really address how these organisations should be understood (Johnson & Prakash 2007). 

Moreover, existing research on NGOs has primarily emphasized their roles in 

development efforts without giving adequate attention to their environments, context, 
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agency  and  histories  (Edwards  1999;  Johnson  &  Prakash  2007;  Lewis  &  Opoku- 

Mensah 2006; Themuldo 2000). This ability to strategically respond to the environment 

is important if NGOs are to make a lasting impact on the communities they serve 

(Edwards 1999). 

There is also consensus that the general organisational studies literature is 

inadequate when it comes to providing empirical evidence on the relation between the 

environment and NGOs. For example, extant literature fails to provide an understanding 

on how NGOs should be structured, how strategies are formed and made in these 

organisations and how the process of change and adaptation actually occurs when these 

organisations are subjected to exogenous shocks (Osborne 1996; Themuldo 2000). The 

challenge then is to rethink the approach to research on NGOs and embed it more fully 

in perspectives of theory, history and contexts (Lewis & Opoku-Mensah 2006). This 

lack of theoretical-contextual analysis has severely weakened much research on NGOs 

to date (Lewis 2003). As a consequence, it precludes the field from having a more stable 

and theoretically robust understanding of this particular subject matter (Osborne 1996; 

Themuldo 2000). 

 
1.3 Field site 

 
The study was undertaken to fill the gap in organisational research on NGOs with the 

aim of extending the theorising of organisational shocks or jolts to take into 

consideration different contexts, environments and agency. In particular, it sought to 

examine and understand more comprehensively the strategic behaviour of NGOs in the 

Philippines which, starting from the late 1990s, faced changing donor policies. These 

changes were not only related to the changing levels of funding that were available to 

NGOs in the country but  also to the shift in donor priorities and focus, monitoring and 

reporting. 
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There were five NGOs under consideration, each having different organisational 

thrust and agenda. For example, one was involved in reconstruction work in the rural 

areas while another was into the provision of reproductive health services and advocacy. 

They  also  differed  in  terms  of  organisational  life  in  that  one  of  the  NGOs  was 

established in the 1950s while another was relatively new in that it was created in 1995. 

They also varied in terms of organisational histories and background, and in terms of 

size. In Chapter 5 of this research, the Methodology chapter, a typology of these 

organisations is offered.  It is worth mentioning at the outset that the selection of these 

organisations followed the grounded theory approach to sample selection. This is 

discussed in more detail in Chapter 5. 

The choice of the Philippines as the country of study was not merely borne out 

of a personal interest of the researcher in that she originally came from the Philippines 

and had an interest in studying the civil society sector of the country. The choice was 

also made for pragmatic and strategic reasons. It was pragmatic in the sense that the 

researcher had strong links with two academic institutions in Manila that could provide 

the needed logistics (e.g. a work space and an office and access to libraries) that were 

necessary to do this research. The choice was also strategic in that the Philippines has 

one of the most dynamic third sector in Asia (Aldaba et al. 2000; Domingo 2008b). 

It is impossible to study the whole spectrum of NGOs operating in the 

Philippines. Hence, this research emphasises only the strategic management of donor 

policy  shocks  by  local  and  grassroots  NGOs.  It  excludes  other  Third  Sector 

organisations that may be experiencing the same. It also excludes international NGOs 

operating in the Philippines. Moreover, what is considered important is not the political 

landscape of these NGOs but their internal organisational dynamics in the face of these 

shocks. 
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1.4 Main research question 
 

Using the inductive approach to theory generation in the tradition of grounded theory, 

this research started out with an initial broad definition of the research question -- How 

do NGOs behave in the face of an exogenous shock such as changing donor policy? 

 
1.4.1 Some temporary constructs 

 
Some tentative constructs were also specified at the outset. These constructs were 

perceived to be useful and important in this research. 

• What are their strategic responses? Are there differences in behaviour 

between small or emerging NGOs and the more established, bigger ones? 

• Do  the NGOs  just  conform to  donor  conditions or  are they able to 

respond innovatively and creatively in ways that are not conforming nor 

resisting? If yes, what facilitates this creative response? Conversely, if 

no, what are stopping these NGOs from responding innovatively? 

• Is power truly asymmetrical between a donor and an NGO? What is the 

impact of this power on grantee- grantor relationship? In other words, 

does having a ‘powerful’ relationship with a donor (versus a weak 

relationship) matter in their strategic behaviour in response to an 

organisational shock? 

 
1.4.2 Why changes in donor policy matters 

 
Many authors have pointed out that any change in policy imposed by a donor on an 

NGO could have adverse consequences for the NGO. Hence, a donor policy change is 

considered an organisational jolt because it implies changing donor thrust and focus. 

Therefore, it has the power to shape an NGO discourse and practice (Lewis 1998). 

Significantly, the imposition of conditions by a donor can influence the core values and 
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the raison d’etre of the NGO and subsequently a loss of its autonomy (Chambers 1997; 

Edwards & Hulme 1995; Hailey 2000; Smillie 1995). This would render them 

questionable in the eyes of their constituency, impacting on their legitimacy as an 

organisation. 

 
1.5 Expected contribution to theory and practice 

 
As mentioned earlier, the issue of exogenous shocks and organisational jolts have 

received scant attention by organisational theorists and researchers. As pointed out by 

Meyer, Gaba & Colwell (2005, p. 458) organisational theory suffers from a “conceptual 

baggage” of equilibrium-seeking rationality -- one that is very much unsuitable to 

analysing organisations in flux. This conceptual baggage extends to NGOs which are 

not unlike their for-profit counterparts in often finding themselves in a state of flux. As 

posited by many scholars, the institutional terrain in which NGOs operate have 

undergone rapid changes in recent years and although the sector has been extensively 

written about, very little is known on how NGOs shape their strategies and how the 

process of change and adaptation takes place in the advent of an organisational jolt. 

Extant literature provides typologies but no generalizable theories to study the sector. 

Scholars also contend that there is a need to rethink research on NGOs to include and 

fully embed into the perspectives of theory an NGO’s context and history. 
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Chapter 2. Philippine Nongovernment Organisations 
 
 

2.1. The Philippines in context 
  
The Republic of the Philippines is located in Southeast Asia. The archipelago is made 

 
up of more than 7,000 islands located between the Philippine Sea and the South China 

Sea.  For nearly 400 years (1521 to 1898) it was a colony of Spain and an American 

colony after that for nearly 50 years. It was occupied by Japan during World War II but 

gained independence and became a republic on July 4, 1946 (Asian Development Bank 

2007, 2013). 
 

There are many ethnic groups in the Philippines but the two official languages 

are Filipino and English. There are eight other major languages and around 80 lesser- 

spoken languages and dialects (Asian Development Bank 2013). Eighty per cent of the 

population are Roman Catholic and five per cent are Muslims (Asian Development 

Bank 2007).  The population as of May 1, 2010 stood at 92.3 million and is projected to 

reach 97.7 million in 2013 (Philippine National Statistics Office 2012).  The Philippines 

is a lower-middle-income country (Asian Development Bank 2013) with a medium 

human development index (HDI) value of 0.654 for 2012 placing it at 114 out of the 

187 countries and territories (United Nations Development Programme 2013). This HDI 

figure is above average for countries in the medium human development group but is 

below the average of 0.683 for countries in East Asia and the Pacific (United Nations 

Development Programme 2013). 

The Philippines enjoys a high literacy rate at 98.5% for females and 97% for 

males, and life expectancy at birth is 74 years for females and 69 years for males (Asian 

Development Bank 2013). The country’s poverty incidence (the proportion of people 

below the poverty line relative to the total population) was estimated at 27.9% during 
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the first semester of 2012. This figure is nearly the same as the figures in 2006 and 2009 

indicating that poverty remained unchanged in these years (National Statistical 

Coordination Board 2013). 

 
2.2 The emergence of civil society organisations 

 
2.2.1 Under the Spanish colonial rule 

 
The term ‘civil society’ is often described as “that section of society that is non-state 

and non-corporate” (Serrano 2006, p. 1).  According to Cohen and Arato (cited in Eaton 

2003, p. 471) civil society “encompasses every actor between the family and the state, 

including economic elites”. Diamond (1994, p. 5) provides a more comprehensive 

description: 

“Civil society is…the realm of organized social life that is 

voluntary,  self-generating,  (largely)  self-supporting, 

autonomous from the state, and bound by a legal order or set of 

shared rules. It is distinct from "society" in general in that it 

involves citizens acting collectively in a public sphere to express 

their interests, passions, and ideas, exchange information, 

achieve mutual goals, make demands on the state, and hold state 

officials accountable. Civil society is an intermediary entity, 

standing between the private sphere and the state." 

The term entered the Philippine development discourse in the early 1990s and 

includes different types of non-corporate private voluntary organisations promoting a 

variety of causes (Serrano 2006). Civil society organisations (CSOs) and civic 

movements have long existed in the Philippines. They were there even before the 

establishment of the Philippine republic, that is, even before the 1896 revolution that 

ended nearly 400 years of Spanish colonial rule (Serrano 2006).  However, during the 

Spanish colonial period, the Roman Catholic Church established the first welfare 

organisations  such  as  orphanages,  asylums  and  schools.  They  also  established 
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‘Cofradias’ or brotherhoods which promoted neighbourly conduct such as volunteering 

for town activities and visiting the sick. In 1781, the Economic Society of Friends, one 

of the first few sectarian civil society organisations was born during this period of 

Spanish rule (Asian Development Bank 2007, 2013). 

 
2.2.2 Social movements in the 19th century 

During the late 19th century, some of the cofradias that were established were resistance 

movements. Some of these were peasant groups that were created to fight for Filipino 

independence. One such organisation was the Cofradia de San Jose. The native 

intelligentsia also established the Propaganda Movement and sought for reforms and 

equal rights for Filipinos. On the other hand, The Katipunan, which was a secular, anti- 

religious organisation, sought independence through armed revolution. To the Spanish 

colonisers all of these civil society groups were deemed ‘asociaciones ilicitas’ or illegal 

associations. In June 1898, Spain conceded defeat to the Philippine revolutionary army 

and ceded the country to the Americans in the Treaty of Paris. Once again, the 

Philippines was under colonial rule (Asian Development Bank 2007, 2013). 
 
 

2.2.3 Civil society during the American colonial rule 
 

Under  the  American colonial rule,  civil  society  organisations were  not  considered 

illegal. They were explicitly recognised in the Philippine corporation law of 1906. 

American civil society groups such as the American Red Cross and the Anti- 

tuberculosis Society established branches in the country. Protestant churches in America 

began to establish schools and hospitals. The Asociacion de Damas (Organisation of 

Filipino Women) and the Catholic Women’s Federation were one of the several civil 

society organisations that provided welfare services during this period (Asian 

Development Bank 2007, 2013) . 
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Also in 1917, the Associated Charities of Manila was created to channel public 

funds to charitable institutions. Likewise, with the support of the Government, farmer 

credit cooperatives were established throughout the islands. These flourished in the 

1920s  to  1930s  with  more  than  100,000  farmers  as  members.  With  a  looming 

communist insurgency in the countryside, the Catholic Church expanded their social 

agenda engagement by creating the Institute of Social Order, the Federation of Free 

Workers and the Federation of Free Farmers in the late 1940s.  On the other hand, the 

Protestant churches undertook an expansion of their services into rural reconstruction 

(Asian Development Bank 2007, 2013). 

 
2.2.4 Civil society and the Marcos regime 

Ferdinand Marcos became president in 1965. His administration became suppressive of 

civil, human and political rights such that several civil society organisations went 

underground either by joining the armed struggle of the communist affiliated National 

Democratic Front or sought protection from university or religious institutions. Others 

operated under innocent names such as the Agency for Community Education Services 

(Asian Development Bank 2007). In effect, there was hostility on both sides given that 

the feudal character of the Marcos regime was in contrast to the democratic tradition of 

civil society organisations. The hostility reached a point where the government saw civil 

society  organisations,  particularly  NGOs,  as  the  enemy.  Marcos  was  also  very 

suspicious of organisations that worked amongst the poor. The feeling was mutual. The 

NGOs saw Marcos as an enemy as he continued to assert his power and control over all 

of the government’s resources (Office of the President 1992). Martial law did force 

many of these NGOs and their leaders to continue their struggle underground while 

others kept a low profile.  (CODE-NGO 2007). Amidst repression, NGOs coped by 

adopting creative development programs in the different regions of the country. For 
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example, NGOs during this period engaged in community-based preventive health 

programs or promoted indigenous health practices. These types of programs became 

“safe”  and  effective  entry  points  for   these  organisations  (CODE-NGO  2007). 

According to CODE-NGO (2007), martial law failed to contain the proliferation of the 

open and legal NGO movement and may “even have contributed to the movement’s 

creative impulses” (p.30). Many of the effective NGOs during this period were highly 

politicised, and more often than not, were staffed by members of political groups.  It 

was not a surprise then that there was an upsurge of popular organising from the mid- 

1970s and onwards (CODE-NGO 2007).  Nonetheless, it was only after the restoration 

of democracy in 1980s  that the civil society sector emerged in a much stronger position 

(Eaton 2003). 

2.2.4.1 The NGOs and the 1986 People Power revolution 
 

Literature on NGOs point to the 1980s as the “NGO decade”. In particular, some writers 

such as Bebbington et al. (2008)  refer to the period from 1980 to 1985 as the second 

phase of NGO development to differentiate it from the first phase (1960s to 1970s) in 

which  NGOs  were  small in  size  and  few  in  number. The second  phase could be 

described as the period when NGOs were still small but were tasked at responding to 

the needs of the poor who otherwise would only have little external support from the 

state or the market. This period is also seen as the start of the early stages of the 

acceleration in NGO growth. According to Bebbington et al. (2008, p. 12), in this 

second phase, civil society became 

“increasingly critical, engaging more fully with the notion 

that it was imperative that NGOs elaborate and contribute 

to alternative arrangements among state, market and civil 

society  (generally  on  a  national  rather  than  a 

transnational scale), and alternatives both within, and to, 
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capitalism. Development (as a project) was increasingly 

scrutinised,   reflecting   the   intersection   between   these 

NGOs and political struggles around national 

independence and various socialisms...” 
 
 

In other words, in developing countries (the Southern NGOs), this was a time where a 

growing number of NGOs particularly those institutionally linked with the political and 

religious left sought to alter state and civil society arrangements through government 

policy (Bebbington, Hickey & Mitlin 2008). This was exactly what happened in the 

Philippines in the early 1980s when there was massive mobilisation of civil society 

groups including NGOs, which subsequently led to the 1986 People Power revolution. 

Soon after opposition leader Benigno “Ninoy” Aquino was assassinated and 

Marcos committed election fraud, civil society groups, including those that operated 

underground, began massive mobilisation to oust Marcos and to install  Ninoy’s wife, 

Corazon Aquino, into power (Clarke 1998; Constantino-David 1998). This mobilisation 

is said to differentiate the Philippines from other countries that underwent democratic 

transitions starting in the 1970s in which elite groups often proved to be more vital than 

social mobilisation (Karl 1990). In this historic event, CSOs demonstrated their power 

to force the Philippine government to change. In other words, the mass mobilisations 

instigated the 1986 People Power revolution (Serrano 2006). 

The 1986 People Power revolution (also called EDSA I revolution) is said to be 

a prime example of collective undertaking by a people decisively and spontaneously 

acting upon a festering social problem (Liu & Gastardo-Conaco 2011). The authors cite 

David (2000) to underscore the significance of EDSA (Liu & Gastardo-Conaco 2011, p. 

172): 
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‘‘EDSA was about a people mustering collective will and 

courage to bring down a dictatorship by a direct 

manifestation of its power. That power drew its force from 

nothing more than the certainty of its moral message. It was 

otherwise basically unarmed. The message it embodied was 

simple: There is a limit to the abuse of power. For grossly 

enriching themselves at the expense of the nation, and for 

causing untold oppression and suffering to the Filipino 

people, the Marcoses and their cronies deserved to be the 

target of the people’s outrage and must be booted out of 

office.’’ 
 

However, Curaming and Claudio (2010) point out that the EDSA revolution was not 

simply a spontaneous “outburst of emotions” (p. 8) over the course of a few days.  As 

mentioned, the mass mobilisation of the “once dormant middle forces” (p. 8) consisting 

of the moderate and religious middle class started in 1983 when Ninoy Aquino was 

assassinated. There was a massive mobilisation of non-violent protests, civil 

disobedience, noise barrages, boycotting of crony corporation, prayer vigils and rallies 

(Racelis 2000) led by non-violent opposition civil society groups. Many NGO 

development activists joined the revolt and when Marcos was ousted, they rejoiced 

over the end of a dark period in Philippine history (CODE-NGO 2007). 

 
Racelis (2000) also notes that during this time, there was strong support and 

protection accorded to civil society groups by the Catholic Church, with the latter 

bolstered by their belief in liberation theology. The 1986 People Power revolution was 

thus a result of various mass social movements that had mutual objectives and shared 

identities (Montiel 2010). It changed civil society overnight. 
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“The EDSA revolt and the ensuing wave of political 

democratization changed the national terrain overnight. 

Post-revolutionary euphoria and international prestige 

pushed the Aquino administration toward more populist 

reforms such as the restoration of formal democratic 

processes, the release of political prisoners, and the 

commencement of peace talks with the underground Left 

(CODE-NGO 2007, p. 25). 
 

In other words, with the widening of democratic space, NGOs flourished and 

mushroomed all over the country covering all program areas and line of work. Their role 

in Philippine development was recognised and formalised by the Aquino administration 

through an amendment in the Philippine Constitution. 

 
2.2.5 Post EDSA I:  The mushrooming of NGOs 

 
Immediately upon assuming the presidency, Corazon Aquino appointed a fifty-person 

commission to  revise the  Constitution. In  his  20  years  of  power,  Marcos  made a 

mockery of the Constitution and used it to the advantage of his repressive regime. 

Corazon Aquino was determined to revamp the political system to include formerly 

excluded actors (Eaton 2003) such that in the new 1987 Constitution, provisions were 

made to recognise the contribution of the role of civil society organisations, including 

NGOs  and  community  based  people’s  organisations  (POs).  People’s  organisations 

(POs) are “grassroots organisations -- unions, community associations, primary 

cooperatives- that function as primary group, coming together on a voluntary basis, 

although full-time secretariat tend to emerge as POs expand in scope and size”  (Asian 

Development Bank 1999, p. 2). They generally consist of marginalised, disadvantaged 

individuals and work to advance their members’ social and economic well-being (Asian 

Development Bank 2007, 2013). One of the main thrusts of most NGOs is to strengthen 
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these POs through the provision of financing, establishing networks and linkages and 

undertaking policy advocacy (Asian Development Bank 2007, 2013). 

The 1987 Constitution allows and protects the rights of  these organisations to 

engage in activities for development purposes (Aldaba et al. 2000). In particular, it gave 

NGOs the power to represent the people’s interests on local and national issues, in 

policy-making and in governance (Lowry 2008). The importance of NGO participation 

was again institutionalised in the 1991 Local Government Code which mandates local 

government units to promote the creation of people’s organisations and NGOs (Office 

of the President 1992). President Aquino also named leaders of NGOs to several 

important cabinet positions (Clarke 1998) and created the Presidential Social Fund to 

support NGOs directly (Clarke 1995). They also participated in the making of the 1987- 

1992 Medium-Term Philippine Development Plan (Clarke 1995). 
 

2.2.6 The dynamism of Philippine NGOs 
 

 
Given  the  support  of  the  Aquino  government  and  the  support  of  international 

community after the People Power revolution in 1986, the NGO community in the 

Philippines became  one of the most dynamic sectors in the world (Aldaba et al. 2000; 

Asian Development Bank 2007; Domingo 2008b). Their influence is widespread and 

significant in both public policy and social programs,  ranging from national polices on 

agrarian reform, environment, health, housing and urban planning, women’s rights and 

governance among other important concerns (Aldaba et al. 2000; Serrano 2006). NGOs 

in  the  Philippines  have  also  been  the  forerunners  in  developing  inter-sectoral 

partnerships in the implementation of agrarian reform, social forestry, micro-credit 

programs, community-based primary health care, disaster and relief operations, 

HIV/AIDS programs and gender awareness (Aldaba et al. 2000). 
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The mushrooming of NGOs meant that many issues and concerns were being 

dealt with including concerns that transcended the delivery of traditional services to 

poor communities. For example, policy institutes and consultancies also sprouted up. 

Needless to say, after the 1986 People Power revolution, the momentum of political and 

social activism  among the middle and lower classes became unstoppable and a new 

wave of NGOs and POs emerged (Aldaba et al. 2000; Asian Development Bank 1999). 

On the  negative side, there was also a mushrooming of some dubious NGOs (CODE- 

NGO 2007). 

Many writers on NGOs would call this accelerated growth phase of NGOs as 

the “third phase” (Bebbington, Hickey & Mitlin 2008, p. 13) where NGOs were 

recognised for their work, and with it came an avalanche of funding opportunities as 

there was an increased interest by donor agencies to fund NGO activities. This 

accelerated growth can only be comprehended in terms of its relationship to the changes 

that occurred during this period,  in particular,  in the “structures of capitalisms North, 

South and globally” (Bebbington, Hickey & Mitlin 2008, p. 13). In other words, the 

mushrooming of NGOs in the 1980s was driven by the unfolding neoliberal agenda and 

the new roles it gave to NGOs. The authors cite three shifts during this period in the 

relationship between the state, market and civil society: macroeconomic instability and 

crisis in a number of countries; political democratisation from dictatorships towards 

liberal democracy; and a shift in development discourse in that “civil society” assumed 

a greater and central role. In the Philippines, NGOs enjoyed an avalanche of foreign 

support while at the same time forging new alliances and building coalitions as they 

maximised the democratic space that opened up for them. By the 1990s, NGOs have 

expanded beyond the area of local community work and with their networks and 

coalitions, actively intervened in national advocacy issues (Constantino-David 1998). It 
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was also during this period that many of the staff and activists from the NGO sector 

moved into government roles in an attempt to help the state in achieving success in the 

new political climate (Racelis 2008). This led many observers and writers (Bebbington 

1997; Bebbington, Hickey & Mitlin 2008; Edwards   & Hulme 1996a; Edwards & 

Hulme 1996b; Fowler 1996)  to ask if NGOs were “too close for comfort’ (Edwards & 

Hulme 1996b, p. 961) relative to other actors (e.g., state and   donors) and that such 

closeness raised questions on the creativity, values, autonomy, accountability and 

legitimacy of these NGOs. 

2.2.6.1 The Challenge in the 1990s and beyond 
 

The Philippine NGO community shares the core values of autonomy, diversity, 

pluralism, and closeness to the grassroots. However, there is a healthy debate over 

strategies and over their precise role in Philippine society (Sidney Silliman & Noble 

1998). In particular, Sidney Silliman and Noble (1998) note that in the early 1990s,  the 

NGO community engaged in a community-wide dialogue over questions of its role 

(relevance), its relationship with grassroots and grassroots support organisations,  and 

most importantly, the benefits and disadvantages of accepting donor money. This 1993- 

1994 crisis among some of the most progressive NGOs in the country led to an intense 

debate over organisational leadership and strategies. As they evolved through the years, 

NGOs have defined and refined themselves in response to the changes in its external 

environment. Bebbington et al. (2008) would call this as the ‘fourth phase’ (p.15). The 

‘fourth phase’ which occurred in the 1990s brought to NGOs three trends or shifts: the 

deepening of the democratisation and neoliberalisation agenda of the North; the 

increasing dominance of the poverty agenda in international aid; and the recent 

increasing dominance of the security agenda, which “itself coupled in strange ways with 

the poverty agenda” (Bebbington, Hickey & Mitlin 2008, p. 15)  With these shifts in 
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their environment and the increasing growth  and legitimation of the sector, the NGOs 

in the Philippines have looked at the future, particularly at the sustainability of their 

sector (Constantino-David 1998). 

 
2.3 The numbers: How many are they and how much money? 

 
There is agreement that the civil society sector is large in the Philippines (Asian 

Development Bank 2007). However, it is difficult to determine precisely how many 

CSOs there are in the Philippines. This is due to the fact that many are unregistered and 

the country has no single official up to date database on CSOs that register with 

government bodies. Moreover, studies that attempted to determine the total number of 

civil society organisations use varied definitions. Nevertheless, one of the latest and 

most comprehensive estimates puts it at the range of 249,000- 497,000 and an estimated 

40%  of  these  organisations  are  unregistered  (Asian  Development  Bank  2013). 

According  to  Lowry  (2008)  and  Serrano  (2006),  the  sector  is  not  only  large  but 

growing. 

In terms of the number of NGOs, the figures are also varied. The Philippine 

Council for NGO Certification (PCNC) pegged it at around 60,000 as of 2012 

(Philippine Council for NGO Certfication 2012). This is a significant increase from the 

figure of 15,000-30,000 NGOs estimated by Brillantes (cited in Lowry 2008, p. 34)  in 

1991 and the 1993 figure of 20,000 estimated by Aldaba (1993). All of these figures 

should be taken in context that many NGOs remain unregistered. 

The growth in the number of NGOs after Marcos fled the country was a result of 

the aforementioned democratic space afforded by the new Philippine constitution. 

According to Lowry (2008, p. 34): 
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“The pent up  energy of all the NGOs,  POs and other 

social movements that continued to operate under the 

repressive regime burst into active expressions of citizenry 

as the government of President Corazon Aquino enshrined 

people power in the new constitution…tens of thousands of 

NGOs got organized overnight to take advantage of this 

space and to exploit the new democratic President’s 

commitment to make NGO and POs an active part of her 

government.” 
 
 

Funds from international donors also flooded the country as these donors wanted 

to be certain that this newly found democracy would be a success. In the days following 

the People Power revolution in early 1986, official development assistance (ODA) that 

flowed to the country continued to increase every year from US$908 million in 1986 

alone to peak at US$2,725 million in 1991 (Gonzalez 1998 as cited in Lowry 2008, p. 

35). Official development assistance (ODA) is a resource that can be accessed by the 

Philippine Government either as loans, technical assistance or grants coming from 

developed countries like the USA, Australia or Japan (Freedom from Debt Coalition 

2008). The sources of ODA can be multilateral such as the funds coming from 

international funding agencies like the Asian Development Bank, World Bank and the 

International Monetary Fund or bilateral coming from foreign governments of which the 

Philippine government has diplomatic and trade relations (Freedom from Debt Coalition 

2008). Philippine NGOs can access ODA funding and in fact, they became the choice of 

many donors for ODA grants (Caucus of Development NGO Network 2000; Freedom 

from Debt Coalition 2008). 

These NGOs became the select channel of donors as donors wanted to avoid a 

repeat of what happened in the Marcos years when substantial amounts of aid money 

was left unaccounted for. It is estimated that in the early 1990s NGOs received annually 
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approximately US$56 million directly from these donors  (Lowry 2008).  Unfortunately, 

this avalanche of money directly from international donors also created a number of 

NGOs that are totally dependent on foreign funding. According to Aldaba et al. (2000), 

the vast majority of NGOs regardless of their size continue to rely on foreign donor 

grants whether through official aid agencies or Northern nongovernment organisations. 

Unofficial estimates of donor dependency is posited to be from at least 50% to 95% of 

their annual budgets (Aldaba et al. 2000). 

 
2.4 Who are the funders? 

 
Civil society organisations in the Philippines, including NGOs, generally rely on foreign 

donor money. They also source funding through and direct or indirect subsidies, 

membership dues and earned incomes from their own business activities (Asian 

Development Bank 2007; Serrano 2006). 

During the Marcos presidency, a large slice of funding for NGOs came from 

NGOs in developed countries (Northern NGOs) particularly those in the United States, 

Germany  and  the  Netherlands.  The  approach  was  usually  a  co-financing  scheme 

whereby funds received by Northern NGOs from the public were matched by their 

respective governments. As mentioned in section 2.3, although NGOs can now directly 

access official development assistance funds,  this  was  not a  possibility during the 

Marcos regime (Caucus of Development NGO Network 2000). However, post- People 

Power revolution, donor conditionality required the participation of NGOs in fund 

utilisation and disbursements hence NGOs started to receive the ODA of western donor 

governments (Caucus of Development NGO Network 2000). Aside from ODA, the 

private donations intended for Philippine NGOs are usually transferred directly from 

donor NGO in developed countries to the recipient NGO in the Philippines without 

passing through the government. Nearly all assistance comes in the form of programs or 
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project funding. Strategic and institutional funding wherein the recipient NGO is 

virtually free to spend the money as it sees fit is hard to come by. Endowment funds are 

also rare (Serrano 2006). 

 
2.4.1 Modes of funding NGOs 

 
Outlined below are the Philippine Government’s determined modes of  funding for 

NGOs as cited in a board resolution of the government’s National Economic 

Development Authority (NEDA). This outlines the overall policy framework for 

government organisations and NGO collaboration. It also defines three paths for 

channelling ODA funds to NGOs (Caucus of Development NGO Network 2000): 

• Foreign  donor  governments  provide  funds  directly  to  local  NGOs  in  the 

Philippines through their existing NGO funding programs or facilities windows. 

An example of this is the Philippine Australian Community Assistance program 

(PACAP)  which  is  a  small  grant  facility  or  scheme  for  NGOs  that  is 

administered by the Australian Embassy in Manila, Philippines. Other examples 

include the funding mechanisms supported by the Canadian International 

Development Agency (CIDA) and United States Agency for International 

Development (USAID). Although it is not mandatory, foreign donor agencies 

are encouraged to liaise with the National Economic Development Authority 

(NEDA) for NGO funding assistance programs that these foreign donor agencies 

manage directly. 

•  Funds by foreign donors channelled through the Philippine Government for the 

availment of NGOs. 

In this case, NGOs are required to submit a project proposal to the Philippine 
 

Government. The project proposals are then reviewed, prioritized, and endorsed 
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by the government to the donor agency. However, only registered NGOs are 

generally considered for possible funding. 

• Foreign NGOs provide funds directly to local NGOs. 
 

 
The  approval of  the  Philippine Government is  not  required. Foreign  donor 

NGOs (sometimes referred to as Northern NGOs) can approve and fund a local 

NGO  directly. In  some cases,  these funds  come from  the  community fund 

raising efforts of these foreign NGOs in their country. However in a number of 

cases,  these  foreign  NGO  funds  are  matched  with  bilateral  funds  that  are 

actually part of ODA assistance to the Philippines. In this case, technically, 

Philippine Government approval would be required if a portion of the foreign 

NGO’s grant comes from ODA sources but these co-financing arrangements are 

hard to monitor, even by the local offices of these foreign  bilateral donors. The 

primary reason is that these arrangements emanate from the main headquarters 

of the donor country. A few examples of these co-financing arrangements are 

the Netherlands Co-Financing Program with NGOs, the Australian NGO 

Cooperation Program, and Canada’s Partnership Branch. 

 
2.5 The legal framework in the Philippines 

 
Civil society organisations are not required to register in order to operate. However, 

only registered organisations can have a legal identity that allows them to open a bank 

account, sue and be sued, accept donations, and participate in government projects. 

Non-stock and non-profit organisations can register with the Securities and Exchange 

Commission (SEC) while cooperatives can register with the Cooperative Development 

Authority (CDA). For other non-profit organisations that undertake social work and 

function as mutual benefit associations and trusts, they can obtain licenses from the 

Department of  Social  Welfare and  Development. Another  government agency,  the 
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Department of Labor and Employment registers labour unions and federations and rural 

workers’ associations (Asian Development Bank 2007, 2013). 

Registered CSOs must submit annual reports and audited financial statements to 

their registration agency. However, due to the lack of resources, these government 

agencies are not able to effectively monitor registered CSOs. They do so only when 

there are complaints filed against these organisations or when anomalies occur as 

reported in the media. As not for profit organisations, these CSOs do enjoy some tax 

concessions. They are exempt from income tax on the earnings from donations and gifts 

with the provision that their net income does not accrue or benefit any private individual 

(Asian Development Bank 2013). 

                 NGOs in the Philippines have been at the forefront of self-regulation. In 1991, 

one of the largest coalitions of NGOs in the country, CODE-NGO, created and 

implemented the “Code of Conduct for Development NGOs”. It was the first NGO 

coalition in Asia to adopt a code of conduct (Asian Development Bank 2007; Songco 

2006).  On the other hand, the Philippine Council for NGO Certification (PCNC), which 

was established by six of the country’s largest NGO coalitions, is a government- 

recognised NGO certification system. Discussions have taken place in other countries 

for its possible replication (Asian Development Bank 2007).   

As mentioned, the Philippine Constitution was modified and re-shaped soon 

after the 1986 People Power revolution. Some of the prominent provisions related to 

civil society are stated below (Asian Development Bank 2013): 

• Article   II,   Section   23:   “The   State   shall   encourage   non-governmental, 

community-based,  or  sector  organizations  that  promote  the  welfare  of  the 

nation.” 
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• Article  XIII,  Section  15:  “The  State  shall  respect  the  role  of  independent 

people’s organizations to enable the people to pursue and protect, within the 

democratic framework, their legitimate and collective interests and aspirations 

through peaceful and lawful means. […]” 

• Article XIII, Section 16: “The right of the people and their organizations to 

effective and reasonable participation at all levels of social, political and 

economic decision-making shall not be abridged. The State shall, by law, 

facilitate the establishment of adequate consultation mechanisms.” 

These provisions clearly recognise the significant role played by NGOs and other civil 

society organisations. They protect the rights of Philippine civil society. 
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Chapter 3. Theoretical Framework 
 

Since the central question of this research pertained to how organisations strategically 

respond to donor policy shocks following grounded theory approach, the primary 

purpose was to explore this question without any theoretical preconceptions. However, 

this research also recognises that some established theories could potentially provide a 

theoretical  grounding  and  answer.  Some  of  the  existing  theoretical  frameworks 

appeared to be fitting such as resource dependency theory (Aldrich & Pfeffer 1976; 

Pfeffer & Salancik 1978, 2003) but they were simplistic in settings and contexts that 

were characterised by emergent processes and  behaviours  that so characterised  this 

research. 

Resource dependency theory is seen as one of the foremost theories on 

organisations (Drees & Heugens 2013; Hillman, Withers & Collins 2009; Wry, Cobb & 

Aldrich 2013). It theorises that organisations are constrained by their environment in 

that they are dependent on other organisations for the provision of critical resources, 

with “critical” to mean as the absence of such resource can imperil the ability of the 

organisation to operate or  to function (Nienhuser 2008). According to the theory, the 

more an organisation becomes dependent on other organisations, the higher the 

uncertainty will be and the more it will try to decrease this uncertainty. The dependence 

of an organisation to another is mutual. In other words, they are interdependent. Given 

this, organisations will   try to manage these dependencies by entering into different 

forms of interorganisational arrangements (Drees & Heugens 2013; Pfeffer & Salancik 

1978). Hence, resource dependency theory is often used to explain why organisations 

engage  in   mergers  and   acquisitions,  joint  ventures  and   alliances,  interlocking 

directorates and executive succession -- the range of schemes or practical strategies that 

Pfeffer and Salancik proposed if  organisations wish to control resources and thus, 
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control uncertainty in the environment (Drees & Heugens 2013; Pfeffer & Salancik 
 

1978, 2003; Wry, Cobb & Aldrich 2013). 
 

Although the theory is well confirmed particularly in that numerous studies  that 

have pointed to resource dependences as an antecedent to interorganisational 

arrangements (Drees & Heugens 2013; Nienhuser 2008; Wry, Cobb & Aldrich 2013), 

theorists  have  argued  that  in  resource  dependency  theory  there  is  no  systematic 

treatment of the conditions under which strategic action arises (Nienhuser 2008).  In this 

sense, resource dependency theory is simplistic. The concept of emergence in processes 

and strategic behaviours that arise when organisations are faced with exogenous jolts or 

shocks in its system cannot be captured in a theory that conceptually lacks a methodical 

perspective   on   underlying   facilitators   of   strategic   action.   Moreover,   resource 

dependency theory, despite being appealing metaphorically (Wry, Cobb & Aldrich 

2013), is criticised for its lack of contemporary applicability  and significance. Since its 

inception in the 1970s with the publication of External Control (Pfeffer & Salancik 

1978), organisations and its external environments have changed. The strategies that 

organisations use to deal with external dependencies have also changed considerably 

(Davis & Cobb 2010; Davis & McAdam 2000). 

It must also be noted that one of the foremost tenets of resource dependency 

theory is that whoever controls the critical resources has the power over those actors 

who need these resources. It goes without saying that in resource dependency theory, 

control (power) over critical resources is a primary determinant of organisational 

behaviour (Drees & Heugens 2013; Nienhuser 2008). Clegg and Rura-Polley (1998) as 

cited in (Nienhuser 2008, p. 27) argue that this concept of power  is limited in that  it 

ignores power structures that are not connected to material resources. Resources can be 

symbolic,   cognitive.   Organisational   resources   and   interests   can   be   “socially 
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constructed” (Nienhuser 2008, p. 27) and not just objective material resources. This 

chapter thus introduces two theoretical perspectives that are considered to be more 

fitting in initially exploring, illuminating and informing this research. These two 

theoretical perspectives, institutional entrepreneurship and complexity theory, will be 

discussed in more detail in the succeeding sections. Given the iterative nature of the 

analysis, this research may encounter concepts (although not strictly frameworks) as 

they emerge (e.g., social capital or organisational ideology). 

Shocks are caused by changes in, and the interaction between the various 

environmental factors that face organisations and complexity theory introduces a non- 

linear  dynamics  approach  to  studying  these  shocks.  As  was  mentioned  in  the 

introductory chapter, much of the theorizing on organisations is undertaken under the 

assumption that there exists a predictable world of organisations that exhibit rational 

behaviour in that an organisational phenomenon can simply be explained by cause and 

effect and organisational behaviour can be seen as equilibrium-seeking in that 

equilibrium is always pursued and attained (Meyer, Gaba & Colwell 2005; Tsoukas 

2004). Morgan (cited in Grobman 2005) notes that such assumptions in traditional 

organisation theory have led to the adoption of  metaphors based on scientific doctrines 

borrowed from the physical sciences; hence, much of the current theorising cannot 

explain or predict organisational phenomena (Grobman 2005, p. 351). Anderson et al. 

corroborate: 

“Organizational scholars seldom come to grips with 

nonlinear phenomena. Instead, we tend to model 

phenomena as if they were linear in order to make them 

tractable, and we tend to model aggregate behaviour as if 

it is produced by individual entities which all exhibit 

behaviour…” (Anderson et al. 1999, p. 233) 
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Complexity theory is seen to solve this problem by offering a new way of theorising 

organisational change and transformation processes (Grobman 2005; Matthews, White 

& Long 1999).  Grobman posits (2005, p. 360): 
 

“Complexity theory, particularly when used to explain the 

survivability and adaptability of biological systems, make 

use of paradoxical explanations, many of which appear to 

have applicability to describing all complex adaptive 

systems, such as organizations.” 
 

3.1 Complexity Theory 
 

Complexity theory is concerned with the emergence of order in systems that are 

constantly changing where the laws of cause and effect do not apply, hence they are 

non-linear complex systems (Besson & Davis 2000). Complexity theory has its origins 

in the natural sciences and is normally used to explain phenomena in the physical world. 

It     has  gained  increasing  acceptance  and  growing  appeal  in  its  application  to 

organisation theory (Arena 2009; Grobman 2005). Complexity theory has enthused 

many academics and practitioners in the field of management and provided them with 

valuable explanatory frameworks to understand the behaviour of organisations as 

complex adaptive systems (Grobman 2005; Milton-Kelley 2004). But what is a complex 

system? Examples of complex systems can be found in both the natural and social 

world. Gilpin and Murphy (2010) cite patterns of cloud formation, the chemical change 

of  eggs  into  soufflés  and  the  interactions within  anthills  as  examples of  complex 

systems in the natural world. In terms of human social systems, organisations are a 

prime example of a complex system (Gilpin & Murphy 2010). 
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3.1.1 Organisations as complex adaptive systems 
 

As mentioned, most organisations operate in turbulent environments. According to Kets 

de Vries and Miller and Kets de Vries and Balazs (cited in  Dolan, Garcia & Auerbach 

2003),   turbulence  connotes   “unexpected  changes,   uncertainty,  lack   of   control, 

inhibition, anxiety, complex decisions, group interdependency, high performance 

demand,  confusion,   disintegration,  de-humanization,  and   neurotic  organisations” 

(Dolan, Garcia & Auerbach 2003, p. 26). In complexity theory, these organisations 

cannot be assumed as an isolated part of this turbulence but they are a part of complex 

adaptive systems. 

Lichtenstein et al. (2006, p. 3) define complex adaptive systems as: “composed 

of agents, individuals as well as groups of individuals, who ‘resonate’ through sharing 

common  interests,  knowledge  and/or  goals  due  to  their  history  of  interaction  and 

sharing of worldviews”. In other words, complex adaptive systems are made up of 

multiple but interconnected agents (e.g., individuals or organisations) who react to 

pressures form their environment or from other agents, and also from internal pressures 

(Gilpin & Murphy 2010; Lichtenstein et al. 2006). In such a system, relationships are 

defined by the interactions among different agents and across agent networks. As these 

pressures and tensions spread across interdependent agents, they bring about system- 

wide emergent behaviours, new learning, innovation and flexibility. These emergent 

behaviours are a product of the interactions and feed-back that they have amongst 

themselves and are not caused by specific acts of individuals  (Lichtenstein et al. 2006). 

Hence, organisations become what they are as a consequence of a myriad interactions 

occurring inside the organisation, outside of it and at the borders between the 

organisation and its environment (Cunha & Cunha 2006). In other words, as complex 

adaptive systems they are dynamic and through their interactions with one another, they 
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develop emergent strategies that make them survive (Grobman 2005; Houchin & 

MacLean 2005; McMillan & Carlisle 2007; Murray 2003). Organisations have the 

ability to reconfigure themselves in identifiable patterns in order to survive in turbulent 

environments (Gilpin & Murphy 2010). Thus, they resemble complex adaptive systems 

found in nature. In nature, complex adaptive systems must transform themselves 

unceasingly in order to survive. Organisations as complex adaptive systems also need to 

continuously innovate and transform themselves to survive. For organisations facing 

turbulent and highly competitive environments, change becomes an everyday event 

(Besson & Davis 2000). According to Brown and Eisenhardt (cited in Burnes 2005), 

continuous innovation and improvising are necessary for the survival of organisations, 

which is brought about by a process that resembles self-organisation in nature (Burnes 

2005). 
 
 

3.1.2 Self-organisation 
 

There is no complete blueprint of how these complex adaptive systems such as 

organisations develop in the face of turbulence, however what is clear is that their 

behaviour emerges from the local interactions of agents within it (Brown & Eisenhardt 

1997; Dolan, Garcia & Auerbach 2003). They are also unlimited in their capabilities to 

self-organise and to adapt their behaviour based on their experiences. In short, they have 

the capacity to change and learn from their experiences. Individuals or organisations in 

complex  adaptive  systems  observe  each  other  and  act  on  local  information  only 

obtained from other individuals or organisations to which it is connected. 

As mentioned, in self-organising themselves no single individual or organisation 

completely determines the system’s behaviour. Pattern and regularity emerge without 

the  intervention  of  a  central  controller.  Self-organisation  is  a  natural  result  of 

interactions between these agents (Burnes 2005; Lichtenstein et al. 2006). Hence, such a 
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system can be innovative and create new structures and  new surprising  emergent 

behaviours  as  they  respond  to  themselves  and  to  changes  in  their  environment 

(Anderson et al. 1999; Gleick 1987). They are actively seeking to be opportunistic in 

order to anticipate their future and they are continually re-creating their structures, 

constantly repositioning themselves, constantly deliberating about the future and how 

they may make events work for their advantage (McMillan & Carlisle 2007).  McMillan 

and Carlisle states (2007, p. 591): 

“They are also continuously experimenting and exploring 

all their adjacent environments in an ongoing dance of 

changing and learning from experience. There is no 

dualism  between  transformatory/radical/disorderly 

change versus incremental/orderly change, as complex 

adaptive systems engage in both appropriately and 

seamlessly, creating an ongoing flow of implicate and 

explicit change.” 
 

This self–organising ability is what allows organisations to remain at the edge of chaos 

where they are most creative and innovative while other organisations “fall off the 

edge” (Burnes 2005, p. 80). 

 
3.1.3 Edge of chaos: Innovation occurs 

 
What is this “edge of chaos” that complexity theory alludes to? Complexity theory 

contends that organisations exist along a continuum. This continuum ranges from 

complete chaos to mechanistic stability/order. Hence, there are 3 types of order-disorder 

in complex systems: (1) stable equilibrium, (2) explosive instability and (3) bounded 

instability  (Stacey  2003).  If  organisations  operate  in  total  chaos  and  become  too 

unstable (explosive instability), they can get out of control and destroy themselves. 

However, if they are also too far from chaos, that is, too stable (stable equilibrium), 
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organisations can run the risk of becoming paralysed and ceasing to exist (Burnes 2005; 

Stacey 2003). In between these two polar sides (i.e., chaos and stability), organisations 

operate and perform as complex adaptive systems. Organisations as complex adaptive 

systems are constantly poised at the edge between stability and chaos. Thus, at this 

“edge of chaos” or bounded instability, organisations are most innovative, creative, 

dynamic and adaptive (Stacey 1996 as cited in McMillan and Carlisle 2007 p.584). 

According to Dolan, Garcia & Auerbach et al., (2003, p. 26)   it “corresponds to the 

highest point of information exchange, where creativity, innovation and development of 

a system occur”. Brown and Eisenhardt (1997, p. 29) explain this: 

Complex systems have large numbers of independent yet 

interacting actors. Rather than ever reaching a stable 

equilibrium, the most adaptive of these complex systems 

(e.g., intertidal zone) keep changing continuously by 

remaining at the poetically termed ‘edge of chaos’ that 

exists between order and disorder, By staying in this 

intermediate zone, these systems never quite settle into a 

stable equilibrium but never quite fall apart. Rather, these 

systems, which stay constantly poised between order and 

disorder,  exhibit  the  most  prolific,  complex  and 

continuous change….” 
 

According to Grobman (2005), the edge of chaos is a valuable construct for 

understanding some of the paradoxes of organisations. The author cites an example -- 

that of stability and flexibility. Both are seen as important in promoting organisational 

effectiveness, even though the two are polar opposites. Complexity theory is seen to 

resolve this in that organisations that are too stable are likely to fail to respond to 

changing conditions in its environment and thus, will eventually cease to function. 

Organisations that are changing too much are likely to collapse as well. Grobman 
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(2005) states that there is an optimal place where these two constructs promote survival 

and where the organisations are innovative and strategically adapt to the changing 

environment. This optimal place is the edge of chaos. 

 
3.1.4 Implications of complexity theory 

 
In examining how organisations behave in response to organisational shocks or jolt, 

complexity theory provides a framework for understanding complex organisations. 

Cilliers (2000) points out a number of important implications of complexity theory 

when studying the behaviour of organisations: 

• Organisations  as  complex  adaptive  systems  are  determined  by  the  rich 
 

interaction between its members, therefore relationships are significant. Hence, 

emergent strategies happen not in isolation but during interaction among agents; 

• Organisations  are  open  systems  where  information  flows  through  them. 
 

Therefore, organisational boundaries are not defined as they interact with their 

environments and with other organisations; 

• Contexts and organisational history determines the nature of these organisations; 
 

• Unpredictable and innovative characteristics may emerge from the organisations 

and due to the nonlinearity of interactions among agents (i.e., agents adapt to 

each other), small causes can have large effects and vice versa. The extent of the 

outcome is also determined by context and history; 

• Complex  organisations  can  self-organise  but  they  cannot  self-organise  and 

flourish when there is too much central control. Control should be dispersed 

throughout the system. In the same manner, complex organisations function best 

with a structure that is not strictly hierarchical in that there must be much 

interaction between the different hierarchical or structural levels of the 

organisation. 



35  

 

The above implications of complexity theory are deemed relevant in our understanding 

of complex organisations. 

 
3.2. Institutional entrepreneurship 

 
As mentioned, another theoretical framework that initially informed this research is 

institutional entrepreneurship. Institutional entrepreneurship tries to build a theory of 

action based on the precepts of institutional theory (Fligstein 1997). 

 
3.2.1 The precursor: Institutional theory 

 
Institutional theory is both a popular and powerful approach to explaining individual 

and organisational action (Dacin, Goodstein & Scott 2002).  Scott (1995, p. 33) defines 

institutions as: 

“Institutions consist of cognitive, normative, regulative 

structures   and   activities   that   provide   stability   and 

meaning to social behaviour. Institutions are transported 

by various carries- cultures, structures, and routines- and 

they operate at multiple levels of jurisdiction. In this 

conceptualization, institutions are multifaceted systems 

incorporating symbolic systems- cognitive constructions 

and normative rules- and regulative processes carried 

through and shaping social behaviour. Meaning systems, 

monitoring processes, and actions are interwoven. 

Although constructed and maintained by individual actors, 

institutions assume the guise of an impersonal and 

objective reality. Institutions ride on various conveyances 

and operate ta multiple levels- from world system to 

subunits of organizations.” 

In other words, institutions are comprised of “cultural-cognitive, normative and 

regulative elements that, together with associated activities and resources, provide 

stability and meaning to social life” (Scott 1995, p. 33; Scott 2001, p. 48). 
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3.2.1.1 Pillars of institutions 
 

As mentioned, institutions comprise three elements -- regulative systems, normative 

systems and cognitive systems. These elements contribute in mutually reinforcing ways 

to the strength, endurance and resilience of these social structures. Scott (1995, 2008) 

outlines these three elements: 

• The regulative pillar 
 

Institutions are said to restrain and regulate behaviour. In the concept of 

institutional theory, this would take the form of establishing rules, reviewing 

others’ conformity to the rules, whether in the guise of mores or formal laws, 

and when necessary, imposing rewards or punishments in an effort to influence 

future behaviour. Hence, one of the predominant views of institutions is that of a 

stable system of rules backed by monitoring (surveillance) and sanctioning. 

• The normative pillar 
 

Institutional theorists also see institutions as based on normative rules such as 

values and norms. Scott (1995) defines values as the “conceptions of the 

preferred or the desired together with the construction of standards to which 

existing structures or behaviour can be compared and assessed” (p. 37). Norms, 

on the other hand, “specify how things should be done; they define legitimate 

means to pursue valued ends” (p. 37). Scott (1995, p. 37-38) further states: 

“Normative  systems  define  goals  or  objectives  (e.g.,  winning  the  game  or 

making a profit) but also designate the appropriate ways to pursue them (e.g., 

conceptions of fair business practices).” 

• Cultural-cognitive pillar 
 

This emphasises the significance of symbolic elements of institutions. Symbols 
 

(such as words, signs, gestures, artefacts), shared meanings and representations 
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influence behaviour in that they have effect by determining the meanings 

individuals attribute to activities. Meanings stem from interactions and are 

maintained and transformed as they are utilised to make sense of events. 

 
Thus, institutions limit and restrain behaviour as a consequence of processes that are 

associated with these three institutional pillars. Regulative systems guide action through 

coercion and threat of formal sanction or punishment; normative systems guide 

behaviour through norms or standards of morality, ethics and acceptability. Also 

cognitive systems guide behaviour through the shared meanings or shared frames by 

which individuals interpret or make sense of their world (Scott 1995, 2001). 

 
3.2.1.2 Isomorphism 

 
Organisations exist in an environment of institutions that exert various degrees of 

pressure on them. In order to achieve legitimacy, organisations must conform to the 

rules and requirements of these institutional environments (Scott 1995). Institutional 

rules, norms and beliefs describe the reality for these organisations, “explaining what is 

and what is not, what can be acted upon and what cannot” (Hoffman 1999, p. 351). As 

such, institutions  are powerful drivers of change and are also powerful in shaping the 

nature of that change (Dacin, Goodstein & Scott 2002). 

DiMaggio and Powell (1983) assert that institutional pressures increase the 

homogeneity or similarity of organisational structures in an institutional environment. 

Thus,  institutional  theory  addresses  the  enduring  aspects  of  organisational   or  social 

structure by considering the processes by which these structures, including rules, schemas, 

norms and routines, become homogeneous, established and embedded (institutionalised) as 

guidelines for social behaviour (Scott 2004). Organisations will adopt similar structures as 

a result of three types of pressures: (1) coercive pressures, (2) mimetic pressures, and 
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(3) normative pressures. Coercive pressures come from legal mandates from 

organisations they are dependent upon; mimetic pressures come from experiencing high 

uncertainty or instability to copy successful forms; and, normative pressures come from 

having homogenous attitudes and approaches among professional groups and 

associations that are then brought into the organisation or firm through their hiring 

practices. The rate of isomorphism increases when organisations are highly dependent 

on their institutional environment, when they exist under high uncertainty or instability 

and when they rely extensively on professionals (DiMaggio & Powell 1983). Thus, 

institutional theory emphasizes the mimetic process that happens to organizations over 

time and is largely applied to explain the persistence and similarity of a phenomenon 

(Beckert 1999; Hirsch & Lounsbury 1997). 

 
3.2.1.3 The role of actors 

 
Critics of institutional theory, although accepting that institutions are powerful drivers 

and shapers of change, contend that institutions themselves are subject to being 

challenged and politically contested over time. Institutions also change their character 

and influence in the long run. However, institutional theory’s emphasis on the mimetic 

process ignores this fact. In particular, institutional theory is seen to be deficient in 

providing a coherent theory needed to explain the sources of institutional change and 

the role of   agency (i.e., actors and their action) in the creation and diffusion of 

institutions (Christensen et al. 1997; Hirsch & Lounsbury 1997). Recent research on 

organisations stresses the importance of human agency particularly the struggles and 

behaviours of various actors who may be interested in preserving or changing 

institutional orders (Greenwood & Suddaby 2006; Greenwood, Suddaby & Hinnings 

2002; Maguire, Hardy & Lawrence 2004). 
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Critics also assert that the study of institutions is the study of non-governed 

behaviour in that as institutions change, the process of change is highly political and 

interest-driven. Institutional theory generally ignores the role of power and interests, 

rendering it lacking and incoherent in explaining how institutions are created or how 

existing ones are changed over time (Levy & Scully 2007; Seo & Creed 2002). Current 

work in institutional theory has sought to answer these deficiencies. The emphasis has 

now shifted to the role of power, actors’ agency and interests in shaping institutions. 

Institutional entrepreneurship serves as the answer to what many contend as the core 

weaknesses of institutional theory. 

 
3.3 The basic tenets of institutional entrepreneurship 

 
The concept was first introduced by Paul DiMaggio in 1988 as a way of incorporating 

actors’ agency into institutional analysis or institutional theory, thereby explaining how 

actors can shape institutions while being constrained by them (Holm 1995; Seo & Creed 

2002). Institutional entrepreneurship “represents the activities of actors who have an 

interest in particular institutional arrangements and who leverage resources to create 

new institutions or to transform existing ones” (Maguire, Hardy & Lawrence 2004, p. 

657). Hence, institutional entrepreneurs are seen to play a pivotal role in creating or 

changing institutions (Clemens & Cook 1999) in that they are “interest-driven, aware, 

and calculative” (Greenwood & Suddaby 2006, p. 58). 

The theory was initially used to characterize actors (the institutional 

entrepreneurs) as catalysts for structural change and for giving impetus and direction to 

change. Building on this initial concept, institutional entrepreneurship was later used to 

describe the role of powerful actors who have an interest in particular institutional 

arrangement and who have sufficient resources and to leverage these resources in order 

to create new dominant institutions or practice or to alter existing ones (Leca, Battilana 
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& Boxenbaum 2006). The theory is a powerful and influential concept to account for 

the role of actors, power and interest into institutional analysis of organizations. It 

seeks to understand institutionalisation as an ongoing political process that engages the 

strategies and actions of institutional entrepreneurs (Washington & Ventresca 2004). 

Institutional entrepreneurs act in discordance with established institutions with 

the aim of eventually changing these institutions (Lawrence 1999; Leca, Battilana & 

Boxenbaum 2006; Zilber 2002). Lawrence also believes that institutional entrepreneurs 

can intentionally try to change the rules of the game for the whole institutional field 

(Lawrence  1999).  Institutional  field  is  a  “set  of  organizations  that  constitute  a 

recognized area of life, are characterized by structured network relations, and share a set 

of institutions” (Lawrence & Phillips 2004, p. 691). This definition of a field cuts across 

industries and emphasises the activities in which groups of organisations participate. It 

also emphasises their relationship to each other (Lawrence & Phillips 2004). 

Institutional  entrepreneurs  can  also  have  goals  that  are  not  plainly  fixed 

(Fligstein 1997). What are some of the goals of institutional entrepreneurs? The type of 

institutional change these entrepreneurs engage in can be different for each level of 

analysis. At the institutional field level, the objective is to change institutions such as 

norms and values (Fligstein & Mara-Drita 1996; Zimmerman & Zeitz 2002) or structure 

(Lawrence 1999) or institutional logic (Suddaby & Greenwood 2005). Thornton and 

Ocasio (cited in Thornton, Ocasio and Lounsbury 2012) define institutional logic as 

“the socially constructed, historical patterns of cultural symbols and material practices, 

including assumptions, values, and beliefs, by which individuals and organizations 

provide meaning to their daily activity, organize time and space, and reproduce their 

lives and experiences” (Thornton, Ocasio & Lounsury 2012, p. 2). On the other hand, at 

the organisational level, institutional entrepreneurs may pursue aims like a change in 
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organisational practice (Rao, Morrill & Zald 2000a) or beliefs (Wade-Benzoni et al. 
 

2002). At the personal level, these entrepreneurs may attempt to enhance their own 

interests and values (Beckert 1999). 

 
3.3.1 The enablers to institutional entrepreneurship 

 
One  of  the  assertions  of  institutional  theory  is  that  actors  cannot  be  free  from 

institutional embeddedness, that is, actors are not independent or autonomous as they 

are themselves institutionally constructed in that their beliefs, rationality and actions are 

conditioned by the very institutional environment they wish to transform or change. In 

this sense, how can institutional entrepreneurs as actors innovate or change institutional 

fields or organisational practice?  How can institutional change be possible? This is the 

so-called paradox of embedded agency in which the notion of institutional 

entrepreneurship brings a contradiction to this very fundamental contention in 

institutional theory as it suggests that actors are able to separate from their social 

context and act to transform it (Beckert 1999; Holm 1995; Seo & Creed 2002). 

Institutional entrepreneurship attempts to explore this paradox of embedded 

agency. The answers lie in the various conditions that allow organisational actors to be 

autonomous, to act in transforming institutional fields or in initiating organisational 

level changes -- the enablers to institutional change. A number of these studies have 

looked at these enabling conditions such as field level conditions, actors’ position in the 

organisational  field,  and  the  process  or  practices  that  allow  institutional 

entrepreneurship to develop are seen as the answers to the paradox. For example, in 

terms of  institutional field-level conditions, institutional theory suggests that crisis or 

jolts, including social upheaval and political crisis, may constitute an opportunity for 

actors to act as institutional entrepreneurs (Fligstein 1997; Greenwood, Suddaby & 

Hinnings  2002;  Holm  1995).  Technological  jolts  and  competitive  discontinuities, 
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scarcity  of  resources  and  environmental  issues  may  also  act  as  facilitators  of 

institutional entrepreneurship (Greenwood, Suddaby & Hinnings 2002; Phillips, 

Lawrence & Hardy 2002). Thus, this research examines the behaviour of NGOs in 

response to organisational shocks and was informed by these theoretical approaches of 

institutional entrepreneurship. 
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Chapter 4. Review of Related Literature 
 

When an organisation is jolted away from equilibrium, the rules of the game can alter 

radically.  It  can  compel  organisations  to  diverge  from  established  practices  and 

strategies  and  create  occasions  for  new  field  norms,  practices,  boundaries  and 

hierarchies to emerge (Yu and Sengul 2008; Saunder 2008;   Meyer et al. 1990; Isabella 

1990; Meyer 1982). As Haveman, Russo and Meyer (2001, p. 253) graphically put it, 

organisational  shocks  plunge  decision-makers  into  “strange  and  bewildering  new 

worlds” compelling organisations to change or face grave negative consequences. They 

shock organisations and force them into a fundamental re-analysis of their assumptions 

and behaviour, disabling organisational routines and routinised responses (Cunha et al. 

2006). Hence, routines and rule-bound approaches are not appropriate responses to 

exogenous shocks despite the tendency of most organisations to rely on customary rules 

and routines when these events happen (Marcus 1988). 

Two  theories  are  used  in  this  research  to  inform  at  how  these  jolted 

organisations strategically respond to these exogenous shocks. One of these comes from 

‘institutional theory’, which posits that organisational actors will harness critical 

resources and initiate change. The other theory is borrowed from the hard sciences. 

‘Complexity theory’ discusses emergent processes and self-organisation in response to 

turbulence or chaos in the system. The next sections will discuss extant literature on 

these two theoretical perspectives. 

 
4.1 Institutional entrepreneurship 

 
Institutional entrepreneurship is the concept or notion that refers to the ways in which 

individuals or organisations transform  or create new institutions and act in discordance 

with established institutional arrangements that may eventually change them (Lawrence 

1999; Zilber 2002). As stated in Chapter 3, in the Theoretical Framework, institutions 
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are comprised of values, norms, beliefs, traditions, assumptions and rules in an 

organisation. The concept of institutional entrepreneurship was first introduced by Paul 

DiMaggio in 1988 as a way of incorporating actors' agency in institutional analysis or 

institutional theory. It was used to characterise actors (the institutional entrepreneurs) as 

catalysts for structural change and for giving impetus and direction to change.  Building 

on this initial concept, institutional entrepreneurship was later used to describe the role 

of powerful actors who have an interest in particular institutional arrangements and who 

have the sufficient resources and to leverage these resources in order to create new 

dominant institutions or practice or to modify existing ones (DiMaggio 1988). The 

theory is a powerful and influential concept to account for the role of actors, power and 

interest into institutional analysis of organizations. 

 
4.1.1 Institutional entrepreneurship in this research 

 
In particular, institutional entrepreneurship is relevant in this research in that in 

examining the strategic behaviour of NGOs in response to changes in the policies of 

their donors, it is necessary to look at the role of agency (actors and their actions) as 

these organisations grapple with the exogenous changes. It is also important to look at 

the many interests that these organisational actors have in the act of transforming or 

changing institutions. The notion of institutional entrepreneurship theory that agents act 

in discordance to the prevailing established institutional norms is also critical in 

understanding NGOs’ strategic response. Moreover, in the analysis of power of 

institutional actors (donors and NGOs), what becomes important to understand is the 

legitimacy of actors to enact institutional change. Hence, examining the legitimacy of 

NGOs to enact institutional change projects is important in the analysis of power 

relations. 
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4.1.2 Institutions as social structures 
 

As also discussed in Chapter 3 (Theoretical Framework), institutional theory posits that 

the behaviour of organisations and individuals is best described and understood in 

relation to institutions. Institutions are enduring and can be replicated and mimicked. 

Institutional theory emphasizes the mimetic process that happens to organisations over 

time. It is largely applied to explain the persistence and similarity of a phenomenon. 

However, institutional theory’s focus on the mimetic process ignores the fact that 

institutions also change their character and influence in the long run. How these 

institutions are altered or created is not explained by institutional theory. In short, 

institutional theory has neglected the role of power and actors’ agency and interest in 

shaping institutions (Christensen et al. 1997; Hirsch & Lounsbury 1997). Institutional 

entrepreneurship attempts to fill in this gap and to answer the central contention of 

institutional theory’s paradox of embedded agency -- that actors cannot free themselves 

from institutional embeddedness and hence are not autonomous to act or transform 

institutions.  Thus, a number of studies on institutional entrepreneurship have looked at 

the conditions by which actors were able to resist institutional embeddedness. Other 

studies looked at the ways and processes by which institutional entrepreneurship 

developed, that is, the projects institutional entrepreneurs undertake and the skills they 

employ. 

4.2 Conditions facilitating institutional entrepreneurship 
 

The problem of embedded agency constrains actors to act autonomously as innovators. 

However, there are enabling conditions that allow them to withstand institutional 

pressures. Research in this area points to two dominant enablers and those are field- 

level conditions and actors’ position in the organisational field.  An organisational field 

encompasses “those organizations that, in the aggregate, constitute a recognized area of 
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institutional  life”  (DiMaggio  &  Powell  1983,  p.  148).  The  kinds  of  skills  that 

institutional entrepreneurs use in the change process are also explored. 

 
4.2.1 Field-level enabling conditions 

 
4.2.1.1   Political, social and economic crises and technological jolts 

 
Field-level conditions suggest that crisis or shocks, including social upheaval and 

political crisis, constitute an opportunity for actors to act as institutional entrepreneurs 

(Fligstein 1997, 2001; Greenwood, Suddaby & Hinnings 2002; Holm 1995).  Child, Lu 

and Tsai (1997), for example, suggest that the crisis brought about by three serious 

pollution cases in China and the regulatory changes that followed after these, including 

the subsequent approval and adoption of the Environmental Protection System (EPS), 

were the precipitating jolts that facilitated institutional entrepreneurship. Actors acted 

after the critical events to undertake activities that supported and influenced the path of 

institutional development. In the same vein, a political and economic crisis can lead to 

the creation of institutional projects. For example, the Single Market Program or SMP 

of the European Union (EU) was created under a series of political and economic crises, 

creating opportunities for institutional entrepreneurs. Fligstein and Mara-Dita (1996) 

posit that institution-building projects within societies and across societies such as the 

SMP, the North American Free Trade Agreement (NAFTA), the General Agreement on 

Trade and Tariff (GATT), to name a few, can emerge from organised politics and social 

movements wherein institutional entrepreneurs forge coalitions around new identities 

and structures. As Fligstein and Mara-Drita (1996, p. 3)  posit: 

“Institution-building moments occur when a social, 

economic, or political crisis undermines the current 

institutional arrangements. Under these conditions, 

collective strategic actors may act like institutional 

entrepreneurs and try to forge agreements”. 
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The authors argue that these projects such as GATT and NAFTA treaty were not 

“produced in a vacuum” (p.28) but with the collaboration and cooperation of organised 

groups with varying interests. These projects were built by a diverse set of actors who 

used existing rules and meanings and acted as institutional entrepreneurs.  Institution- 

building thus needs a perception of crisis by organised actors and, “often, a recognition 

of their interdependence” (p.27). Crisis can then give a political opportunity for 

institutional entrepreneurs. 

Technological jolts and regulatory change in the organisational field are also 

facilitators of institutional entrepreneurship (Greenwood, Suddaby & Hinnings 2002). 

Under these shocks, institutional entrepreneurship occurs. The first stage of the 

institutional change pertains to the destabilisation of existing practices by the jolt. 

Following such jolt, new players enter the field and deinstitutionalisation and 

theorisation stage of institutional change begin. The deinstitutionalisation is the stage 

when exiting norms and practices fail and when institutional entrepreneurs begin to act 

outside prevailing routines. The theorisation stage is when the creation of new norms 

and practices are justified or why an existing one is maintained. In short, institutional 

entrepreneurs operate mainly during these stages of institutional change (Greenwood, 

Suddaby & Hinnings 2002). 

Furthermore, crisis or shocks can often trigger a change in the organisation’s 

institutional logic. Institutional logic is defined as the socially-constructed assumptions, 

values and beliefs that define the formal and informal rules of behaviour and guide 

interpretation why certain organisational practices exist (Sine and David 2003). Sine 

and David (2003) posit that changes in institutional logic can lead to increased 

entrepreneurial activity. Their research used the US electric power industry as a case 

study. The US power industry had been a monopoly since the 1930s and as such, this 
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structure was already embedded in the social fabric and everyday reality of American 

consumers. In 1973, the industry was hit by a sudden environmental jolt when the oil 

crisis began. The OPEC oil embargo and the resulting increase in oil prices created two 

major problems for the monopoly. In general, it disrupted the US economy on a national 

scale and in particular, consumers were reeling from the huge leaps in electricity prices 

such that consumer organisations sprang up all over the United States to pressure the 

government to act. Sine and David (2003) found that exogenous shocks disturbed the 

industry’s institutional logics and structures by encouraging search processes that create 

awareness of flaws and weaknesses of the existing or current arrangement. 

Organisational actors were thus empowered to initiate change due to the exogenous 

shock. In the case of the US power industry, when it became obvious that due to the 

exogenous jolt (OPEC embargo) the industry could not offer solutions to the crisis, 

peripheral actors such as consumer advocates, alternative energy advocates and 

environmentalists undertook search processes that resulted to their gaining access to 

central policy makers. They presented their arguments to both federal and legislative 

fact finders in a move to reframe existing institutional logics and hence influenced 

legislation. This opened up new opportunities for institutional entrepreneurs. 

The energy crisis and related search processes provided proof of the problems of 

existing logics, weakening the legitimacy of the logic of natural monopolies in which 

the US power industry was institutionalised and structured for many decades. In other 

words, the breadth of the search process brought by an environmental jolt is related to 

many factors such as the degree to which an existing paradigm or logic is taken for 

granted, the extent and severity of the jolt in disrupting normal day-to-day routines and 

the extent that it threaten the interests of powerful actors. Sine and David (2003) suggest 

that crisis cannot be identified a priori and is context-dependent but yet clearly, stasis 
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and crisis are two points on a continuum of environmental stability. It is however not 

clear how large an environmental jolt is required to move an industry or organisation 

from stasis to radical change. In the case of the US power industry, small perturbations 

motivated search processes and brought about incremental change rather than basic 

institutional logic or paradigmatic reform. 

Another study that analysed how institutional shifts in a dominant logic or 

ideology become manifest in an organisation due to a pivotal event or jolt is the study 

conducted by Mary Ann Glynn (2002). Glynn studied the impact of a musician’s strike 

on the repertoire (i.e., context and performance of the musical canon) of the Atlanta 

Symphony Orchestra (ASO). The strike occurred in September 1996 for a period of 10 

weeks in regard to issues such as musician’s salary and working conditions. Glynn 

hypothesised that there is a high degree of institutionalisation of both the musical 

cannon and the orchestral form embedded through the years and reinforced by cultural 

authorities such that radical change was unlikely to happen even in the advent of an 

organisational crisis or jolt. Using discourse in analysing the strike, Glynn found that 

consistent with expectations the traditional canon or pattern of programming remained 

stable before, during and after the strike. However, incremental changes were observed 

in the content and performance. In other words, financial issues led the board to focus 

on economic concerns and to address these through the professional administration of 

the orchestra. Budgetary constraints led to an institutional shift away from an ideology 

of aesthetics and towards the ideology of managerialism. As a consequence, the 

musicians carved out autonomy not in the content of the canon but in their interpretative 

performances. Glynn (2002) therefore suggests that cultural institutions respond to the 

market, environmental and economic pressures through the agency of actors who are 

often organized by external jolts and intra-organisational clashes. Glynn notes (p.83): 
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“The musicians’ strike in the Atlanta Symphony Orchestra 

exposed latent ideological conflicts that had been 

institutionalized and thus taken-for-granted. By trying to 

resolve the conflict of the strike through the logic of 

managerialism, ASO administrators grated marketing 

concerns onto the musical canon; this resulted in 

hybridized artistry…I found that managers buffered the 

core not through the change in the artistic styles 

institutionalized in the canon but by changes in the 

packaging or format of the canon.” 

 
Thus the institutionalised repertoire was still played, but it was re-packaged as 

“A Night of Mozart” or “Music from Hollywood”. The musicians claimed autonomy for 

themselves despite institutionalized pressures for conformity to the sacred canon (Glynn 

2002).  Glynn’s  study  highlights the  importance of  shifting  institutional logics  and 

ideologies and the impact of this shift. 

Munir (2005), however, contend that attributing a single event of a crisis or jolt 

leads to an erroneous understanding of institutional change. In his study of the 

introduction of digital imaging in the photographic field, the author sees a crisis or a jolt 

as part of the institutionalisation process and becomes only important when actors bring 

them to attention and theorise around them. The author rationalises that not all jolts lead 

to institutional transformation and it is only theorisation that makes a “jolt” disruptive. 

To Munir, theorisation spans the entire process of institutional change and is ongoing as 

organisational actors seek to gain legitimacy by publicising the event or jolt and making 

it part of the prevailing discourse of the organisation. Munir’s suggestion that not all 

jolts result in institutional change, though contradicting the previous studies, provides 

important insights. It can be explained in that Munir, in studying the institutional change 

in the photographic field to modern digital imaging, has treated the technological jolt as 
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internal to the institutional change process. To him, a jolt or a crisis event is not external 

to the process of institutional change but is part of the narrative of the organisation. 

 
4.2.1.2 Degree of institutionalisation and maturity of the field 

 
Organisational characteristics pertain to the degree of institutionalisation of the field, 

whether norms and rules are highly institutionalised and embedded. It also pertains to 

the maturity and stability of a field. Hence, studies on institutional entrepreneurship 

have focused on the degree of heterogeneity and institutionalisation in the field.  Studies 

show that the less mandatory and more optional the rules and norms are, the more likely 

it is for institutional transformation to occur (Clemens & Cook 1999; Sewell Jr. 1992). 

In  other  words,  it  is  easier  to  deinstitutionalise  if  the  institutions  themselves  are 

optional. Deinstitutionalisation is the process whereby institutionalised practices are 

discarded. Moreover, the heterogeneity of an institution (i.e., the dissimilarity in the 

characteristics of various institutional arrangements) also facilitates institutional 

entrepreneurship. In particular, the more heterogeneous the institutional arrangement is, 

the more likely it is to give rise to institutional contradictions and tension, leading 

agents to act as institutional entrepreneurs (Dorado 2005; Rao, Morrill & Zald 2000b; 

Seo & Creed 2002). 

Some scholars suggest that strategic action and innovation is more likely to 

happen  in  highly  institutionalised, stable  organisational fields  where  uncertainty is 

lower and the need to secure institutionalised norms, values and assumptions is 

diminished (Beckert 1999; Dorado 2005).  This environment favours the engagement of 

actors to become institutional entrepreneurs. On the other hand, it is also argued that 

when  the  organisational  field  has  no  structure  and  when  the  degree  of 

institutionalisation is low, the potential for strategic action is the greatest ((DiMaggio 

1988; Fligstein 1997; Phillips, Lawrence & Hardy 2000). 



52  

 

Maguire et al. (2004) examined institutional change in mature organisational 

fields and points to actors undertaking strategic action as those coming from or rooted 

in  one dominant community. This is  corroborated by  Sherer and  Lee (2002)  who 

studied institutional change in large law firms that were the dominant ones in the 

industry and concluded that the most prestigious law firms were the first to engage in 

institutional entrepreneurship and were the first to legitimise new practices in the 

industry. This is affirmed by Zilber (2002) who also suggests that institutional 

entrepreneurship is likely to come from actors who are central to the organisational 

field. 

In contrast to mature organisational fields, Lawrence and Phillips   (2004) 

examined institutional change in new and emerging fields. In particular, the authors 

looked at the role of macro cultural discourse and local actors in the whale watching 

industry in Victoria, Canada.  As defined by Berger and Luckmann (1967, cited by 

Lawrence and Phillips, 2004, p. 691), macro cultural discourse is the  “broad discourses 

and associated sets of institutions that extend beyond the boundaries of any institutional 

field and are widely understood and broadly accepted by society”. Changes in macro 

cultural discourse was instrumental in making commercial whale watching possible as 

radical changes occurred in the understanding and representations of whales. For 

example, the anti-whale hunting discourse shifted from the ecological to ethical in that 

the prevailing discourse conceptualises whales not as a species but as animals with 

inalienable rights. Changes in popular culture also shifted as a result. Films that were 

produced in the 1970s pictured a negative image of whales as a threat to people but then 

in the 1980s, the concept of whales shifted when movies depicted them as friendly and 

interesting. The authors cite that the change in discourse created the conditions of 

emergence of whale watching as a tourist activity as well as a commercial industry. 
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Institutional entrepreneurs’ reactions to the change in the prevailing discourse were vital 

in institutionalising whale watching. Lawrence and Phillips (2004) cited an example of 

an institutional entrepreneur, John Cyprus. Cyprus operated wildlife tours but not whale 

watching tours, but he reacted to the change in discourse and saw an opportunity to 

offer commercial whale watching tours when his clients in the wildlife tours, who were 

encouraged by the change in the representations of whales to something valuable and 

interesting rather than as killer whales, asked him to conduct whale watching tours. 

Lawrence and Phillips (2004) thus argue that in an emerging field, the actions of 

institutional entrepreneurs are likely to be contingent, reactive and emergent rather than 

intended. 

 
4.2.2 Institutional entrepreneurs and their subject and social position 

Research has also stressed the importance of the actors’ subject position in the 

organisation  and  in  the  organisational  field.  Subject  position  refers  to  the  formal 

position of the actor(s) and to all of their socially constructed and legitimated identities 

available in the field  (Maguire, Hardy & Lawrence 2004). An actor’s subject position 

in particular is critical in accessing organisational resources necessary to undertake 

activities as institutional entrepreneurs. For example, the sudden appearance of 

HIV/AIDS jolted the emerging field of HIV/AIDS treatment advocacy in Canada 

(Maguire, Hardy & Lawrence 2004). It was clear to the authors that significant changes 

in practices of consultation and information exchange among community organisations 

and the pharmaceutical firms in Canada were occurring. The sudden and relatively 

recent emergence of HIV/AIDS in the 1980s led to the institutional changes. For one, its 

emergence threw into confusion traditional understandings of the role of patients in 

regards to their treatment. Maguire, Hardy and Lawrence (2004) were particularly 

interested  in  the  characteristics  of  subject  positions  that  provide  the  basis  for 
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organisational actors to engage in institutional entrepreneurship. By asking various 

stakeholders what their perceptions about the rights of different individuals or 

organisations to speak for and act on behalf of others, the authors found that the 

community accorded considerable legitimacy to people who were HIV positive and to 

gay  volunteers  with  a  history  within  the  movement. Representatives from  activist 

groups such as the PWA (a coalition of people living with HIV/AIDS) were seen as 

more legitimate spokespersons compared to members of other types of organisations 

such as AIDS service organisations. Maguire, Hardy and Lawrence (2004) suggest that 

institutional  entrepreneurs  in  emerging  fields  are  more  likely  to  be  actors  whose 

“subject positions” (i.e., the formal and socially constructed identities available to the 

field) give them legitimacy in the eyes of diverse stakeholders. 

Still using institutional entrepreneurship as the framework, Maguire and Hardy 

(2009) used discourse and translation to study externally driven deinstitutionalisation of 

an organisational field. As mentioned in Section 4.2.1.2, deinstitutionalisation is the 

process whereby institutionalised practices are discarded. Taking as a case study the 

authors examined the widespread and taken-for-granted (i.e., institutionalised) practices 

of DDT (dichlorodiphenyltrichloroethane) use in the US. The use of the top selling 

insecticide declined by 1972 with sales decreasing from 67 million pounds in 1962 to 

2.2 million pounds in 1972 when a ban by the US government was announced. The use 

of the insecticide was questioned by actors external to the organisational field such as 

Rachel Carson who authored a very influential book on the adverse effect of DDT titled 

Silent Spring. According to Maguire and Hardy (2009), Silent Spring made a case for 

institutional change by problematizing the use of DDT as unsafe, not effective and 

unnecessary. Although the book did not singlehandedly change these practices, its 

problematization gave rise to a discourse against its use. External actor’s such as the 
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scientific experts acted and spoke in support of the problematizations. According to 
 

Maguire and Hardy (2009, p. 156): 
 

“Silent Spring provoked a flurry of scientific texts that, 

collectively and over time, weakened the cognitive pillar 

as  existing  “facts”  about  DDT  were  increasingly 

contested   by   scientists   outside   of   the   discipline   of 

economic entomology, where DDT had traditionally been 

researched”. 
 

Moreover, Silent Spring ignited a public debate. The public, the NGOs and 

environmental politicians emerged, articulating new subject positions in the discourse of 

DDT. The book also gave rise to a host of legislative texts such that new laws were 

passed or amended. Eventually, in 1972, the US Environmental Protection Agency 

(EPA)  banned  the  use  of  DDT.  Thus,  the  problematizations  over  time  became 

normalised in new bodies of scientific, legal and lay knowledge that were supported and 

maintained as  ‘truth’  by actors who spoke from new subject positions in the discourse 

of DDT. Maguire and Hardy (2009) thus note that change in the discourse was steered 

by external actors whose subject positions allowed them to speak and act in support of 

the problematizations. 

Battilana (2006) used the term “social position” to illustrate how this affects the 

likelihood of individuals to behave as institutional entrepreneurs. The author defines 

social position as the individuals’ formal position in the organisation, their informal 

position in the organisational field and their time or tenure in the position. According to 

Battilana, these three impact on the organisation’s status as well as the organisation’s 

status in the social group to which these individuals belong. Both the organisation’s 

status and its social group status in the organisational field indicate whether the 

individuals will be in  a position of  challenger or  an incumbent in  the conduct of 
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organisational change. Hence, the author proposes that individuals belonging to a lower 

status organisation within a given organisational field are more likely to become 

challengers  and  institutional  entrepreneurs.  Lower  status  organisations  are  less 

embedded in the organisational field relative to higher status organisations. As such, 

they have little to risk by being socially deviant. In the same manner, individuals in 

lower status social groups within an organisational field are more likely to conduct 

divergent change particularly when they have strong ties with individuals who belong to 

higher status  social  groups  who  can  easily  access  strategic resources necessary to 

initiate the change. 

Aside from examining the role of the organisation’s status in the field as 

discussed above, the author also examined an individual’s position in the hierarchy and 

posits that it is a determining factor for institutional entrepreneurship to occur. 

Individuals who are lower in the hierarchy do not possess the legitimacy to initiate 

divergent change and may not be able to amass the critical resources that are necessary 

for the conduct of institutional change. Hence, Battilana (2006) concludes that only 

individuals who are higher in the hierarchy can have a greater likelihood of undertaking 

divergent organisational change. Battilana’s (2006) findings are corroborated by other 

studies conducted on institutional entrepreneurship (Dorado 2005; Garud, Jain & 

Kumaraswamy 2002; Rao, Morrill & Zald 2000a). 

 
4.2.3 The process and practice of institutional entrepreneurship 

As is more often the case, institutional entrepreneurs do not act alone. The process of 

institutionalising change is usually done with allies and collaborators. Institutional 

entrepreneurs mobilise allies (Fligstein 1997; Maguire, Hardy & Lawrence 2004). It is 

important that institutional entrepreneurs win over their constituents. Institutional 

entrepreneurship  then  is  without  doubt,  a  complex  and  highly  political  process. 
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Researchers and scholars in institutional theory suggest that institutionalised norms and 

rules are likely to be defended by those who benefit from the status quo. However, there 

is a way to gain support and mobilise resources and assure legitimacy of the change and 

of the change process and this is by adeptly framing the grievances and interest of 

aggrieved constituencies so that it will resonate with the interests, values and problems 

of these potential supporters. Rao (1998 ) cites framing as necessary in order to appeal 

to    broader  discourses.  Support  and  legitimacy  for  a  change  project  can  then  be 

achieved. Thus, framing skills and social skills are important (Creed, Scully & Austin 

2002; Fligstein 1997; Lounsbury, Ventresca & Hirsch 2003; Rao 1998 ). 
 

A study by Perkmann and Spicer (2007) explored the inception and diffusion of 

the Euroregion, an organisation used by European local authorities located near national 

borders for coordinating policies with their colleagues across the border.   Utilising a 

mixture of consensual network relationships, Euroregion’s focus is on developing 

common infrastructures, promoting economic activity and provision of services among 

municipal members. Perkmann and Spicer (2007) undertook 23 semi-structured 

interviews of the people who were involved with Euroregion for three decades. They 

also used archival materials and planning documents to find out the kind of projects that 

institutional entrepreneurs undertake and the skills they employ in the process of 

institutional change. The authors posit that institutional entrepreneurs in Euroregion 

were engaged in a variety of projects. In the early stage of the organisation, institutional 

entrepreneurs were engaged in interactional projects that sought to establish networks 

among a number of municipalities in the region. The skills needed for this network 

building were political skills which entailed the ability to broker interests and mobilise 

resources. They also employed cultural skills such as framing the Euroregion (the 

institution) in a way that appealed to potential supporters. In fact, they asked for help 
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from “framers” such as external consultants to lobby and develop materials for cross 

border communication. 

The institutional entrepreneurs behind the Euroregion also lobbied the European 

Commission to launch and promote cross-border coalitions and regions arguing that 

such would be consistent with the values of the European Union (EU). They also sought 

to popularise the Euroregion amongst local politicians by conducting workshops and 

publishing reports. These activities were framed by the institutional entrepreneurs as a 

vital element for a deeper EU integration. In particular, the Euroregion was framed as 

“healing the scars of history” (p. 1112), decreasing the risks of armed conflicts and as a 

first step in unifying the European states. The institutional entrepreneurs also used their 

analytical skills. They relied on the skills of social scientists and policy specialists to 

establish linkages such as with the spatial planning research institute in Germany. 

Perkmann and Spicer (2007) conclude that these institutional entrepreneurs involved 

themselves in multi-dimensional projects (network building, technical and cultural 

projects) each of which  require the use of political, analytical and cultural (framing) 

skills. 

Akin to Perkmann and Spicer who examined what institutional entrepreneurs 

really do, Lawrence, Hardy and Phillips (2002) examined the institutional effects of 

collaborations that may become the basis for long-term, field-level change. Using a 

qualitative, multi-case comparative research design, the authors described the work of 

Mere et Enfant in Palestine. Mere et Enfant is a pseudonym for an NGO that operates 

internationally.  It  is  based  in  Europe  and  most  of  its  funding  comes  from  the 

government of its home country.  The work of this NGO is on child health and nutrition 

including raising awareness of good nutrition. 
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Mere et Enfant created a number of collaborations with other NGOs and 

government agencies. Not all of these collaborations effected an institutional change. 

However, one did and this was its collaboration with the School of Nutrition at the 

University of Oslo. According to the authors, this resulted in ‘proto-institutions’ 

(Lawrence, Hardy & Phillips 2002, p. 288) in that new practices were developed and 

diffused beyond the collaboration. Mere et Enfant – The University of Oslo’s nutritional 

policies formed the basis for national policies approved by the Ministry of Health in 

Mere et Enfants home country of Palestine. How did this come about? 

In 1994, academics from the University of Oslo travelled to Palestine to offer 

their services as part of their undertaking with the Nutrition Council of Norway.  They 

offered to help the Palestinian Ministry of Health design a nutrition and food policy. For 

Mere et Enfant, this was their area of competency and expertise. The manager of Mere 

et Enfant approached the academics for collaboration noting that both could combine 

their resources. The NGO had much to gain from working with the University of Oslo 

academics while clearly the academics needed a locally established partner. What Mere 

et Enfant did was what  Dorado (2005) referred to as convening. Mere et Enfant’s 

manager (the institutional entrepreneur) did not mobilise resources nor accumulate them 

but he convinced the academics of the desirability, effectiveness and viability of 

collaborating. As Dorado (2005, p. 408-409) notes: 

“Convening did not involve convincing stakeholders of the 

desirability and viability of the project…The manager of 

Mere et Enfant gained  the collaboration of the academics 

not by asking them to support a programme developed by 

Mere et Enfant but by informing them of ‘Mere et Enfant’s 

expertise in child nutrition in the West Bank and Gaza, as 

well as its experience with the Ministry of Health’ 

(Lawrence,  Hardy  &  Phillips  2002,  p.  288).  Once  the 
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partnership   was   formed,   Mere   et   Enfant   and   the 

academics together convened further support from a 

variety of ministries and NGOs”. 
 

Lawrence, Hardy and Phillips’s (2002) study made an important contribution on 

institutional entrepreneurship theory as it draws attention to how interorganisational 

collaboration can act as a catalyst for the initial stages of institutional change. 

Other  research  on  institutional entrepreneurship    that  looks  at  the  issue  of 

political contestation includes that of  Lounsbury and Crumley (2007). The authors 

examined  the  case  of  active  money  management practice  in  the  US  mutual  fund 

industry and highlighted the political contestation that goes with new practice creation. 

The authors note that creating new practices in the field will be contested by incumbents 

who are eager to maintain the status quo, in this case conservative or passive investing 

members. However, through proper theorising by institutional entrepreneurs (the 

emerging professional money managers), a new practice can be created. Theorisation is 

the process whereby organisational shortcomings and flaws are conceptualised and are 

then linked or related to potential solutions (Greenwood, Suddaby & Hinnings 2002). 

In particular, Lounsbury and Crumley’s (2007) study traced changes over time 

in money management activities and practices. Practice is defined by the authors as 

“activity patterns across actors that are infused with broader meaning and provide tools 

for ordering social life and activity” (p. 995). The authors found that the 

professionalization of money managers resulted in actors starting to experiment with 

money management strategies, that is, the rise of security analysts, statisticians, trained 

and credentialed professions in portfolio management (the professionalization of the 

industry) facilitated the new practice creation from old, passive money management to 

active  money  management  practice  (investing  in  growth  funds).  This  institutional 
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change resulted in political contestation between old and new funds and between long- 

standing industry insiders and aspiring, young professional money managers. The 

conflict was geographical as well. The industry was controlled by Boston trustee funds 

up until the 1950s but the influx of new fund management practices was driven by the 

New York financial community. In other words, the focus shifted from Boston to New 

York aided by the media who started to glamorise money managers who ran active, 

growth funds. The legitimacy and subsequent acceptance of active money management 

practices was  theorised or  framed by  industry  professionals. Theorisation involved 

using frameworks such as “growth”, “income”, “stability”, “maximum capital gain” to 

categorise their mutual fund products.  The professional association of money managers 

assisted  in  promoting  and  justifying  the  growth  fund  movement.  They  developed 

training and credentialing mechanisms that would legitimise money managers as “risk 

managers” in contrast to “speculators”. Hence, active money management became an 

established practice in the industry. 

However, Lounsbury and Crumley’s (2007) study was not only about the 

importance of theorising by institutional entrepreneurs. By focusing on earlier stages of 

practice creation, the authors gave a more complete account for the process that 

generates theorisation. In particular, the authors focused on performativity-driven 

variations in a practice that provided the impetus or catalyst for institutional change. As 

the authors noted: 

“From the institutionalist standpoint, the performances of 

practice are intertwined with the prevailing theorists in a 

practice field that constitutes actors and activities, and 

provide coherence to practice, despite variety. In the early 

decades of the mutual fund industry, money management 

was informed by a vernacular theory of investing and 

conservative     money     management     approaches…the 
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creation of active money management approaches via 

growth funds was ultimately understood as an anomalous 

activity that could not be easily incorporated into existing 

theory, which supported extant money management 

practice.” (Lounsbury & Crumley 2007, pp. 1004-5). 
 

Thus, Lounsbury and Crumley postulate that a key condition for new practice 

creation is the recognition that the innovation (growth funds) becomes socially 

recognised as anomalies by field-level actors (in this case, by professions, industry, 

media). If the irregularities are not problematized, then extant theory and practice will 

remain unchallenged. If it becomes socially recognised as a problem, “field-level 

political negotiations will tend to ensue, as various actors with different interests make 

claims about the value of counter-normative activities, and whether or how they should 

or should not be incorporated into an extant practice field” (p. 1005). 

Research on organisational change and institutional entrepreneurship also 

illustrate how political tactics can be used to effect institutional change i.e., actors not 

having dominant positions in an organisational field can still act as institutional 

entrepreneurs and affect the development of the field. Maguire et al. (2004) observed in 

their study of HIV/AIDS emergence in Canada that institutional entrepreneurs drew 

upon a wide array of arguments targeting their diverse set of stakeholders. They 

presented new practices as “flexible” solutions to the multiple problems facing different 

sets of actors in the community organisations and the pharmaceutical industry. These 

entrepreneurs did not offer different stakeholders fully formed and rigid vision of a 

particular kind of organisation. Moreover, these institutional entrepreneurs also resorted 

to explicit bargaining and negotiation with community and pharmaceutical industry 

representatives to ensure that these various stakeholders agreed to support and not 

undermine the changes they wanted to institutionalise (Maguire et al., 2004). Earlier 
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writings of Fligstein (1997) and Rao (1998) suggest the same findings. In these earlier 

writings, both Fligstein and Rao highlighted the importance of having flexible strategies 

during the process of institutionalisation. They assert that flexibility is needed to allow 

the institutionalisation project to evolve and that negotiation might be a necessary 

political tactic to ensure the success of the entire change process (Fligstein, 1997; Rao, 

1998). 
 

Strategising  by  institutional  entrepreneurs was  also  examined  by  Levy  and 

Scully (2007). The rapid rise of HIV/AIDS cases in the US in the 1980s galvanised an 

activist group, Act Up, to pressure pharmaceutical companies and health authorities to 

allot more resources to combat the disease. By the 1990s, the new antiviral drugs had 

cut mortalities but the yearly costs of treatment were high at USD$10,000-15,000 per 

person. In the late 1990s, countries such as Thailand, South Africa and Brazil initiated 

plans to issue licenses to enable local pharmaceutical companies to manufacture generic 

versions of the drugs in order to decrease the cost to $350 per person annually. The US 

government, reacting from pressure from pharmaceutical companies, threatened trade 

sanctions. In response to this, international groups of NGOs formed Access Campaign 

to advocate for low cost drug access in developing countries. This multi-level alliance 

sought the cooperation of developing country governments and the World Health 

Organization. The Access Campaign won in that the Clinton administration reversed its 

position in 1999 and forced concessions from the pharmaceutical industry that were 

initially opposed. According to Levy and Scully, the institutional arrangement that came 

out after 1999 achieved a hegemonic stability in that it resulted in the agreement that 

developing countries can manufacture and even export generic drugs, while the branded 

pharmaceutical companies protected their profitability by limiting their concessions to 

specific markets of a small group of existing antiviral drugs. Levy and Scully (2007) 
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also pointed out that the Access Campaign is an illustration of how a smart strategy 

could  defeat  a  coalition  of  well-funded  pharmaceutical companies.  By  the  use  of 

political skills such as framing, that is, advancing that patents held by these 

pharmaceutical multi-national companies, caused deaths and is a form of medical 

apartheid, Access Campaign as an institutional entrepreneur challenged the position of 

incumbent actors to reveal a “strategic face of power” (p. 971). The authors conclude 

that institutional entrepreneurs are like the ‘Modern Prince’ in that they “must attend not 

only to external ‘grand strategy’ but also to enhance the agility, adaptive capacity, and 

creativity of organizations leading institutional change efforts” (Levy & Scully 2007, p. 

982). 
 

Hargrave and Van de Ven (2006) view institutional change as a dialectic process 

in  which organisational actors adhere to conflicting views and confront each other to 

engage in political behaviour and activities in order to create or modify institutions. 

Drawing  on  from  the  technology  innovations  and  social  movement  literature,  the 

authors propose a collective action model of institutional change wherein an 

organisational field’s stability is an outcome of struggles and accommodations that 

maintain the status quo between oppositions. Institutional change happens when 

challengers gain sufficient power to confront, contest and engage the incumbents. 

In a dialectical process, the current thesis or institutional arrangement is 

confronted and challenged by an opposing group championing an antithesis, which then 

sets the background for a synthesis. This synthesis then in turn leads to a new thesis as 

this dialectical method reprocesses and continues. Hence, institutional change is 

comprised of multiple and simultaneous tensions and conflicts. Change is formed by the 

political schemes and tactics that opposing groups use to deal with the dialectic and the 

challenges that ensue (Hargrave & Van de Ven 2006). The concepts of conflict, power 
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and politics are focal to the dialectical theory of change as modelled by the authors. 

Conflict is seen as the means by which tensions are played out by opposing parties. 

Each party must have sufficient power to engage in the dialectics as conflict tends to 

remain dormant or subjugated by dominant organisational actors until the challengers 

can mobilise enough power using political strategies or tactics of collective action to 

amass support. As Hargrave and Van de Ven (2006) note: “Conflict is the core 

generating mechanisms of change, power is a necessary condition for the expression of 

conflict, and political strategies and tactics are the means by which parties engage in 

conflict” (p. 878). 

Hinings, Greenwood and Suddaby (2004) also introduce a collective action 

model of institutional change. The authors describe a process wherein pressures for 

change are taken up by institutional entrepreneurs who challenge existing ideas and call 

for the adoption of new ones. These new ideas are institutionalised through these 

processes: theorisation, defined earlier as the process whereby organisational 

shortcomings and flaws are conceptualised and are then linked or related to potential 

solutions (Greenwood, Suddaby & Hinnings 2002);   legitimation in which new ideas 

come to be seen as correct and suitable; and dissemination in the organisational field. 

Hinings, Greenwood and Suddaby (2004) posit that the old ideas will also undergo a 

process of deinstitutionalisation. Contestation is central to this model as organisational 

actors (the challengers) mobilise support for the deinstitutionalisation of existing 

arrangements and practices while the incumbents simultaneously attempt to 

reinstitutionalise them. 

 
4.3 Complexity theory in organisations 

 
As discussed in Chapter 3, complexity theory is offers a novel way of theorising 

organisational change  and  its  transformation processes  (Grobman  2005;  Matthews, 
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White & Long 1999) as most organisations operate in turbulent environments. In 

complexity theory, organisations cannot be assumed to be an isolated part of this 

turbulence but they are a part of complex adaptive systems. 

 
4.3.1 Complexity theory in this research 

 
In this particular research, complexity theory can inform the study through its 

conceptualisation  of  organisations  as  complex  adaptive  systems.  In  particular,  it 

provides insights in this research on how NGOs facing complex environments 

reconfigure themselves and in the process reconfigure power as well. Complexity theory 

provides  an  analytical  lens  to  understand  and  theorise  the  NGOs’  capability  for 

emergent self-organising. It also helps in understanding the change process itself. 

 
4.3.2 Organisations as complex adaptive systems 

 
Organisational  theory  generally  models  change  under  the  punctuated  equilibrium 

model wherein long periods of small, incremental change are interjected by transitory 

periods of discontinuous, radical change. In other words, under this model, change 

oscillates between long periods of stability and short bursts of radical change that 

fundamentally alter an industry (Gersick, 1991 as cited in Brown and Eisenhardt 1997, 

p.1). However, many firms compete by changing continuously. Brown and Eisenhardt 

(1997) conducted an inductive study of multiple product innovation in six organisations 

in the computer industry on how they engage in continuous change and extend thinking 

beyond the punctuated equilibrium view. 

The authors chose the high-velocity computer industry as it was undergoing a 

rapid rate of change during 1993-1995.  In particular, there was a growing integration of 

telecommunications and consumer electronics, an increase in multimedia applications, 

and the emergence of the internet. All of these aspects point to the importance of an 
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organisation’s ability to change continuously, particularly through multi-product 

innovation. Coping with continuous change was the key to success for organisations 

within this industry. 

Using grounded theory wherein insights were derived from field-level case 

studies, Brown and Eisenhardt (1997) found that successful organisations have certain 

characteristics. In this case, the authors defined success in product portfolios as the 

presence of positive portfolio features (i.e., on schedule, on time to market, on target to 

market projects). Success was also defined in terms of the absence of negatives (e.g., 

stop-gap projects, stuttering projects). Successful firms use limited structures, meaning 

that they use formal meetings and have clear priorities and responsibilities. They also 

use extensive interaction amongst each other, and yet enjoy autonomy in improvising 

and managing their current projects. These findings are in contrast to extant research on 

organisational innovation. Traditional theory attributes successful innovations as being 

facilitated by fluidity of job descriptions, having loose organisational charts (loose 

structure), high communication and few rules. Although Brown and Eisenhardt’s study 

also suggest that high communication was indeed linked with success in innovation, 

purely organic structures were not. The authors described their finding on structure as 

“neither so rigid as to control the process nor so chaotic that the process falls apart” 

(Brown & Eisenhardt 1997, p. 3). The authors further explain: 

“In fact, neither organic nor mechanistic structure was 

the answer. Rather, the managers of these firms balanced 

between mechanistic and organic by combining clear 

responsibilities and priorities with extensive 

communication” (p.7). 
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The authors postulate that extensive communication may be extremely motivating and 

is likely to generate feedback on performance. On the other hand, limited structures help 

organisational actors make sense of the rapidly changing environment. 

The companies that successfully innovated and continuously changed relied on 

what Brown and Eisenhardt (1997) termed “low-cost probes into the future” (p. 1) 

utilising product experimentations, frequent meetings and strategic alliances. These 

companies did not extensively plan but they were not just reactive either. They balanced 

“between the rigidity of planning and the chaos of reacting” (p.16) by frequently 

resorting to these low-cost probes. These probes allowed the firms to have the option to 

be ready for the future. Moreover, rather than ignoring change or never changing, the 

successful firms managed the transitions between the present and the future by not 

ignoring change or never changing. They seamlessly switched from one project to the 

next. They were able to “link products together over time though rhythmic transition 

processes from present projects to future ones, creating a relentless pace of change” (p. 

3). 
 

Brown and Esienhardt (1997) conclude that their study suggests a paradigm that 

combines field-level insights with complexity theory to explain dynamic, continuously 

changing organisations. As the authors argue, continuously changing organisations are 

likely to be complex adaptive systems. These organisations grow over time “through a 

series of sequenced steps, and they are associated with success in highly competitive, 

high-velocity environments” (p.32). 

Mason (2007) offers another insight that is different to Brown and Eisenhardt 

(1997). Mason investigated the influence of the external environment on the choice of 

strategic management activities of two companies in South Africa belonging to the 

information technology and packaging industries. Exploring from the perspective of 
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complexity theory and using in-depth interviews and content analysis of other sources 

of data such as company documents, the author found that the strategy-making process 

of  more  successful  organisations  operating  in  a  complex/turbulent  environment 

involved  the  strategy  emerging  from  a  wide  range  of  influencers  such  as  market 

demands or reaction to customer demands. Adaptation to the turbulent environment was 

seen as a primary method of strategy-making. These organisations prepared for change 

and were not just reacting to change. These successful organisations also placed an 

emphasis on strategic alliances and partnerships with their customers and suppliers, 

utilising these relationships to adapt to change (Mason 2007). On the other hand, the 

less successful organisations operating in a complex and turbulent industry were the 

ones that were slow to change and appeared to resist change. Planning in these 

organisations was long-term with the aim of maintaining the status quo. These 

organisations were also reactive and delayed having to change. Even change in itself 

was seen as something to be carefully planned. Mason (2007) also found that the 

emphasis was cautious efficiency rather than adaptive flexibility. 

Another study illustrating that organisations are adaptive systems was conducted 

by Paraskevas (2006). Also utilising a complexity-informed framework, the author 

undertook a case study of a hotel chain that experienced a major crises during the 

summer of 1993. The author interviewed the hotel chain’s CEO and managers involved 

in responding to this crisis - an incident of food poisoning among its clients in the hotel 

chain. The managers were encouraged to recall the events associated with the crisis and 

the overall organisational response to it.  In short, it used a narrative method to capture 

first-person account of experiences in relation to the crisis.  The author found that the 

crisis management plan that the organisation implemented failed. Paraskevas (2006) 

suggest that managers must view crisis response not as a procedure but as a living 
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system within the organisation and enable this system to achieve its aim of establishing 

the conditions that enable the solution of multiple problems. Crisis situations can be 

seen as far from equilibrium conditions and complexity science can give a new context 

to crises happening in organisations (Paraskevas 2006). 

Still using an adaptive systems/complexity theory approach, Chiles, Meyer and 

Hench (2004)  undertook a study on the emergence of a new organisational collective. 

The authors points to the dearth of organisational theory and research addressing this 

area of organisational emergence. Emergence was taken to mean not only the creation 

or origin of an organisation but the creation over time, i.e. the transformation of new 

organisational  forms  and  populations.  Thus,  emergence  is  a  transformative  and 

emergent process (Leifer 1989). In this particular study, Chiles, Meyer and Hench 

(2004) were concerned with an important aspect of complexity theory -- ‘self- 

organising’. The authors used this concept to analyse field study data to explain how an 

organisational collective of musical theatres in Branson, Missouri emerged. The use of 

complexity theory was novel in that to date, organisational scholars who have employed 

complexity theory have rarely tested its applicability in an organisational setting and 

have not focused attention to the collective level of analysis (Chiles, Meyer & Hench 

2004; McKelvey 2001). Using a longitudinal case study approach involving interviews 

of key players and data from historians and journalists and on-site fieldwork, Chiles, 

Meyer and Hench (2004) found that Branson’s musical theatres as an organisational 

collective emerged far from equilibrium, in a state of perpetual disequilibrium. Hence, 

the authors believe that instead of privileging equilibrium and equilibrating change, 

organisation science should treat disequilibrium as natural and ongoing rather than as 

the exception. They posit that their study supports a “punctuated disequilibrium” view 

of change (Chiles, Meyer & Hench 2004). Moreover, in the case of Branson’s musical 
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theatres, the entrepreneurial action of key individuals powerfully influenced its 

emergence and diversity. The authors suggest that complexity theory assists in 

understanding that small actions by individuals at critical junctures can dramatically 

impact on population-level outcomes. 

Onyx and Leonard (2010a) examined emergent leadership in five community 

case studies from Australia, Sweden and South America. In  this case, the authors 

defined “community” as having less than 2000 people that had exhibited community 

development capacity or to re-invent their town. The authors thematically analysed 

community   interviews   with   key   informants   and   secondary   sources   of   data. 

Underpinning the research was complexity theory which was used to describe the ways 

in which these communities developed and to reveal insights as to how leadership 

developed and operated in complex adaptive systems. 

The authors found common patterns of leadership that emerged in the five 

communities, albeit each had unique geographical and social contexts and problems. 

Significantly, there was no evidence of a hierarchical, coercive authority where there 

was a reliance on a dominant leader who gave commands to obedient members. 

Consistent with complexity theory, there was no  central controlling authority. The 

leader or the leadership group as the case may be was strongly embedded within the 

informal and formal networks in the community. They took up an active initiating role 

in driving the projects in the communities. These leaders were the trusted people in the 

community. Other than this, the communities showed forms of organic leadership, a 

characteristic of complexity theory in which decision-making is collective and informed 

by the knowledge of many people. As Onyx and Leonard (2010, p. 504) posit, there was 

“a culture of grassroots participation and decision-making for all issues affecting the 

community at large”. The role of the leader was seen in the communities as enabling 
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and nurturing (as against coercion and control). Although the leaders showed the 

conventional leadership traits of vision, project management and planning, these were 

acquired or drawn from the knowledge of others in the community. There was 

interaction, knowledge sharing and feedback. Although the leader showed persistence 

which seems to be “antithetical to complexity theory’s notion of leadership” (p. 507), 

the process of emergence of the community projects was iterative involving meetings 

and interactions from many members of the community. The authors suggest that 

complexity theory is a useful lens for analysing community development and in 

particular, for analysing recurring patterns of leadership. 

Complexity theory was also used by Baker, Onyx and Edwards (2011) to relate 

two concepts, ‘social capital’ and ‘social entrepreneurship’, to the emergence of urban 

community networks. Borrowing from Putnam (1993, cited in Baker, Onyx & Edwards, 

2011, p.22), the authors defined social capital as “those features of social organization, 

such as trust, norms and networks that can improve the efficiency of society by 

facilitating coordinated actions”.  On the other hand, social networks are considered to 

be the fundamental component of social capital infrastructure (Baker, Onyx & Edwards 

2011) and are important in the development of social capital because they   promote 

trust, reciprocity, social agency and tolerance for diversity (Onyx & Bullen 2000). 

The emergence of networks is not adequately addressed in the extant literature. 

Hence, Baker, Onyx and Edwards (2011) examined how these community networks 

emerge and enable social change. Using an exploratory case study method, the authors 

interviewed  key  informants  from  both  formal  and  informal  networks.  The  key 

informants were usually in managerial positions and/or involved in cross-organisational 

collaboration. They also come from various entities ranging from non-profits, local 

government or  semi-government agencies and  community groups.  Using  purposive 
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sampling, 16 interviews were conducted. Aside from recorded interviews, the authors 

also observed collaborative meetings and work practices recorded through field notes. 

The findings of the study support and complement the important concepts of 

complexity theory. Organisational collaboration essentially occurs through individual 

networking as people employ their personal skills to create the possibility of 

collaboration.  There  was   no   controlling  authority  or   an   overarching  body   or 

organisation to direct their activity; nor was there any government body. There were 

some common strategies used for networking such as frequent attendance at social 

gatherings where they encounter people they did not already know. Even jointly 

partaking of food and drink was an important strategy for many of the informants. 

There was also an almost day-to-day creating and re-creating of networks. The 

authors observed: 

“Whenever an event or campaign was being organized or 

conducted by an individual or a group, a new network was 

created. It was based on existing network(s) but the new 

one was a better fit with the current goal or idea” (Baker, 

Onyx & Edwards 2011, p. 26). 
 

Hence, the different community networks were richly interconnected with each other 

and are organised into interdependent layers. Intertwining networks occurred when 

individuals belonging to different networks worked together on projects or activities. 

The organisations saw themselves as hubs. For instance, in the semi-government sub- 

sector, there were various hubs such as aged care, health and housing while the 

community groups also acted as hubs with each hub connected to a social issue or a 

problem or an ethnic group. Baker, Onyx and Edwards (2011) conclude that the above 

findings illustrate a dynamic social capital as these networks were constantly recreating 

and changing over time. Thus the authors suggest that in using the lens of complexity, 
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social capital proves to be “a very dynamic and endlessly emergent phenomenon, 

constantly forming and reforming through interconnections between individuals and 

entities at the micro level” (p.34). 

Baker, Onyx and Edwards (2011) also examined social entrepreneurship in the 

context of network formation in communities. Social entrepreneurship is defined as any 

phenomenon that was labelled by the interviewees as social entrepreneurship and any 

such phenomenon aimed at value creation. The interviewees labelled themselves and 

their colleagues as entrepreneurs (e.g., they were running leadership programs and 

setting up an online organisation). The authors thus assert that using the perspective of 

complexity theory, social entrepreneurship can be considered as a dynamic within 

networks. They also suggest that “social entrepreneurial activities based on self- 

organising   emergence  probably   develop   as   one   (or   several)   networkers   draw 

connections together, within a hub or more loosely, trying to solve a problem or react to 

an event” (Baker, Onyx & Edwards 2011, p. 34). 
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Chapter 5. Research Methodology 
 

This  chapter  discusses  the  research  paradigm,  that  is,  the  philosophical  stance 

informing the research, the methods used, data collection tools, techniques and the 

approach to analysing the data. 

 
5.1 Ontological assumptions: interpretive-constructivist 

 
Ontology is the study of beliefs about the nature of reality and being. It addresses the 

nature of reality and what can be acknowledged about that reality (Lincoln & Guba 

2000; Shadish, Cook & Campbell 2002, pp. 540-1). Ontologically, this research takes 

on an interpretivist-constructivist stance to the conception of reality. It is a worldview 

that is based on the belief that there are multiple constructed realities or multiple truths 

and meanings of a phenomenon, and these truths are equally valid realities (Altheide & 

Johnson 1994; Guba & Lincoln 1994; Sale, Lohfeld & Brazil 2002; Schwandt 1994). 

Not only is there a single true reality but reality is constructed in the mind of the 

individual and the social world outside of the individual’s cognition is composed of 

nothing more than labels and concepts which are expended to structure reality (Berger 

& Luckmann 1966; Burrell & Morgan 1979). Thus, this ontological view endeavours to 

understand a phenomenon through the shared meanings that individuals ascribe to them 

(Detz 1996). 

Interpretivism  follows  a  hermeneutic  approach  to  analysis  (Boland  &  Day 
 

1989), whereby meaning which is taken as hidden is uncovered by reflection (Schwandt 
 

2000). This reflection is aided by the interactive researcher-participant conversation or 

discourse (Schwandt 2000) in which the human understanding of meaning is continually 

moving from the whole to the part and back -- a circular process (Gadamer 1976). 
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Hence, reality is subjective and influenced by context, that is, by the research 

participant’s experience and perception, the social environment, and the interaction 

between the participant and the researcher (Schwandt 2000). In other words, 

interpretivism attempts to understand individuals in a social context. Constructivism, 

which is aligned with interpretivism, extends this understanding to knowledge as 

produced and interpreted.  Individuals construct their own knowledge and reality within 

the social context impacted by their prior knowledge and understanding. Hence, there is 

no external reality that is free from an individual’s interpretation of it,  instead reality is 

idiosyncratic and socially constructed (Searle 1995). 

An interpretative-constructivist ontology runs counter to a realist conception of 

reality. To a realist, there is but one true reality that is classifiable and measurable. 

Realism adheres to the belief that the social world outside of the individual’s cognition 

is made up of “hard, tangible and relatively immutable structures” (Burrell & Morgan 

1979, p. 4). In this ontological paradigm, the social world exists autonomously of the 

individual’s appreciation of it. It is a reality of its own and does not exist “out there” nor 

is it something that the individual creates (Burrell & Morgan 1979, p. 4). Given the 

difference between these two philosophies, it is argued that an interpretivist- 

constructivist worldview is the appropriate stance for this research in that the interview 

participants are assumed to attach subjective meanings to organisational shocks (the 

phenomenon  or  event)  contingent  on  their  social  contexts.  They  attach  multiple 

meanings to this phenomenon and convey their lived experiences. As Schwandt (1994, 

2000) notes, organisational members are the ones who live it daily in the context of 

their organisational life. An interpretative-constructivist ontology gives the researcher 

greater scope to understand the context in which NGOs operate and how their 

organisational strategic behaviour in response to organisational shocks brought upon by 
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a donor policy change is interpreted and socially constructed. It is also important to 

mention here that in the interpretative-constructionist paradigm, the researcher is also 

part of the research context and that her values and sensemaking are necessarily a part 

of the social construction of the reality under study. 

 
5.2 The epistemology: Anti-positivist 

 
Epistemology is concerned with the origin and acquisition of knowledge and   how one 

might start to understand the world and impart this as knowledge to fellow human 

beings (Burrell & Morgan 1979). Guba and Lincoln (1994, p. 108) add that the question 

of epistemology is about asking, “What is the nature of the relationship between the 

knower or would-be knower and what can be known?” There are two main 

epistemological paradigms that exist within the broader realm of social research – 

‘positivist’ and ‘anti-positivist’ or ‘relativist’. A positivist epistemology seeks to explain 

and predict the world by looking for regularities and causal relationships in order to 

derive  generalisations that are nomothetic (Neuman 2011). Knowledge is discovered 

and verified through direct observations or measurements of phenomena wherein the 

researcher simply acts as an observer who is independent of the object under study. 

Hence, a positivist researcher sees the world through a one-way mirror (Burrell & 

Morgan 1979; Healy & Perry 2000). Positivist epistemology is in effect based upon the 

traditional approach that characterise the natural sciences (Burrell & Morgan 1979). Its 

emphasis is to verify an a priori hypothesis which is typically quantitatively stated and 

transformed into mathematical methods or models outlining some functional 

relationships (Creswell 1994; Guba & Lincoln 1994). The foremost goal in its inquiry is 

to seek an explanation of a phenomenon that will ultimately lead to its prediction and 

control (Lindof 1995; Ponterotto 2005). 



78  

 

In contrast, the anti-positivist epistemology espouses that there is no distinct 

correct method to producing knowledge. The social world is relativistic and a 

phenomenon  can  only  be     understood  through  the  process  of  interpretation  by 

individuals who are directly experiencing it (Burrell & Morgan 1979). Knowledge is 

established through meanings and is context and time dependent (Ponterotto 2005), and 

the relationship between the research participant and the researcher is transactional and 

interactive, thereby rejecting the positivist stance that the researcher is simply a passive 

observer (Burrell & Morgan 1979; Creswell 1994; Ponterotto 2005). In fact, anti- 

positivists believe that this interaction between the participants and the researcher is 

crucial to the understanding of the lived experience of the participants and the meanings 

they attach to the phenomenon under investigation. Thus, research conducted under this 

epistemology is assumed to change both the participant and the researcher. 

 
5.3 Research methods 

 
5.3.1 Qualitative inquiry 

 
An anti-positivist epistemology was therefore adopted in this research in understanding 

organisational shocks as context and time dependent. The NGOs experiencing this 

phenomenon will interpret this phenomenon and will attach multiple meanings to it. 

These meanings will be subjective and will differ depending on each NGO’s social 

context. This interpretativist-constructivist paradigm therefore leads this research into a 

qualitative approach to inquiry. According to Denzin and Lincoln (2003) qualitative 

research points to an interpretative approach to the subject matter at hand, and in this 

particular research, the subject matter is the organisational shock brought upon by a 

donor policy change. 

Denzin and Lincoln (2005) further convey that a qualitative research attempts to 
 

make sense of the phenomenon in relation to the meanings that people attach to them 



79  

 

and involves the use and collection of a variety of empirical materials such as case 

studies that depict routine and problematic events  Detailed generalisations ensue that 

are context-based. Hence, a qualitative research design is not only context-bound but 

emergent as well (Creswell 1994). 

The qualitative approach was also preferred because it offered a rich, in-depth 

understanding of the organisational shock and the strategic responses employed by 

NGOs in a developing country such as the Philippines. Lawrence, Hardy and Philips 

(2002) posit that a qualitative methodology would be appropriate when the research site 

is fertile with intricate dynamics as this is the case with the current research setting -- 

the Third Sector in the Philippines. Other authors also suggest that when studying fields 

that are not stable, the research design must be treated as “renewable licenses rather 

than fixed constitutions” such that when specifying variables and sample, the choices 

should be temporary rather than permanent, discoverable rather than known. Research 

designs that are rigid thus become a burden when studying organisations or fields that 

are dynamic and complex and are  in a state of flux (Meyer, Gaba & Colwell 2005, p. 

471).  Given  the  appropriateness  of  a  qualitative  approach  as  stated  above,  this 

researcher undertook a qualitative case study strategy for generating theories instead of 

other approaches such as ethnography.  The appropriateness of a case study approach is 

discussed in the next section. 

 
5.3.2 The use of case study as the qualitative research strategy 

A case study is an empirical enquiry that examines a phenomenon within its real-life 

context particularly where the boundaries between the phenomenon and the context are 

not clearly delineated (Yin 2003). Eisenhardt and colleagues (1989; 2007) corroborate 

by  stating  that  the  emphasis  in  the  case  study  approach  is  on  understanding  the 

subtleties within single settings and as such, case studies would generate theories that 
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are often novel, testable and empirically valid. It involves using a case or multiple cases 

to create theoretical constructs, midrange theory and propositions from observed or 

empirical case-based evidence (Eisenhardt 1989; Eisenhardt & Graebner 2007). Punch 

(1998 cited in Silverman 2005) describes a case study this way: “The basic idea is that 

one case (or perhaps a small number of cases) will be studied in detail, using whatever 

methods seem appropriate”. While there may be a variety of specific purposes and 

research questions, the general objective is to develop as full an understanding of that 

case as  possible (Silverman 2005,  p.  126).  According to  Eisenhardt and  Graebner 

(2007), researchers have used case studies to build theory  about diverse topics such as 

strategy, group processes and other internal aspects of an organisation. The authors 

further note that building theory from case studies is often viewed as remarkably 

interesting research and papers using this strategy often become highly cited research in 

prestigious journals (Eisenhardt & Graebner 2007). 

Case studies are also exploratory, descriptive in nature and they appreciate the 

importance of context and setting (Marshall & Rossman 1995). This allows the 

researcher to offer a multiplicity of views (Ritchie & Lewis 2003). Ritchie and Lewis 

(2003) also contend that it is a valuable strategy to  adopt when contextual conditions of 

the phenomenon being studied are crucial and where the researcher has no control over 

the phenomenon under investigation. This primary defining characteristic of a case 

study makes it fitting to adopt in a study of organisation shocks (the phenomenon) in the 

social context of the organisational life of civil society organisations in the Philippines. 

Also, in this research, the contextual conditions were as important as the independent 

occurrence of a shock, both in the understanding of the phenomenon and the 

understanding of the resultant behaviour of the NGOs in the face of these changes. 

Other authors also support this view. For example,  Eisenhardt (1989), Feagin, Orum 
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and Sjoberg (1991), Robson (1993) and Yin (1984, 1993, 2003) maintain that  a case 

study approach is ideal in this type of research where the aim is to understand a subject 

in a social context through the interpretation of their behaviour and actions as a single 

case. 

This research therefore undertook multiple case studies of NGOs in the 

Philippines. Five NGOs were studied with one key informant interview and secondary 

data collected for each (see Table 5.1 below). Denzin and Lincoln  assert that the case 

study   approach of looking at multiple actors in multiple settings enriches the 

representativeness and generalizability of the research (Denzin & Lincoln 2000). In fact, 

case studies are very important for analytical generalisations where the aim is to 

generalise a specific set of results into broad conjectural propositions (Yin 2003). 

In particular, Table 5.1 (next page) shows the de-identified NGOs (pseudonyms 

were used), their organisational characteristics such as year established, program thrust 

or focus, the date and duration of recorded interviews, geographical dispersion of 

activities and operations, and the criteria used in selection. These criteria and case study 

selection process will be discussed in section 5.4. 
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Table 5.1 NGO Participants 
 

NGO Year 
established 

Focus Organisational 
characteristics 

Date and 
length of 
interview 

Criteria 

Women's 
Health Inc. 

1995 Women's 
reproductive 
rights: 
universal 
access 
to health care, 
primary 
health care, 
maternal 
mortality, 
unsafe 
abortion, 
contraception, 
patient's rights 

A collective of 
grassroots women, 
men, health 
professionals 

 
Operates in 
Manila, Malabon, 
Pasay, Quezon 
City, Bohol, 
Eastern Samar, 
Bulacan with a 
core staff of 20 

 
Has a federation of 
20 community- 
based 
organisations with 
4,000 members 

 
Operates 6 clinics 
serving 30,000 
patients annually 

 
Governance: 
Board of directors 

August 26, 
2010 and 
September 29, 
2010; 123 
minutes 

Age of 
organisation- 
young 

 
Focus of 
activity- 
reproductive 
health with a 
non- 
traditional 
feminist 
philosophy 

Size: medium, 

Geographic 
spread- fairly 
dispersed but 
limited (in 
Northern and 
Central 
Philippines 
only) 

KL 
Foundation 

1989 Gender and 
development, 
labour and 
employment 
with 
focus on 
migrant 
workers 
in distress, 
trafficked 
women, 
and victims of 
violence 

 
Services 
include: 
advocacy, 
counselling for 
abused women, 
livelihood and 
microfinance, 
legal 
assistance. 

Operates in Metro 
Manila but with 
office in La Union 
Province 

 
As at September 
2010, has 10 staff 
in the 2 offices 
(Manila and La 
Union) 

 
Governance: 
Board of trustees 

September 21, 
2010; 
90 minutes 

Size - very 
small 

 
Focus of 
activity- 
overseas 
Filipino 
workers 

 
Geographic 
spread: 
narrow 
(Northern 
Luzon only) 
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NGO Year 
established 

Focus Organisational 
characteristics 

Date and 
length of 
interview 

Criteria 

Urban Poor 
People's 
Organisation 

1970 A people's 
organisation 
composed of 
646 local 
urban 
poor 
organisations 
with 
32,777 
members in 28 
relocation 
areas (called 
'chapters') 

 
Focus: 
community 
organising 
in 28 urban 
poor 
communities 
to achieve 
security of 
dwelling, 
social 
protection and 
sustainable 
urban poor 
communities 

A people's 
organisation 
comprising 646 
local urban 
poor organisations 
with a 32,777 
strong 
memberships. 

 
Operates in 28 
relocated 
communities 
("chapters")  in 
Metro Manila, 
Navotas, Rizal, 
Pampanga, among 
other sites. 

 
Governance: 
Regional council 
of 
leaders and 
executive 
committee, 
chapter council of 
leaders, 
management 
committee 

September 
22, 2010 
September 
24, 2010 
164 minutes 

Age- old 
(1970s) 
but not the 
oldest; 

 
Organisationally 
unstructured 
for many years 
(underground 
movement) 

 
One of the 
biggest people's 
organisations 
in the country 

 
Focus of 
activity-urban 
Poor 

 
Wide 
geographic 
spread but 
confined to 
relocated 
communities 
only. 

SAP 1987 A legal 
resource NGO 
undertaking 
development 
work 
with women, 
farmers, 
workers, 
urban poor, 
indigenous 
peoples 

 
Focus: Labour, 
urban poor, 
peasant, local 
governance 

 
Engages in 
legal literacy, 
litigation 
support, policy 
advocacy, 
research and 
publication, 
internship 

Operates in Metro 
Manila, Naga City 
in Bicol region, 
and Davao City in 
Mindanao 

 
Headed by 
executive director 
and 17 
staff that includes 
lawyers 

 
Governed by a 
council of advisers 
comprising the 
board of trustees, 
sectoral council 
members, 
representatives 
from NGOs and 
former staff 

October 14, 
2010 
80 minutes 

Not the 
traditional 
NGO- only 
offers 
legal assistance 
to NGOs 

 
Size: very small 
but 
enjoys 
longevity 

 
Age - middle 
aged, born 
in the late 1980s 

 
Geographic 
spread- fairly 
dispersed 
(North and 
South) but 
selective areas 
only 
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NGO Year 
established 

Focus Organisational 
characteristics 

Date and 
length of 
interview 

Criteria 

Countryside 
Development 
Movement 

1952  
Enhance 
capacity of 
rural 
villages, 
strengthening 
civil 
society 
capacities, 
public 
policy, 
promoting 
development 
cooperation 

A membership 
base NGO 
("Chapters") 

 
Operates in 10 
provinces in 
Luzon, 
1 province in 
Visayas and 2 
provinces 
in Mindanao 

 
Governance: 15 
Board of Trustees, 
3 Trustees 
Emeritus, 5 
officers 
Council of 
Advisers: 6 
representatives 
from the private 
sector, academe 

 
Partners: 5 
People's 
organisations 
representing 
farmers, rural 
women, 
fisher folks, youth 

 
As at end of 
November 2010: 
total of 59 staff 
(20 project staff 
and 
39 core function 
staff) 

October 27, 
2010 
175 minutes 

Age- very old; 
the longest 
running 
NGO in the 
country 

 
Well- 
established 

 
Geographic 
spread: 
wide - 
throughout 
the 
archipelago 

 
Focus on rural 
development 
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5.3.3 The interview as a case study tool 
 

Case studies usually employ data collection methods such as observations, interviews, 

archives to provide descriptions, test theory or generate a theory (Anderson 1983; 

Eisenhardt 1989; Gersick 1988; Pinfield 1986). The main tool used in this research was 

the in-depth, unstructured face-to-face interview. This implied that the research 

recognised the role of the interviewee in taking an active role in constructing the nature 

or even the direction of the interview, with only a minimal interference by the 

interviewer so that the   participants could construct their own account of the 

phenomenon. As Cassell (2009, p.504) asserts, qualitative face-to-face interviews 

“affords the interviewer the opportunity to continually re-mould the interaction to their 

[interviewer’s] needs and interests through vital cues and small utterances”. 

 
5.3.4 Additional information for each case 

 
 
 

The data from the interviews of both the NGO informants and the donor representatives 

were further supplemented with secondary data taken from annual reports and other 

materials published in their websites. These secondary data helped provide an 

understanding of the contextual conditions of each case. A journal was also kept by the 

researcher to note down impressions and informal observations that might be useful in 

the future. In fact, writing down the impressions allowed the researcher to adjust the 

cases in that cases were later added to probe some themes that emerged in the earlier 

data collection phase. In this way, a better grounding of the theory was achieved. 

 
5.4 Case selection: theoretical sampling 

 

 
How were the cases (NGOs) selected? The cases were selected following the tradition 

of the grounded theory approach to theorising and case selection. Grounded theory 

means that theorising is developed not at the outset of the study but as the data were 
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being gathered and systematically examined. Theorising is thus grounded in the data 
 

(Glaser & Strauss 1967; Silverman 2005). In other words, this research resorted to 
 

‘theoretical sampling’ which is the selection of cases based on theoretical reasons and 

not on statistical reasons (Glaser & Strauss 1967). Mason states that this type of 

sampling implies: 

Selecting groups or categories to study on the basis of 

their  relevance  to  your  research  questions,  your 

theoretical  position…and  most  importantly  the 

explanation or account which you are developing. 

Theoretical sampling is concerned with constructing a 

sample…which is meaningful theoretically, because it 

builds in certain characteristics or criteria which help to 

develop and test your theory and explanation (Silverman 

2005, pp. 130-1). 
 
 

Furthermore, given that the number of cases to be studied are not unlimited, theoretical 

sampling implies that the cases are to be selected based on the need to replicate previous 

cases, or to extend an emergent theory, or fill theoretical categories and   provide 

examples of polar types (Eisenhardt 1989). 

5.4.1 Criteria used for selecting the NGO case study sample 
 

In this research, the NGOs were selected to contribute to the building of a model that 

would be applicable across organisation types. Hence, it was purposive in that diverse 

organisations were chosen to fulfil the criteria of organisation size, age as captured by 

the  year  of  establishment,  organisational  thrust  (what  they  do)  and  geographic 

dispersion of activities (not necessarily geographic dispersion of offices/branches).  The 

choosing of polar types (e.g., old and new, big and small) was based on the aim to 

extend an emergent theory based on a broad range of organisations. This continuum of 

types, for example, from the well-established, big NGOs to the relatively new, smaller, 
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emerging grassroots organisations was also adopted for the purpose of highlighting 

effects  of  external  shocks.    Likewise,  cases  were  also  chosen  from  a  practical 

standpoint, that is, the participating organisations allowed access to the researcher. This 

meant  that  although  selection  was  purposive  in  that  it  was  “driven  only  by  their 

relevance to the phenomena” (Gobo 2007, p. 417), they were the organisations who 

more readily allowed unique access compared to other organisations that were also eyed 

to fit the study’s theoretical position. Yin (cited in Eisenhardt & Graebner 2007, p. 27) 

supports this by noting that in theoretical sampling, cases may be selected because they 

offer opportunities for unique research access (Eisenhardt & Graebner 2007, p. 27). An 

example of this was the 1991 work of   Dutton and Dukerich on the New York Port 

Authority where both researchers gained unique access to the organisation through their 

friends (Eisenhardt & Graebner 2007). In this research, the selection of cases was 

stopped when the results started to become redundant (Hutchinson & Johnston 2010). 

5.4.2 Choice of the key informant and conduct of interview 
 

As the research focus was on organisational strategic responses to an exogenous shock 

(donor policy changes), the key informant for each case was the president of the 

organisation or its executive director.  This key informant is deemed appropriate as the 

“talk” is about high level strategic response. The key informant is also deemed to be the 

keeper of overall organisational story and most likely, to be the person who has direct 

contact and dealings with the donors. Importantly, this person is also likely to be the 

implementer of strategic change/response within the organisation, albeit the germination 

of idea pertaining to their strategic response may be collectively arrived at and/or board- 

mandated. 

The interviews for this study were conducted at a leisurely unhurried pace. 

Consistent with the grounded theory approach to qualitative research, the interview was 
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free-flowing. They were tape-recorded with the consent of the participants. Each 

interviewee received an electronic mail requesting them to take part in the research. 

Written informed consent was also gained from each of the participants prior to the 

conduct of the interview. These interviews were then transcribed and in most instances, 

also translated when the interviewees resorted to speaking in Filipino (Tagalog). All of 

the participants used both English and Tagalog in the entire course of the interview 

which in the Philippines is usually referred to as “Taglish” -- a term used in the 

Philippines to refer to the practice of using both Tagalog and English in verbal 

communication, so that, when a person speaks in Tagalog and then interspersed with 

English words or vice versa, or when a person speaks predominantly in English and 

would include a few words in Tagalog in the course of the conversation. This person is 

referred to as speaking in “Taglish”. This is not unusual in the Philippines where talk is 

conducted in this mixed kind of language -- English plus Tagalog or English and 

another local language. The same is held true for some of the informants representing 

the donor agencies. Three of them were not Filipinos and being foreigners, English was 

used in the interview. However, the other donor-informants were Filipinos and so there 

was a need to translate some of the Filipino words used in the course of the interview. 

The audio recorded interviews were transcribed and translated as true and as 

faithful to the participant’s words as possible. The transcripts are in no way perfect but 

they serve the purpose of this case study research. They captured sufficient detail of 

what the participants conveyed in their interviews. As Silverman (2005, p. 184) puts it, 

“It should not be assumed that the preparation of transcripts is simply a technical detail 

prior to the main business of the analysis”. Atkinson and Heritage (cited in Silverman, 

2005, p. 184) add that the preparation of transcripts are “research activities” that 

encompass  “close,  repeated  listening  to  recordings  which  often  reveal  previously 
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unnoted recurring features of the organisation of talk”. As such, transcribed data 

generally provides a very good indication about what participants usually do (Silverman 

2005). 
 
 

5.5 An initial definition of the research problem and some temporary 
constructs 

 
In case study research, the researcher does not start out with a theory to be investigated 

but attempts to induce theory from the case data while collecting and analysing them by 

specifying a set of explanations and causal links to explain the phenomenon (Yin 2004). 

Hence, this research started out with a temporary definition of the research question that 

laid it out in broad terms -- how do NGOs behave and strategise in the face of an 

exogenous shock such as a donor policy change? The initial definition of the research 

question, however broad, is vital in providing focus and is important in theory building 

(Eisenhardt 1989). In this research, the above broad definition allowed for the 

specification of the type of civil society organisations to be approached and the kind of 

data that were to be gathered. 

Some constructs were also specified at the outset of this research -- constructs 

that were perceived to be useful and important to the research. As Eisenhardt (1989) 

postulates, specifying some constructs help in the initial design of theory building and if 

these constructs prove to be vital as the research moves forward, then the researcher will 

have a firmer empirical grounding for the emergent theory. However, Eisenhardt also 

warns that since the broad research question and the constructs are merely tentative in 

case study research, no construct is “guaranteed a place in the resultant theory and the 

research question may shift” (Eisenhardt 1989, p. 536). Serendipitous findings did occur 

in this research in terms of the initial specified variables. Moreover, theory building was 
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undertaken with this in mind: there was no theory to consider and no hypothesis to test. 

This concept is central to the tenets of a case study inquiry. As Eisenhardt notes: 

“Admittedly, it is impossible to achieve this ideal of a 

clean theoretical slate. Nonetheless, attempting to 

approach this ideal is important because preordained 

theoretical perspectives or propositions may bias and limit 

the findings. Thus, investigators should formulate a 

research problem and possibly specify some potentially 

important variables, with some reference to extant 

literature. However, they should avoid thinking about 

specific relationships between variables and theories as 

much as possible, especially at the outset of the process” 

(1989, p. 536). 

With this in mind, some constructs that were considered at the outset of this research 

were taken to be temporary and initial, to wit: 

a) The power relationship between a donor and NGO may be 

influenced by the size of the NGO and may determine how an 

NGO respond to donor policy change. In other word, the 

bigger NGO may be able to have the power to resist to a 

donor imposed condition. Moreover, the more established an 

NGO is, the more it is likely to have the power compared to 

small, less established NGOs. 

b)  The more established the NGO in terms of age, the more 

likely to be more strategic in their response as their experience 

in dealing with donors may prove to be beneficial. Their long 

established relations with their donors may determine how 

they construct their response to the donors. 

c)  The more diverse an NGO’s funding sources are (the less 

dependent on one donor  or a couple of donors), the better will 

they be in responding to exogenous donor changes and the 

more flexibility they will have in responding to the change. 
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5.6 Data from the donors 
 

Donor agencies were also interviewed as represented by their section heads or program 

managers. These informants were key as they were the ones managing the aid or grant 

programs to NGOs day by day. As such, they have the knowledge not only of the policy 

changes and the rationale for these changes, but also they have the direct contact with 

the NGOs and have developed relationships with these organisations. The selection of 

the donor organisations was itself purposive in that they are the most active and 

traditionally biggest donor agencies in the Philippines. 

The conduct of interviews with the donors was unplanned but due to delays in 

accessing the NGOs initially, the researcher deemed it important to use her time wisely 

in the Philippines (see Section 5.6.1 below). Electronic mails to donors requesting for 

an interview were sent for which they promptly gave permission for. The interviews 

with the foreign donors not only provided supplementation or validation of the NGO 

interviews but it also allowed the researcher to trace the process of pressure from donors 

to the recipients. There were six donor agencies who agreed to take part in this research. 

Only data from five donors were considered for analysis as one donor did not agree to 

the recording of the interview. Hence, this organisation was excluded of the research 

altogether. Table 5.2 (next page) presents these donors (pseudonyms were used) and 

their funding focus. 
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Table 5.2 Participating donors 
 
 
 
 

Donors Focus Date and length of interview 
Donor A Initially development projects 

then shifted to human rights 
advocacy 

August 23, 2010; 75 minutes 

 and monitoring, conflict 
prevention, conflict resolution, 
climate change 

 

 (hence, shift from development 
assistance) 

 

 Bilateral programs still exists but 
declining to allow for smaller 
grants to NGOs 

 

 pegged at 250,000 pounds a year  

Donor B Development assistance  and 
poverty alleviation; health, 
sanitation, 

August 11, 2010; 120 minutes 

 water supply development, 
education, infrastructure building 

 

 Budget for 2010: more than 10 
million yen a year 

 

Donor C Development projects, 
livelihood, poverty alleviation 

July 20, 2010; 55 minutes 

 Small grant facility for NGOs 
(e.g., Php 1.8 million grant to an 
NGO project that took 18 
months) 

 

Donor D Small grants directly to NGOs 
for development projects In 
2009, the maximum grant given 
to an NGO was Php275,000 

July 6, 2010; 50 minutes 

Donor E Inter-faith dialogue and peace- 
building initiatives 

July 16, 2010; 57 minutes 

 Strengthening understanding and 
acceptance in communities 

 

 Maximum grant: Php 800,000 
although projects costing over 
this amount are considered if 
there are special circumstances 
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5.7 Data Gathering in the Philippines 
 

As  mentioned  in  the  above  section  (Section  5.6),  during  the  early  stage  of  data 

collection in the Philippines, the researcher met delays in accessing NGOs. Electronic 

mails were purposively sent to potential participants/NGOs that met the criteria of size, 

age, diversity of thrusts (see earlier section on criteria and sample selection) explaining 

the objectives of the research with a corresponding request for an interview. In that 

electronic mail, electronic copies of privacy and confidentiality clauses were attached as 

well as the formal letter from the thesis supervisor reiterating the purpose of the study 

and how their participation in the research would be very helpful. A document listing 

names and contact details of the faculty at the University of Technology, Sydney was 

also provided to potential participants in case they wanted to verify the identity of the 

researcher. 

In the first two months of the data collection phase, none of the NGOs gave their 

consent or replied to the email despite the linkage that was set up prior to travelling to 

the Philippines with the National College of Public Administration and Governance 

(NCPAG) and the University of the Philippines to assist in contacting and facilitating 

linkages with civil society groups. Hence, given this pre-visit linkage, the problem with 

accessing these organisations was quite unexpected. In contrast, the donor agencies 

were prompt in their reply and in setting up the interviews.  The same set of documents 

that was provided to potential NGOs was also given to the donors to explain and clarify 

the purpose of the research and their participation in an interview. 

While the interviews of the donors were going on, a breakthrough occurred 

regarding the request to interview the NGOs. A friend of the researcher who was 

teaching in one of the universities in Manila knew of the researcher’s problem. She 

introduced the researcher to a colleague of hers in the university who happened to know 
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some members of the NGO community in Manila, having sat on many of the boards of 

these organisations. A meeting was then set up between this university professor and the 

researcher with the intention of getting suggestions on how to gain access to local 

NGOs as well as to get a list of NGOs with their addresses and contact numbers. This 

meeting took place in his office in the university. He then gave the researcher the 

contact details of a diverse set of organisations after knowing the researcher’s selection 

criteria, with the instruction to send an email to the organisations that the researcher 

deemed fit and appropriate for her research and mentioning his name as the 

recommender. This then led to the interview of the executive director of the first NGO 

participant in this research. Help was also extended when the professor linked up the 

researcher  with  one  of  the  consultants  of  an  NGO  that  the  researcher  wanted  to 

interview  because  it  fitted  her  sample  criteria.  This  consultant  met  up  with  the 

researcher in a fast food outlet in Quezon City to discuss how to gain access. That same 

day, this consultant set up an appointment with the executive director of this second 

NGO that the researcher wanted to interview. Thus, this NGO became the study’s 

second participant. The researcher was fully cognizant of the realities of field work in 

the Philippines that not knowing anybody inside the organisations was going to be a 

hindrance to access. Therefore the researcher continued to rely on these referrals as a 

way to gain entry to these organisations that met her sample selection criteria. As they 

say in the Philippines one could do well with a “backer” -- someone who has ties with 

the organisation and who is willing to personally introduce you to the organisation. The 

word “personal” is taken to mean having a someone that the organisation already know 

either through professional work or affiliation, or through affinity (friendship or family 

relation). Although the researcher relied on these connections to snowball the research 

cases, obviously, the basis for  case study selection was also duly noted following 
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sample selection and following grounded theory approach of theoretical sampling as 

stated in an earlier section (Section 5.4). While gaining access to NGOs was taking 

place the interviews with the donors was concurrently going on. No such problem was 

experienced with the donors. Note that the names of these organisations have been de- 

identified in this research in compliance of ethical research standards. Hence, these 

names are pseudonyms. It is also worth noting that the names of the key informants 

have also been de-identified and therefore, like the names of the organisations, the 

names of the key informants are aliases. 

 
5.8 Approach to data analysis 

 
An analysis was undertaken from three sources of data: interviews with the executive 

directors or presidents of the NGOs, donor interviews and secondary information about 

the NGOs. See diagram below: 

 
 

NGOs: key informant interviews                Donor interviews 
 
 
 

Ana lysis 
 

 
 

 
         Secondary data about the NGOs 

 
 
 

This research favours the inductive approach to theory generation in the tradition of 

grounded theory (Eisenhardt 1989; Eisenhardt & Graebner 2007; Glaser & Strauss 

1967; Silverman 2000, 2005). As mentioned in an earlier section, grounded theory 

implies that theorising evolved as the data were collected and examined and that no 

theories were postulated at the outset (Glaser & Strauss 1967; Silverman 2005). The 
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analysis  also followed certain procedures in the selection of cases as discussed in the 

earlier section on theoretical sampling and employing of constant comparison in the 

coding of the data, in coming up with emergent categories and   employing recursive 

iterations between theory and data (Eisenhardt & Graebner 2007). 

As per the grounded theory approach, open or initial coding was undertaken on 

the data. The temporary constructs that were laid out at the outset of the research guided 

the breaking down of data -- the initial open coding. Open coding refers to “the process 

of breaking down, examining, comparing, conceptualizing and categorizing data” 

(Strauss & Corbin 1990, p. 61). In other words, the data (transcript) was broken down 

and examined line by line and searched for observed patterns or themes that represent 

the same theoretical or descriptive concepts. The passages that represent the same thing 

theoretically were then coded to the same assigned code name. As new data came in, 

these were compared with the previous codes so the same themes will be coded under 

the previous codes. This is referred to by grounded theorists   as the ‘constant 

comparative method’ (Glaser & Strauss 1967; Strauss & Corbin 1990). It must be said 

that the data gathering was conducted simultaneously with the analysis. Hence, there 

was constant comparison going backward and forward between the data and concepts. 

Early coding mandated the search for new data or a new case as discussed and described 

in the earlier section on theoretical sampling. 

The cross-case comparison of the cases made note of similarities and deviant 

cases. For example, the concept on power relations between the donors and large, more 

established  NGOs  vis-à-vis  relatively  new,  smaller  NGOs  were  examined  and 

elaborated while maintaining a close link between the data and the conceptualisation of 

power relations. A theoretical elaboration of this concept thus began to emerge. This 

constant comparison is central to grounded theory (Glaser & Strauss 1967). Eisehardt 
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writes, “The tactic forces researchers to look for the subtle similarities and differences 

between the cases. The juxtaposition of seemingly similar cases by a researcher looking 

for differences can break simplistic frames. In the same way, the search for similarity in 

difficult pair also can lead to more sophisticated understanding. The result of these 

forced comparisons can be new categories or concepts which the investigators did not 

anticipate” (Eisenhardt 1989, pp. 540-1). 

A particular focus was given to codes that were seen as of utmost significance 

and which were frequently occurring. This elaboration of codes resulted to the collation 

of these codes into categories. This meant that the coding became more focused and 

selective in that themes emerging from the data were identified. These themes were then 

checked vis-à-vis the coded extracts or passages. When it was necessary and warranted, 

the initial codes and the themes were revised. The inter-relationships among these 

categories were analysed and the patterns interpreted and constructed to explain the 

phenomenon of organisational shocks. 

Other data from the organisations such as annual reports, briefs, information 

from the organisations’ website (when available) were used to supplement information 

gathered in the interviews regarding organisational history, structure, governance, 

programs and projects, thrusts and focus. 

 
5.8.1 Validity and generalizability 

There were various ways used in this research to ensure validity and generalisability of 

the results. Firstly, multiple sources of data were checked and cross-validated. By 

working comparatively with different data sets (for example, data from the donors were 

used), rigour was ensured. Other than to provide corroborating evidence, this 

triangulation  of  data  was  also  a  means  of  clarifying  a  theoretical  construct  or  a 

generated theory. Moreover, the research undertook multiple case studies rather than a 
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single case. According to Eisenhardt and Graebner (2007, p. 207), the use of multiple 

cases generated a more robust theory because the “propositions are more grounded in 

varied empirical evidence”. Triangulation of the data was also undertaken with the 

assistance of the qualitative software program NVIVO, which was used to check the 

emerging themes. 

The researcher also spent sufficient time with the participants to explore their 

experiences in more detail. Project sites were visited and informal conversations with 

beneficiaries in the communities were also undertaken. On one occasion, the researcher 

was invited to grace a special event in the community where volunteers conducted their 

work. Likewise, this research ensured that bias was minimised in the data by using 

highly knowledgeable participants who could “view the focal phenomena from various 

perspectives” (Eisenhardt & Graebner 2007, p. 28). In  particular,  this  research  used 

different organisations, that is, multiple cases (Eisenhardt & Graebner 2007) with 

varying characteristics as stated in an earlier section on criteria and sample selection. 

 
5.9 Ethical Considerations 

In any qualitative research, the researcher is not a mere observer who is independent of 

the participants. In this research, the researcher has to interact with the participants and 

delve into their experiences with their funders, Silverman likens this to entering into the 

participants’  private domains (Silverman 2000, 2005). This raises ethical problems that 

must be addressed by the researcher. Mason (cited in Silverman 2005, p. 257) suggests 

that ethical concerns affect the qualitative researcher in that the “rich and detailed 

character of much qualitative research can mean intimate engagement with the public 

and private lives of individuals” and the “changing directions of interest and access 

during a qualitative study mean that new and unexpected ethical dilemmas are likely to 

arise” in the conduct of the research.  It is for these reasons that researchers need to be 



99  

 

mindful of these issues. In particular, these issues might involve informed consent, 

safety, privacy, confidentiality and anonymity. 

These ethical issues were recognised in this research prior to, during and after the 

study had been undertaken: 

•   Identity as a researcher 
 

It was important that the participants knew what the purpose of the study was all about 

and what the researcher’s goals were. Clarity as to the intention was necessary to gain 

the participants’ trust and confidence particularly that the subject matter of the research 

could  involve divulging sensitive or confidential information as it was about  their 

organisational  funding.  It  was  vital  that  they  understood  that  the  research  was 

undertaken for academic purposes, i.e., for the completion of PhD degree and was not 

undertaken on behalf of the any donor agency. This became even more important as the 

research was a case study approach. As Schwandt (1993) notes, case study research 

shares a deep interest in the personal views and circumstances of the participants who in 

the process of expressing their views, risk exposure (Schwandt 1993). Participating in 

this research could mean that a participating NGO might run the risk of a having or 

maintaining a good relationship with their donors, or even losing the support of their 

donors. 

•   Issues relating to reporting and de-identification of informants 
 

The researcher was requested by the host institution in the Philippines to share the 

research findings after the completion of the research in whatever form.  Given this 

requirement, the participants needed to be informed about this eventuality.  Denzin and 

Lincoln (2000) remind researchers that the task of the researcher is to listen for signs of 

concern from participants (Denzin & Lincoln 2000). This was not manifested by the 

participants. In fact, in principle, the participants had agreed to share the findings of this 
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research for learning and knowledge purposes. They, too, had signified their interest in 

knowing about the overall, general findings, albeit de-identified- consistent with the 

conditions of approval by the University’s Ethics Committee. 

•   Informed consent 
 

Informed consent implies that the participants fully know what was involved in their 

agreeing to be participants of this research. This was addressed by an Information 

Sheet (see Appendix B) that was given to all potential participants when a request for 

an interview was made. This Information Sheet, which contained the University of 

Technology, Sydney’s official logo, introduced the researcher and explained what the 

research was about. It described the specifics of their involvement should they wish to 

participate. It also discussed in detail what the researcher’s responsibilities were to 

them were and what their responsibilities were in the research. 

The Information Sheet also contained an explanation of the different forms in 

which the findings may be disseminated or reported, that is, as a thesis requirement for 

a PhD  degree. It also cited that the findings may be published in  peer-reviewed 

journals and may be presented at conferences. However, an assurance was also given 

in that only de-identified, group data would be reported and not the individual 

organisational data. An assurance was also given as to the storage of data. The data or 

information were to be kept in a secured and locked cabinet and then to be destroyed 

after five years. Last but not least, the Information Sheet also gave a list of contact 

persons with their mailing address, contact phone numbers and email address should 

the participant want to verify the identity of the researcher or have some questions 

related to the researcher or the research itself answered. 
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•    Security and safety 
 

Security was an ethical issue when travelling to communities or areas in the conflict- 

ridden Southern Philippines (Mindanao). This was addressed by excluding NGOs who 

were  operating  in  Mindanao.  The  researcher  was  confined  to  interviewing  NGOs 

situated in the Northern Philippines. Likewise, a linkage with the University of the 

Philippines was established prior to travelling to the Philippines. As such, the researcher 

was based at the Center for Leadership, Citizenship and Democracy (CLCD), National 

College of Public Administration, University of the Philippines-Diliman. The researcher 

originally came from the Philippines and as such the environment, culture and language 

of the country were not unfamiliar. She is also an alumnus of the University of the 

Philippines so her immediate surroundings in the context were also not new to her. 
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Chapter 6. The Case Studies 
 
 
 

The names of the NGOs discussed in these case studies are pseudonyms. The names of 

the participants in this research (key informants) as well as the names of their officers or 

staff of these NGOs are aliases. Other names, dates and events have not been changed. 

 
6.1 Case Study 1 -The Urban Poor People’s Organisation 

 
 
 

“Present society has two manifesting powers. If you have money you have power. But, if 

you are less fortunate, like most of us, the only power we have is people power. If we 

are well organized, we can demand change, we can dictate or even destroy those who 

oppose  us  because  we  also  manifest  power.  When  our  organization  was  born  on 

October 20, 1970, it was aimed at building a permanent and strong organization to 

enable us to face issues in our day to day life.” 

 
- An urban poor member 

 
 
 

This Urban Poor People’s Organisation (UPPO) is a federation of 646 grassroots 

organisations comprising the urban poor who were relocated across 28 sites in Metro 

Manila and in other areas outside of the metropolis. UPPO’s executive director was 

interviewed for this study, which took place on September 22, 2010 in one of its 

relocation sites where the organisation also has one of its offices.  The interview was 

very informal with the executive director talking about a fire that broke out in one of its 

relocation sites and how the affected households were not given continuous assistance 

by the Philippine government except only for a few days when the Philippine media 

was still covering the disastrous event. UPPO’s executive director lamented the fact that 

the government was only there when various media groups covered the disaster but was 

gone soon after media coverage abated. He also shared with the researcher that UPPO 

recently had an inauguration of their community centre in Bulacan, a province north of 
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Metro Manila where some of the urban poor were relocated. Prior to the meeting, the 

executive director was already briefed regarding the purpose of the interview through 

electronic correspondence. He was very welcoming and so were his staff and some of 

the volunteers who happened to be in the office during the interview. They were very 

open and willing to share their experiences. They also showed their premises to the 

researcher including their day care centre and community “botica” (community chemist 

shop) that they operate in the relocation site. As well as the interview with the executive 

director, this case study is based on secondary sources (e.g., information on their 

website) whenever appropriate. See Appendix for a list of sources. 

 
6.1.1 UPPO’s history 

The Urban Poor People’s Organisation was established in October 1970.  At the time of 

the  interview  they  were  celebrating  their  40th   year.  Its  history  began  in  Manila’s 

foreshore land, a place where slum dwellers abound, even to this day.  The foreshore 

land  refers to a 56-hectare land situated at the south end of Tondo, a landfill that was 

reclaimed by the government as part of its move to build an international container port. 

In the decades following World War II, there had been a steady stream of squatters in 

the area and in the mid-1950s there arose small tenant associations among these slum 

dwellers (Honculada 1984). By the mid-1960s, there were rampant demolitions in the 

area with the squatters being hauled off 50 kilometres to the north of Manila to Sapang- 

Palay, away from any form of livelihood or access to livelihood. Recognising the need 

for a much stronger organisation to press for land rights, the various tenant associations 

banded together in 1968 to form the Council for Tondo Foreshoreland Community 

Organisations or CTFCO.  However, CTFCO was short-lived when its leaders sold out 

to the politicians (Honculada 1984).  The birth of UPPO may be viewed against this 

backdrop of constant threat of demolitions and evictions. 
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As mentioned, the then President Ferdinand Marcos wanted to build an 

international container port. This proved to be another stimulus for the formation of 

UPPO. The residents organised and protested and twenty local organisations responded 

to the call of the church-based Philippine Ecumenical Council on Community 

Organization (PECCO) to build a mass-based democratic organization. PECCO created 

a two-year, two-pronged program of community organising using the Alinsky method. 

Saul Alinsky is the father of modern radicalism who developed strategies and 

tactics for community or grassroots organisations to effect government or corporate 

change (Lukaszewski 1993). These tactics were seen as controversial and often 

confrontational but Alinsky argued that these tactics were effective based on his 

extensive experiences in union organising in Chicago where he founded the Industrial 

Areas Foundation in 1940 (Mayo 2004). In the Tondo Foreshoreland, this community 

organising program undertaken between PECCO and the communities was headed by a 

Presbyterian minister, Herbert White, who was trained in the Alinsky method 

(Honculada 1984). They named their organisation “TUPPO” to stand for “Temporary 

Urban Poor People’s Organisation”. In other words, the people in the eight communities 

started to organise themselves into what they thought was only a temporary organisation 

intended to solve a temporary problem i.e., their demolition and displacement. TUPPO 

was to be used as a laboratory for radicalism against the Marcos dictatorial regime. 

Seven months after its inception, in May 1971, TUPPO dropped the “T” to formally 

organise itself as a community organisation. The executive director explains: 

“This  was  a  period  in  our  history  that  the  call  for 

solutions to society’s ills was particularly strong. It was 

meant to address the community’s problems and as the 

community saw it, the problems were only temporary in 

that they can be solved in a short period of time. Hence, 
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there was no need for us to be together for a long time. 

We were wrong. We realised that the problems were deep- 

seated and long-term. So, we took out the “temporary” 

from our name and then there were support groups 

including the Catholic and Protestant churches like the 

National Council of Churches in the Philippines (NCCP), 

Catholic Bishops Conference of the Philippines (CBCP), 

United Church of Christ in the Philippines (UCCP), 

National Secretariat for Social Action (NASA), and other 

progressive  priests  and  nuns  who  came  together  to 

support  UPPO. UPPO [or TUPPO at that time] became 

a laboratory for the Alinsky method of community 

organising. This was what UPPO was known for. Alinsky 

community organising includes issue-based organising, 

leadership formation and development, pressure tactics, 

negotiation and fighting for human rights. ” 

TUPPO used unorthodox but effective methods that ranged from conflict- 

confrontation to negotiation that were very effective. This helped it achieve a significant 

number of mass mobilisations and emerged victorious in getting their demands for land. 

It gained public recognition for these victories (Honculada 1984). One of its earliest 

victories (termed “our trophy” by the executive director) was the Dagat-Dagatan 

relocation site in Navotas City, Metro Manila. When the squatters of Tondo fought for 

their rights, they demanded that the government of then President Ferdinand Marcos 

reclaim the 430 hectares of sea in Navotas. Marcos had no choice but to give in to their 

demand and this reclaimed area became a resettlement site known as “Dagat-Dagatan” 

which literally means “sea”. The first to relocate were around 10,000 to 15,000 people. 

In 2010, the population is estimated to be from 380,000 to 400,000 people.  Throughout 

this process and development, UPPO’s church-based donor, PECCO, was there. As the 

executive director commented: 
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“The Church was there to support us. They still supported 

us financially and with our training needs. The Church 

was in turn funded by institutional donors in Germany and 

Europe. The Philippine churches had connections and 

those connections helped the local churches here. For 

example, the United Church of Christ in the Philippines 

(UCCP) had connections in Europe particularly during 

those Marcos years when many were anti-Marcos and 

when the anti-dictatorship movement grew.” 
 

6.1.1.1 The dissolution of PECCO 
 

PECCO disbanded in 1976 due to a conflict that ensued amongst the Catholic and 

Protestant religious that comprised PECCO. The Catholic group went on to form COPE 

(Community Organisers and Philippine Enterprise), while the Protestants formed the 

Philippine Ecumenical Community Enterprise or PECE. The dissolution of PECCO did 

not adversely affect UPPO as it was still financially supported by both groups. However, 

it did force UPPO to stand on its own. 

“PECCO was always there to guide and to influence 

UPPO.  In  fact,  when  you  speak  of  “UPPO”  in  those 

times, you are essentially speaking about the Churches. 

The Churches had a very great influence on UPPO. The 

Churches basically started it. That’s how UPPO evolved. 

The composition of UPPO was diverse from the National 

Council of Churches to the Catholic Bishops Conference 

to the major religious groups like the Redemptorist friars 

and the Augustinians and the local diocesan churches. It 

was so broad in composition but very united on issues like 

demolitions, the fight for the rights of the poor. It is still 

the same now as it was then. ” 
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6.1.1.2 PECCO’s funding 
 

PEECO’s money came from a church-based organisation in Germany called Bread for 

the Word. In essence, when UPPO was conceived, the funds came from Bread for the 

Word  but  these were  channelled through  PECCO.  However,  since 1986,  after  the 

People Power Revolution which toppled the Marcos dictatorship, Bread for the Word 

decided to channel funds directly to UPPO. 

“Since 1986, Bread for the Word has directly given the 

funds to us. We now manage the funds. We use the money 

for training, community organising.   We have many 

programs  but our  core and  foremost program  is 

community organising – to form groups, people’s 

organisations, coalitions.    Our framework is rights 

claiming. You claim your rights to housing, power, and 

livelihood. It is not a dole out. If it’s going to be a dole 

out, people will not act, they will just wait.  However, if 

you organise them, they will have leaders, they will have 

plans. Then they will have their own dynamics and will do 

their own planning. We train these groups in financial and 

accounting systems, bookkeeping and placing their money 

in checking accounts.” 
 

UPPO, which started as an organisation designed to mobilise and organise Tondo’s 

urban poor against demolition and displacement has, since its inception, expanded its 

approach  to  community  development.  Its  programs  now  reflect  a  more  holistic 

integrated approach. 

“We used to undertake community organising only. Then 

we developed our  health program  because we realised 

that the families had other needs. You see, they were 

demolished, displaced. We have organised the youths in 
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our communities, even children who are of 3-7 years of 

age.  So we now have a Young People’s Organisation, an 

Active Youth Movement and an organisation of children. 

We run programs for the youth. For example, we are 

undertaking community discussions on positive discipline 

as part of our integrated approach to community 

development. We are against corporal punishment, 

physical and emotional.” 
 
 

Commenting on UPPO’s growth the executive director had this to say: 
 
 

“From community organising, we have evolved. Now we 

have various projects and programs. We have formed 

various alliances and coalitions. We have an anti- 

demolition coalition, a coalition against violence, among 

others. Now, we have 28 relocation sites with a population 

of 2.4million. At present, we still have around 620,000 to 

700,000 people who are in various locations in Metro 

Manila who are about to  be demolished by the 

government. These are ‘transition communities’ and you 

can see them living under bridges or in the riverbanks. 

Some live in railways, creeks, parking lots and cemeteries. 

Others are squatting on private lands.   Others are 

ambulant in that they are just in the streets. There are 

around 700,000 to 800,000 individuals who are like this. 

We are currently organising those homeless people who 

live under Metro Manila’s bridges. We call them the ‘bat 

people’ and some of them have been relocated...” 
 

6.1.2 Current Programs 
 

Currently UPPO’s programs fall into six main categories: (1) children’s and young 

people, (2) disaster risk reduction, (3) gender equity, (4) integrated primary health care 
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and  reproductive health,  (5)  training and  organising, and  (6)  sustainability (UPPO 
 

2010). 
 

6.1.2.1 Children’s and young people program 
 

The emphasis of this program is on “making children’s rights real and making it work 

for the children and young people in urban poor communities” (UPPO 2010). An 

important part of this program is raising the awareness of children’s and young people’s 

rights, which are advocated and incorporated in all programs, polices and projects of the 

organisation. It is worth noting that this researcher upon the invitation by the executive 

director was able to watch a play on corporal punishment that was set up and performed 

by the youth volunteers and members of UPPO. The play was performed in the 

community centre located in one of the relocation sites. At that time, UPPO was trying 

to educate their communities about the ill effects of corporal punishment. 

UPPO also provides early childhood education to ensure that displaced families 

have access to affordable and quality early childhood education. It also offers computer 

literacy training in order to facilitate employment for young people. In fact, the 

organisation won the Asia Pacific Economic Cooperation Digital Opportunity Center 

(ADOC) Blog Competition in 2010. This was a competition for NGOs and grassroots 

organisations in the Asia-Pacific to highlight their success stories. UPPO competed with 

organisations from Chile, Indonesia, Mexico, Papua New Guinea, Peru, Thailand, 

Vietnam and other Philippine-based NGOs.Winning the competition was important for 

UPPO as it badly needed the desktop computers (the prize) for their computer training 

centre. The researcher saw first-hand how UPPO’s members in the relocation sites 

galvanised themselves to promote their blog in order to gather votes to win the 

competition. 
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6.1.2.2 Disaster risk reduction program 
 

This program’s emphasis is on a child-centred and gender responsive community based 

disaster risk reduction management. It assists the communities to deal and respond to 

emergencies by implementing a community emergency preparedness plan which 

includes disaster relief and rehabilitation. This program also assists communities in 

devising early warning systems during calamities, disasters and emergency situations. 

These plans and systems are the result of the collaboration between the community 

members and the local government units and schools within the community (UPPO 

2010). 
 
 

6.1.2.3 Gender equity program 
 

This is an awareness-raising program that assists its members, both women and men, to 

be conscious and sensitive to gender equality and to have an understanding of the basic 

rights of women. The program also assists women who are victims of abuse and other 

forms of domestic violence. UPPO provides temporary shelter, counselling and other 

support measures (UPPO 2010). 

6.1.2.4 Integrated primary health care and reproductive health 
 

This program focuses on primary and preventative health including the use of herbal 

medicines and food and nutrition. The program also started a unique project on 

reproductive health (RH) given the community members’ increased demand for 

comprehensive, high quality RH information and services. To date, 10,187 men, women 

and young people have been educated and informed. Three clinics, two drug stores and 

two youth centres have been established in the communities (UPPO 2010). A referral 

system was also established through the participation of the Department of Health, 

health centres and municipal hospitals, and local government officials. 
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6.1.2.5 The community development centre 
 

Perhaps one of the most significant successes of UPPO is its Community Development 

Centre located in Bulacan, north of Metro Manila. In 2010, it was considered one of the 

success stories of the United Nations Millennium Campaign. The construction of the 

Centre was a partnership of many groups, both local and international. It offers an 

integrated service in early childhood care and learning for children aged 3-6 years, and 

primary health care services including a birthing clinic. It has a community drugstore, a 

mini-library, a computer laboratory where computer literacy training is held. The centre 

is also a venue where community members and UPPO leaders gather to discuss 

community problems and their solutions (UPPO 2010). 

The researcher attended one of these informal gatherings. At the time of the 

interview, the organisation has just implemented a village gardening program that 

encouraged families to have a backyard vegetable garden in order to attain food 

sufficiency. At the time of the visit to the centre, the topic of discussion amongst the 

leaders (that included the executive director) and some community volunteer-members 

was on how to entice more families to join the gardening project. The interviewer 

observed how UPPO’s leaders and volunteer-members went from one house to another 

to talk to the household head in order to promote the project. A UPPO volunteer 

consultant was also in attendance in order to inspect existing backyard gardens and to 

offer his advice. 

 
6.1.3 Organisational structure: past and current 

 
When  it  was  founded  in  1970,  UPPO  had  a  highly  decentralised  organisational 

structure. It was divided into eight subdistricts with ninety-six local civic groups. These 

groups were led by officers elected by the members. An executive committee sits as the 

top body of the organisation. There were no official membership rules and regulations. 
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In fact, anyone who participated in any of its programs, community discussions, 

mobilisations and actions was considered a member. However, the membership was 

varied ranging from the poorest of the poor to the lower middle class. The financial 

status of UPPO at that time was very weak since no membership fee was paid. In later 

years, the organisation started to collect a minimal membership fee of Php 5.00 a month 

(equivalent to around AU 10 cents). In the early years, it also did not have an office, not 

in the usual sense of a physical structure. It was not until 1986 when the Filipinos 

toppled the dictatorial regime of President Marcos (i.e., the People Power Revolution) 

that UPPO was able to come out in the open. As the executive director recalled: 

“We   were   an   underground   organisation  during   the 

Marcos years. We had an office but it was not your usual 

office. Many leaders of UPPO were imprisoned and many 

died. Marcos was  after the leaders so  they went into 

hiding. All of our meetings were discreet. If we needed to 

have a General Assembly, we did it in a community social 

event such as a community-sponsored dance. We met up 

with other leaders and members at this dance. We did not 

have your usual office.  There is no physical structure of 

an office. We held our meetings anywhere and we slept 

anywhere.  The funders knew that we were underground. 

They knew that Marcos was looking for us. But we were a 

legal organisation. The problem during the Marcos years 

was the lack of distinction between a legal organisation 

and an illegal one. To Marcos and to the military, if you 

are against the dictatorship then you’re illegal.” 
 
 

As of 2011, UPPO has more than 30,000 members in 28 relocation sites where an 

estimated 2.4 million people now reside. Directly serviced by UPPO are about 89,000 

individuals in these communities and in other groups or alliance from the urban poor 
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sector. UPPO is governed by a Regional Congress with its Regional Council of Leaders 

which act like a Board. Then there is the Regional Executive Committee and each 

Chapter also has a Chapter Council of Leaders. Figure 1.0 (next page) outlines the 

current structure: 
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6.1.4 Self-evaluation after Marcos: Corruption and infighting 
 

Being an underground organisation in the early years, it was difficult for UPPO to 

establish a formal structure and systems, so much so that all their activities and projects 

were funded without a paper. All monies received from donors and its disbursements 

were made on a cash basis to avoid creating such records. 

“The only ‘trail’ if there was one was the pieces of paper 

that we sign to signify receipt.  The donor [Bread for the 

Word through PECCO] still monitored us as we had to 

give them reports but we had no accounting system or 

anything that we have at present.” 

 
The lack of financial systems and paper records later proved to be quite fatal to the 

organisation. Just after the People Power Revolution in 1986, UPPO were called into 

question. There were questions about its financial management as there were 

disbursements that could not be explained. The leaders were bickering with one another. 

There were also problems on how other community issues like water, electricity and 

health were left behind as the organisation concentrated all their efforts on marches and 

rallies against the Marcos dictatorship resulting in the neglect of their communities. 

When 1986 came and the Marcos dictatorship crumbled, UPPO began to question itself. 

There were no more rallies to organise, no dictatorship to dismantle. More importantly, 

they realised that the communities that they were supposed to protect and help were 

already demolished and relocated. There were factions within the organisations with 

their own agendas. The leaders did not talk to each other anymore. In fact, a few leaders 

in the communities were saying that it was time for UPPO to disband. Other leaders 

wanted to form their own organisation. UPPO was fragmented in the years after the 

Marcos dictatorship. 
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Around 1989-1990, UPPO conducted a self-evaluation. It looked at its practices, which 

raised a lot of questions.   However, the executive director defends this tumultuous 

period in UPPO’s history: 

“We had a tumultuous period in our history. There were 

questions, some financial issues, conflicts and bickering. 

But we saw these as a process- something that the 

organisation had to undergo. It is not true that in life 

everything is okay. It is not life if it is. It would be scarier 

if everything’s okay.” 
 

UPPO’s donor, Bread for the Word, was made aware of the problems. In fact, Bread for 

the Word sat down with UPPO and hired consultants to help the organisation with the 

process. 

“Of  course,  Bread  for  the  Word  was  concerned. They 

were church people. They asked us so the leaders opened 

up and told them about the issues confronting UPPO. 

UPPO had to be accountable to them. They knew that we 

were having problems. It’s part of the process, you know. 

It’s part of smoothing out an organisation. It became a 

challenge for UPPO as Bread for the Word decided to 

limit funding while the organisation sorted out its 

problems. Hence, we had the impact evaluation. Well, the 

donor called it an impact evaluation but we called it self- 

assessment.” 
 
 

Bread for the Word wanted an impact evaluation including the financial 

management of the organisation, considering there were issues with its financial 

management.  From  this  impact  evaluation,  recommendations  were  made.  These 

included the use of three signatories for the organisation’s checking account, the use of 

vouchers and the implementation of a proper financial system. It was also agreed that 
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large disbursements must be approved by the majority of officers rather than the usual 

practice of having it approved by only two leaders. 

 
“This was a self-inflicted process that was supported by 

the church-based donor. However, they also limited the 

funds for UPPO. UPPO had to analyse all its actions as 

an organisation. It analysed its organisational systems, 

communication systems, its management style, etc.   We 

even reviewed our style of community organising. UPPO 

also reviewed its vision, missions and goals again. Hence, 

we were able to straighten out what used to be a highly 

disorganised thinking and mindset.” 

 
The self-analysis was undertaken with the assistance of external consultants. As 

mentioned earlier, its donor, Bread for the Word, assisted in this process by hiring 

consultants to help UPPO.  Speaking of the process, the executive director recalls: 

“There were arguments. There were conflicts before any 

of the realisations happened. The consultants helped us 

crystallised those realisations and helped us with the 

process. Money could not be traced. There was corruption 

and so we all sat down.” 
 
 

No single person was responsible for the process nor was it initiated by a leader or a 

member. When money could not be accounted for, when different leaders started not to 

communicate with each other and conflicts arose, UPPO’s leaders were unanimous in 

calling for a self-assessment. The executive director remembers leaders saying to each 

other, “Why don’t we talk?”  Thus, the hiring of external consultants to facilitate the 

process was welcomed by UPPO. They believed that external consultants would be 

more objective. 
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6.1.5 The sustainability of UPPO 
 

The turbulent times for UPPO may have started around 1989-1990 but its effects lasted 

until 1993. In all these years, Bread for the Word was the sole funder of UPPO. After 

undertaking a process of self-analysis, UPPO realised that it was no longer the small 

organisation that it was in Tondo and that it must broaden its outlook, its vision and 

mission. This perhaps was UPPO’s greatest realisation. With this came the issue of 

sustainability. 

“We only had Bread for the Word as our funder until 
 

1993. I was already the Executive Director in 1993 

although I used to be a community organiser.  The issue of 

sustainability came up.  Actually, it first came up in 1990 

during the assessment.” 

 
However, the issue of sustainability was only seriously tackled in 1999. According to 

the executive director perhaps one of the reasons why it took so long for UPPO to take 

this issue seriously, despite the fact that this had already been discussed during the 

period of self-assessment in 1990, was that the organisation was used to relating to just 

one donor. In this sense, relying on one funder proved to be a stumbling block. 

“We got used to Bread for the Word. We relied solely on 

them. For one, we got used to the project cycles of Bread 

for  the Word  that we only prepare a  project proposal 

every three years.   We realised that we could not be 

sustainable without outside support. Bread for the Word 

helped us a lot but what if their funding stops? Our work 

was getting bigger. There were so many concerns. We 

needed more funds to move, to act.   We did not have 

enough money to use for our activities. The members’ 

contribution was just 25% of what it should have been. 

The money from Bread for the Word could not fund for all 

activities.   However, there was one thing different with 
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UPPO and other organisations. We had many volunteers 

and we still have. Hence, during those times, it did not 

worry us so much that we were solely reliant on Bread for 

the Word.  We thought as long as UPPO can sustain core 

persons in the organisations, it would be fine. To us, this 

was important and this was the reason why it did not 

worry us.” 
 
 

Although Bread for the Word solely funded the organisation from the very start, the 

funding was not enough to cover all of UPPO’s expenses. The organisation initiated the 

collection of a membership fee pegged at Php5 a month. Members also undertook their 

own fundraising initiatives in the communities (e.g., sponsoring a dance or house to 

house solicitations). Perhaps more important than these initiatives was the mobilisation 

of community volunteers. UPPO was built on volunteerism and even to this day, 

volunteers are what really comprised the core of the organisation. 

“Some volunteers give three days per week, even five days 

per week, of their time.   You can witness this during 

calamities such as a fire in the community or a typhoon. 

They are always there…When I took over as Executive 

Director, Bread for the Word gave us Php 3 million and 

then they increased it to Php 7 million. Then it went to 

Php16 million and it increased further to Php 36 million 

and then a decline of Php 30 million.  We have so many 

issues and problems to deal with. There’s community 

organising,   gender,   health   so   Bread   for   the   Word 

increased their funding through the years.    They 

understood that there were other needs. It was just Bread 

for the Word for three decades. The Church in the 

Philippines gave us assistance but in kind, in the form of 

training.” 
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When asked if the organisation finds it difficult to manage the funds now that the donor 

has channelled the money directly to them, the executive director has this to say: 

“No, we don’t find it difficult to manage. We have sorted 

out the financial mess that happened in the late 1980s.  I 

was part of that process of installing the financial 

management system. We used to have a chaotic system. 

We used the recommendation made by the consultants and 

we have benefited from that evaluation exercise.” 
 

6.1.5.1 Addressing the issue of sustainability 
 

As mentioned in earlier sections, the financial crisis in the late 1980s through the early 
 

1990s when some money could not be accounted for and there were conflicts amongst 

the leaders brought a stark reality to UPPO. They asked themselves if the organisation 

could survive the turmoil. The findings from the self-assessment led them to conclude 

that financially, the organisation could not handle the ever increasing work load as more 

homes were demolished and more people were dislocated. In fact, the number of 

relocation sites went from six to twenty-eight sites all over Metro Manila. 

“The  Regional  Council  of  Leaders  which  is  sort  of  a 

Board, the Regional Citizens Committee, staff, leaders of 

around 34-40 people had a discussion. We looked at our 

future. We said to ourselves, ‘We can’t handle this. We 

don’t have enough money. Our money is only enough to 

pay for our rent and the fifteen staff. We had an analysis 

and what was clear was that a pattern has emerged 

amongst the donors in the Philippines – which the donors 

were  going  out  of  the  Philippines.    We  can’t  sustain 

UPPO if it has to answer the needs of those demolished 

households. For one, the relocation sites were far. Before 

it was just Tondo. Going to those far-flung relocation sites 

entailed transport costs and we needed to stay in the areas 

so we had to establish offices in those areas. We realised 
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we needed to generate other sources of funding. We never 

thought of that before. Hence, in 2000 we started to look 

at other donors, other than Bread for Word.” 
 

There were other pressing issues for UPPO, these included the members’ 

monthly contribution and the UPPOs volunteers. Members’ monetary contribution was 

only 25% of what it should have been. Many members did not pay their dues. This 

proved to be difficult for UPPO. 

“Supposedly, every member should contribute. This Php 5 

a month per member is distributed – Php 2 to the chapter, 

Php 2 to the local organisation, P1 for the regional 

chapter. But the money received was not enough.  We do 

get feedbacks that members are having difficulty paying 

the monthly fee but there are some members who are very 

fine with it. We also needed more volunteers. Volunteers 

are the ones sustaining UPPO. Even in our history, they 

were the ones who sustained the organisation. We realised 

we needed to develop volunteerism and we needed money 

to do this.” 
 

6.1.5.2 Cooperation and volunteerism 
 

As mentioned in an earlier section, integral to UPPO is the cooperation and the spirit of 

volunteerism amongst its members. For example, they the women-led SKAT is a group 

of women community volunteers who have been instrumental in the continuing success 

of their development centre in Bulacan. As mentioned earlier in the chapter, most 

members could not afford to pay the monthly fees so they contribute their time instead. 

On average, these volunteers give three hours a day while some give their whole 

Saturday to volunteer for UPPO. However, not all volunteers are members who could 

not afford to pay their dues. There are members who also contribute time and money. 
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“What these volunteers give is so much more than the 

monthly fee of Php5. Other members pay the membership 

fee plus their time. Some pay the fee plus some in- kind 

contributions.  The in-kind contributions can take the form 

of just anything.” 
 
 

In 2000, UPPO also began looking at other potential donors. 
 

“We  had  an  analysis  and  what  was  clear  was  that  a 

pattern emerged- the funders are going out of the 

Philippines. Second, we realised that our work was getting 

bigger and yet, we didn’t have the money. Our resources 

are only enough to pay for the office. We could not sustain 

UPPO if it has to answer the needs of those who were 

being demolished. We needed to generate other sources.” 
 

6.1.5.3 Diversifying sources of funding 
 

One of the donors that UPPO began to establish relations with was the Ford Foundation. 

The Ford Foundation helped with UPPO’s sustainability programs. It also gave the 

organisation Php3 million to fund their reproductive health project. However, the Ford 

Foundation stopped their operations in the Philippines in the aftermath of the 9/11 

terrorist attacks. Ford Foundation’s priorities changed after 9/11 and closed their 

operations in the Philippines and instead, moved their funding to Indonesia instead. The 

closure of its operations in the Philippines mainly affected UPPO because it was 

unexpected. However, the executive director also mentioned that in a general sense they 

were not really caught off-guard as they already understood that sooner or later donors 

would leave the Philippines, and that funds were not there forever. 

“It affected us but we were there already in terms of 

sustainability. We have a sustainability fund. We planned 

for it although we still consider it unexpected because 

9/11 was unexpected.” 
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Also, when the Ford Foundation stopped operating in the Philippines their long-term 

donor Bread for the Word, took over the funding of the reproductive health project and 

sustainability projects upon the endorsement of another grassroots organisation that 

deals with reproductive health rights and advocacy. UPPO also collaborated with this 

said grassroots organisation on sustainability projects. 

“We now have four outlooks in the framework -- 

organisational viability, financial continuity, program 

effectiveness  and  impact.  We  now  have  sustainability 

goals. For example, we are aiming at sustaining our 

community organising program in order to strengthen the 

regional chapters. We are targeting the people component 

of UPPO.” 
 

UPPO also envisions that their local and regional chapters will have their own 

specific sustainability plans. As for its own financial plans, UPPO’s strategy is to 

continue diversifying its sources of funding. It is also exercising some flexibility when 

it comes to membership fees so that if a member cannot pay the Php5 a month fee, a 

lesser amount shall be accepted until such time when the member can fully pay the 

amount. 

 
6.1.5.4 Skills training on project proposal making 

 
UPPO also aims to undertake skills training among its members as it became 

increasingly apparent that only a few people in the organisation have the capability to 

make project proposals for funding. 

“We are also doing project proposals. In our strategy, we 

need around ten to twelve funders. We saw that since 1970 

we only have one funding agency. Although Ford 

Foundation gave us some funding in 2001, essentially, we 
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have relied on one funder for three decades. We also 

realised that there are  skills problems. You  know, like 

skills  and  knowledge  in  fundraising  or  how  to  make 

project proposals. There are only a few people in the 

organisation that can do these and these are the leaders, 

at the top of the organisation, not the area based local 

chapters. It is our aim to develop the staff.” 
 
 

For UPPO, the importance of skilled staff to undertake the preparation and writing 

of project proposals cannot be overemphasised. Their goal is to develop 10-12 project 

proposals a year. At the time of the interview, UPPO had a list of potential donors that 

they wanted to approach so they mobilised their volunteers into teams of 5-7 people to 

actively approach the donors to begin establishing relationships. Also, at the time of the 

interview,  UPPO  had  a  volunteer-consultant  to  assist  the  organisation  in  the 

preparation of proposals for funding. This consultant was also there to help UPPO 

build networks with the different funders. 

 
6.1.5.5 Networks: alignment with ideology 

 
The organisation does not deny the fact that the issue of organisational sustainability 

was neglected by them. They realised that the single focus on community organising 

and mobilisation of members for rallies and protest marches had dissipated their energy 

in that it left them with no time to sustain relationships and communication with local 

and international supporters. 

“They are everywhere but because we were so 

concentrated on the demolitions, we have not fully tapped 

our local and international supporters.  Initially, we were 

able to tap them but we did not do follow ups. We are 

weak on this.” 
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However, the executive director emphasised that these potential donors must not only 

support its programs but they must be ideologically aligned with UPPO. 

“For example, we are campaigning for breastfeeding but 

the potential funder might be a manufacturer of formula 

milk so we stay away. We cannot give mothers in our 

communities formula milk when we are promoting 

breastfeeding. The members or beneficiaries will get 

confused.  There  are  funders  who  impose  a  change  of 

policy so we put everything in context. The funder must 

not clash with our beliefs. For example, there was this 

Amari, a real estate developer that demolished Freedom 

Island in Roxas Boulevard. We cannot ask from them 

although others do. Another example is this international 

funder. We are against violence against women and 

children and there are donors who espoused ‘right to job’ 

even if the job is related to the sex industry. In our point of 

view, even if it is about ‘right to job’, it is also against 

women as these women are just forced to engage in that 

job as they are poor. So if we tap this donor, we would 

comprise our principles…You cannot tap funders who go 

against your principles just because you need their 

money.” 
 

6.1.6 Trends: Thematic programming 
 

UPPO has observed that donors have now adopted thematic programing. This trend 

started back in 2000. 

“They call it ‘priorities’- that they have priorities. For 

example, our funder Bread for the Word has food security 

as their priority. However, in general, Bread for the Word 

did not change their call for ‘Justice for the Poor’ but 

their priorities have changed because of their funding 

limitation. Their priority now is food security -- justice for 
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farmers. When it comes to urban poor, this is no longer 

their priority. Among the urban poor organisations they 

have supported in the Philippines, they chose only two 

organisations to continue supporting and one is UPPO 

because  we  have  a  well-established  relationship  with 

Bread for the Word.” 
 

 
Even though UPPO does not expect Bread for the Word’s funding to increase in the 

coming years, as Bread for the Word is also constrained in how much funding they can 

deliver, the money is still huge pegged at Php26 million for three years, in which case 

UPPO does not have to submit a yearly project proposal. With other funders like the 

Canadian International Development Agency (CIDA), a yearly submission of a project 

proposal is required. CIDA has also ceased funding entire projects instead their focus is 

now on funding components of these projects. Moreover, donors in the Philippines, 

including CIDA, have ceased institutional funding. As donors move away from whole- 

of-project funding, one is likely to find a project that has many donors. UPPO’s 

executive director cites their gender program in which a donor provided money on 

condition that it was to be used only on a component of the program, that is, on 

activities that promote and encourage women to vote. 

“They don’t give institutional funding anymore. It’s all 

project-based.  We  have  to  adjust.  For  example,  our 

gender program has many components. To get funding, we 

had to evaluate which component would fit a particular 

funder.    Hence,  we  were  able  to  get  the  money.  It  is 

difficult nowadays to get a donor who agrees to fund 

everything.  Project-based funding is not difficult. It is a 

matter of systematisation and coordination. The variety of 

funder for one project is not a problem although there 

might be issues or tension when donors have different 

systems.” 
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6.1.7 Reality check in reporting requirements 
 

UPPO contends that some donors although funding only a small component would ask 

for an institutional report at the end of the project instead of a simple project report. 

UPPO staff would therefore prepare both institutional reports and project reports. The 

consequence of this is that the staff sometimes had to over-extend themselves to 

accommodate such reporting requirements. The reports are centralised and are prepared 

by head office staff. However, the chapters or areas concerned (where the project was 

undertaken)  helps  in  the  preparation  of  project  reports  as  they  are  the  ones 

implementing the projects in their respective areas. The usual issue regarding 

submission of reports to the donors pertains to the lack of time in doing reports. 

“You just need enough time to do the reports because you 

need time to meet with the leaders, the project staff and 

the  beneficiaries  in  the  local  chapters  or  areas.  For 

instance, you need one two to three days to discuss things 

with the project staff. If you really think about it, when it 

comes to internalisation, you normally need a week. There 

is  a  process  involved.  However,  there  is  a  deadline 

imposed by the donors. There were times when we were 

late  in  submitting  reports.  The  donors  understood  our 

reasons. In fact, they have lengthened the timeline and 

changed what used to be quarterly reporting to just one 

report  every  six  months. Quarterly  reporting  is  not 

practical at all. The donors also saw the process that was 

involved. They saw that the people in the sites needed 

internalisation   and   oftentimes,   we   had   to   translate 

reporting documents/requirements from English to 

Filipino.” 

 
The reporting process for UPPO is lengthy. For one, its members are diverse. 

The executive director cites an example: some of the members have not finished grade 
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school while the others have completed high school. Others are college undergraduates. 

Another challenge is the variety of contexts -- there are members who used to be “bat 

people” (a term for squatters who used to live under Metro Manila’s bridges) and there 

are still others who used to live in garbage dump sites. Donors have their terminologies 

relating to the projects and these have to be translated and understood by all of these 

members. 

“The terminologies or language of the donors must be 

translated and understood. The areas and local chapters 

know about preparing the reports. They know that donors 

have their pro-forma documents. The areas know that CIDA 

has this format and Bread for the Word has another format. 

They know what the format should be if it is Ford 

Foundation. But it was difficult initially.    To avoid 

difficulties, we really have to assign a staff to organise and 

arrange these reports.   We went through a process as we 

used to have difficulty in preparing these reports. We used 

to  itemise  everything but  then  we  eventually understood 

what the donors want to see in these reports. It was then so 

much easier for us.” 
 

As to project outcomes, donors have their guidelines. However, UPPO makes its own 

project outcomes based on a donor’s guidelines. 

“They have their guidelines but we fit them to our project 

areas. Hence, we come up with our own outcomes. We 

need to have a reality check. Our area or project leaders 

are simple folks. They have simple aims so we have to 

teach  them  the  framework.  Donors  have  their  check 

marks, for example, ‘Is this more for poverty reduction or 

more on gender equality?’” 
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6.1.8 Donor conditions and relations 
 

UPPO thinks that conditions are part and parcel of donor money. The executive director 

cites a few examples of these conditions: 

• Disbursements of funds - funds must be used as intended or if used for 
another purpose, UPPO must ask the donor in writing for approval to do 
so; 

 

 
• When an activity’s expenses exceed a prior agreed percentage of the 

donated funds, UPPO must make a request in writing; 
 

 
• Construction of a building must have three bidders. Lesser than this 

figure is a violation of donor conditions. 
 
 
 

UPPO sees these conditions as reasonable (“just right”) otherwise the system is open for 

to corruption. The organisation has also received financial management training from 

their donors. The organisation has never encountered donors that were inflexible 

although the executive director admits that donors have their own ways of doing things. 

“Every donor has its own policy. Some donors are strict in 

approving projects while with others, you just need to talk 

to them and a project is approved. Donors are flexible. 

For example, our Korean donor has a limit of Php25,000 

but after their one week exposure in our communities, they 

gave us half a million pesos to build a school in the 

community. Our Korean donor is church-based. We 

facilitated  the  stay  of  their  seminarians  in  our 

communities. They wanted some exposure to poverty, and 

then they gave us Php 350,000 to Php 500,000 for us to 

construct the building. Our Korean donor’s processes and 

policies may be meticulous but where can you get half a 

million pesos in a week?” 
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6.1.8.1 Initial difficulties in proposals and adaptation 
 

It seems that this flexibility and openness of the donors extend to project proposal 

submissions as UPPO finds that their donors are very open and willing to accept or 

receive project proposals from the organisation. Initially, many of UPPO’s proposals 

were rejected. 

“It was our fault. We did not have focus. We submitted 

proposals left and right hoping to strike it right. When we 

realised that we were just taxing ourselves unnecessarily, 

we started to prioritise and to focus. So now, the number 

of proposals rejected has lessened.” 

 
Aware of the donors’ preference for funding smaller components of a project, UPPO 

 
changed its track to suit these changes. 

 
“We have not changed our proposals to cater to donor 

conditions. What we did, however, was to change a big 

project to a smaller one. For example, we may have a 

project that is worth Php60 million so what we do is to 

break  this  into  smaller  components.  Our  main  donor, 

Bread for the Word, used to fund entire projects but they 

have now limited themselves to funding small projects.” 

 
For UPPO, adjusting to a donor’s policy is simply a part of their relationship with the 
donor. 

“Management must adjust. It requires discipline, clarity 

in the outcomes. Then you also must have targets so as to 

comply with donor requirements. We have accepted that. 

It is a given. It is an agreement and we entered into an 

agreement with them. Of course, we have to adjust. We 

are open albeit the changes were difficult at first.” 
 

The executive director cites another example of their difficulties. Donors expect 
 

NGOs to submit exact budgets. In the case of UPPO, they have experienced instances 
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when unforeseen project expenses were incurred. This became a big problem for the 

organisation. They realised then that they needed to study the financial management 

systems used by their donors as well as upgrade their own. The executive director admits 

that the transition was difficult and involved intensive training of staff and members. 

 
6.1.8.2 Donors as partners 

 
UPPO views their donors as partners and that they are not just a recipient of donors’ 

money. Being a partner also means that UPPO will not accept every donor’s condition 

if they feel that it doesn’t fit in with the context of the organisation and its programs. 

“We contextualise everything including our plans. There 

are NGOs that just follow what the donors want. Some 

NGOs just engage in just about anything and everything 

just to get donor’s money. They lose their focus.” 
 

The executive director thinks that UPPO’s biggest challenge is not about the conditions 

imposed by donors, but the organisation’s sustainability. 

“Sustainability is the core issue when it comes to our 

people, our resources, and our fight for human rights for 

the urban poor. We must sustain our programs and 

projects. We have programs on livelihood. We have 

consortiums, relationships with other organisations 

including corporate foundations. We have to sustain these. 

We face so many internal challenges such as the monthly 

contributions of our members which currently only 25% of 

members are contributing. Then we have the challenge of 

proposal making in which only a few in the organisation 

have the skill. We envision around 10 to 12 proposals a 

year so how should we manage that?” 
 

The organisation plans to undertake fundraising activities. In fact, at the time of 

the interview, its chapter and local area members have been discussing ways to raise 
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funds. There is also the business side of UPPO such as their community chemist shop 

and their maternity clinics that they are very concerned about. UPPO’s priority is for 

these activities and projects to be self-sustaining. To the officers and members of 

UPPO, sustainability has become a fundamental challenge. 

 
6.1.9 Case Analysis 

 
UPPO has a rich history. It has experienced much instability as an organisation which 

can be understandable considering its history of being an underground resistance 

movement in the 1970s, one that was hounded by the military under the dictatorial 

regime of President Ferdinand Marcos. It suffered from two adverse episodes: the 

financial mismanagement and the infighting among its officers that soon followed the 

revolution that toppled Marcos and which nearly led to UPPO’s demise, and secondly 

the pull-out of the Ford Foundation which was one of its biggest donors. 

 
6.1.9.1 Importance of governance and mission 

 
It is not a surprise that the financial corruption occurred in the early years of UPPO. It 

was a consequence of lacking clear and good governance. As well as being a highly 

informal, highly loose, “constantly on the move” and “constantly on the run from the 

authorities” organisation. Compounding this fact was that the organisation, because it 

placed too much focus on ousting Marcos, lost sight of its original mission and what  it 

stood for. UPPO is a classic case where an organisation lost its way as it moved away 

from its original agenda and began to take on other competing agendas that presented 

themselves. Due to its looseness in structure and systems, governance became 

problematic. 

The outlook of the organisation was narrow. Their constituency was growing and 

their  work  was  growing  but  they  were  operating  with  short-sightedness  and  in  a 
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framework that never seemed to forget their “temporary” nature and yet, they were no 

longer “temporary”. They were in fact getting bigger as more communities were 

demolished and dislocated, and their work load became larger and more important. This 

organisational mindset was translated into how UPPO continued to rely on just one 

donor for decades. Reliance on one donor for thirty years did not even concern the 

organisation and in fact, UPPO’s officers justified it by saying “as long as the funder can 

maintain the core staff”. The organisation’s sustainability became a serious issue only in 

1999, three decades after it was established, which begs the question: “How did UPPO 

survive as an organisation given the instability?” The answer lies on its huge network of 

volunteers. 

 
6.1.9.2 The importance of social capital: volunteers and partner NGOs 

 
There is no doubt that the large network of volunteers was what sustained UPPO. 

During the early years in the 1970s when it was an underground movement, when it 

was lacking a formal structure and was organisationally loose, it was ironic that there 

was   a   highly   organised  group   of   member-volunteers  which   propped  up   the 

organisation. Although members pay a monthly fee of Php5, what could not be 

monetised was the work done by these members free of charge. Members’ contribution 

of their time was estimated at three times a week, on average. Indeed, volunteerism 

was, and still is, big at UPPO. It must be noted that the organisation is composed of 

646 grassroots organisations being federated as UPPO. Its core competency was and 

remains community organizing. 

Looking  at  it  in  this  way,  it  might  be  understandable  as  to  why  the 

organisation’s leaders never seemed concerned about their reliance on only one funder 

and why they adopted an attitude of complacency and lethargy when it came to the 

organisation’s   long   term   viability.   Their   members   were   very   active.   They 
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independently organised fund raising activities for UPPO. In times of calamity and 

adversity, these volunteers have always been there for the organisation. 

The pull-out of the Ford Foundation in later years did not impact on the 

organisation adversely although it made the organisation stop and think that they might 

need to look at other potential donors. Again, the members in the communities 

volunteered their time to actively support UPPO’s projects in the communities including 

actively preparing and submitting project proposals for funding. UPPO on its part gave 

them the necessary training on proposal making. The local chapters/grassroots 

associations also came up with their own sustainability plans and fundraising events 

(e.g., sponsoring “baile” or community dance). 

On the other hand, UPPO tapped into their external network- partner NGOs to 

support and take part in its projects that were left behind by the Ford Foundation. For 

example, UPPO partnered with another NGO (a participant in this research). This 

particular collaboration allowed UPPO to continue their program on reproductive health 

despite the pull-out of the Ford Foundation. Together with this NGO, they approached 

UPPO’s  other  donor  to  support  the  program,  with  this  other  NGO  providing  the 

technical support as it has the expertise and experience in reproductive health. This 

collaboration is still continuing. 

 
6.1.9.3 Breaking up of big projects 

UPPO also mentioned that donors nowadays have shied away from big programs or 

project funding and institutional funding. UPPO adapted to this change by breaking up 

big projects into smaller components, which has shown to have a better chance in getting 

funding. It is also now very common for donors to impose stricter reporting. To the 

organisation, these changes are understandable. UPPO sees funding arrangements as an 

agreement between two parties (donor and grantee) so either party must be open to 
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change. Hence, to UPPO their donors are their partners and complying with donor 

conditions is not a big issue. UPPO cited that their donors have prepared them well 

ahead of time on any impending change (e.g., training in financial systems). In such a 

position where donor and grantee collaborate to make the changes painless, then NGOs 

like UPPO can view change in a positive light. This points to the fact that donor 

conditions were not really unilaterally exercised without regard to a grantee’s position or 

circumstance. As the executive director said, “The challenge is sustainability not donor 

conditions.” 

 
6.1.9.4 The importance of ideology 

Ideology plays a big part in UPPO’s strategic choice of donor. It must be noted that 

UPPO’s lone donor for many years was supportive of UPPO’s agenda even in those 

years when the organisation was fledging and was affiliated with the radical left. This 

donor also continued to support in those times when there were serious questions 

concerning UPPO’s financial management and trustworthiness. UPPO has always 

sourced money from donors that do not run counter to their values and philosophy 

regardless if they are facing stiff competition for donor money. This does not seem 

unnatural to those inside the organisation and to those outside of it. One needs only to 

look at the background of the leaders to understand why. They all came from the radical 

left movement. They were the ones who rallied against the dictatorship of Marcos and 

many have been political prisoners. Many of the leaders too perished during the Martial 

Law years. Hence, these officers and members are not the type who would sell out on 

their principles or compromise just to obtain money. The executive director said that the 

alignment of their ideology with that of their donors is of primary importance to the 

organisation. However, it is not only important in itself as an organisational philosophy, 

it made organisational life easier for UPPO in that they could independently design and 
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implement projects for the displaced squatters in the relocation sites as they wished. 

Choosing a donor with the same ideology is always strategic. For UPPO, it gave them 

an institutional donor for three decades. 

 
 

6.2 Case study 2 -Countryside Development Movement 
 
 

This case study is based on an interview with the current president of the Countryside 

Development  Movement  (CDM).  The  interview  took  place  at  its  headquarters  in 

Quezon  City,  Philippines,  in  November  2010.  The  interview  was  informal  and 

congenial wherein the interviewer and the president were both relaxed. The selection of 

CDM as a participant of this research was due to the recommendation by some 

colleagues and friends of the researcher who were active in the civil society sector in the 

Philippines (Abbu 2010a). Aside from the face-to-face interview, the case study also 

utilised other sources such as annual reports and journals which were provided by the 

president. Information was also sourced about the organisation on their internet website 

and the researcher’s personal journal. 

The CDM is an NGO based in the Philippines that is committed to alleviating 

the plight of the Filipino peasant. In 1952, a group of civic-minded Filipinos from the 

education, government and business sectors banded together and established the 

movement. CDM became one of the biggest and most significant NGOs in the 

Philippines (CDM2009a). Born in the midst of political unrest in the country’s rural 

areas, i.e. the Hukbalahap (People’s Liberation Army) rebellion in the 1950s, the 

movement has since made great strides in spurring development in the countryside. 

CDM is credited as the first development organisation in the Philippines to send 

community organisers and workers to the villages. As of 2010, its field programs cover 

15 provinces throughout the country, from Ifugao Province in the north to Cotabato 
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Province in the south, benefiting over 600 rural communities made up of farmers, fisher 

folk, women and youths. CDM counts as its main strength its “rootedness” in these 

communities, that is, its programs and projects are undertaken and implemented at the 

grassroots level of development (CDM 2009a). CDM is considered a pioneer in 

countryside development and its success as a grassroots movement has inspired the 

creation of similar movements in other countries such as Columbia, Ghana, Guatemala, 

India and Thailand (CDM 2009b). 

 
6.2.1 Mission and vision 

 
CDM’s mission is to enhance the capacity of communities in rural areas of the 

Philippines through an integrated program of education, livelihood, health, habitat, 

environment and self-governance (CDM 2009a). CDM also engages the Philippine 

government and other sectoral and community organisations in its quest to achieve 

countryside development. In this respect, CDM has established or has facilitated the 

creation of cooperatives, village sectoral associations, federations in the sectoral and 

multi-sectoral levels, and strategic alliances in the municipal and provincial levels. It is 

also instrumental in the creation of national federations of small farmers, fisher folks, 

rural women and youths. These partners, i.e. the sectoral organisations at the national 

level, form the movement’s People’s Organisations Leaders’ Caucus or POLAC which 

has a seat on CDM’s Board (CDM 2009d). These people’s organisations include a 

federation of farmers who are involved in sustainable agriculture, a federation of small 

coconut farmers, a national women’s organisation and an organisation of volunteer- 

youths (CDM 2009d). 



138  

 

6.2.2 Current thematic areas 
 

The Countryside Development Movement has four thematic areas in which all of their 

programs and projects evolve. One of  these is the promotion of  community-based 

natural resource management in the coastal and upland areas. The aim is to give small 

farmers and fisher folk significant control over natural resources and get them to 

participate in the decision-making processes. 

The creation and promotion of sustainable livelihood is another thematic area of 

CDM. The organisation undertakes programs that promote appropriate agricultural 

practices. Some of their projects include the introduction of integrated farming systems, 

the development of social enterprises and the development of alternative rural finance. 

These  projects  have  been  successfully  implemented.  For  example,  CDM’s  Low 

External Input Sustainable Agriculture (LEISA) is gaining popularity among farmers as 

it combines the best in traditional practices with organic, mineral and inorganic sources 

of farming, which results in higher agricultural yields. CDM’s micro-finance schemes 

and the development of credit cooperatives have likewise worked well to provide credit 

for small fisher folk in Bataan, a province north of Manila (CDM 2009f). 

CDM is also focused on providing access to basic social services particularly in 

rural communities where the government has little or has no presence. CDM has built 

community-managed health care systems and has trained a number of rural community 

health  workers.  It  has  established  health  referral  systems  and  community  health 

financing  schemes.  It  has  installed  potable  water  in  many  communities  in  the 

countryside as well as helped build community-managed light infrastructure (e.g., foot 

bridges and trails). It has also developed non-conventional, renewable energy systems in 

the countryside. 
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CDM is also involved in disaster management. Its involvement started in the late 
 

1980s when world prices for sugar plummeted, affecting thousands of low income sugar 

plantation workers and their families in Negros Occidental, the Philippines’ sugar 

producing province. Supported by the German Agro Action (GAA), CDM was able to 

implement the Negros Food Aid Project (relief and food aid), the Negros Livelihood 

Assistance Program (NLAP), and the Food and Nutrition Development Program 

(FNDP), which is a post-rehabilitation program. Then in 1991 when Mount Pinatubo 

erupted, CDM undertook relief efforts in the disaster affected areas supported once 

again by the German Agro Action (GAA) and the Dutch agency, NOVIB. In recent 

times, CDM has received financial support from the Christian Blind Mission (CBM) in 

its typhoon relief work (CDM 2009h). 

 
6.2.3 Structure of the organisation: Present times 

 
Every member of CDM belongs to either a provincial or city chapter. The chapter as it 

is called is the basic unit of the Movement. The policy-making body is the National 

Council comprising the accredited provincial or city chapter. The Council has the power 

to elect the Board of Trustees every three years. One seat in the Board is allocated to a 

representative of CDM’s partner People’s Organisations (POs) through its caucus, the 

People’s Organisations Leaders’ Caucus or POLAC. 

The Movement organises a network of Provincial Countryside Development 

Movements or ProCDMs. These ProCDMs are built around the CDM Chapters and the 

federation of Peoples’ Organisations (POs) in each province. ProCDMs are supported 

through training, technical assistance and financial intermediation to secure funding for 

projects and programs in their respective provinces (CDM 2009d). Below is the 

schematic depiction of how CDM is organisationally structured: 
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Figure 2.0 Organisational structure of CDM 

CDM 
Chapters 

CDM  Local 
Government 
Units (LGUs) 

Provincial 
Federation 
of Partner 
POs

 
 
ProCDMs 

Provincial 
Sustainable 
Area 
Development 
Program 

Other 
NGOs & 
Provincial 
POs

 
Local Business 
Sector 

CDM is one of the few NGOs in the Philippines that are membership based. As 

of 13 March 2004, there were 17 accredited CDM Chapters in 14 provinces and 3 cities. 

These chapters play an important role in realising CDM’s goal of “building rural 

capacities  for  sustainability”  as  they  are  expected  to  lead  in  the  creation  and 

organisation  of  the  Provincial  Countryside  Development  Movements  (ProCDMs). 

These ProCDMs are considered the movement’s primary mechanism for achieving its 

goals over the next 50 years (CDM 2007). 

6.2.4 The organisational structure in early years 

CDM’s organisational structure when it started was very simple and small, which is 

quite unlike today. It was originally composed of a Board of Trustees, comprising the 

founders who, as mentioned earlier, were the prominent and privileged members in 

Philippine society. They were the leading educators, bankers, industrialists and social 

workers at that time. Essentially, the Board was responsible for giving broad policy 

directions and because they were prominent, they were expected to raise funds for 



141  

 

CDM. The Board was assisted by a council of governors which had 40 members. The 

council acted as an advisory body (CDM 2002e). 

In later years, the movement was offered an office for free by the Philippine 

Government’s Social Welfare Administration. Why was it offered an office at no cost 

by the government? Aside from the fact that its council comprised some illustrious 

senior government officials, the Philippines was experiencing political unrest in the 

countryside at that time (1940- 1950s). The Communist-led Hukbalahap insurgency 

posed a genuine threat to the Philippine Government. In fact, the government was losing 

in the battle in the countryside. The Hukbalahap had an anti-feudal and anti-imperialist 

platform which ran counter to CDM’s rural reconstruction based on peaceful means. 

The government saw CDM’s rural development as a peaceful option to a revolution. 

CDM’s motto, “Building Democracy from the Bottom Up” was in consonance with the 

populist ideals of the post-war Philippines (CDM 2002b). The Philippine Government’s 

full support for CDM was summed up in a letter written by then President Elpidio 

Quirino on May 27, 1952: 

“The organization of voluntary civic elements in addition 

to governmental efforts is in line with what the leaders of 

democracy are now doing as a counter-movement against 

the communist’s program of fomenting discontent. All 

agencies of our Government will give their full 

cooperation” (CDM 2002b, p.24). 
 

President E. Quirino had in fact paved the way in mid-1952 - even before 

CDM’s formal incorporation – by his issuance of a directive which urged cabinet 

officials and other officials in the public service to contribute its personnel to enable 

CDM to “get off to a good start” (CDM 2002b, p.25). In fact, some government 

officials found themselves assigned to CDM (CDM 2002b). 
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6.2.5 Volunteers and funding in the initial years 
 

In the 1950s, CDM started recruiting volunteers from various universities in the country 

to become village workers. They received 3000 applicants but the movement was only 

able to recruit 200 young university graduates to be trained in the rural areas. Although 

CDM’s  activities  was  initially  supported  by  the   International  Mass  Education 

Movement (IMEM), donating one US dollar for every peso raised by CDM, on its own, 

CDM was able to raise only Php13,700 from its original incorporators and trustees 

(Clarke 1998). Consequently, money was never enough. For one, the funds were not 

enough to train the 3000 applicants. Already at that time, the cost of maintaining a 

village worker was high at USD850 or Php1,800 a year (CDM 2002b). During the first 

six months of training of the 200 recruits, 127 quit and only 24 agreed to work for the 

first year without pay. These 24 volunteers eventually became the core of CDM’s 

volunteer staff (Clarke 1998). This was the beginning of the organisational structure of 

CDM that was mainly built around volunteerism (CDM 2002b). 

By early 1954, these volunteer village workers became known as the CDM 

“pioneers” (CDM 2002c, p. 37).  However, not all training graduates served for long in 

the movement. From 1952 to 1958, there were 289 graduates and only 61 saw service. 

What was the reason for this? Many of the graduates were unwilling to work for the 

first year without pay and for the succeeding years with only a small nominal pay 

(CDM 2002c). Funding for CDM projects continued to rely on a small cross section of 

the country’s elite, particularly from banking, industrial, commercial and landowning 

sectors. A campaign was initiated in 1957 to raise more local support. This campaign 

resulted in an increase in the number of donors and the total donation increased to 

Php70, 000 in that year. In the next year, 1958, contributions again plummeted to just 

over Php18,000, the lowest in its history (CDM 2002c). 
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6.2.6 Experimentations in the 1950s 
 

To raise needed funds, CDM implemented the Barrio (Village) Sponsorship Program 

which introduced the “rolling fund” to the barrios. Describing the barrio sponsorship 

program, CDM stated: 

“At that time, CDM’s annual budgetary outlay for each 

barrio within its coverage totalled P610. The biggest 

chunk, P220, was for materials for demonstration farms. 

Slices of P90, P80, and P70 were earmarked for supplies 

and materials for self-government, health, and education, 

respectively. The balance, a considerable P150, was a 

rolling fund for livelihood projects. Repayments and 

income  would  be  plowed  back  for  re-lending”  (CDM 

2002c, p. 41). 
 
 

However, this program was not successful as it promoted dependency in the 

assisted areas and had high administrative costs such that it undermined the project’s 

viability (Clarke 1998). 

 
6.2.6.1 Failure of projects 

 
CDM also tried out and experimented with various ways to raise funds and for its 

projects to be self-sustaining. Some of these projects were abandoned as they were not 

financially viable. CDM termed this experimentation and experience as “a learning 

approach” to rural development (CDM 2002d, p.59).  One of the projects that turned out 

to be a very costly mistake was the Village Farmers School which ran from 1954 to 

1958. The school’s aim was to teach simplified agricultural methods to farmers by using 

informal discussions between farmers and the CDM’s village worker. To motivate the 

farmers to adapt to new methods, those who took part in the program were recognised 

as  “demonstrator  farmers”  (CDM  2002d,  p.59).  Although  the  School  assisted  the 

farmers, the gains were not sustainable. The farmers became overly dependent on 
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CDM’s volunteers. In the end, the program brought no lasting change in farmer 

behaviour as envisioned. Hence, in 1959 CDM launched another program, the Mobile 

Farmers’ School, drawing upon the lessons it had learned in the previous Village 

Farmers School. 

The  Mobile  Farmers’  School’s  approach  was  to  have  a  mobile  team  of 

specialists who would provide intensive training courses on agriculture. CDM’s village 

worker’s role was to facilitate and organise the villages and to create linkages with 

government agencies. The mobile team of specialists gave short courses to 20 

demonstration farmers in each village. The program however proved problematic. It 

was very expensive to operate and there was a limit to the number of villages that could 

be reached given the program’s high cost outlay (CDM 2002d). 

CDM also launched the Model Family Program in the late 1950s. This was 

based on the movement’s approach on livelihood, health, education and civic 

involvement. CDM soon recognised that only a few families were genuinely willing to 

continue as model families once the supervision of the CDM’s rural reconstruction 

worker was stopped or withdrawn. In a few instances, it was discovered that CDM’s 

rural worker/volunteer had manipulated or even coerced families to participate in the 

program. 

These programs and projects proved to be very costly mistakes. CDM openly 

admitted that the period of its inception in 1952 to 1959 was one of “great activity, of 

many initiatives, of experimentation and innovation – but also of basic and sometimes 

costly lessons to be learned” (CDM 2002d, p.62). 

 
6.2.7 1960s -1970s: Period of frenetic activity 

 
CDM continued to be financially supported by the local elite in the 1960s. The Board of 

 
Trustees also contributed funding to the organisation. In fact, membership in the Board 
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was determined more by a member’s financial contribution rather than expertise or 

professional background. Between 1968 and 1970, CDM’s Board of Trustees generated 

over 10% of CDM’s total income (Clarke 1998). Also in the 1960s with the Philippine 

economy doing relatively well, there was a corresponding call from politicians for 

social change and agrarian reform, so funding became less of a problem for CDM as 

many corporations and businesses began to contribute. For example, in 1965, local 

donations reached the million-peso mark. Two years prior to this, in 1963, the Shell 

Company director and top executive, who had been a trustee since 1960, took over the 

helm of CDM as president. The Shell Company had been a primary patron of CDM. 

The new CDM president “breathed a new life into the movement” (CDM 2002d, p.68). 

He was credited for giving CDM an international dimension. He was also an excellent 

fundraiser. In his first year, donations to CDM exceeded the Php 200,000 mark to reach 

Php268,167. By 1965, CDM had broken the million-peso mark in total donations from 

local sources (CDM 2002d). 

In the late 1960s, CDM was also able to get financial assistance from the 

International Institute for Rural Reconstruction (IIRR), Asia Foundation, CARE, 

MISEREOR and the German agency, Friedrich Ebert Stiftung. It was also able to obtain 

substantial support from the Philippine Government through the government-owned 

Philippine Charity Sweepstakes Office or PCSO. The proceeds from one lottery each 

year were given to CDM to finance its projects in the rural areas (CDM 2002d). 

 
6.2.7.1 Other funding initiatives and pitfalls 

CDM was also developing cooperatives and supplementary income projects to finance 

itself. It organised credit unions, buying clubs and multi-service rural reconstruction 

associations. These were successful in the beginning but later on, on the whole, these 

endeavours faltered. 
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“The resources in the barrios were too small and scattered 

to set up any kind of adequate credit and agricultural 

system. The association tended to concentrate more on 

providing short-term credit for consumer items. It would 

seem that not enough effort had been made to train good 

organisational leaders on how to manage supplies. 

Capitalization   was   also   too   small.   Eventually,   the 

members lost interest in the organizations and did not 

attend meetings; the leaders became pathetic, and loans 

were not repaid” (CDM 2002d, p. 62). 
 

By 1970, CDM had set up its “social laboratory” in Nueva Ecija involving 50 

villages. CDM chose Nueva Ecija as it was one of the hotbeds of agrarian unrest. The 

movement believed that if they could inhibit agrarian unrest in Nueva Ecija, it should be 

able to replicate this in other hot spots around the country (CDM 2002b).   However, 

similar to its cooperatives and credit activities, there were pitfalls in what CDM called 

their “model barrios (villages)”. The program proved to be unsuccessful, and 

unfortunately another costly mistake for CDM. 

 
6.2.7.2 Creation of federations 

 
Despite the fact that CDM had made some costly mistakes, the late 1960s and early 

 
1970s were a period of “frenetic activity” (CDM 2002d, p. 74). Some of CDM’s 

activities and projects were relatively successful. For example, CDM set up a buying 

club in Guimba, Nueva Ecija. By June 1970, it has established buying clubs and 

consumers’  mini-cooperatives  in  67  barrios  in  9  provinces  with  a  total  of  2,805 

members. Although the capitalization was just Php14,000, these clubs generated one- 

year sales of nearly a million pesos. CDM also set up more credit unions so that by 

1969 it had established 48 credit unions in Nueva Ecija with a membership base of 
 

3,365. These credit unions were a relative success compared to the earlier ones in the 
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1950s. As of 1970, CDM credit unions were in 104 barrios in 20 provinces (CDM 
 

2002d). 
 

CDM was also able to secure funding for three years from the Philippine 

Government’s National Science Development Board for a food processing and 

preservation program. Its four-year maternal and child health program which was 

launched in October 1968 was funded by the National Economic Council, the 

Department of Health and the United States Agency for International Development 

(USAID). CDM also established youth and women’s associations and federated them. 

In 1970 alone, sixty-four Rural Reconstruction Youth Associations organised four 

federations  in   six   provinces.  In   Nueva   Ecija   province,  twenty-eight  women’s 

associations in thirteen towns and two cities formed a single federation. 

 
6.2.7.3 Major funding crisis in the mid -1970s 

 
When it was established in 1952, the organisation was referred to as a private voluntary 

organisation or PVO. The term non-government organisation (NGO) came a year after 

1952 (a term coined by the United Nations). Given the founding members’ background 

(the elite in Philippine society), it was not surprising that since its inception, CDM had 

very close ties with the top corporations in the Philippines, and enjoyed even closer ties 

with government. Although considered independent of government and without 

affiliation with any political party, the organisation enjoyed a close and privileged 

position with government as some of its founding members were either former or 

current (at that time) high- ranking public servants. In short, CDM’s wide-ranging and 

close links with big business, academia and the government brought in resources that 

were also diverse and wide-ranging. 
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Still,  as  can  be  drawn  from  earlier  sections  of  this  chapter,  since  its 

establishment CDM suffered financial difficulties as it embarked on unsuccessful 

projects and programs that proved to be very costly to run or were simply not viable in 

the long-term. Against this backdrop, in 1970, the movement took a step backward to 

review itself and to look at the bigger picture. On its agenda were to address problems 

of internal capability, efficiency building, restructuring, management information and 

monitoring systems. However, the most important agenda was fiscal control (CDM 

2002f). 
 
 

6.2.7.4 Change of strategy and government contracts 
 

As an outcome of this review in 1970, CDM decided to focus on area programs rather 

than single-barrio projects and to target provincial level rather than municipal level 

projects. It also began to link with government agencies that were also engaged in rural 

development so as not to duplicate projects. CDM knew that it had been wasteful in the 

past. It also opted to change its strategy by offering its services to government agencies 

that were also doing rural development work (CDM 2002f). In fact, during the Martial 

Law years, the movement had signed a contract with the then Ministry of Local 

Government and Community Development to implement the government’s Barangay 

Technician Program. It was also contracted out by the Ministry of Health to carry out 

some of its programs. In effect, during the Martial Law years, CDM implemented some 

of the Marcos dictatorial regime’s programs. CDM became assimilated into the 

government and in the process lost some of its independence and credibility. To quote 

one of its officers: “CDM came to serve as another vehicle to perpetuate the very 

structures  that  the  peasant  movement  sought  to  change.  The  movement  lost  its 

credibility among NGOs and people’s organizations” (CDM 2002f, p.12). 
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The  Martial Law  years  had  an  unexpected and  very  significant impact on 

CDM’s financial standing. While obtaining contracts from the Marcos government, it 

was  ironic  that  in  the  mid-1970s,  the  government-owned and  operated  Philippine 

Charity Sweepstakes Office (PCSO) ended up withdrawing its funding from CDM. As 

previously mentioned, CDM was a recipient of funding from the government-owned 

Philippine Charity Sweepstakes Office (PCSO). In fact, a large chunk of CDM’s funds 

came from the PCSO. When funding was withdrawn CDM realised that it had failed to 

build up solid and independent (of government) funding support base. To aggravate the 

situation, CDM also lost funding from its international supporters and the local Filipino 

business community (CDM 2002f). 

 
6.2.7.5 Specifics of the first shock 

 
As a protest against the imposition of Martial Law, CDM lost its international donors. 

Foreign funding dried up as PRMM failed to distance itself from the Marcos regime. It 

also lost some of its local business supporters who decided to set up their own operation 

- the Philippine Business for Social Progress or PBSP (CDM 2002f). However, the 

biggest loss and the one which made a huge dent in its coffers was the withdrawal of 

funds provided by the government-owned Philippine Charity Sweepstakes Office 

(PCSO).  According to the president of CDM this came as a surprise. The movement 

was not prepared given that it had enjoyed a privileged position for many decades when 

it came to government funding. The Board members were also close to the Marcos 

administration and the CDM Chair was a personal friend of Marcos. This close 

relationship was evident even before Marcos came to power. The president noted: 

“There was this dotted line that connects it to the 

government structurally. This closeness could not be 

described as ‘political’ as the organisation was not 

affiliated  nor  identified  with  any  political  party.  To 
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advance its agenda, the organisation had always sought 

cooperation with the government.” 

 
The effects of the withdrawal of funds were not readily apparent in the 1970s, 

but it proved catastrophic such that by the middle of 1980s, the organisation was in a 

“coma” or “sleep mode”- the terms used by the president to describe the movement 

during those years. Hence, despite owning some fixed assets like their training facility 

in Nueva Ecija in the Northern Philippines and some land holdings, CDM from the 

early 1980s to the mid-1980s had virtually stopped operations. For the first time since 

its inception in 1952, the organisation was brought to a standstill. There were a few 

overseers left such as the Chair and other members of the Board who were prominent 

industrialists  and  economists  to  do  the  odd  jobs  to  keep  the  organisation  going. 

However, there was no staff on its payroll. 

 
6.2.7.6 Response to the first crisis 

 
The Board knew that they had to do something extraordinary about their “comatose” 

situation. They made a proposal to President Marcos – for Marcos to give them custody 

of one of Marcos’ prominent political prisoner, Jose Santos. Santos was one of the 

leaders and a prominent figure of the resistance movement who was imprisoned by 

Marcos when Martial Law was declared. The CDM Board wanted Jose Santos to take 

the presidency of CDM including the presidency of its sister organisation, the 

Cooperative Movement of the Philippines (CMP). CMP was also chaired by the CDM’s 

Chair, Senator Roberto Ramos. In fact, it was Senator Ramos, a personal friend of 

Marcos, who directly made the request. 

The president of CDM was uncertain if Marcos gave a categorical “no” to the 

request or if Marcos just sat on it, but in 1986, the Filipino people toppled the dictatorial 

regime  after  massive  fraud  was  committed  by  Marcos  in  the  1986  Presidential 
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Elections. This is the famous People Power Revolution in 1986 or commonly referred to 

as the EDSA 1 Revolution.   Hence, the request by CDM’s Board to get custody of 

Santos, made two years before the EDSA Revolution was overtaken by events. 

With Marcos and his family in exile in Hawaii, Santos became the head of CDM 

in 1986. He brought along another leader of the resistance movement who was also a 

political prisoner of Marcos, CDM’s current president, Raul Cruz who was interviewed 

for this study. Santos and Cruz were given a mandate by the Board to revive the 

organisation. CDM’s international donors started to come back as well. For one, an 

international donor agreed to provide a small bridge fund (“oxygen money”) which 

allowed CDM to go on with rural development activities on a smaller scale until such 

time when CDM could source its own funding. 

 
6.2.7.7 Raising revenues & the endowment fund 

 
After the fall of the Marcos regime the raising of new sources of funding became a 

priority for  CDM.  It  seemed that Jose  Santos was  a  man who  always thought of 

logistics. According to the president, Santos was particularly keen in setting up an 

endowment fund: 

“Logistics…from the  start,  I  remember  when  I  worked 

with him, he had all these ideas but it always came down 

to two things – program or project funding, and an 

endowment. He was already thinking of building an 

endowment fund in 1986 which was actually a long-term 

preparation for any shock in terms of donor relationship. 

Jose seemed to have that kind of idea already, but at that 

time it was like hand-to-mouth existence for CDM. We got 

small just to keep operations going and we were looking at 

developing relationships with funders. It was not hard for 

us because we were ex-political prisoners. We were the 

darlings at that time.” 
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NOVIB, the Dutch funding agency sponsored their European, multi-country 

speaking tours in 1986. The new officers of CDM were invited and to meet with NGOs, 

governments and political parties, media, and development and aid agencies in Europe 

to promote CDM as a development NGO and to raise funds. By the time they came 

back to the Philippines, they had already received commitments from donor agencies 

even without submitting a single project proposal. They also received multi-year 

program funding from NOVIB. Then CDM subsequently got support from the German 

Agro Action (GAA) and the International Reconstruction Movement (IRRM). 

 
6.2.7.8 Redesigning CDM 

 
With Santos at the helm, CDM’s mission and approach to countryside development was 

redesigned. Santos, Cruz and other officers of CDM revisited the original concept of 

rural development. They also assessed what happened to CDM (the “comatose” 

situation) and drew important lessons from that experience. They introduced new ideas 

such as putting people empowerment at the centre of CDM’s activities rather than 

simply aiming at placing their stakeholders on an equal footing. They reviewed their 

approach of “making the peasant become a farmer” to adopt the idea of complete 

peasant emancipation. As the president said, “It was more like the peasant getting 

liberated from mandates. So, it was a justice movement.” CDM also placed greater 

emphasis on the environment and habitat. CDM, during the Santos years, was an 

organisation in flux- it was rapidly changing. 

Was this organizational redesign a pre-requisite to obtaining financial support 

from its international funders, particularly from NOVIB and GAA, two of their major 

funders in their early years? According to the president, who was at that time second in 

command, these changes were not conditions imposed by their donors.  He remembered 

that funding commitments seemed to just land in their laps: 
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“We were lucky. For example, NOVIB wanted people like 

us  with  big  ideas,  who  were  progressive.  Donors  also 

don’t allow funds to go toward institution building. But 

were we lucky with NOVIB.  They were so flexible that it 

was like institutional funding although technically, they 

were just supporting a project. As I’ve told you, even prior 

to making formal project proposals, we got the funds. 

NOVIB supported us from 1986. So, that was, I think, 15 

years. The German Agro Action was shorter. I think half 

that time. Jose and I were able to move around with the 

support coming from the donors particularly from NOVIB. 

We got more than enough to get the operations going and 

operate on a bigger scale, expanding all over the country 

and doing many things besides that.” 

 
CDM was either directly given funding, even without the benefit of a project proposal 

or by an invitation to submit a project proposal. In other words, they did not have to 

approach donors instead donors approached them. For example, a Spanish NGO simply 

asked CDM if they wanted to be its partner-conduit in the Philippines. This eventually 

led to a fruitful partnership that lasted for ten years. The president describes those years 

(from mid- 1980s to mid-1990s) as “the easy years”. 

By the second half of the 1990s, donors started to drastically cut their financial 

support to Philippine NGOs. The Movement was not immune. The president 

rationalised: 

“Well, pretty soon, things come to an end. All good things 

come to an end. You know, this so-called donor fatigue sets 

in. This was the context of that time, which was already in 

the environment- a new context that came into the picture. 

Well, I guess, it was for a variety of reasons, globally, 

economically, and all that. Funds are not inexhaustible to 

begin   with.   The   resources   were   grinding   down   for 
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Philippine NGOs since the early 1990s although donor 

fatigue had not set in completely yet. However, that [donor 

fatigue] was already the context of the times - the 

environment of that time. That was the new context that 

came into the picture.   In the early 1990s, they [donors] 

were talking about the same problems about global poverty 

getting  worse  rather  than  alleviated and  to  say  nothing 

about eradication. It’s not getting reduced despite all the 

funding, the support. At that time, they were only pointing to 

Africa, but eventually they were talking about the financial 

resources flowing into other continents like Asia.   Even 

before they were talking about donor fatigue, there was 

already plateauing. The size of the pie did not change. Then 

when donor fatigue set in, there was really a decline.” 
 

6.2.8 The decline in funding in the 1990s and beyond 
 

When the so-called donor fatigue set in during the late 1990s, CDM already had an 

endowment fund. It had already sold some real estate properties that were donated to 

them by local corporations. Part of the money from the sale was used to build their 

headquarters in Quezon City. CDM is probably one of the very few NGOs in the 

Philippines to own their office building. Certainly, it is also one of the very few NGOs 

in the country to possess an endowment fund. It still owns a number of real estate 

properties. CDM also owns a training institute which is involved in income generating 

activities such as organic farming, organic poultry-raising, the sale of organic fertiliser 

and income from the rental of the institute’s training facilities (CDM 2011). All of these 

do not imply that CDM was not affected by the decline in funding. On the contrary, the 

adverse impact of what CDM termed “donor fatigue” was felt throughout the 

organisation starting in the late 1990s. 
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6.2.8.1 Cutting number of staff and operations 
 

The first impact of the funding cuts on CDM was on staffing. CDM started to cut the 

number of staff in 1998 when former Senator Danilo de Leon took over the presidency. 

Jose Santos had left CDM in 1998 to accept a Cabinet position. Prior to 1998, CDM 

had a total of 500- 600 employees. This was a substantial increase given that there were 

only seven people in 1986 when Santos took over the presidency. By November 2010, 

the total number of staff had declined to 59 (CDM 2011). 

The downsizing did not only occur in the headquarters. CDM’s branch offices 

also had to decrease their number of staff. The president mentioned their Cotabato 

Province operations in Mindanao. CDM used to have a relatively large operation in 

Cotabato,  with  more  than  20  employees  doing  rural  reconstruction  work  in  the 

province. Currently, there are no paid staff in Cotabato although CDM is still operating 

in the province. CDM’s scope was also reduced as they eliminated some of their 

projects and  cut  their  number of  activities. The  organisation used  to  venture into 

projects (with a preference for large ones) simply because it had the money to do so. 

CDM now realised that they could not do this as freely anymore. Instead, CDM 

undertook projects that are smaller and shorter in duration.  Likewise,    prior    to    the 

funding constraints, CDM was able to provide funding for staff and infrastructure to the 

founding of coalitions, however, it is now unable to do this. To note, CDM had 

practically initiated and co-founded all existing coalitions established in the Philippines 

(e.g., Freedom from Debt Coalition, Coalition on Local Government, Congress for 

People’s Agrarian Reform, Sustainable Agriculture Coalition). Thinking about these 

times, the president said: 
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“Before we used to venture into anything and anywhere, 

and because we have the resources, we can travel to just 

about anywhere or spend time writing. None of those trips 

were funded by CDM. They were all supported from 

everywhere. All those things that we were able to do…I 

was just thinking when I look at some of those receipts and 

bills…We were part of all the coalitions that were 

established in the country, except being part of supra- 

tertiary, networking type of coalitions as we were opposed 

to that. We were into big programs and that also enabled 

us to also raise some resources.” 
 

6.2.9 CDM’s strategies 
 

6.2.9.1 Ability to “read” donors 
 

With the decline in donor money, there had been no shift in CDM’s agenda simply to 

get a project proposals approved. The president described CDM’s relationship with its 

donors as “pragmatic” in the sense that both parties negotiate and recognise that each 

party has its own agenda. According to the president, this “constant dialogue” between 

the parties allowed for mutually satisfactory outcomes for both.  For CDM, negotiating 

was not a hard thing to do. The president believes that bargaining was easier as both 

parties are philosophically aligned with each other. He stated: 

“I think in our experience especially with NOVIB, but also 

in all our partners, we really do dialogue with them, spend 

time to dialogue. There is that available platform that is 

always there. Once they have some problems or even if 

there is no problem on the table, they just get a dialogue 

to get to understand each other. So, you invest time and 

energy  in  those  things.  You  are  lucky  if,  for  example, 

you’re philosophically in the same group as the donor. 

Otherwise, you have to bargain harder.” 
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According to the president, their foreign donors continued to support CDM despite 

experiencing budgetary constraints themselves. He cited the German Agro Action 

(GAA) and NOVIB (the Dutch funding agency) whose funding policies were also 

affected by their government’s foreign policy. Most of the foreign donors of CDM drew 

funds from their own governments and were not entirely reliant on private donations. 

As such, they (i.e., donors) were subject to changing government policy over grants and 

aid-giving.   For   example,   CDM’s   donors   drew   their   money   from   their   own 

government’s Official Development Assistance (ODA) or the ODA, which is linked to 

the European Union. So in effect the ODA and the European Union co-financed and 

channelled  funding  to  NGOs.  The  president  claims  that  the  CDM  had  already 

anticipated these “events” (“We were able to read these things”) and understood that 

adjustments had to be made by their donors as foreign governments tightened their 

ODA purse strings. According to the president, “You must be able to read these things 

and prepare yourself for that.” 

 
6.2.9.2 The endowment fund 

 
As mentioned previously in this chapter, even before the late 1990s CDM had already 

built  an  endowment  fund  during  the  presidency  of  Jose  Santos.  The  fund  was 

established at the time when they were enjoying a lot of support from international and 

local donors. This endowment fund was also assisted by the sale of some real estate 

properties which were donated to CDM. This fund yielded and still yields enough 

interest income to support the majority of CDM’s institutional expenses. Also, having 

its own headquarters enabled CDM to save on office rental and to derive income from 

the rental of its conference facilities (CDM 2011). Also as previously mentioned, there 

is only a handful of development organisations in the Philippines with an endowment 
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fund. Aside from CDM, there are others but these are mainly NGOs with big corporate 

backing (e.g., The Ayala Foundation). 

 
6.2.9.3 Alternative rural finance and savings mobilisation 

 
Even prior to the general decline of donor money for Philippine NGOs, CDM had 

already built into the projects the principle of financial sustainability. Hence, one year 

after the adverse impact of decreased funding was felt by the organisation, it was still 

able to  establish a  rural bank.  The bank  provided funding for  many  development 

projects of marginalised groups in the Ifugao province. To this day, it still provides 

funding to the local economy of Ifugao and has expanded its banking services to 

include POs, cooperatives, small producers and entrepreneurs. By design and by 

objective, the shares of stocks of the bank will eventually be divested in the future to 

these POs and cooperatives (CDM 2009f).  As the president explained: 

“What we’ve built into our programs are not really for us, 

but, at least, [sic] financially stability in terms of the 

institutions that we create from the ground. These are 

building savings and credit components of some of our big 

projects, programs. We create that component and try to 

build from the savings, building through our own financing 

because part of our big dream is a resilient local economy 

-- a local economy that is ready for any shock in the global 

crisis, things like that. We will still thrive. But for that 

economy to thrive there should be local financing and part 

of that financing should be an institutional component that 

would be a rural bank or people’s bank or cooperative 

bank. So, we got into all these things. We now have a 

bank.  We  now  have  micro-finance  operations  in  seven 

areas.” 
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Savings promotion, credit delivery, micro-finance schemes and development of credit 

cooperatives have remained the main ways in which CDM promotes development in 

rural areas. For instance, it went into a joint venture with the Barangay Lati United 

Multi-Purpose Cooperative, Inc. (BLUMPCI) to provide credit for municipal fishermen 

to  engage  in  micro-enterprises and  small  businesses  in  Orion,  Bataan.  CDM  also 

initiated a loan guarantee system with a local bank in Mindanao and following the 

Grameen Bank model, it established a savings mobilisation, credit delivery and capacity 

building for low-income families in 15 communities in the island province of Camiguin, 

also in Mindanao (DCM 2009f). The North Cotabato Microfinance Program which 

started in 2002 has since released a total of Php48.72 million in loans. It is a self- 

sustaining program that does not rely on other sources of funding as it uses its retained 

earnings in providing its lending services. From an asset base of Php3 million in 2002, it 

has now grown to Php6 million.  The program was also instrumental in the formation of 

women’s  organisations  in  Mindanao  (DCM  2010b).  These  are  just  some  of  the 

examples of CSDM’s commitment to secure financial stability and sustainability. 

 
6.2.9.4 Aggressive project proposal making 

 
CDM embarked on a more sustained effort to source funding by intensifying their 

number of project proposals. They submitted project proposals to the European Union, 

OXFAM GB, to the Philippine Government as well as local government units. CDM’s 

branches, provincial chapters, POs  and  coalitions took  an  active role  in  accessing 

funding on their own. Although these groups are given the autonomy to access their 

own funding, CDM set a policy against accessing funds from illegal activities (CDM 

2011). CDM’s branches and chapters also initiated and developed relationships with a 

diversity of potential donors. For example, CDM Camiguin in Mindanao established a 

tie-up with  DISOP,  a  Belgian funding agency. This is  just  one example of  CDM 
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initiatives in order to attain financial stability (CDM 2011).   The president offers an 

insight: 

“Our endowment is not big enough to be able to fund all 

the staff and everything we want to do. That is why you 

need to raise a mix of project funding. They now ask for 

proposals so we just make them. We don’t stop making 

proposals hoping one would hit the mark. We make 

proposals and sometimes we ‘insert’ other offers. Offers 

or invitations for funding are given to us and we make 

proposals to suit or match it, unlike in previous times… 

Rarely does it happen now that you get donors seeking for 

projects to fund; now, we prepare projects to get the 

money. It is the opposite story now.” 
 

The president also lamented the fact that nowadays it is very difficult to get approval for 

their proposals  as  there is  stiff  competition among the big  NGOs  that bid  for  big 

projects. CDM has adjusted in that it has opted to undertake relatively small projects - 

projects that are very specific and are of short duration and which may be a part of a 

longer, bigger project or program. CDM has also developed partnerships with local 

government units in their rural development work; hence, some of CDM’s projects are 

now being allocated a budget by local government units (LGUs). For example, their 

Bantay Dagat (fish sentinel) project in Manila Bay is now budgeted by the local 

government. This frees CDM from funding the project completely. 

 
6.2.9.5 Institution-building and volunteerism 

 
The spirit of institution building and volunteerism seem to be alive and well in CDM. 

This  permeates  throughout  the  organisation  and  its  affiliates.  For  one,  the  CDM 

Chapters are run by volunteers who were described by the president as “coming from 

the middle class – teachers, government officials, we have a lot of government officials, 
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who are giving their time.”  Volunteers free CDM from relying on paid staff. It also 

ensures that the institutions that CDM has built over the decades stay intact and are 

sustained   over   time.   The   president  describes  their   sustainability  plan   as   part 

institutional, part financial: 

“...part of the continuity planning is to build an institution 

that prepares a thing forward.  For example, our whole 

Cotabato operation was a huge operation but we don’t 

have a single staff on payroll although we are operating in 

Cotabato. But the institutions that we created among the 

farmers, the sustainable agriculture farming there, are 

being run by the farmers’ organisations themselves, on 

their own.   We promote and foster volunteerism. Our 

sustainability mechanism is part institutional and part 

financial.    Even  the  financial  have  some  institutional 

forms like our microfinance operations; they are already 

hiring staff on their own and getting the salary from the 

micro finance operations.   Their activities are still 

reflected in our activities as we give them technical and 

educational support, but there is no more financial help. 

When we were laying off staff due to financial constraints, 

the microfinance programs were able to absorb the staff.” 
 

6.2.10 How CDM views funding constraints 
 

CDM does not see these financial constraints as “shocks” nor their actions and strategies 

as “preparing” for financial shocks. 

“We were doing what we thought were things that needed 

to be done for both the moment and the long haul. Maybe 

our history taught us. We learned about what happened to 

CDM when we joined the organisation in the mid-1980s, 

after the EDSA Revolution. Jose [Santos] just had that 

vision that at some point we need to establish the stability 
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of the institution financially. Early on we had an 

assessment, ‘What have we got? We don’t have financial 

resources. We are not liquid but we have some assets that 

were donated to us. We might as well convert those assets 

while we are getting program and project funding 

simultaneously so we have a diversity of resources.’ Jose 

was not thinking about shocks. It was just his own concept 

of leading an  organisation, on  how to build an 

institution.” 

 
The president then made an analogy of the funding constraints with climate change 

adaptation, seeing each event as an adaptation to a “worst case scenario”. He also 

believes that there are other factors, other than financial, that are important for 

sustainability. He believes that resolve and the commitment to carry on are pre- 

conditions for the long-term survival of any organisation or institution. To the president, 

CDM’s image as one of the Philippine’s stable, highly established development 

institution is due to the fusing of what he termed as “symbolic capital and real capital”. 

In talking about “symbolic capital”, he was referring to those prominent personalities 

who were behind the success of giving CDM its second birth, foremost among these 

were Jose Santos and other prominent members of the resistance movement. These 

personalities, being leaders of the resistance movement and ex- political prisoners of 

Marcos’ dictatorial regime, attracted the attention of foreign governments, international 

media and international donor agencies who gave their all-out support, including 

financial support to CDM (“funds just landed on our laps even without project 

proposals…”, “we were invited to speaking tours in Europe”, etc.). In short, these 

personalities symbolised the sign of those times – “we were the darlings of the times” – 

the birth of a new democracy in the Philippines.  However, the president is realistic in 

how he sees CDM’s image. 
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“There is a downside to all these things. For example if 

you have a building. It is not easy to raise funds if you own 

your building.  Donors tend to ask, ‘Why would we fund 

you when you own your building?’ Well, an organisation 

that has its own building, its own endowment fund and its 

own institution with all the names…so it is a stable 

institution. If that is what they [donors] are looking for [a 

stable organisation] then they will fund. But for those 

whose heart bleeds for the poor and they’re looking for an 

organisation to support, why would they support CDM? 

Even in reality, it is just a building that has enabled you to 

at least save the rent, but you have to raise project funding 

to be able to run your operations.” 
 

The  president believes that  even  their  long-time  partner NOVIB  has  changed and 

became more discriminating as to which NGOs to support. 

Even with NOVIB, they have been our long time partners 

but after a while they were simply looking for unknowns to 

fund.  Maybe  it’s  part  of  their  sustainability  planning. 

Being small has its own advantages. If you are small then 
 

you are talking about the weapons of the small on the big. 

There is really nothing straightforward in regard to these 

things.” 
 

Talking about CDM’s strategy in the face of these funding constraints, the president 

seems honestly perplexed as to what combination of strategies to use. However, he also 

notes that the funding constraints have taught them fiscal discipline, resourcefulness and 

independence. 
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6.2.11 Case Analysis 
 
 

CDM is rich in history. It is one of the longest running NGOs in the Philippines. That it 

was established by politicians and big business to counteract the growing communist 

threat in the countryside during the 1950s brought with it a very close alliance with the 

Philippine government including financial support. This would lead anyone to believe 

that  the  organisation  was  immune  to  organisational upheavals  that  usually  plague 

NGOs.  However, this was not the case. It had two major upheavals – the withdrawal of 

funding by President Marcos in the mid- 1970s,  and the withdrawal of funding from 

international donors in the late 1970s and early 1980s when CDM chose to undertake 

government projects which was perceived to be an alignment with the dictatorial regime 

of President Marcos. 

 
6.2.11.1 Opportunistic decision-making 

 
The organisation tried to find ways to remedy their financial situation early on. The 

“experiments” toward financial stability and sustainability was just one of them.  Most 

of these projects failed and proved to be costly. It seemed that the organisation had to 

resort to some drastic ways to remedy the situation. Indeed, the next attempts were 

opportunistic in nature. To increase funding levels, the Board tied their memberships to 

a member’s financial capacity and to the amount of contribution given to CDM.  Hence, 

it should not be a surprise that given this mindset, the Board decided to bring in Shell 

Philippines’ executive director and a businessman known for his excellent public 

relations skills as CDM’s president. It is worth noting that Shell Philippines was the 

primary patron of CDM in those years. By all accounts, the hiring of Shell Philippines’ 

executive director who was touted by CDM as the one who “breathed a new life” to the 

organisation, raised the needed funds. 
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This opportunistic bent was repeated years later in the mid-1980s when again, 

CDM made a strategic choice to appoint a political detainee and a Marcos adversary as 

the organisations president. The choice of Jose Santos in the early 1980s turned out to 

be a strategically important appointment. Santos was a political prisoner of Ferdinand 

Marcos along with other significant resistance leaders who opposed the dictatorial 

regime. Although Santos, prior to his imprisonment,  worked in agrarian reform and 

rural reconstruction, it remains clear to this day that he was selected not just on his 

experience in the sector but on his potential to turn the tide of adverse public sentiment 

back  to  CDM.  At  that  time,  CDM  had  lost  its  credibility  both  locally  and 

internationally.   It was a cunning, highly strategic, opportunistic move. The original 

CDM founders were good friends of Marcos, hence, to plead for the release of Santos in 

order for him to take the helm of the presidency was unexpected, to say the very least. 

At this point in time, CDM officers knew that being affiliated with Marcos and his 

government was a handicap, organisationally speaking. Although the entry of Morales 

was overtaken by political events (i.e., the People Power Revolution), CDM was right. 

With Morales at the helm right after the revolution, funds from all over the world began 

to pour in, without effort on the part of CDM. Had Santos not been appointed president 

right after the People Power revolution, even though Marcos was already in exile, the 

perception of the public and more importantly the international donor community would 

have stayed the same. That is they would have continued to view CDM as a Marcos 

ally, and funds would not have poured in as easily as it did following the revolution. 

As donors shifted to supporting smaller projects of components of big projects, 

CDM also modified their approach to project proposal making. Instead of submitting 

proposals for big projects, it resorted to breaking up larger projects into smaller units to 

increase their chances of getting support. This may appear shrewd but  CDM did this in 
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response to the greater constraints been placed on the funding of NGOs as it reasoned 

that this strategy would be more successful in gaining funding, instead of trying to 

compete with other NGOs for larger project funding. 

 
6.2.11.2 Social capital 

 
The strategy starting from the 1960s and throughout the 1970s of forming of coalitions 

and federations proved to be fruitful during the lean the years. By building rural finance 

and credit components into some of their bigger programs, it allowed continued 

operations for the cooperatives in the provinces as these were self-sustaining. More 

importantly, CDM did not stop community organising and establishing farmers, women 

and youth associations even in those years when the organisation suffered many 

setbacks, including its failed experiments in the 1960s- 1970s, which had   led to the 

development of a network of volunteers. In fact, CDM considers these decades as its 

most frenetic period in terms of institution building. A core group of volunteers in its 

head office and provincial chapters were still there for the organisation in those periods 

where they described themselves as “comatose”. 

 
6.2.12 The importance of ideology 

 
In order to generate more funds and greater efficiencies during the 1970s and early 

 
1980s CDM decided to develop more intimate links with Marcos by offering its services 

to his dictatorial government. This proved to be fatal to CDM. The tide was turning 

against the repressive regime of Marcos. To be an implementer of Marcos’ countryside 

programs was read by its constituents and by the international donor community as an 

ideological  alignment  with  Marcos.  To  these  stakeholders,  CDM  has  lost  its  true 

mission.  It was perhaps this massive effort and concentration on money generation that 

led CDM to get side-tracked away from its mission and ideology, and also to fail in 
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reading and comprehending the changing public sentiment towards Marcos. On one 

hand, the priority placed on generating funds was understandable given that the 

organisation was perennially financially unstable at that time, it had just experienced 

severe upheavals that led to an organisational coma. However, this experience of CDM 

highlights the importance of staying true to organisational mission and philosophy and 

ensuring that one remains legitimate and credible in the eyes of one’s constituency and 

supporters. 

 
6.2.13 The combination of power, ideology and institutional actors 

 
It was not only CDM that enjoyed tremendous donor support right after the EDSA 

revolution. Civil society groups became the darling of the international donor 

community. However, this was more pronounced in the case of CDM due to the fact 

that the presidency and the top officers in CDM were ex-political detainees. Santos who 

assumed the presidency at that time did not accept the top job on his own; he brought 

with him his own men - men who were from the resistance movement. Obviously, these 

men were ideologically-driven and this philosophical bent and background of being 

political prisoners was a huge selling point. As the president recalled, they did not even 

have to submit project proposals for funding, they were simply given the money. There 

was also no need to approach donors; donors came to them. They were invited to speak 

at international events all over the world, giving CDM an international profile that is 

very important to any NGO.  Hence, the power structure between CDM and the donors 

was not a skewed one in favour of the donor. In fact, during this time the power 

structure was skewed in favour of CDM. It was asymmetrical but not the usual 

asymmetry. CDM could do virtually anything with the money that was pouring in. This 

highlights how people at the helm of an organisation (the institutional actors) and how 
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having an organisational ideology, particularly one that was in tune with the times, can 

propel an organisation that was described as “comatose” back to life. 

It is also a credit to the officers at that time that they were very strategic. Jose 

Santos was said to be such a president who was always looking to the future and was 

always talking about logistics. He worked hard to provide CDM with a level of financial 

sustainability through the establishment of an endowment fund. Hence, the money that 

was  pouring  in  without  limitation  and  without  any  imposed  condition  was  put  to 

strategic use. They knew it was going to end someday. As the current president 

mentioned in the interview “CDM learnt from its history”. 

 
6.2.14 Sophisticated understanding of the environment 

In all these strategic moves, did CDM anticipate funding cuts? If one goes through the 

account of CDM officers, it had been mentioned time and again that they had drawn 

lessons from their history. The withdrawal of financial support by the Marcos 

government as well as the subsequent cessation of local and international donor support 

were pivotal. Decision-making and the strategies emanating from these organisational 

jolts were opportunistic and yet, they were also the result of organisational knowledge. 

According to its current president CDM leaders were simply doing what they thought 

was needed at that time with nary a thought if their strategic decisions were adopted to 

prevent similar shocks from occurring in the future. These crisis situations, such as 

when the organisation was virtually non-functioning, were not “shocks” to the system 

and  their  strategic  response  was  “just  a  matter  of  adapting  to  the  environment”. 

However, to take this view may be too naive.   The fact that they looked back at their 

history and undertook a comprehensive review cannot be brushed aside as 

inconsequential. It would be incomplete to account for CDM’s re-birth as “just a matter 

of adapting”. 
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Although serendipity played a role in the re-birth of the organisation in that the 

People Power Revolution happened, Jose Santos and his men were freed, Marcos went 

into exile and civil society groups in the Philippines were alive, liberated and became 

the darling of donor agencies, significant too were the roles played by organisational 

actors and their own understanding of their roles. They knew they had “power” – the 

power of their own personal histories and background. By their own admission, they 

understood that they were the “symbolic capital” and were chosen for this reason. They 

also understood that they were meant to work hard for the “real capital” (Abbu 2010a). 

Symbolism, myths and stories of institutional actors are as powerful as ideology, 

especially those that are highly favoured or valued by the donors in the context of the 

Philippines’  rapidly changing political climate. This was the Philippines during the late 

1970s  and  particularly  peaking  in  1986  with  the  People  Power  Revolution.    The 

political landscape of the country had changed dramatically and so did the space and 

environment occupied by civil society groups. Did serendipitous events facilitate the re- 

birth of a comatose organisation? Yes. Was the organisation’s strategic stance 

opportunistic? Yes. As the organisation grappled with its dire situation during the early 

1980s to mid -1980s, and armed with awareness that the past must not be repeated, it 

knew as evidenced by the strategic choices it subsequently made, that symbols and 

ideology were CDM’s source of power. These two elements were unabashedly and 

unapologetically used by the organisation as a basis for its re-birth. 
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6.3 Case study 3 - Women’s Health Incorporated 
 
 

This  case  study  is  based  on  an  in-depth  interview  with  the  executive director  of 

Women’s Health Inc. (WHI). The interview took place in October 2010 in Quezon City, 

Philippines. The interview despite being held in their office was relaxed. A 

correspondence between the executive director and the researcher was made in the days 

prior to the interview so the executive director was well prepared. The researcher was 

given reports, publications and other documents pertaining to the organisation. She was 

also given permission to visit WHI’s community-based groups located in Malabon, 

Metro Manila. The researcher visited these areas in the days after the interview. 

 
6.3.1 WHI’s beginnings 

 
 

“Helping women help themselves, their families and communities- reproductive health, 
family planning, community health…” 

 
 
 

The above, as stated in the website of WHI succinctly describes the many programs and 

projects of the organisation. WHI is a collective made up of grassroots organisations, 

health advocates and professionals committed to the promotion and advocacy of the 

health and rights of disadvantaged women and their communities (WHI 2010). 

Women’s Health Inc. first started as the Commission on Women’s Health and 

Reproductive Rights as a part of one of the Philippine’s leading women’s movement. 

The Commission, prior to breaking away from the movement because of ideological 

differences, was one of the biggest commissions in the women’s coalition with almost 

20 members. In 1995, when it became WHI, it was able to bring almost all of the 20 

members into the new organisation. In the early years, it was dependent on solidary 

funds -- funds from the friends of the women’s movement. As the executive director, 

states: 
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“We are an organisation that started small. We could live 

off on small grants, be efficient. We started as a grassroots 

organisation and our starting point was women’s health in 

poor communities and developing alternative services. We 

had a feminist-socialist philosophy- for the poor, by the 

poor, with the poor-based on something that engages their 

participation. So there were very few funders that would 

go  into  that  even  until  now.  We  were  subsisting  on 

solidary funds given by friends of the movement.” 

 
WHI was running community-based outreach health programs. Today, the organisation 

counts this as their main area of service and competence: 

“This is our competence. Wherever our services are needed 

and we are called upon by the community, even if there is no 

facility available in that community. Whether it is a day care 

center or a convent, we know how to set up a primary clinic, 

a women’s health care clinic.” 
 

In terms of geographical coverage, WHI started in Metro Manila in the poor 

communities of Pasay City and Tondo. In later years the organisation expanded to 

Malabon City, Quezon City, and Bulacan, north of Manila. What triggered the expansion 

were requests made by the women of these communities for community-based health 

programs. 

“If you say community-based women’s health program, it 

means   that   there   are   services   that   also   relied   on 

developing community health workers from their end and 

a  small village or  community pharmacy. We would be 

there to run the clinic but our goal is to train them so that 

they could run the clinic and we could just go there once a 

month.” 
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Right from its inception, the organisation has been reliant on foreign funding. 

Local donors were unwilling to fund family planning and other reproductive health 

activities. WHI developed a very good working relationship with their donors such that 

donor would often commit their funds even before they knew where their money was to 

be spent. An example of these donors is Interpares which is based in Canada. Interpares, 

although not WHI’s biggest donor, has been its core funder.  A core funder is like an 

institutional funder wherein WHI is free to allocate the money it receives as it wishes. 

The executive director has this to say regarding Interpares: 

“Interpares was funding community-based organising 

which nobody else would touch. So that gave us the 

freedom, and from this we jumped off to policy advocacy 

based on our learning. We are doing policy advocacy and 

we were lucky that it became the flavour of the month of 

funders lately. There was a time when funders were also 

keen  on  services  –  reproductive  services  that  nobody 

would touch. UNFPA touched that in 1995 and gave us 

actually a  major  funding. Our  transition  from  being  a 

small grassroots organisation to being a big organisation 

was because of UNFPA.  It was for developing clinical 

services with the rights based approach to reproductive 

health.” 

The executive director revealed that they had only “stumbled upon” UNFPA. 

WHI was a member of a women’s alliance that was funded by UNFPA and from there 

they learned that the donor agency was willing to fund contraceptive use and 

reproductive health. UNFPA started funding the women’s clinics in WHI communities. 

When the donor paradigm shifted to all reproductive health services from a purely 

family planning/contraceptive use, UNFPA broadened its support to include sexually 

transmitted infections and sexual violence. This shift of paradigm by the donors also 
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shifted WHI programs because the change fitted their agenda. In fact, WHI had been 

looking forward to expanding their services; they wanted to have a wide array of 

services for women including reproductive health as they were seeing many abortions 

being  carried  out  in  the  communities  without  proper  medical  supervision.  The 

executive director recalls asking themselves, “What shall we do? We cannot respond 

by contraceptives alone.” 

“Funders were first hesitant to go into contraceptives for 

young people. At that time, UNFPA was open to it and 

said ‘Let’s model. Let’s experiment with services that are 

friendly with young people.’ So there are funders who are 

brave enough at that time. At that time too, national 

policies were constricted but international donors’ human 

rights paradigm had started to change to include the 

reproductive rights of women. There were funders who 

were able to shift quickly and UNFPA was one of them in 

1995, the year we were founded. UNFPA was okay with 

post-abortion care because even the Philippine 

Government program in 2000 allowed for post-abortion 

care.   At that time of our split with the movement [in 

1995], we were not certain whether donors would come 

with  us  because  they  were  initially funding  movement. 

After our split, we were just so glad that the donors were 

relating to us and we were so glad that for these donors it 

didn’t matter if we were a new entity. How can we even 

guarantee that we would survive? But they stayed with us. 

We realised how important the NGO’s own performance 

is. It is imperative that we demonstrate competence. An 

NGO must demonstrate an area where it is really good at. 
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This was and is our advantage. We started small so we 

had to nurture our skills and develop our niche.  We were 

used to having small funding like US$10,000 here and 

there.” 
 

The executive director was referring to UNFPA, the UN agency that gave WHI 

USD100,000 a year. At that time, WHI already had contacts in the communities and was 

able to undertake primary health care training activities because of this. Their presence 

in the communities also made it easier for them to expand. The executive director thinks 

that there is a difference when an NGO starts small or starts big: 

 
“I have sat on Boards of NGOs who started big and the 

donors came offering all sorts of money, but they did not 

have the personnel and institutional capacity so they could 

not cope. WHI started with small projects not knowing if 

these projects would be supported forever and that’s why 

we’ve always tried to build structures that can continue 

even after we’re gone. This is what community organising 

is all about. The principle of community-based organising 

is that you can disappear, theoretically disappear after 

you have capacitated the community. So, ideologically and 

organisationally, we were always ready. We know that 

everything might not last, but what we did not count was 

the fact that as you develop a field, it can grow branches. 

You create other needs, other competencies that allow you 

to sort of swim. For example, when those reproductive 

health services were in fashion and UNFPA was really 

funding those services, we could do outreach services 

(clinics) as far as Antique. We really went there, and then 

we went to Pampanga.” 

The executive director asserts that WHI is different from other NGOs in that even with 

little or no funding they can still serve their communities. She believes that because 
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they have been activists in the past, they are used to running their operations at a 

minimum cost and to giving their services for free. She cites that even before donor 

money came in, they were already in the communities organising the women and 

training them to become community primary health care workers. 

 
6.3.2 Service expansion and UNFPA’s role 

 
According to the executive director, the thing about a “community based approach” to 

service delivery is that one never stops learning. In their case, they had not factored in 

the provision of water and electricity as part of their service delivery, but because they 

work in the health area, they had to include these services particularly when there are 

serious calamities and their communities are affected. They have asked donors to expand 

their funding into these areas - areas which are beyond reproductive health. When asked 

how donors have reacted to this request, the executive director said: 

“There were different reactions. The other donors said, 
 

‘This is what we do- health services’. But we were able to 

justify it to UNFPA in the initial years with them that 

health services and other types of services were 

interrelated. For example, a mother would come to us for 

hypertension on top of contraception. So we negotiated 

with  donors  and  I  think  what  provided  us  with  the 

commitment to negotiate was because we knew what the 

women  in  our  communities need.  We  were  also  lucky. 

UNFPA has been our funder for many years. UNFPA may 

not be our core funder and there was a time that they did 

not fund us and we were not in their radar, but from 1995 

to 1999 in particular, it was UNFPA that really allowed 

us to bloom. We were allowed to experiment and what we 

are was actually because of that.” 
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6.3.2.1 Termination of UNFPA funding 
 

However, in 1999 UNFPA stopped directly funding NGOs and instead decided to fund 

only the Philippine government. This occurred following an evaluation conducted by 

UNFPA that showed the total contribution of all NGOs it had funded. UNFPA supported 

30 NGOs in the Philippines and their evaluation showed that the total contribution of 

these NGOs was only one per cent (1%) of the increase in contraceptive prevalence rate. 

Hence, the UN agency decided to focus on programs that were undertaken by the 

Philippine government. If NGOs wanted UNFPA money, they had to go through the 

government. The executive director recalls: 

“Some of us, I think, did it. But a lot of us said, ‘Why? 

This would not make us autonomous. This means we have 

to go to the government agency that is friendly to NGOs. 

Not all of them are friendly for a long, long time. We 

thought of downsizing as our option in dealing with the 

loss of UNFPA which was contributing more than 50% of 

all our funds. It was a pledge to downsize and I was so 

happy that when we were having that meeting with the 

staff, they were open to accepting salary caps, re-salaries 

and working less number of days if necessary.  There were 

twenty-four  of  us  at  that  time.  They  said,  ‘Oh  my 

goodness! But there is work to do!’” 
 

The downsizing never happened. Fortunately for WHI, the David and 

Lucille Packard Foundation, an American foundation came to the rescue. 

The foundation was referred to WHI by UNFPA: 

 
“Packard came at the right time. They said that we were 

referred by UNFPA. So, the funders talked amongst 

themselves. Yeah, they said, ‘We have this program. If you 

want to, you can apply. And then Packard became like our 
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constant donor. UNFPA realised their mistake and in their 

sixth country program, they brought back the NGOs. It is 

still   triparted-   UNFPA,   Philippine   Government   and 

NGOs, but the funds no longer go to the government but 

directly  to  the  NGOs.  I  think  UNFPA  realised  their 

mistake because a lot of their funded areas did not…you 

know how Government is especially with reproductive 

health, right?” 
 

Although the funding from Packard did help, in order for WHI to avoid 

downsizing it needed to change its services. In particular, WHI ceased its outreach 

services as Packard did not want to go into full service provision despite requests from 

the communities. WHI did try to convince Packard that the potential of those areas for 

community organising was great and that the women in those areas wanted to develop 

their community-based programs and capabilities. However, Packard remained 

unconvinced as their main thrust was on advocacy. The executive director explains 

Packard’s stance on this issue: 

“Packard wanted the pilot health programs to feed into 

advocacy, i.e. what works or does not work at the pilot 

level must be raised to advocacy.” 

 
When asked if WHI simply followed Packard, the executive director has this to say: 

 
“Well, we were already advocating locally even before. 

We were talking to local government units on how to 

improve  the  services,  how  to  grant  more  freedom.  We 

were talking with the Department of Health. What was 

new to us was legislative advocacy, educating legislators, 

that was not in our radar because of the very constricted 

policies on reproductive health in the Philippines. It 

became helpful to us, too, as we were able to developed a 

network with the goal of advocating for national policies, 
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national reproductive health policies. Packard allowed us 

to  bloom  in  legislative  advocacy until  they  decided  to 

move out this year [2010]. They were contracting. They 

were hit by the financial crisis.” 
 

6.3.3 The real crisis: Packard’s exit 
 

The exit of Packard in 2010 hit WHI hard. At the time of this interview in October 2010, 

WHI believed that the money from Packard would last them until the end of the year. 

“We  had  a  meeting.  Actually,  we  have  money  from 

Packard until the end of the year. But for next year, we’ve 

submitted funding to the European Union as a group with 

other NGOs involved in reproductive health. We have 

submitted  three  funding  proposals  but  nothing  is 

happening so far. So we have been offering our people 

early retirement. They have been with us for a long time, 

some since 1995, and others since 1989. We have enough 

funds to give them termination pay. We will be 

downsizing.” 

 
Given these developments, UNFPA has been offering WHI several funding schemes but 

 
WHI is wary. The executive director explains: 

 
“It depends. It depends on how strategic UNFPA’s people 

are. The current Country Representative is disorganised. 

Yes, they change Country Representative every five years. 

UNFPA under the current representative does not have a 

strategic release of funds. NGOs need to request every 

quarter. We could not know on a year to year basis if 

funding is continued for a year or not. Most country 

representatives do not know the country situation. They 

are foreign expatriates. They do not know exactly what the 

Philippines need. Second, not all of them are competent.” 
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The executive director cited an example: 
 

“For example, they funded our community organizing so 

we were able to expand to Eastern Samar and Bohol. They 

wanted us to duplicate what we were doing here in Metro 

Manila to the Visayas region. So we thought funding was 

for the entire six years of the program but then mid-way, 

even before the six years was up, they closed the program. 

There were 30 NGOS affected. We were all in community 

organizing. This was in 2004. We were the last of the 30 

NGOs that was closed because there was a clamour by the 

women in the communities. But it was not good as other 

NGOs were asking, ‘Why were we cut and you were not?’ 

UNFPA contracted at the time of President George Bush. 

The Bush Administration withheld funding for UNFPA. 

They renewed it only at the time of Pres. Obama. When 

WHI  started with their 4th  Country Program, they had 
 

USD$35 million for the Philippines. This then declined to 
 

23, 20…” 
 
 

How did WHI deal with what the other NGOs were saying? 
 

“We insisted in having a group so we could share but 

nothing came out of it because by that time, these NGOs 

have started to focus on advocacy rather than community 

organizing.  Advocacy  NGOs  were  actually  the  ones 

getting the money. Community organizing was given a 

priority by the donors in terms of rhetoric. UNFPA talk 

about  rights  and  all  UN  bodies  use  this  paradigm  of 

human rights- health is a human right, etc. so therefore 

governments are obligated to deliver services and should 

be the duty bearers.  It was good on paper. They described 

their paradigm on economic terms as in supply-demand. 

Supply  would  be  UNFPA  and  the  government.  The 

demand side would be the NGOs. This is heavy on theory 
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but even the type of supply will be shaped by what people 

want. Government funding from UNFPA is bigger than 

NGOs and there is competition for funds between NGOs 

and the Philippine government.” 

 
6.3.4 Competing for funds 

 
6.3.4.1 Philippine government vs. NGOs 

 
NGOs including WHI have been competing with the Philippine Government for 

UNFPA funds. It is estimated that in 2004, the government received millions of dollars 

while WHI received USD$100,000 for that year. 

“In 2004, if you are an NGO, you are left on your own. 

NGOs are so diverse. There are NGOs who do HIV-AIDS, 

NGOs   that  focus  on   men’s  health,  and   those  who 

undertake the traditional family planning programs.  So I 

think UNFPA got confused. Their evaluators looked at us 

and said, ‘Because of your diversity, you did not deliver.’ 

Well, if only contraceptive use is the measure, then yes we 

did not deliver.   We were challenging that.   Their 

independent   evaluators   judge   NGOs   based   on   one 

criterion – contraceptive prevalence. There is no measure 

for empowerment and community organising.” 
 

According to the executive director the competition with the government for 

UNFPA funds was compounded by the fact that the current Country Representative of 

UNFPA in the Philippines was looking for large, highly visible projects. As a 

consequence much of the UNFPA funding is currently targeted at national advocacy 

projects and programs. Moreover, the executive director thinks that NGOs like WHI 

are low in the priority of UNFPA and that they are the first ones to go when funding 

levels contract. UNFPA funding levels are said to have declined starting in 2004. In 
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2004,  WHI  received  USD$100,000  from  UNFPA.  This  became  USD$50,000- 

USD$40,000 in the succeeding years. 

 
6.3.4.2 Interpares of Canada 

 
With  Packard’s  pull  out  and  with  UNFPA  funding  on  the  decline,  WHI  had  to 

approach another donor. It approached Interpares, a Canadian donor agency. 

“We had to approach Interpares. Interpares was already 

funding our community organising in Metro Manila. When 

they heard about our problem in continuing community 

organizing in other communities, they said, ‘Oh, okay. We 

can. In the meantime, we can also add money to that.’ But 

we have a problem with Interpares as well. They promised 

to increase their funding for our core programs but 

because of the budget cuts in Canada, they did not. They 

promised to increase their contribution from $45,000 

(Canadian dollars) to $100,000 per year for five years but 

this is not going to happen. They have a Prime Minister in 

Canada who is against reproductive health. We were 

expecting that kind of money. We were in negotiations 

with them last year. It would have increased our money 

for the core programs.” 

 
6.3.4.3 On transparency 

 
The executive director talks about the difficulty in looking for money and 

the lack of transparency by the donors: 

“Dealing with donors is difficult. It is hard to read them. 

They don’t have transparency yet they demand 

transparency. I think it is very important to be transparent 

and as an organisation; we try to practice that. People 

know how much budget we have, who is getting the 

salaries, what projects are they from. We get to read all 
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project documents. This is what we hoped for- that donors 

will also be transparent. Transparency is the best way to 

go – that we are all transparent so that we don’t need to 

speculate.” 
 

6.3.4.4 Funding streams from other donors 
 

WHI concedes that while they compete for funds with the government and other NGOs, 

there have been times when donors approached WHI as was the case in 1995 with the 

David and Lucille Foundation. Two new further donors also approached WHI - the 

Guttmacher Institute and the Planned Parenthood Federation, both of which are US- 

based. The Guttmacher Institute is a research NGO that also channels funds to other 

NGOs doing similar work on reproductive health. 

“They know we have a very good research competency 

and we have the commitment to disseminate information 

or research findings because we have a community.  They 

said, ‘Oh can you? We have a project in the Philippines.’ 

Usually, their programs run for two years.  The Planned 

Parenthood Federation had a previous partner in the 

Philippines. I don’t know what happened. Something 

happened in their relationship so they offered it to us. 

Their program was on post-abortion care and we thought, 

‘Is this okay? Well, post abortion care was right down our 

alley.’ We wanted to do post abortion care including the 

training of doctors and midwives on humane and 

compassionate care. Yes, there were donors that would 

just call us out of the blue and offer. The Packard 

Foundation was like that and the Planned Parenthood 

Federation of America was also like that. People know 

exactly what we do. I think that it is good that they hear 

about us. We also go to international conferences and they 

get to hear about us.” 
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6.3.5 Reporting and monitoring by donors 
 

Every quarter WHI reports to ten different funders. Although they are used to the 

process, they still find it difficult particularly as these are small grants. In order to 

maintain  its  good  reputation  as  a  competent  NGO,  WHI  seeks  to  deliver  on  its 

proposed aims and objectives. 

“We were saying that maybe it is good to have big grants 

rather than many small grants. In this sense, the Packard 

Foundation was good because they required only mid – 

year and end of the year reporting, not quarterly. UNFPA 

is so tedious.   The financial reporting takes time away 

from project implementation. I understand UNFPA. It is a 

UN agency and they are trying to harmonize countries all 

over the world. Perhaps in other countries, they cannot 

trust the implementers in that they really have to be strict, 

but it is counter-productive. On the other hand, many 

funders are trying to make it less tedious. I know many of 

them do not read our detailed reports from the field. How 

can they?  We spend so much time doing the reports. It 

really takes time away. That is what I used to do as 

Executive Director but now we have capacitated all 

program people so that do the reports.” 
 

6.3.6 Tardiness in reporting 
 

There were instances when WHI was late in submitting financial and progress reports 

because of the very detailed and tedious reporting requirements imposed by their donors. 

The executive director reasoned that there were unexpected circumstances in the past 

that constrained them to submit their reports on time. In such situations, WHI always 

advised their donors well in advance. 
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“We need to advise them if we are late. It is important for 

us to be able to foresee things. It is also important to have 

a personal relationship with the one in-charge of your 

program. This is what I always tell our program staff. 

Some donors have staff who relate on a personal level, not 

only on a professional level.” 
 

WHI’s difficulties in reporting were eased to a degree when the organisation started 

computerising their reporting by using QuickBooks. One of their donors, the David and 

Lucille Packard Foundation, helped them computerise their financial and management 

systems. Packard’s push was instrumental. 

 
6.3.7 Program termination: The need for transition 

 
Other than tedious reporting requirements, the terms and conditions in relation to 

terminating a program or project are proving to be difficult for WHI in that some 

donors do not advise them in advance: 

“I think they need to advice. They have to give lead time to 

people. UNFPA doesn’t know how to do this. The Packard 

Foundation is good although I know that in some countries, 

they were a little drastic. In the Philippines, one year before, 

we knew they were going to phase out.  They had to focus on 

the poorer countries like Africa. They were pulling out of the 

Philippines. They identified certain NGOs that would need help 

in transitioning, including us. They really helped us. They put 

funds to make sure that the governance at least would be self- 

sustainable even after their pull out.” 
 

Donors have assisted WHI in its plan to ensure sustainability. In fact, Packard 

actively studied various fund-raising options for WHI. The donors, including Packard, 

have suggested that WHI should adopt a fee-for-service model. WHI did not agree. 
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“We in WHI don’t want fee-for-service because we work 

with  very  poor  communities.  That  fee-for-service  track 

was recommended to many NGOs but we said ‘no’ to the 

donors.  Donors would send speakers telling us we have to 

compete; we have to market ourselves and fee-for-service. 

But if we exact a fee then we are not one with our 

communities. It cannot be. The people have already 

contributed in terms of ‘sweat equity’. They cannot pay 

money.” 
 

6.3.8 Resisting donor conditions 
 

Saying “no” to the recommended fee-for-service model was not the first instance that 

WHI stood its ground against donor imposed conditions or donor recommendations. In 

fact, there had been instances when arguments ensued. 

“Actually, our funders listen but we really have to argue 

sometimes, and sometimes too arguing takes forever. We 

have to stand up based on what we think is working. So, 

there were times we say no to donor conditions and we have 

also returned funds.” 
 

WHI once terminated a program supported by Planned Parenthood Federation of 

America (PPFA). PPFA had a program in South America that they wanted to replicate 

in the Philippines and mandated WHI to adopt the tools and forms that were used in 

South America leaving the NGO with no the freedom to implement the program as they 

saw fit. The executive director recalled: 

 
“We started the project but when they dictated us - even 

the forms to use and what we should discuss with the 

program clients - we realised that it was no longer us so 

we wrote to them. We wrote to the Vice-President who 

turned out to be rude and racist. The Vice President was 

always dictating us. The last straw was the monitoring. So 
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we wrote and explained why dictating us was 

unacceptable.” 
 

This resulted in the breakdown of their relationship with PPFA for many years. When 

PPFA  underwent a  revamp, the  new  vice  president approached WHI  for  another 

project. This time, WHI was able to negotiate the programs terms and conditions. 

 
6.3.8.1 Ideology and the choice of donors 

 
Guided by their feminist-socialist ideology, WHI is very particular about choosing the 

right donor to fund their programs. 

“We choose our donors. For example, we have never 

actively applied for funding from the US Government 

because of our principles as an organisation. They have 

policies that are against our principles. For example, we 

don’t tap USAID or the World Bank because they are very 

intrusive of Philippine politics. I don’t know but right now, 

given their policies and also their token- their rights-based 

approach…I don’t even know if they believe it.  The focus 

of USAID is not the communities but privatisation for a 

fee- service for fee.   They are like the World Bank. We 

know that is not going to help the Philippine health system 

in the long run.” 
 
 

Being discriminating limits their funding but WHI is confident that there are donors 

with whom they can still source for funding. Yet, the executive director was also honest 

in saying that there have been discussions inside WHI about this issue. It is an issue she 

felt could not be easily resolved by the Board for the reason that their philosophy, vision 

and mission are very important to them. These three are what guide WHI as to which 

donor to approach or to accept. Their funders are seen as their genuine partners. 
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6.3.8.2 The power to negotiate 
 
 

WHI thinks that they now have the power to negotiate with their donors especially 

those that they have established good relationships with. However, this “power” wasn’t 

handed to them on a silver platter. They had to earn it. 

“They call us. They let us speak. They would make plans 

and then ask us what we think about their plans. Before, 

this did not happen. We were not asked.  But we earned it. 

We had to earn it. We proved it by our performance in the 

programs.” 
 
 

For WHI, it was a not easy earning this reputation and credibility: 
 

“It was a struggle negotiating with the donors when we 

were still learning, but the good thing was our ideology. We 

have an ideology. For example, we in the top management 

do not earn high salaries such that the salary gap between 

top management and staff is small.  With our janitors we try 

to maintain this in that there is not much difference as well. 

And we do collective decisions as much as possible.” 

 
This ideology has helped WHI to weather difficult situations and challenging phases in 

its history. These situations have been numerous but they relied on the commitment of 

their people when the going got tough. For example, staff worked overtime without pay 

during financially hard times. The executive director believes that it is the commitment 

to their beliefs and ideology that drove them to extend themselves for the organisation. 

However, she frankly says: 

“But I must admit there were staff members who left 

because they could not handle the pay. We always tell staff 

that while we cannot give corporate pay, we parallel the 

standard salary of government. We never pay our staff 

below government level.” 
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6.3.8.3 On donors and other NGOs 
 

WHI recognises that donors have their own limitations and constraints. 
 
 

“Donors can fund 10% of your needs but not your full 

needs. NGOs in the Philippines need infusion of 

institutional funding particularly for NGOs that are 

capable. There are NGOs that are not capable. There are 

many. They have the structure but really, they are just 

hollow. Donors need to investigate to make sure that these 

NGOs are functional.” 
 

The  executive director explained that  even  some donors  have difficulty declining 

bigger and more prominently run NGOs: 

“There are big people running NGOs that are actually 

incapable of implementing a program or project. There 

are NGOs that are like this and even UNFPA has difficulty 

saying no. The bigger NGO has an advantage especially 

versus the grassroots. The grassroots have nothing. They 

need documents at the very least and a lot have none. Not 

all grassroots have organisational documents. Not all 

grassroots have SEC registration. There are NGOs that 

still have a clout with the donors even if they are in the 

red…we know what is happening with some NGOs. Word 

gets around. They have a clout even without genuine 

structure and they have no accountability. They are 

favoured by the donors because they are ‘mediagenic’. 

There are donors who close their eyes as well. There is 

room to professionalise.” 
 
 

For WHI, it is important that donors ask these questions: 
 

• Even  if  the  NGO  has  an  organisational  structure,  is  it 
functioning? 

•  Do they have a constituency? 
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There are NGOs in the Philippines that although they do not possess the legal 

documents, they can exist legally. In fact, WHI has a member federation comprising of 

women and young peoples’ organisations (POs). They meet, plan and run their own 

programs and do not have SEC registration. They are on their own and are funded by 

their members through their monthly membership dues. 

“Our POs, they fund themselves or by us. If they want 

seminar or training, we run it for them. It is part of WHI’s 

budget.  For a time, Interpares was funding our seminars. 

But the members of these peoples’ organisations are really 

volunteers.” 
 

6.3.9 Other strategies 
 

6.3.9.1 Downsizing in the next years 
 

WHI plans to downsize if needed. They currently have 34 staff members and this will be 

cut to 20 or less to make up the core of the organisation. The community clinics will be 

unaffected as these are community-based and run by the communities themselves. 

 
6.3.9.2 Operating on the least possible cost 

 
One factor that has allowed WHI to weather the difficult times was their low operating 

costs. The organisation intends to keep costs as low as possible. The organisation 

currently operates on a very minimal budget. 

“We are cheap that is why the donors love us. In fact, 

some NGOs have complained that we are bringing down 

the costs of NGOs. But we are different because we are 

community-based. They [other NGOs] say we are cheap, 

that our salaries are cheap. The donors see the disparity 

of costs between us and the other NGOs. The other NGOs 

probably think that funds are coming to us because we are 
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cheap but we have a philosophy. Given our philosophy, we 

have to tailor our expenses and salaries to it. We tell the 

other NGOs that we are not imposing on them and that we 

are just like this…” 
 

6.3.10 The lack of support from the Government 
 

The  reliance  on  international  donors  is  due  to  the  resistance  of  the  Philippine 

Government to fund reproductive health programs because it considers it taboo and 

sensitive. WHI is calling on the government to support them and other NGOs involved 

in reproductive health. 

“There is a need for us. The communities have a need for 

reproductive health services and the Government is not 

able to do that kind of care. For us, if the Government can 

do it, it would relieve us of the work.” 
 

6.3.10.1 Other fundraising activities 
 

WHI plans to undertake other fundraising activities. As to what these would be is up to 

the Board of Trustees. One thing is certain - these fundraising activities have to fit with 

the vision, mission and philosophy of WHI. As the executive director states, “It cannot 

be  something  that  sells  us  just  to  get  the  money.”  She  adds,  “It  is  a  very,  very 

challenging time”. 

 
6.3.11 Case Analysis 

 
6.3.11.1 The importance of competencies and reputation 

 
Throughout its history, WHI has endured three organisational jolts. One of these could 

have been major had it not been averted.   As the case study has pointed out this 

happened in 1999 when the United Nations Fund for Population Activities (UNFPA) 

decided to give its money directly to the Philippine Government. WHI was ready to 

implement downsizing measures but another donor came into the picture. The timing 
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was right and may seem to be serendipitous. However, on closer look it was not. WHI 

highlights the importance of developing competence and good reputation – what these 

can do for an organisation. Due to WHI’s reputation that they can indeed deliver, 

UNFPA actively endorsed the organisation to another donor, the David and Lucille 

Packard Foundation, so that the latter can take its place. The planned downsizing was 

averted. 

 
6.3.11.2 Kowtowing to grant conditions 

 
Did WHI kowtow to Packard when Packard decided that it wanted to focus its funding 

on policy advocacy rather than service delivery? There seems to be no simple answer. 

To WHI, this was not just a simple acquiescence to a donor’s demand for WHI to focus 

on advocacy. The executive director explained that advocacy was already being 

undertaken long before Packard’s entry, albeit at the local level (local government units) 

only. Packard wanted advocacy at the national legislative level, something that WHI 

had avoided in the past due to the adversarial and confrontational stance of the national 

government to NGOs doing work on family planning and reproductive health. The 

government’s position on these concerns was traditional as most sectors of the 

Philippines  are  (e.g.,  the  churches).The  government’s  lack  of  support  for  NGOs 

engaged in these areas is hardly surprising as the Philippines is a largely Catholic 

country. 

To WHI, it was not the case of kowtowing to Packard simply to get the money. 

The organisation felt that elevating their advocacy activities to the national level would 

be beneficial. The executive director alluded to two distinct benefits: not only did it 

develop organisational competence in advocating for national policies, but it also gave 

WHI an opportunity to build new networks with other NGOs and development agencies 

who had the same goals of advocating for a national policy on reproductive health. In 
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fact, this resulted in WHI being at the forefront in the struggle to have the reproductive 

health bill passed in Congress. WHI, together with other members of the Reproductive 

Health Action Network, organised dialogues, rallies and demonstrations to pressure 

Congress to pass this long pending and much opposed bill. In 2012, the bill that divided 

a nation and which was strongly opposed by religious groups and other sectors in 

Philippine society was finally signed into a law called the Responsible Parenthood and 

Reproductive Act of 2012 (Republic Act No. 10354). This law guarantees universal 

access to contraception, maternal care, birth control and sexual education (Hesperian 

Health Guides 2013). 

 
6.2.11.3 Power at play: Not as simple as it seems 

 
The above is an example of how a demand or an imposed condition by a foreign donor 

resulted into a positive, highly capacitated organisation. WHI’s executive director used 

the metaphor of a flower in that the organisation “bloomed” in legislative advocacy. It 

goes without saying that not all “donor demands” result in resistance or acquiescence by 

the NGO. This is a simplistic way of looking at a complex, highly dynamic relationship 

between donors and grantees. One can even say that power was at play in that WHI, 

with the departure of its biggest funder, was passed to another funder but this time with 

strings attached, without WHI having much option but to say yes if it wanted its 

programs to continue. On the surface, this may seem so. However, WHI’s acquiescence 

to the change was not a move by a powerless or weaker organisation because to them it 

was a strategic decision, and in a way highly opportunistic. For many years, the 

organisation had been stymied in its efforts to make the National Government listen. To 

use the words of its executive director, “it [legislative advocacy] was not on our radar 

because of the very constricted policies on reproductive health in the Philippines”. For 

many  years,  WHI  had  been  trying  to  talk  and  to  liaise  with  the  officials  at  the 
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Department of Health but then, even with a sympathetic Minister of Health, efforts 

remained limited as the overall policies of the government remained adversarial. WHI 

knew that the conditions set by their donor would not be inimical. They had been 

wanting for the Philippine Congress to enact a bill on reproductive health and women’s 

rights and this was their chance to “bloom” in the national arena. 

 
6.3.11.4 Organisational agility and social capital 

 
The pull-out of UNFPA was not known beforehand by the organisation. Conversations 

with WHI’s executive director tell of a history of non-transparency on the part of 

UNFPA. This non-transparency and abruptness of policy changes made WHI’s future 

perennially uncertain. Although ironic, it is, perhaps for this reason that WHI was able 

to act swiftly. Subjected to perennial uncertainty with regards to its funding because of 

the lack of a local donor base (no one wanted to fund women’s reproductive rights 

activities in conservative Philippines) coupled with the unfriendliness and the hostile 

overall policy environment of the Philippine Government, WHI knew that funds were 

not there for the long-term. These contextual factors contributed to WHI being an agile 

organisation in that it was ready to face and act on any crisis swiftly because they have 

developed a sophisticated understanding of what is going on and what is likely to 

happen. In a sense, although they were not forewarned, they were ready for any 

eventually. 

Looking also at its history, WHI was a splinter group from the strong and 

prestigious women’s movement and in the early years, it did not have money to speak 

of. The organisation was used to operating on small grants initially, so it had learned not 

only to be efficient but also agile. As its executive director stated in the interview, WHI 

can  in  fact  operate a  community-based outreach service  on  the  spot,  with  only  a 

minimal amount of money required to run such a program. Organisational history would 
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show that in the early years, WHI’s officers provided their services for free and this 

includes WHI’s current executive director who happens to be a medical doctor. They 

organised the communities and put up outreach health programs for free. The officers of 

WHI  can  be  considered as  the  first  volunteers in  the  communities. The executive 

director says that they can always replicate this in the eventuality that funds would dry 

up. 

The organisation is strong in volunteerism from within its ranks. Its external 

volunteer base is also strong, particularly among members of its federation of people’s 

organisations (POs). Thus, it is by no means trivial that during crisis situations, the 

organisation enjoys the support of thousands of women and youths who are members of 

the grassroots people’s organisations (POs) in the communities that WHI have helped 

organise and capacitate. This strong volunteer base was, and still is, WHI’s strength. 

Added to this is the organisation’s excellent reputation amongst the donor community 

as well as amongst civil society groups in the Philippines. WHI is known as ‘the 

organisation that delivers’. 

The reliance not only on volunteers from within WHI’s structure (e.g., staff 

willing to work overtime without pay) and from outside of the organisation, left WHI 

strong, flexible and resilient in times of funding level declines. The researcher met the 

members and volunteers of these peoples’ organisations and observed first hand their 

dedication and the strength of their conviction. Like their mother organisation, these 

community based organisations were driven by the same feminist-socialist philosophy 

and ideology. The members told tales of volunteering 24 hours a day, 7 days a week. 

They can be called upon at any time by the mothers in the community or by pregnant 

women   needing   their   advice   or   help   (Abbu   2010a).   These   community-based 
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organisations are self-reliant. They run their own activities, raised their own funds and 

would call only on WHI if they have a request, usually a training need. 

On WHI’s side, they can rely on these groups to join them in rallies, marches 

and dialogues. This federation of people’s organisation is large, highly capacitated, 

coherent  and  united.  At  the  time  of  the  researcher’s  visits  to  their  communities, 

members of these POs were busy mobilising themselves to go to a rally in front of the 

Presidential Palace and the Philippine House of Representatives to rally for the approval 

of the Reproductive Health Bill (Abbu 2010a). The cry for change could not be louder 

for this collective of women (and men), young and old people. WHI could actually rely 

on them to continue and sustain the struggle for they are the backbone of WHI. PLA is 

one such federation. It is comprised of 20 community-based organisations and growing. 

It has 4000 members with around 300 women and youth leaders working very closely 

with WHI. These volunteers are referred to as Reproductive Health (RH) sentinels and 

in some communities, they operate their own birthing clinic. They are what WHI’s 

executive director described as the “sweat capital” because they give their time, effort 

and energy for free. 

 
6.3.11.5 Ideology redux 

All throughout this research – from the interviews, informal conversations and personal 

observations - it became clear that WHI’s ideology permeate throughout the 

organisation, including its member- peoples’ organisations. When the second and real 

crisis hit in which the donor decided to cut a core program, WHI’s response showed its 

fundamental philosophy. Organisational leaders consulted their staff and strategising 

was very inclusive. As the executive director pointed out, WHI’s decision making 

process has always been collective. This is because of their commitment to their 

philosophy and ideology. 
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Moreover, propelled by organisational values and principles, WHI has, for 

many years, avoided sourcing funds from one of the biggest donors in the Philippines. 

To  the  organisation,  this  particular  donor  represents  an  exact  reversal  of  their 

philosophy and principles. They also believed that their power to negotiate their own 

terms vis-à-vis their current donors is not without its costs. They take pride that they 

have  earned  it  their  funding  in  that  they  have  performed  and  delivered.  During 

conversations with this researcher, WHI’s executive director would often look back at 

how the organisation was and how its ideology became the driving force as well as the 

motivation for organisational members to rally behind the organisation and weather 

adverse  situations  (Abbu  2010a).  This  ideology  was  not  something  abstract  to 

organisational members.  On  the  contrary,  it  was  so  palpable  that  it  dictated  how 

organisational members made sense of what was going on and how to adapt to it. 

Hence, organisational jolts such as the abrupt pull-out of a donor were not seen as 

shocks to the system. They understood that it must be so and they were ready. Their 

ideology was in a sense a source of power – the power to negotiate and even to reject a 

donor and the power to sustain itself in the face of shocks emanating from the external 

environment. 



197  

 

6.4 Case study 4 - KL Foundation, Inc. 
 
 
 

The interview with the KL Foundation took place on September 21, 2010 at their offices 

in Quezon City, Philippines. The participant interviewed was KL’s Executive Director. 

The interview was held in their meeting room in a formal yet relaxed atmosphere. The 

interview began with the executive director asking if the interviewer had gained access 

to other NGOs for a similar interview. The purpose and objectives of the interview were 

explained and the executive director began by talking about KL’s history and its 

institutional funder. 

 
6.4.1 KL history 

 
The KL Foundation, Inc. began operations in July 1989 and involved itself with “the 

direct service, advocacy work, research, and policy interventions for Filipino migrant 

workers who are survivors of human trafficking, illegal recruitment, workplace abuse 

and non-payment of wages, as well as their families and their communities” (KL 

Foundation 2010a). 

At first, the organisation served as a crisis intervention centre for prospective, 

on-site and returned migrant workers and their families. In 1992, a more holistic 

approach was adopted to increase the migrant workers’ collective strengths and to 

advocate  for  social  and  policy  change.  Consequently,  it  broadened  its  services  to 

include community organising, legislative and policy advocacy, education and training, 

research, information and publication, local economy development and capability 

building (KL Foundation 2010a). As an organisation, KL envisions a “truly sovereign 

and democratic Philippine society where labour migration is just another, and not the 

only option, and where overseas Filipino women and men enjoy the respect of peoples 
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in other societies within the context of a just and egalitarian global order” (KL 

Foundation 2010a). 

 
6.4.2 KL programs 

 
6.4.2.1 Community extension services 

 
The Community Extension Services Program (CESP) began in 1996 in San Fernando, 

La Union, in an effort to organise multi-level alliances of returned migrant workers and 

their families and to engage the La Union province local government units (LGUs) into 

recognising its migrant workers as a distinct sector. Through direct community 

organising and through  the building of alliances with government and non-government 

organizations, the CESP   enables communities to resist human trafficking, illegal 

recruitment and the other ill effects of migration (KL Foundation 2010b). 

Since 2003, under CESP, the organisation has been implementing the Local 

Economy Development Project (LED) in Naguilian, La Union, with the aim of 

strengthening the local economy as an alternative to overseas employment. The LED 

project is undertaken with the assistance of local government units and government line 

agencies. Some of its activities include organising the families of overseas Filipino 

workers (OFWs) and teaching them to save and to use their remittances more 

productively. The project also endeavours to assist families to learn to engage in 

traditional and non-traditional income-generating projects, and to set up environment- 

friendly  and  sustainable  enterprises  that  meet  their  food  security  (KL  Foundation 

2010b). 
 
 

6.4.2.2 Resource and advocacy 

Under its Resource and Advocacy Program (RAP), KL also engages in policy advocacy 

and campaigns. One of the program objectives is to expand the organisation’s network 

of socially-aware groups and individuals who are actively involved in the problem of 
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human trafficking and illegal recruitment. The program also undertakes policy research 

and publishes materials that analyse trends and issues relating to labour migration. The 

organisation’s advocacy efforts include the legislative lobbying for the implementation 

of the Overseas Filipinos and Migrant Workers Act of 1995, the Anti-Trafficking in 

Persons Act of 2002, and other laws related to migrant workers and labour. Through 

RAP, KL also engages in media advocacy by establishing a network of partners and 

advocates within the local as well as the international media. It also engages in policy 

advocacy with government agencies such as the Philippine Overseas Employment 

Administration (POEA) and the Overseas Workers Welfare Administration, the 

Department of Foreign Affairs and the Department of Labor and Employment (DOLE). 

The RAP also undertakes forums, discussion groups and workshops in order to broaden 

the debate on issues that are important to migrant workers and their families (KL 

Foundation 2010c). 

 
6.2.4.3 Direct service and development 

 
The Direct Service and Development Program (DSDP) is the direct service arm of the 

organisation. Using an integrative, gender- and empowerment-based approach to case 

management, the DSDP undertakes the following activities: 

• Feminist  counselling  for  migrant  women  subjected  to 

violence in their workplaces, including their families. 

Counselling is also provided to families who have been 

deprived   of   economic  support   by   husbands   working 

abroad; 

• Legal   assistance   for   victims   of   illegal   recruitment, 

violations of work contracts and unfair and unjust working 

conditions, and human trafficking; 
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• Welfare assistance (medical, transportation, livelihood) for 

prospective migrant workers or returnees; 

• Education  and  training  aimed  at  empowering  migrant 

workers and their families (e.g., courses such as Basic 

Migration Orientation Seminar, Migrant Rights and Legal 

Remedies,  and  Gender  Awareness  and  Sensitivity 

Training); 

• Community organizing of ex-OFWs and their families; 
 

• Provide temporary shelter to house women undergoing counselling or 

therapy and women returnees pursuing legal cases who may wish to take 

shelter (KL Foundation 2010d). 

 
6.4.3 The presence of an institutional funder 

 
Since its inception, the organisation has had an institutional donor from Germany. In 

fact, this donor worked side by side with KL in devising its mission, vision and goals. 

In the interview the executive director said: 

“I wasn’t here the time it was formed but from our history, 

the women who founded this organisation already had 

contacts with  that  church  foundation from  Germany and 

they had worked side by side in devising the mission, vision 

and the goals and how it will be run. We are very fortunate 

that for the past 21 years, we have had one institutional 

funder. Yes, from the beginning, we have had a church 

foundation in Germany who has been providing for all 

institutional needs. We started in Manila in 1989, we 

expanded to La Union but all those activities and all related 

expenses have always been shouldered by one funder for 

us.” 
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The  presence  of  this  institutional donor  has  allowed  the  organisation  to  focus  its 

attention on program management and policy advocacy. The executive director 

emphasised this point: 

“Having an institutional funder has enabled us to focus on 

program management and our advocacy work instead of 

also looking left and right for funding. It enabled us to use 

the resources, for example, to buy this house which we 

already owned, and which implies that we no longer have 

to worry about paying rent every month. We also have a 

vehicle which to use in delivering migrant workers who 

have returned and are living in the provinces, or which we 

use to fetch human trafficking victims from the airport. So 

we have a vehicle, too. In that sense, we have had a good 

relationship with our institutional funder.” 
 

The organisation also undertakes special projects. For example, it has 

implemented projects for Global Fund through the Tropical Disease Foundation, a 

project  on  HIV-AIDS  and  migrant  workers.  The  organisation  is  also  undertaking 

projects for the International Labour Organisation (ILO) that focuses on the return and 

reintegration of migrant workers. Aside from these special projects, KL submits project 

proposals  to  other  donor  agencies.  These  special  projects  and  other  independent 

sourcing of resources is part of the provisions in the terms and conditions agreed to 

between the organisation and its primary institutional funder in Germany. This 

institutional donor requires that KL match 15% of the institutional funds that it receives. 

Hence, looking for other donors is encouraged by this German donor agency. The 

executive director recalls that for some years it was difficult to raise these matching 

funds. 
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“For several years, it was difficult to have that. It was 

supposedly around 15% of total funding should come from 

us. It should be the counterpart. So, there were years when it 

was difficult to meet and there were years when we exceeded 

that counterpart amount.” 

When asked why raising matching funds proved to be difficult in some years, she said: 

“Because it is a competitive environment in getting funds 

and sometimes, the implementation period does not take a 

year. Sometimes they take just six months or sometimes they 

take 18 months. So, the way that the money is dispersed 

sometimes does not fall within the calendar year of our 

institutional funder.” 
 

6.4.4 Problem with different calendar years 
 

Problems arose with the use of calendar years because there is a difference between the 

calendar/financial year that is used by the German donor and the financial year that is 

adopted in the Philippines. The fact that project timeframes are dictated by the donor 

and that their ‘financial year’ does not coincide with each other implies that both 

organisations’ project cycles are not aligned. This poses a problem for KL as it not only 

affects the disbursement of funds but the reporting timelines as well. KL considers this a 

technicality issue – something that they could not do anything about other than to be 

innovative. 

6.4.4.1 Phasing projects and the fluidity of community organising 
 

Being innovative allowed KL to comply with project reporting requirement deadlines 

set by the donor despite the difference in calendar/financial years. It resorted to phasing 

its many projects to coincide with the donor’s deadlines. 
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“For example, it is a six-month project, so what we do is 

to divide the project into phases to make it easier for us. 

So, phase one, phase two, phase three, to make it easier 

for us in our reporting and fund disbursements. For 

example, in phase one of the project, [for the] first two 

months, these should be the key result areas and this much 

money should be put here. Then second phase and third 

phase…Sometimes we encounter problems this way 

because with special projects, our focus is on community 

organising  and  community  organising  is  such  a  fluid 

thing.   You just can’t pre-set it.   For example, meetings 

with local government units (LGUs)…you know local 

governments.  You cannot say that everything is done in 

say, in  two or  three months’ time. You  cannot exactly 

‘timeframe’ community resource and  capacity building, 

but to the funder the project scope is a given and that it is 

what you have to do.” 

 
In effect, cutting a project into many phases has successfully allowed KL to comply 

with  donor’s  conditions  on  fund  disbursements  and  reporting  without  adversely 

affecting the fluidity of community organising. In short, KL was never hindered in 

successfully engaging in sustained community organising simply because of a donor’s 

imposed conditions. 

 
6.4.4.2 Juggling funds 

 
KL also juggles funds coming from both their special project donors and the institutional 

donor. In certain instances when a project has to be extended beyond a particular donor’s 

calendar/financial year, or in cases where the funds from the donor have not yet arrived 

due to the said technicality in calendar/financial year, KL would juggle funds from one 

donor to another. For example, the money coming from its institutional donor might be 
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used to fund the special project, until such time that the special project funds (from 

another donor) would arrive. 

“Again, we are very lucky in our institutional funding. We 

have money to work with. We juggle funds just so we can 

deliver. When the money comes in, we return the money 

we took back to the institutional fund. There has never 

been a time when we overshoot a project’s budget and 

asked for more than what was agreed, but we have juggled 

funds because of the timeframes of disbursements.” 
 

6.4.5 Changes in reporting 
 

6.4.5.1 The shift away from project-based results 
 

There have been changes in donor conditions and provisions in recent years. Foremost 

of these changes is the stricter evaluation and reporting required by the donors. KL is no 

longer assessed through project–based reports. Rather, donors are interested in key 

result areas in what the executive director referred to as “actual general results” i.e., the 

contributions of KL to policy advocacy. 

“So, before we tell them we have handled so and so cases 

of human trafficking, handled so and so number of people. 

They are now more into impact – general impact on 

migrants in general. They do give us guidelines on how to 

report impacts and yes, it is a bit more difficult because 

now you have to measure what your organisation is doing 

as   against   the   current   developments   in   the   entire 

migration  advocacy  and  environment.  As  I  have 

mentioned, it is no longer enough to say for example, ‘We 

won 80% of the cases that we have filed. This is no longer 

enough. We need to say something on what has this done 

to popularise the issue of human trafficking in the legal 

profession. They [donors] look for impact assessment not 
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just the impact of what you did on the individual but more 

on the general issue of international labour migration.” 
 

The shift by donors to measure advocacy impacts started in 2010. However, the 

organisation was informed about the change ahead of time. 

“We were informed through a letter to all organisations that 

they were funding. So, this is a global fund. We were all 

informed that there will be stricter ways measuring impact 

and the guidelines were given. And, in fact, we were called 

in November, all the executive directors were called by the 

funder to that they can explain to us what the new reporting 

guidance were.” 
 

6.4.5.2 Welcoming the change 
 

Has this shift affected KL? The shift towards advocacy measures has made the 

organisation more client-oriented as opposed to the case-centred approach it used in the 

past. 

“Now you have to look at what you are doing within the 

more general perspective of how are we advancing the 

rights of migrant workers and how is this case actually 

going to help in advancing migrant workers’ rights. It is 

not just client-centred. Each client that you deliver a 

service to is also an advocacy, a message. So you need to 

broaden how you look at what you are doing. That is 

basically what we have been doing for several years. I 

think this [the shift towards advocacy] is also needed for 

us to reach out to government and non-government 

organisations. That is our way of popularising the issue to 

the public.” 
 

The executive director also contends that it has made the organisation more team- 

oriented. In the past, KL’s emphasis was on case management which used to be, as the 
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executive director saw it, “just in the realm of social workers and legal officers”. Now 

KL advocacy officers have become lobbyists “who work very closely to look at 

opportunities for expanding each case into something bigger.” Although the 

organisation had an advocacy unit prior to the shift, this unit is now more focused in 

that it works closely with service delivery rather than merely giving attention to 

publications, website and their design. 

“It’s a good change but difficult. It’s like multitasking. 

However, we see it as a way to grow. For example, our social 

worker now attends meetings in Congress. Then our staff who 

make the publications and policy research now go out and 

join the field team. This was not the case before. Our legal 

officers  now  undertake  community  organising-  they  teach, 

they conduct community sessions. We see ourselves now as a 

learning organisation. We welcome the change.” 
 

6.4.5.3 Stricter financial reporting 
 

Regarding financial reporting, there has been no drastic or specific change particularly 

with the European Union (EU) as the EU has always been very strict when it comes to 

financial reporting. European Union rules require that all expenses must be itemised and 

all project related work needs to be highly detailed. Despite these tedious procedures that 

put extra pressure and work on the KL staff (both finance and project implementation 

staff), the organisation is resigned to complying with the requirement: 

“Yes, it just needs more attention, perhaps, more time 

when we are doing the financial reports. If you are 

implementing the project, all expenses have to be claimed 

under specific items. So, for example, transportation for a 

trip  to  this  local  government  unit  has  to  be  charged 

against a specific expense item.” 
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KL’s donors have provided training on their new reporting and financial 

procedures to all of the NGOs they support. However, KL’s executive director thinks 

that this training could have been more specific to KL rather than a general training for 

all NGOs. On the other hand, she rationalises, “But of course when you go back to 

your organisation, you have to tailor it to suit your situation – your program situation. 

So, we are doing that.” 

 
6.4.6 “Very bloody” project proposal making 

 
This detailed itemisation of expenses also extends to the project proposals submitted 

for funding. 

“So, when we submit a project proposal, it is very bloody 

as we have to actually anticipate all expenses and put 

them down, of course. And they have to be itemised, very 

detailed. As much as possible, they want you to spend the 

entire amount so we have to make sure that we spend it 

within a given period. This is the basis of the proposal. We 

spend so much time in proposal making and it is not only 

with EU but with all donors generally.” 
 

KL realised that, regardless of the size of the project, when they submit a general 

proposal where expenses are not itemised and detailed, the proposal would always come 

back to them to review or to re-write. In one instance, a project proposal sent to the EU 

came back to KL on ten different occasions.  For example, when they had to prepare a 

proposal for the EU for funding of their HIV-Aids project, KL finance staff and field 

officers (project managers) had to sit down together and spend time to itemise the 

financial aspects of the project. The executive director says that nowadays project 

proposals have to be very comprehensive. The general proposals of years past are no 

longer enough. However, in the case of their institutional donor in Germany, KL is no 



208  

 

longer required to submit project proposals. Thus, the proposal making is only meant for 

the special projects. 

With their institutional donor, the organisation enjoys a funding phase that takes 

place every three years i.e., the donor renews the funding every three years based on key 

result areas for each year. This institutional donor also pays for an auditor who then 

gives the donor an independent report on KL. The executive director looked back on 

KL’s management of donor money saying that: 

“Because of our experience in the field, we have never 

exceeded our budgets. In fact, there have been times when 

we have excess. Our staff and social workers don’t waste 

anything and use the bare minimum and budget the bare 

essentials. With excess funds, we either return them or 

continue to use the extra money for service delivery with 

permission from the funder. We cost the bare minimum 

because the budget emanate from the implementers in the 

field. We don’t charge.  For example, in our La Union 

office, our staff sleep and eat there so they don’t charge 

for lodging and accommodation. In traditional project 

proposals, there are items for trips or travels but because 

our staff are social workers, they take the jeepney [a form 

of public transportation in the Philippines]. They see no 

reason why they should live beyond their needs. We are 

cheap.” 
 

6.4.7 Decline in the level of funding 
 

KL experienced a decline in funding from its institutional donor more noticeably in 
 

2007. However, they were informed beforehand that the financial crisis in Germany and 

the changing of priorities of the German government would lessen the money available 

for the organisation. KL responded by decreasing its scope of service delivery. The 

executive director gave this example: 
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“For example, the communities that we organised and 

supported, we leaned them away from KL. In other words, 

we capacitated them to do independent sourcing of funds; 

we capacitated them to do resource generation. We still 

undertake community organising but in new communities. 

As far as our “old” communities are concerned, we have 

made them independent. For example, in our communities 

in Metro Manila, we taught them to make project 

proposals. Now they have funds from La Salle and so we 

don’t fund them anymore. We only give them training. In 

La Union, our thirty-seven communities are the same. We 

gave them training on how to prepare proposals for 

funding and we have introduced them to funding agencies. 

They are now independent. We still do the capacity 

building. They are still KL communities.” 
 

These community or grassroots organisations do not have to ask the permission 

or approval of KL when they submit proposals to potential donors. However, a lot of 

their   activities   are   still   linked   with   the   foundation   although   they   function 

independently. KL undertakes what the executive director calls “like an oversight”. 

She explains the set up: 

“These   communities   were   formed   because   they   are 

migrant workers groups. These are the migrant workers 

themselves.  This  is  the  reason  for  their  existence. The 

other thing we did to cope with the budget crunch was to 

link more with government agencies.” 
 

6.4.7.1 Linking up with government and reliance on volunteers 
 

As a strategic move in response to the decline in donor funding, KL started to tap into 

government agencies in order to make use of some of their services. For example, KL 

decided  to  stop  its  shelter  services  to  migrant  workers  or  to  victims  of  human 
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trafficking opting instead to refer them to the government’s Department of Social 

Welfare and Development (DSWD) which operates shelters and halfway houses. 

Operating these shelters was not viable for KL as they were burdened by high 

maintenance costs. KL also had to outsource their legal services to volunteer lawyers. 

KL also worked with the local government units in La Union Province to fund 

the Overseas Foreign Workers Assistance Centres (OFWAC) throughout the whole 

province which KL used to previously fund. Hence, funding from local government 

units (LGUs) are now channelled towards delivering needed services. KL finds this 

particular development noteworthy and helpful. 

“It is helping us and we are looking at replicating the La 

Union experience in other areas. The government should 

undertake service delivery, not just the NGOs.” 
 

Despite this positive development in the La Union Province, KL is also realistic that 

replication of the program might be difficult in Metro Manila where in the past they 

experienced  difficulties  engaging  with  local  government  units  in  this  area.  For 

example, just to ask for the surveillance of a human trafficker entailed so much red 

tape in government agencies in Manila. The success of La Union can be attributed to 

the good relations between the grassroots organisations and the local government units 

such as the provincial police office. La Union is one of the highest overseas foreign 

worker-sending regions so much so that the national government’s Philippine Overseas 

Employment Agency (POEA) has had to set up a dedicated office in the province. A 

lot of KL’s distressed clients come from La Union. La Union is also a poor province, 

which is mainly agriculturally-based. In general, KL looks at the current developments 

in NGO funding this way: 
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“It is a reality and in fairness, our funders prepared us 

before it came. So, it didn’t come as a shock nor did it 

change our goals and agenda.” 
 

6.4.7.2 Fundraising initiatives 
 

KL initiated some fundraising activities on its own. It engaged in a business called K 

Organics, which involved the selling of organic products that its member- 

communities/grassroots organisations produced. This venture turned out to be a failure. 

In the words of the executive director, “we lacked marketing”. The organisation is now 

looking at another business venture - constructing a building for other non-government 

organisations (NGOs) to rent. 

“We are planning to get rid of this house [their current 

headquarters] and build a four-storey structure that we 

can rent out to other non-government organisations. We 

are looking at possibilities. These are just possibilities 

because we need to get a loan from the bank. So, we are 

looking at these things so we can be self-generating. 

Without foreign funding, we can survive but it would be 

difficult and perhaps not in the same scale of services that 

we are delivering right now and not with the same number 

of people we currently have. Our challenge is to look at 

other funding opportunities that would be self-generating 

such as engaging in business or enterprises. Perhaps 

looking  at  corporate  social  responsibilities  of 

multinational corporations and looking at fundraising. 

These are the things we are exploring now.” 
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6.4.7.3 Consortium work: “NGOs cannot just disappear” 
 

KL’s executive director describes their predicament with their current donors as akin to 

an overseas foreign worker’s family who is always waiting for dollar remittances from 

abroad – “too dependent”. 

“Someday the family’s remittances will stop but an NGO 

cannot just disappear like a bubble because it has a lot of 

stakeholders who are part of the organisation and you just 

don’t give up on advocacy just because you don’t have 

money.  We also want to be independent and hopefully one 

day, we will. We know that Germany is in a crisis right 

now and we know that there will really be an impact on 

the way the funding cycles go. So, we better prepare 

ourselves for that, to pre-empt it in a way. We are arming 

ourselves against the possibility that it [funding] may end. 

We are looking at many possibilities for us. We are 

seriously looking at consortium work.” 
 

The executive director is referring to their partner NGOs. 
 

“If one NGO is finding it difficult to find a funder, maybe 

a consortium of 15 NGOs will, right? We are looking into 

this as we have many partner NGOs who are struggling, 

almost devoid of ‘life’. It’s is the reality nowadays, right? 

A lot of our partners are struggling particularly those 

doing service delivery like we do.  Many NGOs exist on a 

per project basis. There is a general change in donors’ 

funding policy. It depends on the donors’ priorities and 

their  government’s  priorities  and  political  climate.  We 

have not laid off people. Of course, we have contract staff 

especially for special projects, but we have always been 

working with a core group of people. We have been 

consistent.” 
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6.4.8 Transparency and constant communication 
 

KL has good relationships with its donors. In the case of its institutional funder, which 

was present at the very start, it enjoys extremely good relations that are characterised 

by open and regular communication. The executive director believes that this is very 

important for both the NGO and the donor: 

“They have an office here in Manila as they are handling 

a lot of projects in the Philippines. They do conduct 

meetings and consultations at the Philippine-level and we 

are always part of that. And then, when they have things to 

announce, we are called and then we give inputs, etc. So, 

it is a very dynamic relationship even in program focus. 

They do inform us and they do ask us for inputs. They have 

policy papers that they give us for comments. Yes, it has 

been good. Their Asia-Pacific Head do visit us once a 

year and gives us updates. We also introduce the Head to 

our clients and communities. Aside from this, we also stay 

in close contact with the local office.” 
 

KL’s proposals or requests do not get approved automatically despite the long- 

term and excellent relationship with their institutional donor. However, the donor is 

always open to accepting requests and proposals from KL and each of these are based 

on their own merits. When KL asked for emergency funds when a typhoon destroyed 

their office the donor was ready to help. The executive director thinks that transparency 

with the donor is important and in cases when there are policy changes, open 

communication is essential. KL has always been transparent. Nothing is kept hidden 

from its personnel. Organisational strategizing is premised on organisational 

transparency. 
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“We are a small organisation [ten core staff]. Everything 

we do involve everyone including the staff. We also have a 

general assembly where the members approve everything. 

The communities are part of our planning sessions. Every 

six months we have an evaluation and planning session.  I 

get the strategies approved by the Board. We want to tap 

local funders. I think we already have the institutional 

reputation to get funds and we also have the best practice 

that other NGOs can look at.” 
 

6.4.9 Case analysis 
 

KL’s case is different from the other NGOs that participated in this study. The presence 

of an institutional funder from its inception is the one feature of the organisation that 

makes it distinct from the others. Donors normally do not support an NGO through 

institutional funding (Abbu 2010a). In fact, some NGOs in the Philippines exist on a 

project to project basis. KL is fortunate in that the presence of an institutional donor has 

shielded the organisation from changes in funding levels that were experienced by other 

NGOs in the Philippines, starting from the mid-1990s. As the executive director pointed 

out, the presence of their institutional donor in Germany enabled the organisation to 

concentrate more on program management and policy advocacy instead of spending 

time looking for money, which is nearly always a highly time consuming activity. This 

did not mean that KL did not experience uncertainty. For one, the institutional donor 

required KL to contribute matching funds equivalent to 15% of the institutional funds 

and there were years when the organisation had difficulty in raising this 15% because of 

the increasing competition from other NGOs. This placed KL in a particularly difficult 

situation when donor funds started to dry up. To compound the problem of increasing 

competition, the funding cycle of its institutional donor in Germany did not match the 
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funding cycle in the Philippines. In order to solve these problems the organisation 

became opportunistic. 

 
6.4.9.1 Opportunistic behaviour 

 
The organisation had to juggle funds from one donor to another. Money from their 

institutional donor was spent on special projects and vice versa and were sorted out or 

returned when money from another donor became available. For example, the money 

for special projects that came from other donors was used for institutional purposes to 

be returned upon the receipt of institutional money. KL’s officers and staff felt that they 

had no choice but to take opportunities and to be astute in these situations. However, it 

was highlighted by the executive director that not once in KL’s history did the 

organisation exceeded a project budget or spend more money than what was agreed 

upon by their donors at the outset. The executive director emphasised during the 

interview that this juggling of funds had not resulted in a change of its service delivery 

or agenda. In fact, it allowed the organisation to have money to work with, despite the 

discrepancies in the timeframes of disbursements. 

What was also conveyed as important for KL was the change in the donors’ 

project evaluation criteria. Aside from stricter reporting (which is happening across the 

board in the NGO sector), KL’s donors, including its institutional funder, had shifted 

away from project-based measurements to the organisation’s contribution to policy 

advocacy. Again, this shift towards policy advocacy was not particular to the 

organisation. The other NGOs in this research have also made this shift. KL welcomed 

this shift. Organisational members said that it was a good change in that it allowed them 

to be more client-focused as opposed to their previous approach in which each client 

was extended assistance as a “case”.  The focus on policy advocacy also allowed them 

to network with other NGOs, something that they had not done previously. Networking 
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with other NGOs provided a strategic opportunity for KL. As KL needed to popularise 

their agenda (e.g., tackling human trafficking) networking with similar NGOs afforded 

them the chance to promote this issue to the public. The shift towards policy advocacy 

also made KL more team-oriented as organisational members saw the need to work 

more closely together in order to lobby for something bigger and broader. KL saw the 

many advantages of the donor imposed changes and so they were open to accepting 

these conditions. 

Moreover, the changes did not come as a shock. KL was informed by the donors 

about the impending changes to their guidelines for funding well in advance. Albeit the 

change was difficult for foundation in that they had been purely emphasising service 

delivery and not advocacy. However, the organisation prided itself on being a learning 

organisation whose members are able to positively embrace change and to multitask. 

The stricter reporting requirements were however a big challenge. This was something 

new to KL. To the organisation, this meant a shift to a broader measurement of social 

impact. They have always measured impact on a case by case basis as opposed to 

something that accrues across the broader Philippine society. 

How did KL make sense of and adapt to this particular challenge? There was a 

sense of resignation on the part of the organisation that impact measurements now 

means policy advocacy, and yet there was also the recognition and appreciation that 

their work had become bigger – on the national/legislative stage – and that their staff 

had now become lobbyists in the Philippine Congress. Again, they saw that the changes 

made by donors were to their advantage in terms of macro-level policy changes and 

hence, they embraced these changes and became what KL’s executive director termed a 

“learning organisation”. 
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6.4.9.2 Ideology: Operating cheaply 
 

KL’s executive director had reiterated during the interview that there had been many 

times when they did not use all of the project money they had been allocated. This was 

due to their experience in service delivery in that they were able to operate cheaply. The 

organisation would either return the excess funds to the donor or would ask the donor’s 

permission to use the money on other service delivery activities. 

Ideology comes into play on why the organisation has the ability to operate 

cheaply. As mentioned in the interview, KL is staffed by people (social workers) who 

share the same values and philosophy. As social workers, they did not want to live 

beyond their needs. For example, when they go out to the communities such as those in 

La Union Province, which is located many hours away from the headquarters in Quezon 

City, KL staff would ride in public transportation instead of using office vehicles, and 

when they had to stay overnight or spend many days in a community, they would rather 

sleep in the local area branch office instead of paying for their accommodation in 

lodging or pension houses. 

 
6.4.9.3 Social capital 

 
With the declining levels of institutional money, KL had to reduce the scope of its 

services. However, they had already placed strong structures in the communities, that is, 

they had already organised and capacitated their community organisations such that 

these can exist quite independently of KL. Capacitating these community-based 

organisations  meant  teaching  them  to  prepare  project  proposals  for  independent 

funding, introducing them to donor agencies, training them on financial management. 

In short, KL had prepared itself in the event of a donor pull-out or in the event that its 

funding level will decline. It also began tapping into the various government agencies to 

provide some of the services that KL used to provide quite intensively. For example, 
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KL stopped providing shelter services for distressed victims of human trafficking and 

was instead able to develop a partnership with the Department of Social Welfare and 

Development (DSWD) which also provide the same service. As of the time of the 

interview, KL was looking at consortium work with other NGOs. They believed that 

finding money may be easier as a consortium of NGOs rather than a single NGO. For 

KL, it is better to cooperate rather than compete. Without doubt, KL sees social capital 

as a strong strategic option in the face of changing donor conditions. 

 
6.4.9.4 Sophisticated understanding of the phenomena 

 
In all of these changes, the foundation has a matter-of-fact attitude in that these 

organisational changes are recognised and accepted as part of organisational reality. The 

decrease in scope of service delivery was a rational decision for them, and they believed 

that their donors have been fair in that they have been informed of the changes well 

beforehand. 

Organisational members assert that despite the reduction in the scope of 

activities, they had remained true to their organisational goals and values. In fact, the 

declining  amount  of  money  from  donors  spurred  KL  to  explore  other  sources  of 

funding. In other words, the organisational members knew and understood that one day 

funding would stop. They knew that they must do something to be financially 

independent as they believe in their work - they just could not give up NGO work 

simply because they could not source the money. 

What may set KL apart from other NGOs working in similar undertakings is its 

excellent  reputation  for  sourcing  funds  from  abroad.  According  to  the  executive 

director, it may help that the organisation is known among donors to have the best 

practice model when it comes to service delivery. Is this self-declaration warranted? 

What  is  apparent  is  that  the  presence  of  an  institutional  donor  had  been  highly 
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instrumental in its development. On the other hand, there were important organisational 

characteristics that helped the organisation when it was faced with crisis. The factors 

that were important for KL were: (1) organisational values and philosophy which 

allowed for very cost efficient delivery as well staying consistent with their 

organisational mission, (2) organisational competence and reputation, (3) having a 

strategic mind-set that permitted the flourishing of organisational creativity, (4) learning 

and flexibility, and (5) last but not the least, the organisational importance placed on 

social capital. 
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6.5 Chapter 6- Case study 5 SAP 
 
 

Case study 5 is an interview with a de-identified NGO referred to here as SAP. The 

participant is SAP’s executive director. The interview was undertaken in their head 

office inside the campus of one of the Philippines’ foremost universities. The interview 

was very informal and jovial which started with the executive director introducing the 

interviewer to a number of staff who were in the office at that time. 

SAP is an NGO undertaking developmental legal work for farmers, women, 

labourers, urban poor and indigenous peoples. It was founded in 1987 by two lawyers 

and a law student. It was then known by another name, referred to here as the ALP. The 

founders, who were connected with the Archdiocese of Manila Labor Center (AMLC), 

recognised the need for a legal resource NGO that would use the law to uplift and 

empower the masses. Their idea was to set up an NGO that emphasised sector rights 

and concerns through the giving of direct legal assistance to people’s organisations 

(POs)  and other NGOs.  The ALP got its first funding from The Asia Foundation 

through the help of the founding Chair of the ALP Board of Trustees (SAP 2012a). 

 
6.5.1 Services and branches 

 
The SAPs initial work was in litigation.  They also provided their clients with legal 

education, however this was only a secondary service that was usually undertaken on an 

occasional “as the need arise” basis. At present, SAP runs several activities such as 

legal literacy or  alternative legal education, paralegal formation, litigation support, 

policy work and research and publication. 

The organisation is also concerned with local governance, land use, Muslim’s 

rights  and  peace.  These  programs  extend  to  more  than  one  hundred  partner- 

organisations all over the Philippines (SAP 2012b). Although SAP operates in many 

different  areas  throughout  the  Philippines,  it  has  two  branches  outside  of  its 
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headquarters in Quezon City. One is located in the north in the Bicol Region and the 

other in the south, in Mindanao. SAP decided to open an office in Bicol in 1990 because 

the Bicol Region is one of the biggest and poorest regions in the country and  because a 

lot of ‘peoples’ organisations’ (POs) and NGOs   are actively involved in the 

development of this region. The Bicol office has four lawyers, one researcher/paralegal 

and one administrative staff member to service the region’s five provinces, namely, 

Camarines Sur, Camarines Norte, Sorsogon, Albay and Masbate. SAP’s Mindanao 

branch in Davao City was created in 2002 as a response to the recommendations of 

external evaluators of SAP. The said evaluation was undertaken in 1997 and highlighted 

the advantages of creating regional offices (SAP 2012c). 

The Mindanao office was set up to continue implementing the organisation’s 

programs in the southern region. Following a strategic planning session, SAP decided to 

expand its services in Mindanao to include programs for Moro (Muslim) and indigenous 

peoples, to further peace initiatives and to protect the environment. The inclusion of 

these programs meant more work for the staff in this branch considering their small 

number. This has continued to pose a challenge to the organisation (SAP 2012c). More 

will be discussed on this issue in succeeding sections. 

 
6.5.1.1 Organisational governance 

SAP is governed by a Board of Trustees and a Council of Advisers. The Board is 

headed by a University Dean and other prominent members include former government 

officials  and  former  directors  of  NGOs.  The  Board  also  has  sectoral  members 

comprising representatives from various groups such as the Women’s Crisis Center, the 

National Union of Workers in the Hotel, Restaurant and Allied Industries 

(NUWHRAIN), the Philippine Ecumenical Action for Community Empowerment 

(PEACE), Presidential Commission for  the Urban Poor  (PCUP)  and other sectoral 
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representatives. There are also representatives from their partner- NGOs such as those 

from the Women Sector National Anti-Poverty Commission (NAPC), Paghilusa sa 

Pgahida-et Negros, and the Leaders for Health Project. 

SAP’s Council of Advisers is composed of fifteen members. The founding 

members   of   SAP   are   the   automatic   members   of   this   Council.   In   addition, 

representatives from each of the various concerns of SAP are also members of the 

Council, they include labourers, peasants, women and the urban poor. The non-founding 

members of the Council are selected by the General Assembly composed of staff 

members of SAP in consultation with SAP’s partner organisations. The founding 

Chairperson of the Board of Trustees is also the Chairperson of the Council. In the 

absence of the Chairperson, the SAP’s Executive Director convenes the Council and 

presides over meetings of the Council. The term of office of each Council member is 

fixed  for  three  years  except  for  the  founding  trustees  who  are  Council  members 

emeritus with no fixed term (SAP 2012d). 

 
6.5.2 SAP’s Partners and networks 

 
SAP works in partnership with other organisations. Some of their partners include the 

following: 

• Katholische  Zentralstelle  fur  Entwicklungshilfe  e.V.  (aka  Misereor)- the 
 

German Catholic Bishop’s Organisation for Development Cooperation; 
 

• Plan  Philippines  -  a  humanitarian  organisation  that  runs  programs  in  50 

developing countries promoting the rights of children  and seeking to improve 

the lives of children in poverty; 

• Christian  Aid  -  a  Christian  organisation  that  provides  assistance  to  solve 

problems of poverty; 
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• American Bar Association Rule of Law Initiative (ABA-ROLI) - a non-profit 

organisation grounded on the principle and belief that promoting the rule of law 

is the most effective and lasting antidote to poverty, endemic corruption and 

disregard for human rights; 

• People’s Organisations and NGO Partners such as the Women’s Crisis Center 

and the Alliance of Progressive Labor (SAP 2012e). 

 
SAP also belongs to a network of NGOs and POs such as the Alternative Law 

Groups,  Inc.,  the  People’s  Campaign  for  Agrarian  Reform  Network,  Ltd.,  the 

Partnership of Philippine Support Service Agencies, NGOs for Fisheries Reform, 

Philippine NGO-PO Network for Economic, Social and Cultural Rights, Coalition 

Against  Trafficking  in  Women-Asia  and  Pacific  and  the  Reproductive  Health 

Advocates Network (SAP 2012e). 

 
6.5.3. Organisational upheavals 

 
6.5.3.1 Shift in thrusts and thematic programming 

 
SAP enjoys long-term relationships with its donors, particularly with its German and 

Dutch funders. However, through the years, it has braved many challenges including 

some limitations imposed on the organisations by these donors. A concrete example was 

cited by the executive director during the interview: 

“One of our donors has been supporting three or four 

programs. That’s the urban poor and women’s issues in 

our  Mindanao  office. Our  Mindanao  office started  out 

with just the women’s program. And then, when Mindanao 

became a very attractive place  for donor  support, they 
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looked at our office there and said, ‘We are willing to 

support it’. So, they expanded to Mindanao. About the 

same time, we approached them for some support for our 

urban  poor  program…From  that  time,  it  has  changed. 

They ceased support for our urban poor program.” 
 
 

As SAP understood it, the cutting off of funding by this donor was worldwide as 

confirmed by SAP with other NGOs that were also supported by this donor. In 2006, the 

donor changed its thrust and ceased funding urban poor related programs. To note, this 

particular donor has been funding SAP since 1998. 

This was not the first time that the organisation has experienced cessation of 

funding for its programs. When SAP was established in 1987, its primary donors were 

the Ford Foundation and The Asia Foundation. The Ford Foundation, for example, 

supported its agrarian reform program. In 2001-2002, the Ford Foundation stopped 

financing this program as the entire Foundation pulled out of the Philippines in the 

aftermath of the September 11 terrorist attacks. With the cessation of funding, SAP was 

left with no option but to downsize. SAP’s executive director noted that: 

“We had to downsize. Our organisation itself which had a 

particular organisational set up, had to change. We had to 

remove excess personnel as well as combine other 

personnel. Instead of assigning [a staff] just having one 

theme, two or three themes were added. But it did not 

change our agenda. Our programs for farmers continued. 

However, from that time on, it was only short duration 

programs which we were able to access. So, they would 

be, for example, research projects for six months on 

agrarian reform -- the impact, for example, of agrarian 

policies on farmers. Yes, never as big as the Ford…Ford 

was long-term and it was actually supporting about three 
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NGOs because the project was big. We were training 

thousands of farmers nationwide.” 
 

 
There were other programs implemented by SAP and these are usually thematic- 

based. In other words, SAP may have the same funders but these funders have changed 

their program priorities through the years. As the executive director mentioned: 

“We have yet to experience donations which are 

indiscriminate with regards to the programs we have 

implemented…The bottom line with all of the donors is a 

limited budget for a limited time period.” 
 
 
 

6.5.4 On donor criteria and relationships 
 

 
Donor criteria are not seen by SAP as deterrents. SAP considers them manageable 

guidelines they are required to work within. The executive director mentioned in the 

interview that stricter guidelines and stricter implementation on the part of donors has 

also be applied to other NGOs. He says that having a long–term relationship with their 

donors helped SAP in that the donors have been very understanding. He explained: 

“Having  a  long-term  relationship  is  mutually 

advantageous because they [donors] do not have to dig in 

too deep anymore. They can trust us and at the same time, 

for us, we can focus our resources more on the 

implementation of the project rather than keeping an eye 

on how we do it and then, justifying to them that we are 

doing well. So, it is mutually advantageous. We’ve been 

lucky. We have not changed our agenda or program just 

to get the funds. Our long-term funders are such that we 

tell them what we want to do. And then, they just tell us, 

‘This is the budget that we have for you.’ That’s it. If there 

have been ‘conditions’, they were more logistics like 

keeping their funds separate from other donor’s  funds. 
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And seeing it from their end, it’s pretty understandable 

why they’d want that. So far, we’ve proven ourselves to 

them, in terms of those requirements.” 
 

 
On funding levels, he has this to say: 

 
“Funding level has remained the same, value –wise. But 

in real value, because of the higher prices right now and 

the exchange rate of the peso, it has really diminished. 

We’ve tried asking for more from our funders and they 

have been patiently explaining to us that they only have 

fixed allotment and their support will only be up to, only 

up to here…” 
 

6.5.5 Organisational response 
 

6.5.5.1 Proposal submissions 
 

Due to the decline in real value of SAP’s funds, the organisation has resorted to finding 

other sources of funds through the submission of proposals whenever they hear about a 

call for proposals that fit with their programs. For instance, the organisation has been 

submitting proposals for small grants to the US Embassy, the European Union, New 

Zealand and the United Kingdom governments. So far, it has been unsuccessful with the 

US Embassy. 

 
6.5.5.2 The “Network approach” 

 
The executive director does not discount the help extended by SAP’s networks in 

finding other sources of funds.  He stated: 

“Another way that funding may come in is through larger 

networks. So, since SAP is part of different networks, for 

example, if you’re talking about legal resource of NGOs, 

there are about twenty which are bonded together for an 

umbrella group known as Alternative Law Groups (ALG). 

The office is just across the street. If ALG puts up its face 
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to support a proposal, some donors are looking more for a 

network approach rather than a single NGO. So, when 

ALG gets a particular project from the proposal then it 

filters down to the members who will be relevant to the 

implementation.” 

 
When asked about the details on the management of the project funds, the executive 

director stated that the network (meaning to say, the ALG) handles the financial 

management of any network project. 

 
6.5.5.3 Small-scale projects 

 
 

The organisation also resorted to scaling down its farmers’ program. When the Ford 

Foundation pulled out, SAP could not find a substitute donor. There was also no way 

for the organisation to play around or juggle with the money coming from their other 

donors, which were intended for their other programs. As the executive director 

explained: 

“You can play around with funding only to a certain 

extent.  For  example,  we  have  a  program  supporting 

women  and  there  is  a  group  of  women  farmers,  then 

maybe an overlap can support a particular activity 

involving women farmers.  But, it is only up to that. Given 

the parameters of the project for women, for the urban 

poor,  for  example, industrial  workers,  the  real  answer 

there is that the farmers’ activities have to stop.” 
 

6.5.5.4. Merging of teams 
 

SAP also decided to merge their teams in order to reduce the costs of their operations. 

SAP’s  teams  used  to  operate  independently  from  one  another  with  each  team 

responsible for their own programs and projects. To lessen operational costs, these 

teams were eventually merged. For example, the workers’ group was merged with the 
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urban poor group, merging them into one program to streamline activities due to the 

fewer resources available for these programs. This meant that the existing program staff 

now had to assume more responsibilities. The executive director elaborated: 

“Even I, who just worked on labour concerns, had to take 

on other responsibilities as well. It was difficult for the staff. 

Our ideal, really, is to have specialization. Just to give you 

some numbers,  and this is not anymore due to the pull out 

of Ford Foundation, but because of increase costs [of 

operations], as I told you about the real value of funds, in 

2006-2007, all in all, we were about 34-35 staff, all in three 

offices, both lawyers and staff.  Right now, we are about 21. 

So, we lost a good number of people. Here in Manila, when 

I came in, we were a comfortable number of 15-16 lawyers, 

Right now, we’re seven. That’s one way of adapting. We did 

not  do  away  with  a  program  although  there  was  a 

temptation to do so. We really could not. We were really 

attached to the persons, to the communities as well as the 

groups that we work with. The usual question there is, if 

there is no SAP, where will they go? There is no other legal 

resource.  For example, urban poor, we are the only group. 

There’s at least one other lawyers’ group  but they cannot 

absorb the volume of the work.  In terms of worker’s rights, 

we are the only one. In terms of women, there are a lot of 

NGOs. Comfortably, there are about three or four other 

NGOs aside from SAP to touch on women’s rights. On 

farmers, we’re just one of about three in Manila.” 
 

The decision to scale down operations and downsize was unanimous and was decided in 

a General Assembly with all staff present. 

“Decision-making in SAP is as popular as possible so we 

all come together as a General Assembly.” 
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6.5.5.5 Endowment fund and social capital 
 

 
In 1988, SAP received an unexpected endowment from its former executive director 

who perished in a plane crash. However, this endowment fund was not enough for SAP 

to survive indefinitely. SAP’s sustainability is still precarious despite their efforts to 

bring in as many resources as possible. The organisation has resorted to cost cutting and 

in  fact,  it  declined  invitations  by  some  sectors  to  expand  its  scope  of  work  and 

undertake more activities. 

“We had to say no to some invitations not because we had 

closed down programs but because we did not have the 

money at that time. [If it was] given to us in some other 

time, maybe we would have said yes. Definitely, there have 

been some limitations on us. We cannot send as many 

lawyers as we could. We cannot go as far as we would want 

or as long as we want to. But we have not cut down on our 

advocacies. If anything, we have expanded.” 
 
 

In 2001, at about the same time that the Ford Foundation pulled out from the 

Philippines, SAP expanded its advocacy work to include local governance concerns and 

issues. It expanded and set up an office in Mindanao in 2004-2005 and expanded its 

activities in the area.  However this expansion might not have happened were it not for 

the popular demand for SAP programs in the communities it serves. 

“If we were to design it ourselves, we would just stick to 

what we were comfortable with, but because we located in 

Davao, we just could not say no, for example, to the need 

for environment lawyers to come and assist. Second, there 

was a need for lawyers to assist indigenous peoples’ 

concerns in Mindanao, and third, the need to help the 

peace process along the way as well. So, because we are 

located there, we had to respond to the individual context 
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of the region which may not be so allowed in the National 
 

Capital Region.” 
 
 

The executive director also lamented the fact that their Davao office had only 

two lawyers to handle these expanded activities as there used to be five. In SAP’s Bicol 

Region office, only one lawyer is left. In short, the organisation scaled down due to lack 

of money. In order to continue its programs SAP relied on and continues to rely on 

volunteer lawyers who were once their employees:  “We are emboldened by voluntary 

lawyers – the ones who have left us.” These former employees comprise the core 

volunteer group in SAP. 

“They are more willing to come back without getting paid 

for their services. It just so happened that they just needed 

a monthly compensation higher than what SAP can give 

them. Yes, we can rely on them, for example, to give 

trainings and sometimes, to handle cases under our 

auspices.” 
 

6.5.5.6 Prioritisation of maximum impact activities 
 

One of the ways that SAP seeks to minimize its organisational expenses is to prioritise 

programmes or projects that would give maximum impact in the lives of their target 

groups. However, as the executive director cites, there have been many cases in which 

the organisation would go into an activity or devote its resources to clients who, in his 

words, “would walk in through the door and we cannot really say no”. He cites an 

example of an abused woman who had no lawyer representing her and who harboured 

mistrust  for  the  lawyers  that  were  provided  to  her  by  the  government’s  Public 

Attorney’s Office. SAP felt that it was left with no option but to say yes to this walk-in 

client on condition that the said client handled all transportation and photocopying 

expenses. 
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6.5.6 Organisational challenges 
 

6.5.6.1 High turnover of lawyers 
 

 
High staff turnover is a problem for SAP. The problem is mainly concerned with 

remuneration because SAP is unable to compete with private law firms and with 

government agencies. The executive director lamented: 

“As we speak, I’ve just lost two lawyers. We really need to 

find a more attractive compensation. We are now opening 

up our slots, but as levels go, we’re on the bottom, bottom 

low. We’re offering very, very low salaries to lawyers 

because of the funding. When I entered, it was competitive 

with government. Government has now overtaken us.” 
 
 

Hence, the difficulty for SAP is not just about the very small number of staff (lawyers) 

but the number of  lawyers in the organisation who  are making do  with very low 

salaries. This imposes a pressure to the executive director to either hire more lawyers or 

to try and provide their lawyers with competitive salaries. 

“We will try to source out as much funding as we can. It is 

getting to be competitive especially in our area. I think we’ll 

be talking to organisations which are not legal resource 

NGOs. The good thing about what we do is that lawyers 

have this opportunity to do this kind of work. Otherwise, it 

would be just law firms and government. That’s the usual 

mix. At least now, we could offer them another alternative 

as to what they can do with their skills. But the downside 

really is that it’s not very well appreciated.” 
 

6.5.6.2 Benefits are harder to grasp 
 

Compared to other NGOs where the impact of their work can be very concrete, this is 

not so for SAP. 
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“When you ask what lawyers do, it’s very difficult because 

it is kind of abstract. When we tell people that we teach, 

for example, we make people familiarise with their rights, 

not everybody is very attracted to that especially those 

who would not want those rights to be realised. Right? I 

mean, we’re working with workers and employers’ groups 

which include the top corporations in the Philippines; they 

would really want us to stop what we’re doing. Second, 

the benefits to society are not that apparent. Other people, 

you give “mami”[instant] noodles to little children, their 

tummies are full. For our lawyers to teach them their 

rights, they defend them in court, what is the advantage in 

that? The benefits are a little bit harder to grasp.” 
 

6.5.6.3 Financial management 
 

 
In terms of financial management, SAP has a number of systems are in place that work 

well. These systems are overseen by a number of SAP staff members. However, 

acquiring financial management skills did not come easy for some of its legal staff. 

 
“We had to learn our financials, keeping our financial 

records, being responsible for them. Most of our skills are 

lawyers’. So nobody comes in knowing how to manage an 

NGO. There was no professional NGO manager. We were 

forced to learn as we did it. It was a little bit difficult. It was 

not part of our discipline but…” 
 

The executive director mentioned that donors are essentially the same when it comes to 

requirements on financial management and reporting. 

“I’ve been Executive Director since 2007, you know. I’ve 

learned from the systems that were already in place and it 

was just a manner of, it was just a manner of improving on 

them. If there are differences among donors, it is just very 



233  

 

small.  Most  of  them  impose  the  same  requirements  in 

terms of reporting, in terms of safeguards of finances.” 
 

6.5.7 Maintaining integrity 
 

 
If a donor’s conditions run counter to their principles, then SAP would resist these 

conditions even to the extent of forgoing funding. For example, the organisation has 

acknowledged the fact that it might be difficult to source money from local donors 

given the nature of their work and advocacy. There is hesitancy on the part of local 

corporations to donate as one of SAP’s programs focus is on labour rights advocacy. 

The organisation has also represented workers in the past. Even if corporate donors 

would be willing to fund them, receiving such funding or even simply soliciting funds 

from corporates is not acceptable to SAP as “that will hold our integrity suspect right 

away”. The same holds true when it comes to government funding. Although SAP 

occasionally receives money from the government on a per project basis, as a general 

proposition, it would be difficult for SAP to do so because part of the organisation’s 

principles is to maintain good governance so that issues of corruption, accountability 

and transparency are regularly addressed. To receive money from the government and 

then rally with the masses against the government is just one example that would be 

contradictory to the organisation. 

“That   leaves   us   with   just   the   people   outside   the 

Philippines who leave us alone with the advocacies, who 

will respect the points of advocacy that we have.” 
 

6.5.7.1 “That model does not really fly” 
 

 
There is this conscious effort to keep organisational integrity intact.   They do not 

accept money nor take up opportunities for potential funding when the donors are 

from “the other side of the fence”. The executive director cited an example of their 
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American counterparts and of SAP’s case against the big banana plantation companies 

in Mindanao. 

“When some people from the United States told us about 

their experience of receiving money, for example, from 

law firms…Law firms really set out some percentage of 

their income to give to NGOs doing legal work. When they 

asked us about that, I told them it is almost unthinkable. It 

is unthinkable for us to receive money because they are on 

the other side of the fence. The legal community in the 

Philippines is very small. So, when we represent workers, 

for example, usually on the other side of the fence are the 

bigger law firms. When we represent farmers…right now, 

we have a case in Mindanao. Some residents in Davao are 

being  sprayed  on  by  pesticides  sprayed  by  airplanes. 

These airplanes are being hired by very large banana 

companies. The banana companies, you can imagine, are 

represented by one of the bigger law firms right now. And 

here we are, the NGO representing the residents. So, you 

can just imagine, the residents would know if we are 

receiving money from the firm itself. What do you think of 

that? So, that model does not really fly.” 
 
 

6.5.8 The future of the organisation 
 

SAP is optimistic about its future despite it perennially operating in deficit. The 

organisation hopes to build up  enough resources on  its own  regardless of  outside 

support including using its former staff. It is also looking for more income from 

trainings and seminars conducted for partner organisations to cover its deficit. For 

example, if SAP is working with other partner organisations, these organisations would 

have to pay a membership fee of around Php200 – Php500 a month for them to access 

the legal services of SAP. However, SAP is aware that the income generated by this 
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would be very small and that this would not even pay the monthly electricity bills or for 

the salaries of SAP staff. “But, you know, Php500 a month…what’s that? Nobody pays 

that anymore.” 

Despite the optimistic outlook on its future, the executive director admitted that 

if all donors of SAP would stop their support, the organisation would have to close 

shop. He reckons that they could only prepare the organisation to some extent in case 

donors stop their support. SAP’s project funding usually runs in a three-year cycle. At 

the time of  the interview in late 2010,  one of  their major funders was about the 

terminate funding in 2011. According to the executive director, if this particular donor 

did not renew and the organisation could not get what he termed a “substitute donor”, 

SAP would have to scale down once again. He is pessimistic about getting another 

donor as the amount of money being talked about is substantial. Some suggestions from 

their partner organisations is for SAP to go into some kind of work that would be 

income generating to support part of their work that is not. At the time of the interview, 

the executive director and his staff were still trying to figure out what kind of projects 

they could undertake to generate money, particularly activities that would not be in 

conflict with their principles: 

“The easy part is to consult for private corporations, give 

them our expertise, the points of view that we have gotten 

from grassroots organisations,   but we will always 

encounter that problem of conflict [of interest] when 

workers come to us... Yeah, farmers come to us and they 

might say, ‘They are also talking to the landlords’ – things 

like that. It is very difficult that’s why we never cross that 

line. Some other NGOs, not SAP, have the same problem, 

for  example,  with  Australia.  It’s  about  receiving 

Australian money because Australia is  very much 

identified with mining interests.” 
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6.5.9 Understanding of donors’ situation 
 

 
SAP is currently looking at Filipino workers’ based overseas as a new potential source 

of funding. The executive director believes that Filipinos are now more conscious and 

are looking for ways to help the country. As mentioned in a previous section (see 

6.5.11), SAP generates money by providing training for a fee, selling their own 

publications and undertaking consulting activities (e.g., a women’s group has asked 

SAP to draft a proposed bill for them). However, the executive director admits that it is 

very tough trying to make enough money out of these funds because they can only 

charge a minimal fee for these services as the organisation is a non-profit. However, he 

also thinks that their donors are also like them - trying to juggle their own funds in 

trying to support as many NGOs as possible. 

“I think they are also juggling their own limitations. It is 

not only SAP that they are supporting. It is not only the 

Philippines that they are supporting. SAP is just one. The 

Philippines is just one. So, we have to share with 

everybody. At least, we have communicated our thoughts 

[to the donors]. 
 
 
 

6.5.10 Case analysis of SAP 

There are two episodes in SAP’s history that impacted on the organisation’s operations. 

The first was the cessation of funding for their urban poor program by one of its foreign 

donors as it decided to change its program focus. The second episode was the pull-out 

of the Ford Foundation from the Philippines immediately following the 9/11 terrorist 

attacks. These two funding changes led SAP to downsize in terms of staffing and in 

terms of the scale of its operations. The organisation also had to prioritise its activities 

now that it was operating on more limited funding. However, the consequences for SAP 

would have been more severe had it not been for its extensive network of partner 
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organisations as well as the continuous work undertaken for them by their volunteer- 

lawyers. To note, the endowment fund that was set up for SAP was not enough to 

support the work of the organisation. The role played by the organisation’s mission and 

value system is also very apparent in the strategic choices that it made in the advent of 

these funding changes. 

 
6.5.10.1 Social capital 

 
The  presence  of  an  extensive  network  of  organisational  partners  and  volunteers 

provided SAP with a buffer from the adverse consequences of the loss of funding from 

the Ford Foundation, which at the time was its major funder. SAP took the opportunity 

to tap into its network resources during this downturn. For instance, given that donors 

had changed their focus towards supporting programs undertaken by a network of 

NGOs rather than an individual NGO, SAP actively participated in proposal making 

within these “networked” programs. The organisation was able to get funding for some 

of its activities this way. The network allowed SAP to tap into resources that would not 

have  been  available  had  it  not  been  a  member  of  such  an  alliance.  It  was  an 

opportunistic move. However, such network relations and the benefits derived from 

such an alliance is never unilateral. The network also benefitted from the excellent 

reputation that SAP has with donors and from the specialised work that SAP is known 

for. As mentioned, SAP occupies a unique position among civil society groups in the 

Philippines as it is one of only about two or three NGOs that provide legal services to 

other NGOs and peoples’ organisations (POs). The organisation was also able to source 

the services of volunteer lawyers. Some of these were ex-employees of SAP who left 

SAP for lucrative private or corporate practice. Without these networks and volunteers, 

the pull-out of its major donor would have impacted on SAP more adversely. 
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6.5.10.2 Symmetry of power relations 
 

The changes made by the donors were rationalised by SAP as normal and 

understandable. This empathy and sophisticated understanding of the donors’ 

circumstances (for instance, that they were affected by the global financial crises)  and 

the resulting equanimity between donor and grantee (SAP) could only come about if 

there was a perceived symmetry of power on both sides – that they are not in a donor- 

grantee relationship, but are instead genuine partners in development. Such an 

understanding of each other’s position is only likely to occur between NGOs and 

donors who have been partners for a long time and this is true for SAP. Moreover, this 

symmetry in the relations is also shown in the way that donors have given SAP the 

independence to design and pursue the types of programs it wanted to pursue, 

notwithstanding the fact that donors still attached a few conditions to the grant such as 

strict record-keeping and having separate bank accounts for each project or program 

that is funded. Both conditions are seen by SAP as fair, although they had to be trained 

in financial management and that it was initially difficult for them to transition from 

being predominately lawyers to learning to undertake other roles. 

 
6.5.10.3 Values and ideology 

The organisation’s value system (i.e., pro-labour) dictates their strategic choice of 

donors. Did this affect SAP financially, especially with the pull-out of the Ford 

Foundation, which was its major funder? Going to corporate donors would have 

compensated for the loss of money from the pull out of the Ford Foundation but this 

would have been perceived by its beneficiaries as “selling out” to the corporations. 

Moreover, it would have adversely impacted on the other donors of SAP who were 

ideologically aligned with the organisation. It would have destroyed SAP’s reputation 

and legitimacy to both its donors and beneficiaries. 



239  

 
 
 

7.1 The interview context 

 

Chapter 7. Analysis 

 

 
The studies participants were the leaders of the NGOs that had agreed to participate in 

the study. In formal terms, they possessed the title of either ‘executive director’ or 

‘president’. Despite the fact that it took months before the researcher could be linked 

with the people and organisations within the civil society sector in the Philippines, once 

having gained  agreement from five  non-government organisations, there were no other 

impediments  to  the  conduct  of  the  interviews.  No  one  acted  as  gatekeepers  and 

complete access to the organisation was given, including annual reports and materials 

about their programs and projects. 

The interviews themselves were very informal and the participants very 

welcoming even though all of the interviews were conducted in a relatively formal 

setting -- in their head offices.  Their interest in the topic of the study was quite palpable 

as manifested by their openness to share much detail and by their standing invitation for 

the researcher to visit their projects and constituencies in the communities they served. 

The researcher did visit these areas, at least, in two of these organisations. The field 

visits of the other three organisations, despite the invitation, did not take place because 

as it turned out to be impractical. For one organisation, the planned visit was aborted 

due to a super typhoon. For the other two organisations, the geographical distance of the 

communities presented problems with logistics and access, hindering such a visit. 

It is noteworthy that all of the leaders in these organisations opted to start the 

interview by asking for a reiteration of the study’s purpose and aims. As mentioned in 

the methodology chapter, a letter detailing the research and its purposes was sent out to 

each of the participants two weeks prior to the date of the interview. The impressions 

given to the researcher by their detailed questioning of the aims of the research, or as to 
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why the research was conducted in the Philippines, illustrated that the participants were 

not only very much interested to share their stories but that they were also interested in 

the study itself and to know its  findings  and outcomes. In fact, it had been expressed 

that they would be keen to receive some sort of “results” in whatever form, once the 

study was complete. Hence, it is clear that the interview was viewed and construed by 

the participants as a two-way exchange of knowledge. It should be noted that the 

participants were the top people in their field, and most were well- known not only 

amongst the Philippine civil society and development sectors but also amongst 

government circles. They were passionate about their work and their causes having 

come from either the ‘resistance movement’ and/or from the academe. From the 

interviews, four of the participants had been former volunteer community organisers. 

Moreover, as the case studies indicated, all of them were ideological driven. 

There was a strong desire to share their organisational histories. All of the 

participants started the unstructured interview by detailing their organisational histories. 

Hence, the participants acted or took on the role as historian narrating to the researcher 

their organisational roots and history even prior to any discussion of organisational 

shock or jolt took place. This was welcomed by the researcher as their assumed role of a 

historian may have given them (the participants) a starting point for discussion, but 

more importantly they might have realised that context was very important to the 

researcher’s subject matter and to the researcher’s understanding of their situation, i.e. 

where they were coming from. 

One participant enquired as to which other NGOs had granted the researcher an 

interview. Perhaps there was initial trepidation on the participant’s part, particularly as 

this participant was the first to be interviewed. Perhaps she needed assurance as to the 

researcher’s legitimacy. However, this initial trepidation on the part of the participant 
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was quickly overcome and she displayed an openness not only in regards to the 

information shared but also in her willingness to extend and give her time and to do the 

interview in an unhurried   manner with the open invitation to visit the organisations 

communities located north of Manila. 

As to the conduct of the interviews, they were free-flowing and interrupted only 

by some ordinary (day to day) organisational events such as a phone call for the 

participant, a reminder from staff/secretary to take a break for lunch or a reminder of a 

meeting that was to take place the following day. In two cases, lunch was served while 

continuing with the interview. As mentioned, the interviews were friendly and open, 

sometimes punctuated with laughter or easy silence as the participants attempted to 

recollect their thoughts. In some cases, there was personal sharing made by the 

participant to the interviewer. In one instance, for example, the participant shared his 

personal poems written when he was in jail as a political enemy of then President 

Ferdinand Marcos. In this sense then, the participant’s personal story about being jailed 

by Marcos also gave an important background and perspective to the story of the 

organisation. In another instance, another participant shared his experience as a 

community organiser of an underground resistance movement. As mentioned, these 

personal stories were often an important part of the overall narration of their 

organisational  histories.  They  were  not  trivial  anecdotes  either,  albeit  they  were 

personal in nature. These personal stories of where they had been and of their place and 

personal role in the struggle for reform and change in Philippine society were narrated 

with obvious pride. This was the context of where the participants were coming from. In 

a sense, their organisation’s story is also closely intertwined with their own personal 

story.  Whether by  intent or not, the personal narratives led to a deeper understanding 

(by the researcher) of what the organisation was and where it had been in those years of 
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political unrest under a very strict, constricted, dictatorial regime where civil society 

was under constant threat. 

The hospitality accorded to the researcher by the leaders as well as by the 

community members during field visits was not only a reflection of the very well- 

known innate trait of Filipinos being a hospitable people. It was a reflection of their 

sense of importance of the work that they do. In other words, they clearly took pride in 

the work that they do and the communities they attempt to serve. In the leaders’ talk as 

well as the organisational members’ talk, this sense of pride was communicated or 

expressed not just by the tone of the voice and their demeanour but by the very open 

and ebullient recounting of organisational life. This was perhaps borne out from their 

own unique stories and triumphs as an organisation, particularly in light of the highs and 

lows of the socio-politico-economic history of the Philippines and how civil society 

organisations have contributed to the country’s democracy and enlightenment as 

discussed in Chapter 2 of this research. 

 
7.2 Changes in donor policy 

 
It is important to discuss the changes that occurred in the development scene in the 

Philippines particularly in relation to NGOs and donor policies.  It was indicated in the 

interviews that there had been many changes starting as far back as the middle to late 

1990s. What exactly were these as far as the five NGOs under study were concerned? 

Four major patterns emerged in the data: 

•     Stricter monitoring and reporting 

The donors had started to impose stricter reporting requirements particularly in regards 

to the disbursements of  donor  money. The reporting had to be very specific with 

itemised details of expenses. This was applied by all donors regardless if the donor had 

been a long-term donor or not, and regardless if the NGO was already established or 
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relatively new. The size of the NGO was not a consideration. The change was applied 

across the board to both small and large NGOs. 

The most common complaint by the NGOs was that this stricter reporting took 

so much time to undertake that it took time away from project implementation, whether 

in the field or in the head office. Time was crucial for organisations that had many 

communities and field offices to serve and that had many community based 

organisations, often referred to as ‘peoples’ organisations’, operating under the NGOs’ 

auspices. 

• The move towards policy advocacy in both thrust and impact measurement 

Concomitant with the stricter reporting requirement was the move towards adopting 

monitoring criteria that measures a program or project’s impact in the policy advocacy 

arena. In other words, impact measurements were no longer project-based but took on a 

more macro view, i.e., on how a particular project had contributed in advancing the 

issue to the   general public, to the NGO’s own constituency as well as to legislative 

policy. This change was something relatively new for the NGOs under study, whose 

operations  were  largely  concerned  with  service  delivery  while  only  occasionally 

engaging in advocacy as an off-shoot of their service delivery work. 

 
• The  move towards funding small thematic projects and concomitant decline in 

funding level 
 

Previously donors would fund whole programs and projects. However, there had been a 

move in recent years towards a preference in funding smaller projects based on certain 

themes (e.g., gender equality). This change resulted in a decline in their overall funding 

levels as only small projects were approved that were consistent with the thematic thrust 

of the donor. In two cases, the pull-out of a major donor in the aftermath of the 
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September 11 2001 terrorist attacks was cited, again leading to a decrease in overall 

funding level. 

• The  requirement  for  a  more  comprehensive and stricter  criteria for  the 
approval of project proposals 

 
The requirements for  proposals for  submission also changed. Donors  were said to 

require more detailed and comprehensive project proposals than what was standard in 

previous years. The NGOs were required to submit itemised costing and to anticipate all 

of these expense items in there written proposals. In one instance, an organisation under 

study had to submit their proposal 10 times before it was accepted by the donor. 

This change was particularly difficult for NGOs undertaking community 

organising activities. To submit proposals to fund community organising components of 

a project was tedious as well as difficult because, more often than not, expenses could 

not really be anticipated or accounted for in the exact manner that donors wanted. 

Community organising, as the participants said, can sometimes be very fluid and such 

fluidity contributed to their difficulty in itemising expenses as well as difficulty in 

putting a strict timeframe on such work. 

 
7.3 Organisational imperatives 

 
There are a number of questions that arise as a consequence of these policy changes. 

How did these organisations realign themselves after these changes? What were their 

organisational imperatives? More importantly, were they able to respond with genuine 

creativity and innovativeness that were not then perceived to be resisting donor 

conditions? However, prior to even answering these questions, it is important to 

understand the impact these conditions had on the NGOs. In analysing the data a pattern 

emerged with regards to this -- the organisations decreased in both size and scope. 
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Except for two of these organisations, the NGOs had either, at the time of the 

interview, already laid off staff or were planning to lay off staff. Why were these 

organisations laying off staff and not the other two? The presence of the institutional 

funder may have explained why these two NGOs did not opt to decrease the number of 

staff or had any plans to do so.  Institutional donors are those funders who do not put 

restrictions on where their money should be spent as long as they are spent to achieve 

an NGO’s goals and mission. The institutional donor of these two NGOs was not just 

their core donor it was also their biggest in terms of their overall funding profile and 

their sole donor for many decades. It must be said that although one of the NGOs that 

opted to downsize had an institutional donor, it was not their biggest in terms of their 

overall funding. 

It is interesting to observe that the NGOs lamented the increasing absence of 

institutional funding. In recent years, donors have shied away from institutional giving. 

However, the NGOs also realised and understood that there had been a plateauing of 

donor funds in the Philippines that began in the late 1990s and together with this 

plateauing was there was a shift away from institutional funding. How did these 

participants read or construe institutional donors, or more precisely the scarcity or the 

total removal of institutional funding altogether?  There was an acknowledged belief 

that the presence of an institutional donor would allow them to concentrate on service 

delivery, advocacy and program management, as opposed to looking for money. 

However, looking at the experience and history of these organisations that had an 

institutional donor, the latter’s presence can either be a boon or a bane. Although these 

organisations see themselves as ’very lucky’, ’fortunate’ to get institutional funding for 

the reasons noted above, it can also lead to organisational inertia as was the case in one 
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of the NGOs. It took a decade for this organisation to look at sustainability seriously. 

This will be discussed in a separate section on sustainability (i.e., section 7.5). 

Aside from downsizing, the scope of service delivery of these organisations also 

decreased. For example, one organisation cut off their outreach services while another 

decided to focus on their core competencies. Due to the fact that some of its activities 

have been shortened in duration or were totally removed, the organisations built the 

capacities of their communities (i.e., peoples’ organisations, associations, chapters or 

federations). In short, they weaned grassroots groups to be independent by building 

organisational capacities so that their reliance on the assisting or ‘mother’ NGO would 

only be for technical and training support. For example, the NGOs in this research 

provided training on project proposal preparation so that these community groups could 

eventually source their own funds independently. They also undertook training in 

financial management and project report writing. 

These capacity building initiatives were undertaken long before the policy 

changes occurred. When the changes occurred, especially when donors changed their 

thrust and impact measurement criteria toward more advocacy rather than service 

delivery, this aspect became more significant to the NGOs. As a consequence, funding 

for community organising declined or became scarce. This aspect will be explored in 

more detail in the following section on social capital. 

 
7.3.1 Social capital 

What is clearly evident in the data was that the NGOs as well as their collaborators (i.e., 

the community-based organisations, other NGOs, other volunteers) recognised the 

significance of cooperation, collective action and the building of community spirit to 

buffer their organisations from external jolts.  Particularly in the case of the Philippines, 

such  cooperation  and  collectivism  are  derived  from  the  Filipino  core  values  of 
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’bayanihan’ -- the spirit of uniting together as a community to achieve a specific 

objective or goal. The word ‘bayan’ means nation or community and bayanihan means 

people getting together to help a neighbour or a community usually without monetary 

compensation, i.e. the help is given voluntary. Its roots go back to the Filipino tradition 

in previous generations when neighbours in the barrio would help another neighbour 

move house. In the spirit of bayanihan, neighbours would literally lift and carry the 

house on wooden beams. Houses in those days were made of lightweight materials. This 

tradition  still  occurs  today  in  the  rural  villages  of  the  Philippines and  extends  to 

farming, for example, when a neighbouring farmer might need help in harvesting. It 

also extends to other group endeavours such as in times of calamities and disasters 

where neighbours help neighbours in the spirit of bayanihan. 

This spirit of unity amidst adversity and of helping each other solve each other’s 

problems may also be one of the factors why the NGOs were able to utilise their vast 

network of volunteers on the ground as shown in the next section. It may also explain 

why there was cooperation rather than competition among other NGOs or civil society 

groups in the Philippines. This does not downplay the fact that there is now greater 

competition for donor money and yet, by the same token, collaborations, alliances and 

networking are also strong features of Philippine civil society. 

 
7.3.1.1    A capacitated volunteer base 

One of the organisational responses to donor policy change that emerged in the research 

was the use of volunteer-members to mitigate the effects of donor policy changes. 

These NGOs had mobilised the communities for years. Even before the declining trend 

in donor funding, they had already formed federations, peoples’ organisations and 

associations in the communities. They had also spent time building the capacity of these 

community or peoples’ organisations through the provision of training and technical 
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assistance specific to their work or organisational agenda. For example, an NGO on 

women’s health and reproductive rights provided training for women-members to 

become volunteer primary health care workers for their respective communities. 

It is not surprising that community organising took a prominent role in the 

programs and the strategies of these NGOs as most of the leaders of these organisations 

were volunteer organisers themselves. Although community organising had recently 

taken a backseat for the donors (note: one of the interview participants had noted, “not 

in rhetoric because it is good on paper”) as funds were channelled more towards other 

programs such as advocacy, the NGOs had already well-established active community- 

based organisations. They developed their members in the communities to exist quite 

independently with minimal intervention from the ’mother’ organisation apart from the 

provision of training or technical assistance. One of the NGOs puts it this way, “When 

the big funders came, we have already organised the communities.” 

These community organisations were also trained to be financially self-reliant. 

In  fact, these people’s organisations had been submitting proposals  for  funding to 

various donors. In other words, they were trained to write project proposals, keep 

records, manage their finances as well as write project reports. This pattern of 

undertaking capacity building for  many  years was  illustrated on  three of  the  case 

studies. To note, four out of the five NGOs had a community organising component. 

The exception, that is the NGO with no community organising component, was purely 

undertaking legal training and providing legal advice. 

It is surprising to note that one of the NGOs that had worked on community 

organising only took to capacity building quite recently when compared to the others. 

Where other NGOs had trained their community organisations on project proposal 

writing on financial management of projects, this NGO suffered organisational inertia. 
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It is surprising because this organisation was built on a community of volunteers and 

community organising was their raison d’etre. In the interview with the executive 

director of this NGO it was stated that mobilising the communities remained their top 

priority and that the organisation was built and sustained by volunteers. However, 

snippets in the conversation as well as visits to the communities also revealed that there 

were only a handful of leaders at the top of the organisational structure who knew how 

to write project proposals and to carry out project budgeting, and none at the very 

bottom, i.e., the people’s organisations which made up the core of this NGO. However, 

this NGO has always been a late bloomer, perhaps attributable to their organisational 

history.  It  started life  as  an  underground movement without structure and  without 

formal systems in place. As a result it has been difficult for the organisation to transition 

into a formal, ’above ground’, long-term organisation. The style of management and 

ways of doing things did not change as a result of its transition. It still acted as if it was 

a small and informal organisation.  The interview with the executive director revealed 

that the organisation was taken aback when they realised that they had so many things 

(yet) to do in the communities they served -- things that had taken a back seat because 

they had focussed too much on mobilising their members to take part in political 

marches and rallies. Was this surprising? Perhaps not, given the call of the times and 

given that this organisation was associated with the political left. 

In regards to the importance placed on developing social capital and the tapping 

of it in times of organisational shifts, the question that warrants some insight is this: 

Given the declining level of funding and changing donor focus and conditions, would 

these NGOs have willingly lessened their scope of activities without the presence of 

their members, i.e., the highly developed community-based people’s organisations? 

What  was  left  unsaid  by  the  participants  but  was  implicitly  apparent  in  their 
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construction of the events was that their relatively strong membership/volunteer base 

was crucial in their operations. For example, it allowed them to operate cheaply 

(“funders love us”, was one of the quotes from the executive director) than in a scenario 

without this strong volunteer base. Another interview participant described her 

organisation as ’low maintenance’ because the clinics were all community-based that 

ran independently. Moreover, what was left unexpressed but was again clear was that it 

gave them organisational leeway and flexibility, hence, they were more willing and 

ready to accept a donor’s conditions particularly in the light of the  adverse effects of 

cutting off certain programs or of undertaking smaller, shorter-term projects than usual. 

It is not so much a question if these NGOs had benefited from these social networks, 

that is, the associations that they had formed on the ground. Of course, they did. The 

pattern that emerged across the organisations was that the contributions made by ’sweat 

capital’  were  not  insignificant.  How  did  this  come  about  that  they  had  not  only 

organised the communities but also, had capacitated them? Was it by long-run strategic 

intent or emergent, given the changing tide in donor policy? It is worth mentioning that 

these leaders were former community organisers and had this civic volunteering 

background long before they became leaders of these organisations.   The concept of 

empowerment and self-reliance were not new concepts to these individuals. Hence, one 

would even expect that community organising and capacity building would be 

paramount, and they were. The organisations also defined themselves by their ideology 

and they were often viewed by some sectors (e.g., government) as non-mainstream. In 

one organisation, some donors even shied away from funding what the participant 

termed as their “alternative” and “contentious” services for the poor. 
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An aberration that was observed in the data was ‘organisational inertia’ as 

mentioned earlier in this section in reference to one of the NGOs. If social capital, 

specifically, the use of members as volunteers does provide the NGOs some flexibility 

to manage donor policy changes, is this true for all the NGOs in this research? The 

answer is that yes it was. However, this can also lead to organisational complacency and 

inertia. For this deviant NGO, the presence of volunteer-members did give the 

organisation room to manoeuvre, but it also led to inaction in seeking out new donors. 

For many years (decades, in fact), this NGO was completely reliant on a single donor. It 

took them only recently to realise how risky this was for their overall strategy. Relying 

on one donor did not bother them previously. They rationalised that they had, and still 

have, a large volunteer base in the communities they serve. So  what stopped this 

apathy? The executive director explained, “It did not worry us during those times that 

we were solely reliant on one funder, but our work is getting bigger and members’ 

contribution is just 25% to what it should be.”  This aberration does not negate the fact 

the NGOs in this research were cognisant of the importance of local networks on the 

ground. There is clearly a high level of trust and cooperation between the two parties -- 

that is the ’mother’ NGO and the organised communities they work in. This cooperation 

builds on the capacity of the community members to work collectively to solve 

problems, not precluding changes in donor policy. On the other hand, that the 

communities were willing to work with and through them suggests that these NGOs 

were very much trusted by their constituencies.   This is not surprising given their 

activist background and ideology, which were very much rooted on empowerment, 

inclusion and collective decision-making. They were undeniably respected and trusted 

in the communities particularly when it came to the implementation of development 
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projects than otherwise would be the case if the projects were carried out by the 

government or introduced to the communities from outside. 

 
7.3.1.2 Networking with other NGOs 

 
Comparing data across NGOs revealed a pattern of using their networks with other 

NGOs in order to achieve their goals. For example, a quite recent practice in the sector 

is to submit proposals as a consortium of NGOs rather than as an individual standalone 

NGO. Once approved, the lead organisation of the consortium farms out components of 

the project to members of the consortium. Given the declining levels of donor money, 

there is a belief among the NGOs that the chance of getting an approval is better when 

the project is undertaken as a group. For this transaction to work there must be mutual 

trust and respect amongst the NGOs involved in the consortium. Without these, the 

consortium is bound to fail. There must also be a certain recognition by consortium 

members of what other members can do. That is what competencies will they bring to 

the network that would be beneficial to the rest of the members? For this strategic 

alliance to work, each member must be able to recognise one another’s contribution. 

That the NGOs in this research had been successful in getting their consortium to work 

revealed their competence and reputation amongst other NGOs. For the record, the 

NGOs in this research had pointed out how their competence and track record earned 

them the respect and trust of donors - competence that they had to prove before earning 

that respect. More will be said on this in the succeeding section on donor relations. 

There is another form of collaboration that was observed in the data, albeit seen 

only in one of the NGOs. Former employees were volunteering their time to conduct 

training in the communities on behalf of their former organisation. This provided this 

NGO some buffer as they faced stagnant growth in funding despite an increasing work 

load. This and all of the alliances and networks built, developed and nurtured by these 
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NGOs coupled  with their ability to access this local capacity show that they were able 

to clearly comprehend the strategic landscape -- the realities they were facing and what 

their choices were. 

 
7.3.2. Opportunistic behaviour 

 
In response to donor policy changes, the NGOs were also seen to engage in what could 

be called opportunistic behaviour. This took the form of breaking up big projects into 

components to get funding as donors shifted their preference to approving smaller short- 

term thematic projects. The implication of this was that an NGO may have many 

reporting requirements as one project may have different funders -- the very thing that 

the NGOs wanted to avoid as numerous and tedious reporting requirements were said to 

take time away from service delivery. This was something they were prepared to take 

albeit in a resigned fashion. As one interviewee said, “What can we do except to comply 

with these tedious reporting requirements?” 

NGOs were also known to contextualise their project proposals. As previously 

mentioned donors tended to favour the funding of small short-term thematic projects. 

For example, the theme might be ’gender’. The NGOs in this research would not only 

divide whole projects into its smaller parts but also contextualise their proposal to fit 

with the donor’s theme on gender and submit a proposal, for instance, on the promotion 

of breastfeeding in new mothers. 

Another revelation in the data, at least for one NGO, was the way in which they 

juggled money from one donor to another in an attempt to re-align fund disbursements 

with the Philippine financial cycle. To note, foreign donors may have different 

timeframes in fund disbursements and this can pose a problem as disbursements need to 

be timely with project implementation timeframes. The solution for this particular NGO 
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was to use the money coming from another donor to fund a project and then return the 

amount when the money from the original funder came in. 

Although never verbally expressed by the participants, it would appear that these 

NGOs had to be ingenious in the face of organisational challenges brought upon by the 

conditions made by the donors. This was driven by their ideology and passion 

concerning their causes, in that the NGOs were very reluctant to allow their programs or 

projects to be simply terminated or delayed. In fact, in interviewing the leaders of these 

organisations, one can sense in them a profound understanding of the crucial role their 

organisations play in the development of the Philippines. This is an awareness that they 

must  carry  on  their  work  no  matter  what.  This  was  summed  up  by  one  of  the 

participants who said that NGOs cannot simply disappear and stop their work in the 

communities just because there is no money (or there is no money coming in yet). 

These NGOs made judicious decisions and departed from their usual organisational 

routines and adapted their ways of doing things to what was they perceived as an 

organisational urgency. They did not resist, they crafted their response to what was 

organisationally useful and practical so as to be able to continue with their mission. 

 
7.3.3. Social entrepreneurship and fund-raising 

The NGOs were also engaging in various business ventures. One of the NGOs sold 

organic products. Another NGO engaged in sponsoring community events such as a 

local dance and operating a chemist shop and another NGO whose focus was on 

reproductive health published and sold books on women’s health. One NGO set up 

credit cooperatives in the communities. These are just some of the examples of the 

ventures undertaken in order to raise money to achieve their various missions. At the 

time of the interview, these ventures were ongoing except for one. Unfortunately for 

one NGO, the organic products venture did not take off. Their internal assessment 
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showed that the cause of the failure was lack of marketing -- a skill that none of the 

organisational members possessed. This drives the point that since a particular business 

venture may be new to an NGO, there might be a need for detailed planning and for a 

marketing or sales strategy to be designed and implemented, at the very least. 

 
7.4 Power relations 

 

 
Given the conditions imposed by the donors, how did the NGOs rationalise these 

changes in donor policy? What could be gleaned during the interviews was that there 

were outward, physical manifestations that pointed to a sense of resignation on the part 

of the interview participants, expressed as a sigh or a shrug of the shoulders. However, 

what was also very obvious was the participants’ exceptional understanding of the 

context and environment in which their donors operate. For example, it was verbally 

reasoned that perhaps in the case of stricter reporting requirements, their donors had an 

adverse experience with other countries when it came to giving their money, hence, they 

could not fully trust NGOs in the Philippines as well. There was also a sense of 

equanimity despite their expressed complaint about the stricter monitoring and financial 

reporting required of them by the donors. The participants had felt that this was 

reasonable given the donors had provided training on the new reporting guidelines and 

informing them well ahead of time that there would be changes coming. There was a 

common perception amongst the NGOs that at least they had not been left alone to 

grapple with the changes as the donors had prepared them. As one of the participants 

noted, the stricter monitoring and reporting requirements should in fact be seen as a step 

towards greater professionalization of the sector; hence, it should be welcomed. 

Moreover, the changes were not seen as inimical. The shift towards policy advocacy, for 

instance, was seen by the NGOs as a way to grow and to make their cause ’permanent’ 

in that they were upping the ante towards lasting legislative change. 
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The declining level of funds was equally taken with some degree of equanimity. 

It was seen as a global phenomenon and was not in any way a new condition that was 

particularly imposed on them, but was one that was felt across the whole of the global 

NGO sector. The NGOs’ talk revolved around how the global financial crisis (GFC) 

affected their donors and how these donors were also trying to mitigate its effects in the 

same manner that they (the NGOs) were adjusting and strategising in the face of a 

changing environment. The NGOs  also had a good grasp of  how  geopolitics of  a 

donor’s country affects the thrusts and policies of their donors. For instance, the 

informants cited that some of the changes made by the donors such as the preference for 

policy advocacy rather than mere service delivery or the change towards thematic 

programming of projects was done after the September 11 attacks in the United States. 

For the Philippines in particular, they noted how right after the attacks, funds had been 

shifted to Mindanao where the Muslim insurgency had been brewing for many years. So 

what is this saying about the donors and the NGOs? 

 
7.4.1 Sophisticated understanding of the environment 

The NGOs’ construction of organisational events and the concomitant sense making 

that took place point to a highly developed understanding of the environment in which 

they were operating in, including the dynamics of donor-grantee relations. As the 

participants themselves said, they understood where the donors were coming from and 

how these donors, just like them, were accountable to their stakeholders. For instance, a 

participant cited that their donor in Germany was accountable to the German public 

from whom the majority of their money was solicited. For this NGO, it was not difficult 

to  understand  the  rationale  behind  the  new  conditions  set  by  their  donor.  The 

participants tended to see policy changes as inevitable, reasoning that these changes 

were in keeping with the context of the times. A shared perspective was that the decline 
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in funding was not particular to their NGO alone but was felt across the board. They 

knew long before these changes happened that funds were not inexhaustible. One 

participant used the term commonly used in the literature in describing these recent 

trends -- ‘donor fatigue’. 

There was no question for the NGOs that they would need to adjust. They were 

cognizant that they would have to adjust without prejudice toward their donors. In the 

data, the participants’ ’talk’ revolved around adjustment or adaptation as initially 

difficult but this was eventually accepted as a given; it required discipline but it was 

rationalised as a contract that they had entered into with their donors. Such a 

sophisticated take on donor relations suggest a good donor-grantee relationship. This 

was validated in the data in that when these NGOs referred to their donors, the most 

frequent word used was ’partner’. Can it be construed that power relations between the 

donor and the NGOs were symmetrical? 

 
7.4.2 Symmetry in donor relations 

 
The power relation between a donor and a grantee is commonly perceived as 

asymmetrical, skewed in favour of the donor who has the money (and hence, the 

power). What can be construed from the interviews was that the relationship between 

donor-grantee was one of symmetry -- which they (the NGOs) were on equal footing 

with their donors.  This shared perspective was not exclusive to one NGO, but to all. 

This is counter-intuitive to what is commonly and usually referred to as the asymmetry 

in donor-grantee relation. It is also counter-intuitive to my theoretically based 

assumption that organisational size matters in power relations as this shared perspective 

of symmetry was not exclusive to one NGO but to all NGOs. Also it was not exclusive 

to the highly established NGOs only. What could have contributed to this sense of being 
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on an equal footing rather than a sense of powerlessness in the face of changing donor 

conditions? Does this mean that the NGOs were able to resist these conditions? 

This position of equal footing, of symmetry with the donors in power relations 

was not merely based on the NGOs’ rhetoric. It is evidenced in the daily conduct of 

organisational life as donors sought consultations with these organisations, seeking their 

inputs on impending policy changes. For example, one was asked to comment on policy 

papers that emanated from their donor. In other words, the NGOs were accorded respect 

and trust by their donors. As mentioned, these NGOs were also fully informed, and 

were logistically prepared by the donors prior to the implementation of a new policy. 

Even for those NGOs who were totally reliant on a single donor, the relationship was 

still referred to as ’collegial’ despite the fact that it could have been very easy to simply 

kowtow to this donor or conversely, easy for the donor to be strictly unilateral (in its 

decision-making) considering its singular position in the NGO’s funding plate. 

All throughout the interview text, the word “donor” or “dependent” were not 

used by the NGOs when they described their relationship with their donors. These 

NGOs had consistently referred to their donors as “our partners”.  This implied not only 

the NGOs’ power to negotiate and to be consulted or informed, but it also implied the 

ability to stand up to their donors if needed.  There had been evidence to support this. 

For example, one of the NGOs returned the donor’s money when mid-way through the 

project, the donor started to dictate how the project should be implemented based upon 

the donor’s experiences in Latin America. This donor also tried to dictate to this NGO 

what should be said to the project beneficiaries, that is, the NGO must follow the 

donor’s ’script’. Sensing that they were no longer independent and were being dictated 

contrary to their values and philosophy, this NGO terminated the relationship and gave 

the money back to the donor. The donor, recognising the competence and reputation of 
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this NGO, came back a year later requesting for the resumption of the project but this 

time giving the NGO a free hand in its operations. Another NGO could have tapped a 

corporate donor but because the donor’s business activities ran counter to what they 

were espousing, they declined. 

The NGOs also enjoyed some flexibility and they clearly exercised this.   For 

example, the NGO that was promoting reproductive health negotiated with their donor 

to fund an additional component in their program because the women in the community 

approached them with an urgent medical need -- blood pressure examination and 

monitoring.  As  noted,  this  NGO  was  only  promoting  family  planning  in  the 

communities and had no funds committed to medical assessment for hypertension. It 

turned out that many women in the community were concerned with hypertension other 

than  family  planning  or  contraceptive  use.  In  this  case,  the  identification  of  an 

additional need in the community propelled the NGO to redesign their program of 

reproductive health to include other components that were essential to overall maternal 

health. The donor acquiesced even though it was not in the initial contract. The 

participant explained that this power to negotiate successfully with the donor was an 

outcome of the organisation’s accumulated knowledge on the ground as to the needs of 

the communities and their donor clearly recognised this. 

Aside from the above, there were other instances where the donors exercised 

flexibility in their conditions and genuinely acted as a partner of the NGOs. These 

included the use of excess money and leniency to missed or late reports. In other words, 

at the conclusion of a project, the NGOs were free to use any unspent amount on 

condition that the donor was informed as to its intended use. On the other hand, 

notwithstanding the fact that the monitoring and reporting requirements of the donors 

were becoming more tedious and detailed, there had not been an instance when an NGO 
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would seek extension where this was not granted. In fact, for one of the NGOs in this 

research the donor permanently extended the timelines and lessened the number of 

reports required upon realising the heavy burden it placed on the NGO.  Another NGO 

noted that they had a “very flexible” donor in that they were almost akin to an 

institutional funder. Technically speaking, the donor was supporting a program but as it 

was very flexible, the NGO was virtually free to move the funds around to whatever 

project they wished. 

This flexibility on the part of the donors meant that these NGOs did have a say. 

They  were  allowed  to  have  a  say.  Moreover,  given  these  accounts  about  donor 

flexibility, it was not surprising that the common term used by these NGOs to describe 

their donors was “reasonable”. Were the donors always flexible on their terms and 

conditions? The answer is no. There was evidence to the contrary as cited by two of the 

participants. This particularly pertained to the change in donor thrust away from 

supporting community organising activities towards supporting activities relating to 

advocacy. When these two NGOs put forward their case for financing community 

organising activities, their donors did not agree and still terminated the funding or 

proceeded instead to fund policy advocacy initiatives. What can be gleaned from these 

cases? What was noted in these cases was that the donor was likely to reject a request or 

to strictly impose a condition when it came to their overall thrust or priorities. Although 

these may have changed every so often depending on donors’ assessment, overall the 

donors were not willing to be flexible in these cases. In a sense, this can be likened to 

the behaviour of NGOs resiting a condition imposed upon them by a donor that they see 

as contradictory to their organisational values and mission. It can also be paralleled to 

those times when the NGOs had to weigh up if a donor condition was advantageous to 

them or not. From the interviews it was found that the NGOs will resist a condition that 
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is not in keeping with their philosophy. However, a donor may be just as willing to stick 

with their principles by strictly imposing a priority or condition that is in keeping with 

what they value - their organisational imperatives. 

 
7.4.3 Fluidity of power 

 
That the  donors  were  also  known  to  provide guidelines and  undertake training to 

prepare the NGOs (e.g., providing for the accounting software for the new financial 

reporting requirement) may be seen as a logical step as this would be advantageous to 

the donor inasmuch as it would be beneficial to the NGOs. No donor would want its 

project or program to fail so preparation was not only essential but also valuable. On the 

other hand, no NGO would also want to fail. The NGOs in this research did not just 

agree but agreed on the basis that they saw something advantageous in the new policy 

or condition. Hence, it was not surprising that the NGOs in their relationship with the 

donors often described these: “mutually-beneficial”, “pragmatic” and “rational”. The 

power relations between a donor and a grantee seem fluid, recognising the exigencies of 

the times. Hence, beyond the NGOs’ sophisticated understanding of their environments, 

pragmatism and rationality may be the other impetus for how they responded and 

behaved in the face of a policy change. Their sophisticated understanding of the 

environment in which they operate led them to be rational and pragmatic in their 

response to the new conditions. They understood the donors’ reasons and opted for 

strategic choices that would be mutually beneficial to them and to the donors. They 

manoeuvred, negotiated their power positions without compromising their principles. It 

was not only a power manoeuvring by the donors. However, it is important to dig 

deeper into what really went into their “sequences of talk” and the common thread that 

can be analysed in the interviews. In their talk, ideology proved vital to the NGOs 
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organisational life. Ideology provided these organisations with a moral compass to resist 

or negotiate with regards to donor conditions. 

This ideology facilitated the fluidity of power relations in that the NGOs tended 

to have donors who were ideologically aligned with them. Having donors who were 

philosophically similar to themselves promoted this “fluid” power relation, which in 

turn encouraged genuine partnership between the two entities. The NGOs were 

discriminating in their choice of donors. They selected their donors inasmuch as the 

donors selected them. In fact, there were donors that were not approached for reasons of 

ideological differences despite the fact that these donors were big contributors in the 

Philippines. The NGOs were cognizant of the fact that this limited their access to 

money, but they were prepared to accept this consequence rather than dealing with a 

donor that they perceived as ideologically different or contradictory.  The NGOs were 

also noted to study the nature of a potential donor before establishing a relationship in 

order to assess ideological congruency. To them, bargaining with donors was easier if 

they were philosophically aligned, hence, a prudent approach to selecting donors was 

imperative. Keeping organisational integrity in terms of mission, values and agenda was 

important to  these  civil  society  organisations. Their  organisational agenda  did  not 

change with changes in donor policy. They were not willing to allow this to happen. 

There was no ambiguity in what they must do when conditions of the donors ran 

counter to their espoused ideology. 

 
7.4.4 Ideology as an organisational resource 

What could explain these ideological beliefs? Other than the fact that the leaders were 

known to be non-traditional (even radical to some sectors such as the government), 

critical to understanding these ideological beliefs is their organisational history. 

Although these organisations varied in terms of size, origin, when they were established 
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and organisational mission, they shared a common characteristic, which was their 

ideology helped them to weather the difficulties and challenges of running an NGO 

particularly in the early years. Except for one NGO that had relatively smooth sailing, 

the other NGOs had experienced internal turmoil long before these policy changes 

happened, and it was their ideology that kept them going. For example, one NGO was a 

splinter break-away group  from a  big,  well-established NGO.  Being a  break-away 

group, they faced uncertainty, including uncertainty in funding. They operated very 

cheaply with the members of this organisation receiving no compensation as they were 

simply volunteering their services in order to lead this fledging group. During those and 

other crunch times, their staff was also known to work overtime without pay motivated 

by their common belief and philosophy. Another NGO was racked with internal 

corruption such that conflicts among the leaders arose. The turmoil was so deep that it 

nearly led to the end of the organisation. What stimulated their organisational comeback 

was their ideology. Committed to their beliefs, this NGO undertook what they described 

as a “painful yet honest” organisational assessment and then adopted the 

recommendations that emanated from this appraisal. As one participants said, “It was 

difficult but the good thing was that we had our ideology.”  The participants’ stories 

illustrated  the  use  of  ideology  in  decision  making  throughout  their  history,  thus, 

ideology was used as a resource – a strategic organisational resource.  In other words, 

their source of power was their organisational beliefs and philosophy. In their 

organisational life and their conduct of it, ideology was adhered to and used as a guide 

to make decisions and to maintain motivation in the face of difficulties and challenges. 
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7.4.5 Power as a moral tale: competence and good governance 
 

Another common thread that was identified in the interviews was having a good 

reputation, that is, how their competency in their respective areas gained them trust in 

the minds of the donors. The symmetry in relations was legitimised by their ability to 

deliver what was expected of them. Having a good reputation was vital to having the 

power to deal with the donors on an equal footing. 

Reputation seems not to be exclusive to competency alone; it is also a sign of 

good governance. These NGOs were known not only to the donors but also to the NGO 

community to operate effectively and efficiently with the limited funds they had at their 

disposal. If one looks at the salary structure of these NGOs, there was not much 

difference in the salary scale of the organisational members. One of the participants 

cited that her pay scale as an executive director was not significantly higher than their 

driver or janitor. Another participant cited how they would take public transport in 

going to the communities rather than use the company vehicle because it was cheaper. 

She also recounted how the staff when doing field work would sleep in their branch 

office rather than in paid accommodation. She explained that this was in keeping with 

their philosophy that donor money -- the bulk of it -- should go to their beneficiaries. 

In the researcher’s visit to their head offices and field offices, it was evident that 

these were efficient and simple operations. Their offices were not grand or ostentatious. 

They were  modestly decorated with  simple furnishings. Even the  two  NGOs  who 

owned the building where they were headquartered, the physical layout was simple yet 

functional. On one occasion, travel to the project sites necessitated the use of a company 

vehicle and it was observed that their vehicle was neither grand nor new. In fact, it was 

relatively well used. 
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Their good governance also extends to their decision-making processes where 

they used a collective approach. In times of crisis, they were known to be very 

transparent to their staff and would decide on strategic options as a collective. This 

collective decision making also  extends to  their communities. Representation from 

those in communities was always sought. For example, in one of the site visits, the 

executive director together with a few volunteers in the community were observed to be 

going from house to house consulting with the community on how to address the slow 

uptake of their vegetable gardening project; a project that was vital to the residents as 

they were far from the markets with no easy access to transportation. Furthermore, this 

community was one of their low income, poor communities. Given this inclusive 

structure, it was not surprising that during difficult times, staff members and community 

members would extend themselves for these organisations by agreeing to a salary cap 

and working overtime without pay in the case of staff, and volunteering for the NGO in 

the case of the community. Needless to say, there was a palpable pride when these 

NGOs mentioned their good performance and good repute. These gave them the room 

to accept or reject a donor condition. These might be the reasons as to why they enjoyed 

not  only  the  support  of  their  donors  but  also  their  high  approbation  from  the 

communities they work in. Their donors had been known to refer them to other donors 

as well. There were instances when these NGOs would get a call from a new donor 

based on the recommendation of their past or existing donor. Good performance talks. 

As the NGOs themselves said, “We’ve earned it” -- referring to the symmetry of power 

it now enjoy with their donors. 
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7.5 Sustainability 
 

There was  always a  mention of  the future --  of  sustainability and  of  independent 

funding. However, most of these organisations are undertaking “experimentations” on 

how to go about being sustainable beyond what they have written on paper as a program 

to pursue. However, the more significant initiative or thrust towards sustainability was 

the building of structures in their communities they serve. The NGOs understood that 

funding will not last forever and so organised the communities and they built these 

peoples organisations. In terms of an endowment fund, only two organisations have this, 

with one of these two being fortunate to be left with a will that granted them this 

endowment. The other NGO had an endowment by strategic intent which was 

commendable but hardly surprising given the strategic mindset of its president who 

started this endowment fund immediately after taking over the helm of the presidency. 

The other NGOs in this research have expressed their intentions to develop strategies 

that are more sustainable, but these organisations might need more than just intent. For 

instance, at the time of the interview, sustainability plans were still being drafted in one 

of the NGOs. 

There were two NGOs in this research that were reliant on only one donor.  Was 

the presence of only one institutional donor a hindrance to sustainability? There was 

clearly an expressed benefit to having one institutional funder. For these organisations, 

the decades of reliance on only one donor was a boon in that it allowed them to focus on 

program management without worrying where to get the money. The term used by the 

participants was “very fortunate”. However, it can prove to be a hindrance to 

sustainability. One of the participants put it this way: 
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“Reliance on one funder is a disadvantage if that donor will leave 

and you have not prepared yourself for this eventuality. You will 

be like a remittance family just waiting for the remittance of a 

loved one from overseas”. 
 
 
 

This was exactly what happened for one of the NGOs. The presence of only one donor 

for over three decades led to organisational complacency. Despite the fact that the issue 

of sustainability already came up in their organisational discussions and planning 

sessions way back in the early 1990s, the organisation did not take any concrete action 

such as drawing up a sustainability plan. It was only in early 2000 that they started to 

look at sustainability again, a decade or so after they had it on their drawing board. The 

executive director admitted that they had been slow to make plans in this area. They 

believed that as long as the institutional money could sustain the core group of staff then 

they were alright. The impetus for such realisation about sustainability was their 

perception of changing trends in the NGO sector, especially the declining level of 

funding in the Philippines overall. Another was their realisation that the money obtained 

from membership dues was only 25% of what should have been the total contributions. 

The issue of sustainability had been an issue for the donors as well. There was a 

major donor that suggested to one of the interview participants that the NGO should 

market itself and charge a fee for the service rendered (fee for service). Any mention of 

a fee for service to these NGOs would not sit well. To them, exacting a fee would run 

counter to their philosophy. Given their values and ideological stance, fee for service is 

simply not an option. All of the NGOs concede that the Philippines could not really 

exist without foreign funding. The self-generation of funds only added up to a certain 

percentage of the money needed to run their operations overall. In the interviews the 
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“talk” on sustainability was common and robust, which augurs well for these civil 

society organisations. 

 
7.6 Organisational shock 

 
None of the organisations termed donor policy change as a shock or a jolt. This was an 

unexpected twist as the research conceived that changes in donor policy would be 

viewed as an organisational jolt. The terminologies used by the participants were akin to 

“we knew”, “we expected”, “we were prepared”. The lack of “surprise” may have come 

from what was discussed in an earlier section -- that these NGOs possessed a unique, in- 

depth, sophisticated understanding of their donors and of their environment. They had 

established long-term relationships with their donors and in effect had developed open 

communications with them. 

The fact that changes in donor terms and conditions were constructed in the 

participants’ “talk” as part of their daily organisational routines and that there was 

nothing to be surprised about these changes may also stem from their perceived 

competitive advantage -- they knew they were best in their chosen area. The confidence 

that this engendered in the NGOs was quite palpable in the interviews. This confidence 

had developed as a result of their ability to survive a tumultuous history, a contentious 

government and in some cases an inimical macroeconomic policy. It had also developed 

as a result of the participants remarkable personal histories in that these organisational 

leaders had at one stage in their lives been political prisoners or were persecuted by the 

dictatorial regime of President Marcos or persecuted by certain sectors of Philippine 

society for espousing a non-traditional feminist agenda. For these organisations their 

response to organisational shocks in the form of changes in donor policy was it was 

“just a thing that needed to be done” and that each policy change was just a process of 

adapting to a new donor environment. 
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Chapter 8. Donors’ Perspectives 
 

8.1 The interview context 
 

There were six foreign donor agencies that were interviewed from the period starting 

July 2010 to September 2010. Only five agencies are considered for this chapter for the 

reason that one of the donors did not allow the recording of the conversations so it was 

difficult for the researcher to validate the information based on recollection. As with the 

NGOs, the donors’ names have been de-identified and hence, in this research they are 

simply designated as “Donor A”, “Donor B” and so on. It should be noted that 

interviewing the donors was not part of the original intent of the study. However, there 

was a time lag in accessing the NGOs as contacts and networks were still being 

established. The interviews with the donors were also facilitated by the prompt response 

of the donor community in the Philippines in providing access for the researcher. The 

interviews with the donors were not intended to be as detailed as the NGOs. Instead the 

purpose was to get some perspectives from their end. The interviews turned out to be 

helpful in triangulating the data from the interviews of the NGOs, validating what the 

NGOs were saying about the policy changes that took place in recent years in the 

Philippine civil society sector. The interviews with the donors were also insightful in 

that they put policy changes into context. 

As mentioned above, six donors were originally interviewed but only five are 

analysed in this chapter. Of the five, three participants were loan facility/program 

officers and managers while the other two were Embassy officers. The five participants 

all represented the major donors in the Philippines (see discussion on Chapter 2).  They 

were and still are the big players in the Philippines in terms of funding allocations to 

civil society organisations. The interviews were conducted in formal surroundings at 

their respective Embassies or Country Headquarters in Manila. Although in formal 



270  

 

surroundings, the interviews were conducted in a very open, relaxed and unhurried 

manner. One gets a sense that the participants were really interested in sharing their 

experiences. When they learned that the NGOs would be interviewed, they expressed 

sincere interest in knowing the research findings gauging these to be helpful and 

insightful to them. Three of the donors were supporting development projects (e.g., 

basic services on health, education, and livelihood) while the other two were funding 

non-development projects such as human rights monitoring and conflict prevention. 

 
8.2.1 Changes in funding levels 

Two main issues emerged in the interview data. One concerned the changes in donor’s 

priorities and the other the decline in funding levels. Although the former was an issue 

for all of the donors, the decline in funding level can be seen only in one of the five 

participants. For this particular donor, the impetus that led to the decline in funding 

levels for Philippine NGOs was the change of government in its home country which 

saw the new government re-prioritising its aid policy in the light of the global financial 

crisis (GFC) and budget deficit position. With this re-prioritisation, the donor country 

used UN indicators and assessed the Philippines as no longer in the category of a poor 

country. Hence, with the Philippines’ removal in its category came with it a removal in 

the list of priority countries, with funding going to Africa and other countries they 

considered the “very least” developed. This is an example of how political change in the 

donor country (and hence, a change in national priorities) can adversely affect the 

funding going to civil society organisations in the developing world. This can also work 

both ways. One of the donors cited that the change of government in its home country 

resulted in a more favourable environment for NGOs in the sense that the former 

government was inimical to NGOs while the new one was not. This resulted in an 

increase in the new government’s budget allocated to development aid. However, for 
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this donor, the increase in 2010 was still a relatively small amount compared to the 

levels they channelled to the Philippines in the 1990s when it became the Philippines’ 

biggest donor in terms of official development assistance. In 2010, it has fallen to being 

fifth in ranking amongst the major donors in the country -- again due to the economic 

conditions and budget deficit position of the donor’s home country. 

Thus, notwithstanding the donor whose funding level declined in nominal terms, 

the pattern that emerged in this research was that the funding level had either remained 

the same or slightly increased compared to previous years. However, the data also 

revealed that for these donors, more projects were approved for funding. In this sense, 

given the relatively stagnant growth in donor money the greater the number of projects 

being funded, the smaller the amount that went to each NGO. This may be perceived by 

the NGOs as the decline in donor money when in fact the nominal amount available for 

NGOs in the Philippines may have remained the same or even slightly improved. 

However, because more projects were approved smaller amounts were given per project 

and per NGO. For example, one of the donors received 106 project proposals in 2009 

and only 16 were approved. In 2010, there were 78 project proposals and 24 of these 

were supported. Given a constant level or even a slight increase, this meant that NGOs 

were getting smaller amounts of donor money relative to other years. 

 
8.2.2 Change in priorities 

What was very clear across all of the participants was the change in priorities to align 

with   their   country’s   strategic   guidance   framework   or   country   strategy.   Some 

participants also called this as “sectoral guidelines”. In order to adapt themselves to 

changing times, this general framework was regularly reviewed by donor-governments. 

During the interviews, the researcher took notice that the donors were careful in 

explaining that a change in priorities did not imply a change in agenda. What was 
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conveyed was that the donors’ overarching agenda had remained the same. What had 

changed  were  the  thematic  areas  to  be  funded  as  these  were  modified.  As  the 

participants said, for a given development problem, there were many paths that the 

donors could take. For example, one donor had an overarching goal for many decades 

(since 1986) to alleviate poverty. However, in its most recent review, it identified 

gender balance and children as its new emphases.   Another donor also changed its 

priority area to include disability and increasing the participation of women in 

development. Still another moved away from community organising towards integrated 

community development services and climate change. Given that only the themes 

changed, these donors did not consider the changes as abrupt or drastic. They were 

united in their belief that the shifts were “not dramatic” and were well considered. 

For one of the donors, however, there was an aberration from this pattern in that 

the change that they had implemented was comparatively significant compared to the 

other donors. In particular, this donor decided to shift their funding away from 

development projects towards what the participant termed “non-development initiatives 

and Embassy-wide objectives”. These included conflict prevention and resolution in 

Mindanao, human rights monitoring and advocacy and climate change. In other words, 

this particular donor no longer supported development NGOs that were undertaking 

projects aligned with the Millennium Development Goals of livelihood, education, 

health, water and sanitation. Despite this significant move, this donor described their 

shift as a process that took time. They were mulling it over and shifted to it gradually 

until the shift became more obvious in 2005-2006 when their government deemed the 

Philippines a medium income country based on some UN indicators that placed the 

Philippines in the medium income country category. The participant explained the shift 

away from development projects this way: 
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“With  medium  income  countries  like  the  Philippines, 

some reforms are necessary in order to allow the income 

of the country to be spread. Hence, there would be no 

more development projects but move towards small grants 

that  are  not  about  development.  The  programs  have 

shifted towards thematic issues not development 

assistance” (Donor A). 
 

To note, three of the donors were funding development work, and although they 

changed in terms of thematic priorities as they saw fit, they had not changed the type or 

the kind of NGOs they were going to support. Another donor was supporting projects 

that promoted peace building initiatives between Christians and Muslims in Mindanao 

but this had been one of its main thrusts since it was established in 2006. Thus, the shift 

away from development assistance by “Donor A” came as a surprise to the NGOs that 

they were funding. When asked to describe how their partner-NGOs reacted, the 

participant described these NGOs as “surprised but accepting”.  The donor considered 

the shift as of no consequence and having no negative impact. To this donor, the change 

was communicated to the NGOs and a transition phase was mapped out. On the other 

hand, the participant admitted that “word spread pretty slowly at first” but with the help 

of their website and a network of colleagues (i.e., other donors), the volume of their 

projects for  health and livelihood had all but trickled to  a few at the time of  the 

interview. 

The change of priorities or themes may also signal a change of geographic 

focus. There was an emerging trend towards funding NGOs based in the Southern 

Philippines, particularly in conflict-ridden areas such as Mindanao. For one of the 

donors, the geographical focus on Mindanao started way back in 2006 when they saw 

the  need  to  support  the  Philippine  Government’s  peace  process.  The  participant 

reckoned that this trend is likely to continue in the next few years as the Philippine 
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Governments once again starts peace negotiations. It is worth noting that in recent 

years, for one of the donors, 80% of their money went to support projects in Mindanao 

and the Visayas while the remaining 20% went to NGOs in Luzon. The obvious 

implication of this trend was that many NGOs in the north were competing for a smaller 

amount of money. It is no surprise that the interviews with NGOs revealed this stiff 

competition. It also validated what the NGOs had been saying all along that donor 

priorities or thematic priorities have changed. 

Overall, what can be construed from the interview data was that the changes in 

donor funding level and/or program priorities were set by the donors’ respective 

countries. The changes were the outcomes of periodic reviews conducted by their 

governments  and  encompassed  by  the  donors’  assessment  of  the  situation  in  the 

recipient country, their own government’s foreign policy, their own socio-economic and 

political conditions, and the global trends in development, among others. In short, for 

these donors, the changes were well-thought out and the result of a long, well-studied 

and systematic process. 

 
8.2.3. Stricter criteria on proposals and reporting 

 
How did these donors approve a project for funding? How did they assess which NGO 

or project to fund? What were their criteria? More importantly, was there a preference 

for well-established, highly experienced, big NGOs? 

 
8.2.3.1 Alignment with priorities 

 
Across the board, all donor agencies required a detailed project proposal from the 

NGOs they funded. Firstly, donors tend to look at a proposal’s “alignment” with their 

(donor’s) priorities or themes. In effect the donors would not accept a project outside of 

its guiding framework. As one of the participants said, “If it is not within our criteria 
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[priorities], we do not fund” (Donor B).  There seemed to be an exception to this rule, at 

least for one of the donors. If the project is seen to be ground-breaking or innovative 

and the applicant NGO meets other criteria such as having a good track record in 

financial management, good reputation in the community, and having a sound and 

functioning organisational structure, this particular donor may accept a project that is 

not within their thematic scope. However, in general, the donors have always stayed 

true to their thematic programming. This finding is consistent with the observation in 

the previous chapter on NGOs -- that donors were inflexible when it came to their 

thematic priorities. As one of the donors commented: 

 
“We have refused a lot of proposals from NGOs because 

these proposals did not capture what is in our Strategic 

Guidance Framework. For example, we get proposals 

about short-term training needs or about research. These 

are not the focus of our program. We do trainings but it 

should be part of the program, not stand alone” (Donor 

C). 
 

The importance placed by the donors on “alignment” with their thematic 

priorities implied that particular attention to project outcomes must be made by an NGO 

that  is  applying  for  funding.  Outlining  or  describing  the  foreseen  outcomes  of  a 

proposed project became an important criterion in the way that donors  assessed a 

project proposal. However, the donors revealed that more often than not, smaller, newer 

and less established NGOs often encountered difficulties in this area in that their project 

outcomes, that is, the things they wanted to deliver, were usually not stated with clarity 

in  their  project  proposals.  This  posed  a  problem  for  donors  as  it  entailed  long 

discussions between them (the donors) and the NGOs trying to sort out and help these 
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small NGOs to gain clarity as to why it was important to undertake the proposed 

project. Donor A puts it this way: 

“Basically, we get a big essay about a problem in the 

Philippines and yet, they won’t say explicitly what the 

outcomes of the project would be or how it would make a 

difference…They have to be absolutely clear about the 

things they want to deliver particularly for the less 

experienced ones.  We do not fund them if they have not 

thought about these” (Donor A). 
 

Although the donors signified that there was no discrimination as to which NGO 

they supported, their main criterion was based on the merit of the proposal. It was of no 

surprise then to note that donors had a preference for funding NGOs that displayed a 

capacity for  both project proposal making and project delivery. This suggests that 

greater favour was given to established, experienced, medium-sized and big NGOs. One 

of the participants was upfront in their bias for more established NGOs as this would 

lessen their time in orienting new NGOs about their program and system. 

 
“We require at least a two- year experience or track 

record so we don’t normally cater to the new ones. It 

means that our project officers need to work double time 

to  train  these  new  NGOs  as  well  as  to  orient  them” 

(Donor C). 
 

In fact, looking at specific criteria for funding, the donors mentioned legal 

identity (and with it a functioning organisational structure) was necessary. In other 

words,   registration  with  the  Securities  and  Exchange  Commission  (SEC)  was 

imperative. One donor stated that for NGOs in far-flung areas, a Certification from the 

Cooperative Development Authority would be required. Having a SEC registration 

would suggest that the NGO would be well established and this was explicitly pointed 
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out by a respondent- that being registered with SEC “means more established because 
 

SEC has criteria, too” (Donor interview C). 
 
 

8.2.3.2 Consortium work for the smaller NGOs 
 

If the donors had a preference for well-established and bigger NGOs, did this imply that 

they had not funded small and/or relatively new NGOs? The donor data revealed a 

pattern of exceptions given certain conditions. The donors tended to acquiesce on the 

condition that the small NGO would be willing to partner with a big or established NGO 

or else work with a consortium of NGOs.  These donors explain: 

 
“There are many ways to support small NGOs. For 

example, there is a consortium of small NGOs in 

Mindanao. Through this consortium we are able to 

support peace-building initiatives and support a wide 

range of NGOs that otherwise would not have been able 

to access our funding easily because they would not 

necessarily be aware of what we want to fund or they find 

it difficult to put together a good proposal for a project” 

(Donor interview A ). 
 

“…Then we would gauge if the organisation has a 

capability or more or less ready to undertake a project 

with us, We also validate this with our agencies here 

within the organisation if they have done projects with 

this or if this organisation is known to their partners in 

the communities. And then, some organisations that come 

to  us  might  be  relatively  new  or  inexperienced  than 

others, we may also entertain them because in their 

application, they would mention that they are partnering 

with an organisation bigger than them, more experienced 

and ready to support them in the project” (Donor D). 
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“For some small NGOs that are just starting up, they 

usually need help. We explain to them the requirements 

and if they still have difficulties, we network them with 

the  more  established  NGOs  so  they  can  be  helped” 

(Donor E). 
 

In these consortiums, the smaller organisation being the signatory of the grant 

agreement is usually in the forefront of the partnership in terms of handling project 

money and overall accountability and with the bigger, more established NGO providing 

technical assistance or resource persons if needed. The donors require that these 

partnerships be clear on how the smaller or new, established NGO would be supported 

by the bigger one. For the bigger established NGO, acting as a big brother is part of 

strengthening their advocacy and agenda to strengthen their smaller community groups. 

The above mentioned finding corroborates the trend that emerged in the earlier 

chapter when NGOs looked at consortium or network work rather than undertaking an 

individual project as a way to buffer their organisation from the changes in donor 

policy. As cited, these NGOs tended to see the network approach as advantageous as it 

would be more likely to get approval. Not only was this a strategic move on the part of 

the NGOs in response to changes in its environment, but it was also encouraged by the 

donors for reasons of building the capacity of civil society organisations in the 

Philippines. Although left unsaid by the donors, consortium work or the network 

approach whereby a small NGO partners with a bigger or more established NGO was 

also  a  means  of  safeguarding  donor  interests  in  that  their  financial  risks  were 

minimised. 

Not only is consortium work encouraged, it may also act as a validating 

mechanism for donors to assess the worthiness of the smaller, newer, less established 

NGOs. In other words, the bigger more established NGOs sometimes act as the donor’s 
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validating or referral mechanism. Donors also asked for feedback from the bigger and 

more established NGOs that they had partnered with and with whom they had 

established good relations in order to find out more about the newer and smaller NGOs 

that the donors had no prior relationship with. This usually pertains to community 

based,  grassroots  organisations  more  commonly  referred  to  in  the  Philippines  as 

peoples’ organisations or POs. Two of the donors describe the mechanism: 

 
“Actually  we  have  established  very  good  relationships 

with  the  NGOs,  meaning, with  the  proponents that  we 

have funded. So, usually, we ask them to help us out in 

providing feedback regarding some NGOs that we don’t 

know about in the area. They’re very willing to help us 

and they know each other…It’s a very small community 

for them. They know each other and they can provide us 

the feedback” (Donor E). 
 

“The credibility of the civil society organisation is 

important. There have been fraud cases. We check with our 

former partners on matters such as where this particular 

organisation came from, how they have been working in 

the past, among other things. Aside from checking with our 

partner  -NGOs,   we  check  with  other  agencies.  For 

example,  if  they  are  an  indigenous peoples’ group,  we 

check with the National Center for Indigenous People. If 

their group is an environment group, we check with the 

Department of Environment and Natural Resources. We 

check with communities that they have been partnering 

with. We do site investigations” (Donor C). 
 

8.2.3.3   The capacity to acquit funds 
 

The donors also looked at good financial management particularly if they had no prior 

experience of working with an NGO. The participant claimed they had their own ways 
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of evaluating track record. The donors checked on former partners of the NGO to assess 

the NGO’s credibility and reliability in cases of fraud and to make sure they have the 

capacity to deliver and acquit funds. The zero tolerance for fraud and proper acquittal of 

donor money cannot be overemphasised by the donors. The common sentiment was that 

the money channelled to NGOs came from their country’s taxpayers and hence, they 

(the donors) must be responsible and accountable that the funds were spent as they were 

intended. Hence, from the start, these donors required detailed project proposals that 

itemised not only the expected expenses but also stipulated a concrete statement of 

project outcomes. Indeed, they looked keenly at the proposed budget and project intent. 

This is congruent with the finding from the interviews with the NGOs wherein they 

described their donor’s project proposal requirements as “bloody” or “strict”. 

It had been cited by the donors that some NGOs, notably, the less established, 

newer, smaller ones had problems when it came to cost projections and statements of 

intended outcomes. These quotes lifted from the interview transcripts point to the 

problems related to smaller and less established NGOs: 

“They put in bids with lowest starting cost to look more 

attractive to donors -- not spending all of the money on 

staff. As a result, they often find themselves stretched. Very 

often what you will get is a good sort of an overview 

headline figures but there is no indication where the 

numbers are coming from. What you often find is they get 

a sense of what the large amount of money that they can 

ask for then they put in a budget which magically comes 

up to exactly that number. When you ask them what it 

means and where all of these come from, they don’t really 

know because they have yet to think it through” (Donor 

interview A). 
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The donors were very particular with the capacity to acquit funds. For one of the 

donors, fraud cases accounted for 0.5% of the total number of projects funded so far. 

They had brought such cases to court. Another donor cited that 5% of the NGOs they 

had supported had problems acquitting funds. For these donors, the most common 

approach to fraud prevention was checking with other partners for fraud cases, going to 

the sites to validate an NGO they had not previously worked with, or in the case of one 

donor, they asked the NGOs to create a special bank account for their project instead of 

mixing it with others. 

The  donors  felt  that  some  NGOs  they  had  supported  did  not  place  much 

importance on documentation and acquittal when these were very important in any 

project management. One donor describes it this way: 

“As I’ve said before, the capacity level of these 

community organisations really varies. Some are really 

mature already. Some are not yet [mature] and they are 

still going through the experience in the discipline of 

recording, documenting, keeping records and acquitting. 

So, some would not really be able to submit complete 

acquittal documentation then it would be on our own 

lookout because we do monthly monitoring.” (Donor D). 
 

Another informant noted that it might be cultural difference that was the culprit in the 

lack of awareness towards proper financial management. He said: 

“I think there’s a kind of cultural difference between my 

country and the Philippines because, of course, we are a 

developed economy so taxpayers are stricter in watching 

how the money is used. Sometimes it is quite difficult to 

make them [Philippine NGOs] obey. Maybe in their eyes, 

our guidelines seem kind of strict, very strict or too strict, 

but it is written in the guidelines” (Donor interview B). 
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The guidelines that this donor and other donors were talking about were financial 

management guidelines which came from their respective governments and as such, 

left no room for discussion, so it was essential that NGOs complied. 

 
8.2.3.4   The capacity to deliver the project successfully 

 
This relates to the capacity of the NGO to implement the project. Again, there was a 

noted preference for well established, medium sized or bigger NGOs relative to the 

smaller  and  newer  ones  despite  the  fact  that  donors  claimed  that  they  did  not 

discriminate in terms of size or experience. However, they readily acknowledged that 

the NGOs that possessed the capacity to implement a project would be those that were 

bigger, more experienced and more established. One of the donors had this to say about 

small NGOs: 

“We find that they may want to do smaller projects but 

their capacity to absorb large amounts of money is just not 

there. On one hand, because they are small, they are 

committed, targeted. The big ones have big overheads so 

we look at balance. Is it our interest to do so?”(Donor A). 
 

As far as the donors were concerned, the validation of an NGO’s capacity to 

implement was ascertained either by internal confirmation by other units within the 

agency or within the donor countries’ embassy if the NGO had completed a project with 

them before. An external confirmation is also undertaken in which they queried partner 

organisations that had previous dealings with the NGO or they queried the NGO’s 

partners in the communities. In some cases, site visits were also warranted. 

 
8.3. Late project reports 

 
This capacity to deliver also implies the capacity to deliver project reports on time. The 

pattern that emerged from the data was that the donors had problems related to the 
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tardiness of the NGOs in submitting reports. A donor lamented, “They are so late”. 

Needless to say, the lateness in reporting posed problems for the donors. They also saw 

this as an erosion of the trust they accorded to the NGOs. As one of the donors put it: 

 
“Trust is important. It is a partnership not a donation so 

we have reporting like other donors especially on the 

financial side and what they have achieved…Once they’ve 

got the money and they are done with the project, they 

then focus on the next thing. And then, they don’t prioritise 

giving us the reporting that we need to be able to 

demonstrate that we have spent our  money wisely. We 

need to be able to do that” (Donor A). 
 

Another participant saw this as a manifestation of an NGO’s commitment. She 

noted that an NGO may be late in reporting due to an internal organisational problem 

such as a project officer resigning without properly turning over project documents. 

Nonetheless, the participant equated this to the NGO’s low level of commitment to 

external organisations. 

To the majority of donors, the late reporting was seen to be caused by 

understaffing. However, one donor observed that the culprit may be overstretching -- 

that the NGOs may be overstretching in that they have a lot of projects and programs 

going on so that they cannot do all the reporting requirements on time. Whether this 

observation is correct or not, the donors had taken steps to mitigate this problem. One 

donor went as far as changing its fund release policy in that it holds back giving the last 

10% of project money until they have received the final reports and documents from the 

NGO. In these cases the NGO is required to finance the last 10% of the project costs and 

then be reimbursed by the donor upon receipt of reports. The other donors still resorted 
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to the more standard way, that is, by making follow up calls to tardy NGOs which 

proved to be an unnecessary burden to the donor’s project management staff. 

 
8.4 Challenges ahead 

 

One of the crucial points brought up by the donors in terms of future challenges hinged 

on good financial management. Recognising that NGOs in the Philippines are strong in 

number and are far more advanced than in other countries, the donors shared the belief 

that financial management for some could still be improved.  One donor puts it as 50- 

50, meaning 50% of the NGOs got it right while the remaining 50% needs to improve in 

this area. One donor expressed his sentiments: 

“I hope they get more coaches in using the money from 

donors because it is, you know, taxpayers’ money. 

Sometimes, they do not misuse but [when] there is 

something unexpected… something they should not do 

[that’s] out of the guidelines... So many times we needed 

to request them to adjust their ways of using the money” 

(Donor interview B). 
 

All of the participants were of the belief that these civil society organisations 

are vital in the Philippines as they take the role of government and that they are very 

good  in  what  they  do.  However,  financial  transparency  has  to  be  improved. 

Concomitant with the improvement in financial management is the insufficiency of 

local sources of funding. The donors were encouraging NGOs to develop local sources 

although all of them conceded that foreign funding would still be needed. The donors 

were also keen on sustainability. Hence, they have encouraged linking up with local 

government units (LGUs) and seeking assistance from them in order to sustain their 

projects in the communities. They have also encouraged smaller NGOs to partner with 
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bigger,  more  established  NGOs  to  improve  the  formers’  capacity.  They  see  such 

networks as crucial for sustainability and permanency. 

A pressing concern for the participants is security in Mindanao, which proved 

difficult for the donors to visit. One donor cited that a worker at one of the NGOs they 

were partnering with was kidnapped in Mindanao. This made them take great care when 

it came to deciding which projects to support in the southern Philippines. Overall, their 

relationship with the NGOs they have worked with was described as “good” and similar 

to the NGOs, they see these NGOs as their “partners”. They also cited the relatively free 

and good environment that the Philippine government had provided to civil society 

organisations. One of the donors observed: 

 
“The Philippine government allows NGOs to operate 

reasonably   freely   which   does   not   happen   in   other 

countries. In another country and you are supporting an 

NGO, the government will see it as a political statement 

against them. We work with human rights NGOs here but 

the Philippine government does not see this as an insult, a 

slap in their face.  The attitude of the government and the 

proliferation of NGOs are good” (Donor interview A). 
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Chapter 9. Discussion and Conclusion 
 
 
 

The purpose of this research has been to examine the strategic behaviour of NGOs in 

the face of constant jolts in its environment, notably, donor policy changes such as the 

relative decline in donor funding, the stricter monitoring and reporting requirements, the 

shift of focus from service delivery measurements to policy advocacy, the move away 

from funding whole of program projects to smaller projects, and the move towards 

funding collaborative projects rather than individual projects.     From the Analysis 

Chapter (Chapter 7), two of the important findings were the collaborations that were 

formed amongst NGOs and between NGOs and the community-based people’s 

organisations or POs.  The following sections take a closer look at these two phenomena 

and other strategies as well as their implications for organisational theory. 

 
9.1 Harnessing social capital 

 
According to Putnam (Putnam 1993, p. 167), social capital are “those features of social 

organization, such as trust, norms and networks that can improve the efficiency of 

society by facilitating coordinated actions”.  Fowler (1998, p. 138) describes it as “self- 

willed relational webs which bond individuals, communities, societies and other forms 

of human associations”. 

There are two types of social capital that are of particular relevance: ‘bonding’ 

and ‘bridging’. Bonding social capital is said to be characterised by complex, 

multifunctional relations with strong trust, while bridging social capital is typified by 

weak, looser ties and impersonal trust of strangers (Leonard & Onyx 2003; Onyx & 

Leonard  2010b).  Whether  bridging  or  bonding,  social  capital  is  seen  to  have  an 

important positive impact on  the economic development and well-being of  society 

(Onyx & Leonard 2010b), and is a key ingredient in civil society (Coleman 1987, 1988, 
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1990; Onyx 2003; Putnam 1993a, 1995). Fowler (1998) also argues that deeper and 

stronger civic inter-relationships result in greater social capital which in turn increases 

society’s prosperity. 

The harnessing of social capital is one of the important strategies that NGOs 

adopted in the face of constant changes in donor policy. They tapped their vast network 

of volunteers, particularly the community-based people’s organisations (PO) that they 

had established on the ground in the communities where they were operating. As 

mentioned in the case studies and in the analysis chapter, these POs have been 

capacitated and strengthened to undertake some of the activities of the “mother” NGOs. 

That these POs were also free to generate their own projects and funding provided the 

space, both financial and temporal, that the NGOs needed in the face of constant donor 

policy changes. 

The tapping of networks in order to undertake consortium projects and accessing 

project funding was significant for the NGOs examined in this research. This 

collaboration via consortium work was an important strategy as consortium work was 

seen as more viable vis-à-vis singularly submitting a proposal to the donors, as donors 

shifted away from individual NGO funding towards funding projects of consortiums. 

The institutionalisation of these social capital arrangements propped these NGOs 

up during organisationally challenging times. It also made acceptance of donor 

conditions much easier because the NGOs had these network arrangements in place. For 

example, the community-based people’s organisations (POs) were organised by the 

NGOs long before the donor policy changes had occurred, in fact for one NGO, long 

before they received external funding.  However, when donors started to change some 

of their policies as mentioned above, the problems associated with these changes were 
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pervasive affecting not just one or two NGOs but many across the NGO organisational 

field, including all the NGOs examined in this research. 

As stated in the theoretical framework chapter (Chapter 3), an organisational 

field encompasses “those organisations that, in the aggregate, constitute a recognized 

area of institutional life” (DiMaggio & Powell 1983, p. 148). The problems generated 

by the policy changers were complex exposing the Third Sector in the Philippines to 

uncertainty. In institutional theory, this uncertainty will give rise to motivation and 

drives institutional entrepreneurs to diverge from institutional patterns (Leca, Battilana 

& Boxenbaum 2006) and to undertake strategic action (Fligstein 1997; Phillips, 

Lawrence & Hardy 2002) leading impacted organisations or organisational actors to 

convene. This is what happened to the NGOs in this research. 

Institutional entrepreneurship refers to convening as a path to generating 

institutional change in problematic organisational fields that actors in the face of 

complex problems and uncertainty can “jumpstart” (Dorado 2005, p. 386) social capital 

arrangements. See for example the works of Wiljen and Ansari (2006), Dorado (2005), 

Lawrence, Hardy and Phillips (2002), and Perkmann and Spicer (2007) among others. 

In the case of the NGOs in this research, it did jumpstart network collaboration as it 

stimulated the building of consortia between the NGOs and other NGOs in the 

organisational field, in the case of volunteers in the community-based people’s 

organisations (POs), as mentioned above, the arrangement between the NGOs and the 

POs was already there long before the donors’ conditions or policies changed. What the 

NGOs did was to continue to capacitate these POs to be independent from them and in 

doing so, left the running of some services or projects under the stewardship of these 

community organisations, leaving them free to concentrate on core activities and to 

operate efficiently. An important corollary to these social capital arrangements is this 
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question: What may have facilitated such arrangements, that is, between the NGOs and 

the consortium and/or the cooperation of a vast network of volunteers from the POs to 

the “mother” NGOs? Institutional entrepreneurship theory has emphasised the role of an 

actor’s or actors’ subject position along with the kind of projects and skills that 

institutional  entrepreneurs  are  likely  to  undertake  or  to  utilise.  The  next  section 

discusses the former notion of an actor’s or actors’ subject position while the latter is 

discussed right after this. 

 
9.1.1 Actors’ subject position 

 
As stated in the Review of Related Literature Chapter (Chapter 4), subject position 

refers to the formal position of the actor(s) and to all of their socially constructed and 

legitimated identities available in the field (Maguire, Hardy & Lawrence 2004). In the 

case of the POs, what brought members of POs to volunteer their time and energy 

(’sweat capital’) in the communities and undertake the work that the “mother” NGO had 

requested? In other words, how come the organisational actors (‘mother’ NGOs) were 

able to summon these volunteers and re-arrange organisational practices towards 

establishing highly capacitated unpaid volunteers in the communities in that they serve 

to undertake community development projects on the NGO’s behalf?  The answer lies 

in the subject position of these organisational actors, both of the NGOs and the POs. 

The subject position of actors are important for legitimacy in the process of 

institutionalisation (Battilana 2006; Dorado 2005; Garud, Jain & Kumaraswamy 2002; 

Maguire, Hardy & Lawrence 2004; Rao, Morrill & Zald 2000b). In institutional 

entrepreneurship,   organisational   actors   who   take   strategic   action   and   become 

institutional entrepreneurs are usually from the dominant community (Maguire, Hardy 

&  Lawrence  2004).  In  the  NGO-PO  collaboration,  the  dominant  actors  were  the 
 

“mother” NGOs. They are the ones who are most likely to be the first to legitimise new 
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practices in the organisational field. These POs look up to the “mother” NGOs who 

have given them ‘life’ -- who organised them and capacitated them with skills to 

survive and remain viable as a community organisation. In the eyes of these community 

based POs, these actors (NGOs) are legitimate. Their legitimacy springs from their 

subject position and as stated above, in institutional theory, this is the primary enabler 

of institutional entrepreneurship in order for institutional change to occur insofar as this 

relates to the social construction by the POs of their world and of their social 

construction of the identities of the ”mother” NGOs. 

The actor’s subject position is also crucial in the understanding of the NGO’s 

participation in the consortium. Although collaboration or consortium work as a form of 

collaboration is not the emphasis of this research (in fact, this finding on social capital 

was not expected), it can be gleaned that cooperation in the inter-organisational 

consortium is enabled by both formal position of actors as well as the socially 

constructed identities of the actors in the consortium. The ability of these various actors 

(that is, the institutional entrepreneurs) to transform inter-organisational relationships 

among Third Sector organisations in the Philippines was not only one of organisational 

survival at the micro, individual organisation level, but also Philippine civil society 

sector’s survival in the macro level as the effects of changes in donor policy were 

pervasively felt. The donors imposed policy changes across the board and the impact 

was felt sector-wide. In fact, case study participants even mentioned that some NGOs 

that did not survive the changes in donor policy. Nonetheless, regardless of the intent of 

diverse actors to establish some common ground in order to survive, one thing is 

certain- membership or participation in the consortium was in part determined by an 

NGO’s subject position in the field. Rao (1994)   talks about reputation not only as a 

private good that organisations have that is difficult to imitate or substitute, but he also 
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talks about it as a rare, intangible organisational resource that is a socially complex and 

socially constructed outcome of  the process of legitimation. In organisation theory, 

legitimation can be undertaken through various modes of certification, that is, 

certification from professional societies, government bodies or ratings agencies (Rao 

1994). To Rao (1994) in particular, product certifications legitimise an organisation as 

reputable. When an organisation received validation from credentialing mechanisms, its 

capabilities and credentials as an organisation become social facts in the organisational 

field. In other words, these credentials situate the organisation in the field and establish 

its institutional standing in the field. This research extends this position and relates an 

NGO’s subject position in the field as linked to its socially constructed discourse of its 

reputation and (hence, its credentials) but is legitimised through the endorsement and 

validation by its external donors. The NGO’s relationship or standing with its donors 

serves as a proxy for ’product certification’ or any other credentialing mechanism (e.g., 

profession body certification or membership) that most private, for profit organisations 

have. This aspect is important in understanding an NGO’s subject position in the field – 

where its legitimacy as a member of the collaborative network is derived. 

It must be noted that the NGOs in this research enjoyed symmetric power 

relationships with their donors in that each party treated the other as a genuine partner 

(see Chapter 7 analysis and Chapter 8 on donors). However, this symmetry came with a 

price. As mentioned in the Analysis chapter (Section 7.4.5) , it came with a moral tale -- 

the NGOs had to earn it. The NGOs in this research were the well-established, highly 

capable NGOs with excellent track records in delivery and performance. They had long 

histories, with one dating back to the early 1950s, and in particular, they had long 

histories with their donors. For organisational actors with diverse interests to come 

together and establish a consortium for mutual benefit implies that each member sees 
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the other members as trustworthy. This can only come from their socially constructed 

discourse of each other’s (members’) position in the network and in the organisational 

field. It should be noted that in any consortium or collaboration to work successfully, 

there is an implied exchange of information even before any collaboration can occur. 

Organisational field actors who become potential members do assess each other and are 

presumed to know each other’s competencies and capabilities. Knowledge of these 

capacities,  capabilities  and   competencies  can   spell  the   success  of   a   strategic 

collaboration or alliance (Abbu 1997). Actors are more likely to ask themselves what 

they can get out of cooperating and collaborating. Formal position and socially 

constructed identities of various actors then become important. This research then 

contributes to the understanding of what goes into an actor’s subject position. If in 

institutional entrepreneurship theory it is the actor’s subject position that gives the actor 

legitimacy, what are the contributors to this subject position? In other words, what gives 

that actor that level of subject position?  This research indicates that it is the socially 

constructed discourse of ‘reputation’ other than the actor’s formal position brought upon 

by organisational structure. In these NGOs, it came from their donor’s validation which 

can be seen by the symmetrical power relationship and equal footing that they were 

accorded by their donors. Trust in any social capital arrangement does not exist in a 

vacuum. Trust is borne out or an outcome of legitimised credentials running as a social 

discourse on the actor’s or actors’ reputation. 

 
9.1.2 Framing as a tactic 

The institutional entrepreneurs from the different members in the organisational field 

(other NGOs) used framing to drive the necessary changes in the organisational field, 

that is, the consortium arrangement with other NGOs as well as the collaboration 

between the NGO and the volunteers in the community-based POs. As mentioned in the 
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Review of Related Literature chapter (Chapter 4), framing is a persuasive tactic or 

process wherein institutional entrepreneurs present an issue in a different way (i.e., 

reframe) in order   to meet an individual’s or organisation’s interest or appeal to a 

broader discourse (Perkmann & Spicer 2007; Rao 1998 ; Rothenberg 2007; Woolthuis 

et al. 2013). It is considered a common and effective tactic (Fligstein 2001). In the case 

of the NGOs in this research, framing was done by selling the idea that they (the NGOs) 

were needed by their constituencies in the communities and that their work was very 

important and that they must continue despite the donors’ stringent conditions or despite 

the fact that donor money was tight (“We cannot just disappear”). 

Framing the issue in this way allowed for the legitimisation of institutional 

entrepreneurs to act strategically to change practices in the organisational field. It 

allowed for the consortium with other NGOs and the volunteer networks amongst the 

NGOs and the POs to be accepted and instituted. It allowed for some of their 

opportunistic behaviour to become unchallenged (e.g., downsizing, salary cuts). The 

change in donors’ thrust towards policy advocacy and the stricter reporting and 

monitoring requirements were also framed by the organisational actors. The former was 

framed as a welcomed change as it brought their advocacy into the national legislative 

arena, moreover they have been undertaking advocacy anyway so it was not much of a 

change. The latter was framed as something the NGOs needed to do and that the shift 

towards better record-keeping and governance was also facilitated by the donors, that is, 

they were prepared by the donors. This way of framing thus allowed for the acceptance 

of the institutional entrepreneurs’ strategic decisions and actions to be easily accepted as 

legitimate. 



294  

 

9.1.2.1 Absence of political contestation 
 

Institutional entrepreneurship theory views the institutional change process as politically 

contested, fraught with political contestations involving organisational actors who are 

undergoing a battle of meanings. Hargrave and Van de Ven (2006, p. 865) termed this 

as a dialectic  process in which “opposing actors in the organisational field frame issues 

to introduce new institutional arrangements.” This research is different because unlike 

this usually accepted  notion of contested institutional change ( e.g. Battilana 2006, 

Dorado 2005, Hargrave & Van de Ven 2006 , Khan & Munir 2006, and Leca, Battilana 

& Boxenbaum 2006), the institutional change (new collaborative arrangements) seen in 

this research seemed to be an outcome of a relatively uncontested domain where the 

organisational actors were relatively passive. There were no opposing groups espousing 

thesis and anti-thesis in order to arrive at a synthesis. Change in the organisational field 

was not dialectic. There was no battlefield wherein collective understandings were 

challenged. 

This raises an important question: why is it that the findings differ from what is 

usually  assumed  in  institutional  entrepreneurship  theory?  One  part  of  the  answer 

pertains to context -- something that is peculiar to the Philippines. Filipino society is 

very communal and collectivist in nature. As cited in the Analysis Chapter, there is this 

long-held value and tradition going back to pre-Spanish times of ‘bayanihan’ or 

community spirit wherein neighbours and communities help out each other in times of 

adversity. Coupled with this is a society that places priority on social acceptance as 

evident  in  the  values  of  ‘hiya’  (the  need  to  save  face),  ‘utang  na  loob’  (debt  of 

gratitude), ‘pakikisama’ (not disagreeing so as not to stick out like a sore thumb or 

submitting to the will of the majority or the leader) and ‘pakiramdaman’ (not taking 

action until one gets a sense of the opinion or sentiments of others in the group or 
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community). All these long-held values have the aim of maintaining smooth 

interpersonal relations and avoiding confrontation and disagreement -- a prized value 

for Filipinos (Domingo 2008a). Filipinos are non-confrontational and seek to avoid 

conflict at all cost. Thus conflict, if there is any, is not openly expressed. Collectivism 

and cooperation become more attractive and easier relative to negotiations as 

negotiations in conflict situations make relationships more delicate. Moreover, this 

highly valued collectivism became much more pronounced in these NGOs primarily 

because they came from similar backgrounds and histories. These NGOs were activists 

with decades of history of activism going back to the Martial Law years under the then 

President Ferdinand Marcos. In essence, there were no individual egos hindering social 

capital formation in the organisational field. 

However, aside from traditions and cultural characteristics that are unique in the 

Philippine context, an important reason for the absence of political contestation is the 

apparent absence of diversity in the organisational field. Unlike extant research on 

institutional entrepreneurship wherein institutional change is an outcome of political 

contestation of various and diverse actors in the field, particularly in mature fields, 

actors in this research are not as diverse. The organisational field is comprised of NGOs 

and POs, each of which have similar agendas despite having different specific areas of 

concentration. One NGO or PO might focus on maternal and child health while another 

one might focus on rural reconstruction, but all of them really are homogenous in a 

sense that they are development NGOs aiming at one goal -- Philippine development. 

What about the donors and the Philippine government who are part and parcel of this 

organisational field?   Chapter 8 on donors portray a group of donors that are not 

dissimilar to the NGOs and POs in their core intent and interests. Their overall policy 

thrusts with regards to aid may change from time to time depending on the domestic and 
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foreign policies of their home countries and that they may be funding a certain type of 

project from what they may have been historically known to fund (priority areas), but at 

the core of their funding program in the Philippines is that they are funding the NGOs 

and POs for the same purpose, that is, to spur development, alleviate poverty and reform 

Philippine government policies. That core interests are homogeneous amongst these 

donor and recipient groups and this may have contributed to the lack of political 

contestation between the donors and the NGOs. This does not imply though that NGOs 

kow-towed to the donors. The section on power (Section 9.3 below) discusses this 

further. 

On the part of the Philippine Government as one of those comprising the 

organisational field, it is very clear that the Philippine Third Sector enjoys the support 

of the government, this is perhaps one of the best examples in Asia if not the world (see 

Chapter 2 Philippine Third Sector and Chapter 8 on Donors). The NGOs’ place in 

Philippine society is enshrined legally in the Philippine Constitution. In fact, as 

particularly cited in Chapter 8, donors have cited the non-obtrusiveness and support of 

the Philippine Government to civil society groups and organisations as one of a kind, 

quite unlike their experiences in other countries. This is corroborated in a study 

undertaken by Domingo (2008a) citing the enabling environment in the Philippines that 

leaves NGOs and other third sector groups largely without government meddling. Thus, 

this research shows that the lack of actors’ diversity and hence, their homogeneity in an 

organisational field precludes political contestation amongst actors in the process of 

changing practices in the field, that is, when institutionalising change projects. 

 
9.1.2.2 Political skills 

Having said that there was an apparent lack of political contestation, the political skills 

of  the  institutional  entrepreneurs  is  implicit.  It  is  said  that  in  collaborations  and 
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networks, it is essential to have a politically savvy understanding of the interests of each 

player. See for example the works of Hargrave and Van de Ven (2006), Lawrence, 

Hardy and Phillips (1999; 2002), Wang and Swanson (2007) among others in the 

Review of Related Literature Chapter.  New ways of doing or new arrangements can 

only be developed through political routes that frame the change agenda in ways that 

draw the interests and identities of the other actors in the network (Hargrave & Van de 

Ven 2006). Hence, the NGOs in this research were politically savvy in their 

understanding of each member’s interests and in their ability to frame their aims for 

change in that it must have appealed to the interests of other members in the consortium 

otherwise they would not have been accepted as a legitimate member. However, as 

noted  earlier,  their  roles  as  institutional  entrepreneurs  in  changing  practices  and 

discourse did not come out by framing their agenda in opposing contexts because there 

was a shared meaning and shared understanding. The NGOs have shared meanings of 

their new institutional arrangements. These meanings are not just socially constructed as 

institutional theory posits but are also a by-product of their sophisticated knowledge of 

their environment. These shared meanings are discussed in Section 9.1.2.3. below. 

 
9.1.2.3 Of symbols, language and ideology 

As stated above, the notion of power and politics was still implicit in the process of 

institutional  change.  Extant  research  (see  Review  of  Related  Literature  chapter) 

highlight the role of communicative and symbolic aspects that organisational actors use 

in gaining legitimacy in institutional change. Organisational actors managed meanings 

and maneuvered these within a web of discursive power. In this research, the NGOs 

employed the discursive power of their ideology and the symbols, language and 

meanings that come with it in order to gain legitimacy of their proposed organisational 

changes and new institutional arrangements. Ideologies are “relatively coherent sets of 
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beliefs that bind people together and explain their worlds in terms of cause-and-effect 

relations” (Beyer 1981 cited in Meyer 1982, p. 47). For example, the NGOs often 

invoked their ideology and their stories (histories, myths, stories of symbolic leaders) in 

their framing of their participation in the consortium and in tapping of volunteers (e.g., 

former employees, PO members). They also used it in justifying their proposed internal 

changes (e.g., salary caps, downsizing, etc.). They used the language of sustainability 

and the concept of accountability to their constituencies, for example: “We still have a 

lot of work to do”, “There is so much work to do”, “We survived before with less 

money”, “We were activists so we are used to operating cheaply”, “It is good that we 

have our ideology….”. Thus, the framing of the issues they were facing brought by 

donor policy change was made relatively easy because of their common values and 

ideology. 

As mentioned in the Analysis Chapter, ideology was a powerful organisational 

resource that was invoked, and it was invoked often because the NGOs were very 

reluctant to allow their programs and projects to be terminated or delayed because of 

funding  challenges  or  other  problems.  In  fact  as  stated  in  that  chapter,  these 

organisations had a profound sense of their important role in the history of the 

Philippines and their crucial role in not only continuing but also protecting this legacy. 

For example, the downsizing or salary caps as part of their strategic response to 

exogenous shocks were very well accepted and sincerely embraced by their employees. 

Such acceptance was due to their common ideology and their awareness of their 

organisational histories that are rooted in, and very much intertwined with the political 

and socio-economic history of the Philippines. They have their own sense of history. 

They did  not resist donor  conditions but crafted them to  connect them with  their 
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ideology and histories.  In this sense, the organisational actors were politically adept in 

utilising a very potent organisational resource for them, which was their ideology. 

In terms of the community-based POs, the alignment in values and philosophy 

between them and their “mother” NGO facilitated their smooth collaboration and 

acceptance. Each party understood that they could not just “die” in the face of donors’ 

policy changes. They understood the interdependence with each other. Without the 

other, their common agenda of helping the disadvantaged communities would fall apart. 

They knew that their philosophical alignment is important for their longevity and for 

sustaining the volunteerism that is happening in the communities. Without this link, 

their “machinery” would fall apart -- their institutional arrangement and structure would 

break down. 

The above findings are important as they bring to the fore the importance of a 

highly  capacitated  social  capital.  In  particular,  it  highlights  the  importance  of 

ideological or philosophical congruency amongst network partners and the trust that is 

an offshoot or an outcome of this congruency. Trust does not precede ideological 

alignment, not in social capital arrangements. Without this, the picture would have 

looked different for these NGOs facing uncertain and turbulent times. That 

organisational actors harnessed this resource by invoking ideology in times of 

organisational shifts showed that institutional entrepreneurs acted true to form per 

institutional theory, that is, they have the ability to mobilise significant and critical 

resources to gain legitimacy. They are politically savvy and they have the strategic and 

social skills to tap into whatever needs to be utilised to gain support and legitimacy. 

In institutional change, whether it is a new practice or a new institutional 

arrangement, it is necessary to mobilise resources needed to initiate the change. 

Institutional entrepreneurs are seen to  hold the power over strategic resources, for 
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example, financial resources to implement their change project. Not so in this research. 

In particular, the NGOs had no financial resources to speak of. In this case, the NGOs 

engaged in community grassroots organising to build their coalitions and to form allies 

in the communities that they were able to harness, with the community-based people’s 

organisations complementing their work, interests and resources. They invested into 

capacity  building  by  transferring  their  skills  and  technical  know-how  to  these 

community based organisations, with the NGOs doing this long before the policy 

changes occurred, and in doing so, changed how things are done in the organisational 

field. 

Empowering these community grassroots organisations (POs) was simply part 

and parcel of their ideological agenda. An Asian Development Bank report (Asian 

Development Bank 1999, p. 2) states: 

“The interaction between NGOs and POs is particularly 

significant in that NGOs  often see their primary role as 

building strong, viable and autonomous POs. NGOs help 

POs  organise  for  self-reliance  by  providing  various 

support services, including developing access to resources 

(organizational, technical, logistics and managerial), 

establishing linkages and advocacy. There is a deep 

tradition in the Philippines of organizing disadvantaged 

sectors and communities toward developing greater self- 

reliance and empowerment. Indeed the life and evolution 

of development NGOs are inextricably entwined with POs 

and people’s movement, through providing support 

functions and professional services within the context of 

the assumed primacy of POs.” 
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Thus, even though donors have encouraged collaborations in recent years, in the 

case of the NGOs in this research, their collaboration with grassroots POs was not 

totally an outcome of donor mandate but an outcome of incremental changes over the 

years that were not caused by a turbulence or perturbation in their environments. Hence, 

not all institutional change is intentional but it can emerge out of certain contexts and 

socially constructed values that facilitated their emergence. More of this concept of 

emergence and self-organising behaviour will be discussed in Section 9.2. 

 
9.1.3 NGO consortium: Isomorphic change and institutional logic 

What is happening with the NGOs in this research is similar to DiMaggio and Powell’s 

(1983) take on isomorphism -- mimetic, normative and coercive pressures of their 

institutional environment led to the NGOs looking at collaboration and networks as a 

way to deal with uncertainty as other NGOs in the organisational field were also 

developing  networks and undertaking consortium projects with other NGOs (mimetic 

response to donor policy change). It must be noted that a donor’s approval for funding 

was at times contingent upon this condition (coercive pressure) in that the project was 

conducted in collaboration with another NGO or other NGOs, particularly for lesser 

established or smaller ones that had to partner with a bigger, well-established NGO. As 

money tightened and as donors shifted their thrust towards funding projects in 

collaborative undertakings, these NGOs networked and formed alliances with other 

NGOs in the organisational field via consortium work or in the case of the grassroots 

POs, they undertook projects with a bigger, more established mentor-NGO. As a 

consequence their norms and their dominant institutional logic changed. As defined in 

Chapter 3 (Theoretical Framework), institutional logic is “the socially constructed, 

historical patterns of cultural symbols and material practices, including assumptions, 

values, and beliefs, by which individuals and organizations provide meaning to their 
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daily activity, organize time and space, and reproduce their lives and experiences” 

(Thornton, Ocasio & Lounsury 2012, p. 2). Their institutional logic was no longer 

competition but collaboration with other NGOs and forging networks and strategic 

alliances. In an organisational field, there can be many institutional logics (Maguire 

2008), but the one dominating at this critical juncture when donors jolted the NGOs 

with changes was one of cooperation as opposed to competition, for them to survive the 

external shocks. 

Hence, the changes in donor policy changed the NGO paradigm. The framing of 

collaboration as necessary for the NGOs’ survival changed the institutional logic of the 

NGOs. The NGOs recognised that there was an issue of their future viability (hence, 

their sustainability) and the framing of the issue was basically one that implied that they 

could not exist or were not yet ready to exist without external funding. This construction 

of events and in fact, of their environments was not produced out of nowhere. 

Institutional  entrepreneurs  conceive  the  world  in  a  particular  way  and  they  have 

personal objectives for their participation in the collaboration (Lawrence, Phillips & 

Hardy 1999). The process towards this paradigmatic change was an outcome of their 

construction of the world but it was also isomorphic that is, the process of institutional 

logic can be one that is borne out of mimesis and conformity. 

 
9.1.4 Donor’s reconstruction of the field 

This  research  illustrated  that  the  NGOs  were  pro-active  in  network  and  alliance 

building. However, the funding bodies also made an impact not because they forced 

NGOs to change their mission but because they reconstructed the organisational field 

by, in some cases, putting collaboration as a condition for the approval of funding. This 

in part prompted the structural re-arrangement amongst the NGOs and grassroots 

organisations in the Philippines. This changed not only the competitive landscape of 
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these organisations but also the organisational field. To the donors, collaboration was 

socially constructed and defended as an imperative and strategic move to lessen the 

risks on their part when it came to smaller, less established NGOs and POs who applied 

for funding (see Chapter 8 on Donors). It was also rationalised in rhetoric by the donors 

as part of their capacity building for NGOs to attain sustainability, in which case, the 

donors were keen to see this being undertaken by both the well-established more 

experienced NGOs and their smaller less established less experienced counterparts. 

On the other hand, the stricter reporting and monitoring requirements imposed 

by the donors reconstructed the organisational field by professionalising the sector. The 

NGOs had to adopt their donor’s reporting guidelines particularly in terms of financial 

accountability. Despite the initial complaint by these NGOs that these new financial 

systems that they had to adopt were a “nuisance” as they had to spend so much time in 

learning new ways of reporting (i.e., accounting software) and in detailed specification 

of finances in project proposals, they understood the importance of professionalising the 

sector. The donors’ demand for more accountability and transparency and more 

professionalism in managing finances and the acquiescence of the NGOs to 

professionalise their ranks transformed the organisational field. In institutional theory, 

these institutional rules (donors’ policies) act as guidelines for organisations not only to 

pattern their structures but also their practices. These rules, induced because they were 

made as conditions to obtain funding, increased structural homogeneity amongst the 

NGOs in the organisational field. It was borne out of coercive pressure (the rules as 

funding condition) as well as mimetic as institutional rules (legal mandate by donors) 

became “rationalised myth” (Meyer & Rowan 1977, p. 341) as the best way to obtain 

donors’ funding and hence, the best way to deal with uncertainty. Institutional 

arrangements in an organisational field as well as within individual organisations arise 
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out of  highly institutionalised contexts. These rules determine new  ways  of  doing 

things, new ways of organising and in this case, organising for survival. The NGOs 

albeit sticking to their mission and values to remain legitimate in the eyes of their 

constituency in the communities, coped and adapted. What facilitated this adaptation 

behaviour was the institutionalised donor conditions being accepted or rationalised as a 

better way to operate. These rules often propel members of the organisational field to 

become isomorphic as the environments in which they operate are characterised by 

interdependencies. These interdependencies become more apparent in times of 

uncertainty brought upon by exogenous shocks. 

 
9.1.5 On institutional actors 

 
Having mentioned the importance of collective understanding and shared meanings, it is 

significant to note that the institutional changes witnessed in these NGOs were not 

undertaken by a single actor or organisation harnessing critical organisational resources 

to institute change processes, but were undertaken by a collective of organisational 

actors. Institutional changes in the organisational field were a collective outcome, 

whether these be the networks and collaborations that ensued or the professionalization 

of the sector, particularly in terms of financial management. In like manner, the changes 

instituted in each organisation were also a product of a collective of actors deciding to 

act on opportunities and to act strategically in the face of uncertainties in their external 

environments. In the world of Philippine NGOs, the word is collective not singular. This 

comes again as an outcome of their values and ideology. No singular actor, be it an 

individual or an organisation, acted alone in these institutional changes. 
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9.2 Emergent change? 
 

 
The changes in donor policies shifted the boundaries of the NGOs as these organisations 

turned towards their network of social capital as a strategic response. This resulted in 

the NGOs’ entering into collaborations with other NGOs via consortium projects, and 

collaborations with their community-based groups, the POs. However, did this follow 

an orderly pattern of emergence and self-organisation as posited by complexity theory 

as discussed in the Conceptual Framework chapter?  Indeed such collaboration resulted 

in the NGOs interacting with each other and hence, these created consortiums and 

networks can be taken as a novel system that emerged out of NGOs’ interactions in their 

quest to find a solution to their complex problems of changing donor policies. As 

Lawrence, Phillips and Hardy (1999) posit, collaborations are often entered into as a 

way to solve complex problems wherein its   inter-organisational relationship is not 

dependent on  market or hierarchical system of control, but on negotiated and ongoing 

communicative processes. In this sense, as per complexity theory, the NGO consortiums 

and PO networks can be considered as complex adaptive systems as they are the result 

of relationships that are prevalent and dispersed throughout network members, and 

because they are based on the members’ interactions with one another and on the 

sharing of information across the organisational field. They are for the NGOs in this 

research the best institutional arrangement for solving their complex problems. 

However, there are two very important points here. Firstly, the consortium of 

NGOs did not arise out of emergence. As stated in Section 9.1.4, they were a product of 

the reconstruction of the donors in the organisational field. By making NGO consortium 

a condition to access funding for smaller, lesser established NGOs, the donors basically 

changed the organisational field. It was intentional as donors framed their discourse on 

minimizing their risks. For the NGOs studied in this research, participating in the NGO 
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consortium  was  intentionally  opportunistic.  Their  discourse,  socially  constructed, 

looked at consortium work as the best available way to circumvent donor conditions as 

to the size of projects being funded as donors shifted to funding smaller projects or 

smaller components of big projects, at least for the NGOs in this research which were 

the well-established and more reputable ones in the Philippines. Burnes (2005, pp. 75-6) 

cited in Weick 2000) comments that: 

“Emergent change consists of ongoing accommodations, 

adaptations, and alterations that produce fundamental 

change without a priori intentions to do so. Emergent 

change occurs when people reaccomplish routines and 

when they deal with contingencies, breakdowns, and 

opportunities in everyday work. Much of this change goes 

unnoticed…” 

Hence, although the NGO consortium may be looked upon as a complex adaptive 

system  borne  out  of  the  many  interactions  amongst  member  NGOs,  interactions 

between donors and NGOs, and interactions amongst donors, the processes involved 

were not emergent in nature. They were an intentional reconstruction of the 

organisational field albeit for both parties (i.e., the donors vis-à-vis the NGOs), the 

prevailing discourse adopted by each party differed. Having said this, the second 

important point to be made is that the NGO-PO collaboration is one that has the 

characteristics of emergent self-organisation. 

 
9.2.1 NGO-PO collaboration: Self-organisation and emergence from bottom-up 

Given that the volunteer network of community-based POs already existed and were 

there for the NGO to tap, the NGOs found a new way of using this very important asset 

during  organisational  shocks.  The  NGOs  capitalised  on  these  POs  to  build  new 

synergies (Chiles, Meyer  &  Hench  2004) in  order  to  deal  with their complex 

environment. Onyx  and  Leonard  (2010a)  also  posit  that  disequilibrium conditions 
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usually bring diverse agents together, whether they are individuals, organisations or 

both.  These agents “interact, discuss and explore options for action” (Onyx & Leonard 

2010a, p. 495). By tapping their volunteers on the ground, the NGOs in this research 

created emergent properties from their local constituencies. Hence, the focus shifted 

away from planning from top-down to enabling emergence and creativity from the 

bottom up. For example, information was shared on local conditions and contexts, and 

as  information  was  shared,  there  was  feed-backing.  The  interactions  between  the 

‘mother’ NGOs and POs intensified in this NGO-PO network. In particular, not only 

was there reciprocity and exchange t of information about the local community based on 

PO’s knowledge on the ground, but there was also technical and resource exchange 

(sweat capital/unpaid, volunteer work in exchange for technical training and capacity 

building). 

As shown in the case studies, the NGOs relied on these POs to undertake some 

of their services freeing them of time and money which were tight during crisis periods 

when donors started to change their policies. As these POs were capacitated to source 

independent funding and undertake projects in the communities, they created the much 

needed space for the NGOs. They acted as a buffer to exogenous shocks. As discussed 

in Section 9.1.2.3, these NGO-PO network arrangements emerged from their social 

interactions through the years but were greatly facilitated by their shared values and 

understanding, that is, their shared tradition and ideology. These shared  intrinsic values 

are what Onyx and Leonard have termed “deep structures” (Onyx & Leonard 2010a, p. 

495) which gives the NGO-PO network stability. Lichtenstein (2000) cited in Arena 

(2009,  p.  55)  also  notes  that  self-organisation  in  complexity  theory  implies  an 

“increased capacity for generating something new from that which already exists”. This 

is  the  case  with  this  NGO-PO  collaboration in  the  communities. The  NGOs  self- 
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organised without a mandate from outside. They innovated by generating something 

novel by shifting some of their service delivery to the lower-level structures in the 

communities -- the POs. These POs were instrumental in easing the impact of donor 

policy shocks and perhaps made accepting donor conditionality easier. 

It is said that organisations are sensitive to their environment and they respond 

to it and co-evolve with it. The NGOs co-evolved, improvised by organising themselves 

into non-hierarchical social capital arrangements that were characterised by reciprocity, 

shared vision and ideology, which were imperative for self-organisation. When NGOs 

improvised, co-evolved with their environment, strategising then took the form of what 

Cunha and Cunha (2006, p. 847) termed as a  ‘process in permanent flux’ -- the very 

essence of emergent self-organisation, ordering itself at the “edge of chaos” (Dolan, 

Garcia & Auerbach 2003, p. 26; McMillan & Carlisle 2007, p. 584). 

 
9.3 A note on power relations between donors and the NGOs 

 
The continued dependence of the NGOs in this research on external funding raises 

questions of their legitimacy in the eyes of their constituencies through which they 

based their existence upon – their raison d’etre. Such reliance on external funding brings 

suspect NGOs’ values and mission, identity and legitimacy (Edwards & Hulme 1996b; 

Fowler 2000; Lewis & Sobhan 1999). More than reliance on external funding, NGOs 

are also experiencing this decline in aid flows (Aldaba et al. 2000). This was 

corroborated in this research as donors started to pull out from the Philippines resulting 

in stiffer competition for funding amongst NGOs. This further brought to the fore the 

question NGOs’ identity (Aldaba et al. 2000) and the question of power relations. 

It is said that NGOs as recipients of donor money are obliged to adapt to the 

imposed conditions of donors and hence, to kowtow to a donor’s mandate. Not doing so 

would mean that there would be no funds (Oller 2006). It is in this sense that many 
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would view the relationship between the donors and the NGOs as asymmetrical and 

characterised by power inequalities (Lister 2000). In other words,  there is a perceived 

disparity between the rhetoric of donors and the reality of their partnership with the 

NGOs on the ground (Fowler 1998; Lister 2000). Thus,  Edwards and Hulme (1996a) 

pose a question whether donor funding changes the nature of the donor-NGO 

relationship to that of a contractor instead of a genuine partnership. 

 
In institutional entrepreneurship theory as discussed in Chapter 3 (Theoretical 

Framework), power is agent focused in that it is something that the institutional 

entrepreneurs possess through the acquisition of some strategic resource needed to 

legitimise their change projects. However, in this research of Philippine NGOs, power 

can  be  seen  as  very  fluid  in  that  it  takes  on  many  different  forms.  Power  was 

constructed as actors went along articulating their “truth” – their prevailing discourse. 

To cite an example, the NGOs’ prevailing discourse as to why their donors changed 

policies was that the donors were also subject to pressures from their own governments, 

from global economic conditions, and pressures from the public in their respective 

countries  where  this  funding  might  have  come  from.  The  NGOs  understood  that 

external funding will eventually decline or worse, dry up. Hence, the shocks brought 

upon by changing donor conditions were not perceived as shocks and their strategies 

were not seen as adaptations to shocks but were simply regarded as a part of their 

routine strategising of their organisational life. This NGO discourse is facilitated or 

aided by their sophisticated grasp and understanding of what was going on in their 

environment. 

This sophisticated knowledge of the environment in which they operate and the 

subsequent articulating of their discourse correlate with what Clegg, Courpasson and 

Phillips (2006, p. 299) said ---   that at the basic level, “discourses produces the social 
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world to which it refers.” Discourses are seen to govern meaningful talk and affect how 

ideas are put into practice and used to control and regulate the conduct of others. 

Viewed in this way as a discursive form of power, power then is not possessed 

as a resource as it is a feature of a discourse that is immanent in a field of social 

relations (Prince, Kearns & Craig 2006). Power then is positive, productive, innovative 

and enabling.  Thus, the power relations between the donors and NGOs  is one that is 

fluid, “open, strategic game” (McKee 2012, p. 217) and dynamic. As pointed out in the 

Analysis Chapter, the NGOs did have a voice. The conditions stipulated by the donors 

for accessing funding were not employed against the interest of the NGOs or employed 

by a ruler to its subjects who were not free to act. Although the NGO relationship with 

the donors can be described as technically asymmetrical in a sense that they were 

dependent on the latter for funding, they were equal partners in the real sense. 

 
In  this  research,  the  NGOs  were  agents  free  to  decide  and  to  respond 

innovatively to donor conditionality despite the relationship being unequal as the NGOs 

are technically dependent on donors for money. In fact, from the case studies and the 

subsequent analysis of the cases (Chapter 6 & 7), the NGOs responded creatively using 

their discourses to frame the issues to gain legitimacy of the strategic actions. In some 

cases, this led them to behave opportunistically to circumvent a donor condition (e.g. 

breaking down a big project into smaller components in order to comply with donor 

criteria on project size). In some cases, they sought to go out of the boundaries of their 

organisations  to  tap  into  their  networks  and  hence,  spur  novel  social  capital 

arrangements that expanded the organisational field’s web of social relations. A few of 

them experimented in some social entrepreneurship endeavours, albeit unsuccessfully 

for a couple of them. They were also willing to stand their ground and would choose the 

donors they would approach, or in some cases reject the ones who came to them whom 
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they considered as ideologically different from them. One of the NGOs even returned 

donor money when the donor imposed some conditions midway through the project, 

conditions that the NGO considered as impinging on their independence to manage and 

deliver the project. Another NGO refused to approach one of the biggest foreign donors 

in the Philippines because of their belief that this donor was ideologically opposed to 

them. Still another rejected a donor’s suggestion to adopt a fee-for- service scheme as 

this would go against what they stood for. The NGOs crafted their responses well to suit 

their interest and beliefs. The donors were open to negotiations and dialogue and often 

when policies changed, the NGOs were informed ahead of time and were consulted 

about the change. In instances wherein the NGOs had special requests for money or 

requests to use excess project funds, the donors obliged on the condition that the NGOs 

were transparent. However, similar to the NGOs that fiercely protected their core values 

and ideology, some things remained non-negotiable to the donors.  The interviews with 

the donors revealed that overall aid focus or priority areas for funding were generally 

are non-negotiable. Hence in this research, the NGO-donor relation was characterised 

by reciprocity, interdependence, two-way exchange, and a give and take mentality. 

While their accountabilities may differ with  the donors  being accountable to  their 

sources of money in their home countries, and the NGOs accountable to their 

constituencies in their communities, they both exercised reciprocal accountability. 

Although donors set parameters on their grants, the NGOs as recipients of donor money 

(and hence, recipient of donor conditionality), were free agents. 

 
9.4 Another word on social capital: Moral probity 

The collaboration (with NGOs and POs) was also an outcome of their moral and ethical 

consciousness or knowledge - it is their truth. Hence it was undertaken with moral 

correctness or righteousness - they cannot disappear, their work cannot stop, and they 
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are needed by their communities. Aside from similar backgrounds in that they were 

activists during the Marcos dictatorship (so they knew each other  so trust is presumed 

to be there), the new institutional configurations and the structural configurations of 

power are not just based on having trust, but they go beyond trust to moral probity. 

They know they had to do what they did. They have seen other NGOs terminate or close 

shop. They also knew that other NGOs are struggling, existing from project to project. 

They knew they could not allow that as their work was all too important. 

 
9.5 Conclusion 

 
The exogenous shocks caused disruptions enough for NGOs to look for ways to survive. 

How did they strategise? They did this by re-framing, thus changing the discourse and 

the  prevailing  or  dominant  institutional  logic  in  the  field.  They  tapped  their  vast 

networks of volunteers in the community-based organisations -- the POs. These 

community organisations were significant for the formation of social capital. The NGOs 

also  collaborated  with  their  networks  in  the  NGO  community  by  undertaking 

consortium projects to get project funding. They also displayed opportunistic behaviour 

and agility which were also framed or theorised as something beneficial and 

advantageous to their organisation to remain viable. In doing all these things, were they 

innovative and creative or did they simply kowtow or follow their donors with whom 

they are dependent upon? Yes, these NGOs were innovative. They were the institutional 

entrepreneurs who displayed their political and social skills to change the ways of doing 

things and thereby, changed the organisational field. They did not kow-tow to donors’ 

conditions. If they did follow, for example, the donor’s shift towards policy advocacy, it 

was followed as they deemed it beneficial to have their concerns brought up to the 

national legislative level. 
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The NGOs’ responses were facilitated by their sophisticated knowledge of their 

environment and what was going on in the institutional landscape. They knew about 

geopolitics. They were abreast of what was going on not only in their local contexts but 

in  terms  of  global  events  and  trends.  They  were  aware  of  the  prevailing  donor 

discourses as well as their own. This sophisticated knowledge and understanding of 

their environment allowed them to be agile. In some cases, this agility was exhibited in 

their highly opportunistic behaviour. When the donors shifted to funding smaller 

projects, the NGOs broke down their projects into smaller components, adroitly 

circumventing their donor’s conditions. On the surface, they followed some conditions 

but on closer inspection, only those conditions that they had assessed as advantageous 

to  them were followed by  skilfully crafting their response to  the changes without 

adverse consequences on their part. 

As pointed out in Chapter 4, extant research has pointed to value congruence as 

a  potent driver for  institutional change. In  the process of  institutional change, the 

NGOs’ shared ideology proved to be very important not only in guiding their responses 

to exogenous shocks but also in securing legitimacy in the change and in the change 

process. It is this ideology that determines their choice of donors. They were known to 

stand up to donors who ideologically “go against their grain”, so to speak.  Hence, they 

were on an equal footing with their donors despite that fact that “technically” there was 

an  unbalanced relationship in  that  they  were  dependent on  the  donors  for  project 

funding. Yet, this research viewed power not as something to acquire or possess. Power 

is more than just a relationship between organisational actors. It is based on the enabling 

potential to act on the actions of others. It is not produced from a single source or one’s 

domination over the other. It is not coercive. It is fluid, strategic, and open, and runs in 

circuits as it is inevitably bound to all types of knowledge. Power and knowledge are 
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mirror images. They directly imply one another. Power is embedded in knowledge 

which takes the form of broad discourses. 

To conclude, as gleaned from Chapter 2 and mentioned in the above sections, 

the neoliberal agenda of the West has raised questions on the legitimacy, accountability 

and relevance of these NGOs who are recipients of Western funding (Bebbington 1997; 

Bebbington, Hickey & Mitlin 2008; Edwards & Hulme 1996b; Fowler 1996; Fowler 

2000). This research points to the contrary. Albeit there occurred a reckoning and 

reflection on the contributions and relevance of NGOs in advancing their causes and 

protecting the interests of their beneficiaries as pointed out in Chapter 2, the NGOs in 

this research did not simply follow the money. They were highly strategic in their 

response to turbulence in their external environment brought upon by funding changes 

and donor conditions. They were pro-active and surprisingly adept and knowledgeable 

on what is going on in their environment. 

This particular finding of not simply following the money offers a new and fresh 

perspective in understanding strategic behaviour of these organisations. Usually seen as 

powerless in resisting imposed donor conditions and kowtowing to donor demands 

because of resource dependency, the NGOs in this research are in fact powerful because 

they behave strategically and innovatively. By being politically savvy and strategically 

astute particularly to what is going on with their donors and geopolitics of the North and 

South, they have shown that they can deal with their donors on equal footing regardless 

of their dependencies. 

 
9.6 Further Research 

Although collaboration or consortium work was not the emphasis of this research, it 

came out as one of the primary strategy in adapting to exogenous events in the 

environments. The organisational field changed with the creation of  social capital. 
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However, as this is beyond the scope of this research to study social capital in more 

detail, there is a need to study this further. For example, there is a need to study power 

dimensions and configurations in such collaborations and the various actors’ cognition. 

Moreover, this research, without meaning to, discusses successful social capital 

arrangements. Hence, an area for further research is to study institutional 

entrepreneurship and its implied legitimation process in collaborations and other social 

capital arrangements that failed. 

Another important insight in this research pertains to institutional change in 

fields that were politically uncontested. As most of the extant literature posit political 

contestation, further research on uncontested institutional change would contribute to 

existing literature. In this research, emergent self-organising did not happen for all 

NGOs across the board. The NGO consortium was not a result of emergent processes 

albeit aided by NGO to NGO interactions. It was a reconstruction by the donors and 

hence, it was induced. On the other hand, the NGO-PO collaboration was an emergent 

institutional change. Thus a rich area for further research is on the implications of 

complexity theory to institutional change. 
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Appendices 
 

I. The list of resources from the NGO participants that were used in this 
research: 

SAP 
 

SAP 2012a, History, SAP Website, viewed June 28, 2012. 
SAP 2013b, About us, SAP Website, viewed June 28, 2012 
SAP 2013c, Branches, SAP Website, viewed June 28, 2012 
SAP 2013d, Council of adviser, SAP Website, viewed June 28, 2012 
SAP 2013e, Partners, SAP Website, viewed June 28, 2012 

 
KL Foundation 

 
KL Foundation 2010a, About Us, KL Website, viewed October 8, 2011 
KL Foundation 2010b, Community Extension Services Program, KL website, viewed 

November 5, 2011 
KL Foundation 2010c, Resource and Advocacy, KL Website, viewed Nov. 8, 2011 
KL Foundation 2010d, Direct Service and Development Program, KL website, viewed 

October 15, 2011 
 

UPPO 
 

Honculada, J. 1984, Case study of UPPO, paper presented to the CCA-WCC 
Development Forum, Singapore, November 26-30, 1984. 

 
UPPO 2011, About us, UPPO website, viewed November 2011 

 
Women’s Health Inc. 

 
Women’s Health Inc. 2011, About WHI, WHI website, viewed November 8, 2011. 

 
Countryside Development Movement 

 
CDM 2002a, CDM Journal no. 10, Illustrious Inventor. 
CDM 2002b, CDM Journal no. 10, From China to the Philippines. 
CDM 2002c, CDM Journal no. 10,  Volunteers and Pioneers. 
CDM 2002d, CDM Journal no. 10, Shifts and Changes. 
CDM 2002e, CDM Journal no. 10, The Four-fold Program. 
CDM 2002f, CDM Journal no. 10, Crisis and Self-examination. 
CDM 2007, Guidelines for memberships and chapter development, CDM website, 

viewed August 22, 2011. 
CDM 2009, People’s organizations, CDM website, viewed July 18, 2011. 
CDM 2009a, Major funding agencies, CDM website, viewed July 18, 2011. 
CDM 2009b, Beginnings, CDM website, viewed July 18, 2011. 
CDM 2009c, Values and Mission, CDM website, viewed July 18, 2011. 
CDM 2009d, Rootedness in communities, CDM website, viewed July 18, 2011. 
CDM 2010, CDM in 2009, Annual Report, CDM website, viewed November 2010. 
CDM 2010, Microfinance Pamphlet, CDM website, viewed November 2010. 
CDM 2011, CDM in 2010, Annual Report, CDM website, viewed November 2010. 
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II.  Information sheet for participants 
 
 
 
 

 
 

 
 

School of Management 
Faculty of Business 
City Campus 
Room C422, Level 4, Building 5 
1-59 Quay Street, Haymarket 
PO Box 123 Broadway 
NSW 2007 Australia 
Tel: +61 (02) 9514 3614 
Fax: +61(02) 9514 3602 
www.uts.edu.au 

 

 
 

Information Sheet 
 

My name is Cris Abbu and I am conducting a research as part of my PhD degree at the 
University of Technology Sydney. My research project is titled: The strategic response 
of NGOs to donor policy changes. 

 
What is this research? 

 
This research is about how your organisation coped with a change in donor policy. 

 
What does this research involve? 

 
This research involves anonymous interviews in the hope of getting rich insights from 
your experience in responding strategically to a donor policy change. 

 
My responsibilities to my participants 

 
There will be no link between the information you will give me and your name and the 
name of your organisation as your name and details will be anonymous. 

 
Utmost confidentiality is guaranteed and assured. The information will be used only 
for the purpose of my PhD degree and related activities such as publication in a journal 
or as a book.  It will be read, viewed or handled by myself alone. 

 
Your responsibilities in this research 

 
Your participation is voluntary. The interview will take around 30-45 minutes with the 
time and date determined by you. You will be asked a series of questions and your 
answers will be recorded and later transcribed for analysis. Should you wish to end the 
interview at any time, you are free to do so. 

http://www.uts.edu.au/
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Forms of dissemination of the research results, including publication 
 

The results of this study is published as a thesis as a requirement for the PhD degree. It 
may also be published in a peer-reviewed journal and presented at conferences, but only 
group data will be reported. 

 
 

The data or information given will be kept in secured and locked cabinet. These will 
be destroyed after 5 years. 

 
Contact person and their details 

 
In case you have questions relating to this research or wants to verify the identity of the 
researcher, you may contact the following: 

 
1) Professor Jenny Onyx 
School of Management 
University of Technology Sydney 
Corner Quay Street and Ultimo Road 
Haymarket NSW 2001 
Email address: Jenny.Onyx@uts.edu.au 
Tel. No. +61 2 9514 3633 
Fax: +61 2 9514 3602 
Mailing Address: PO Box 123, Broadway NSW 2007, Australia 

 
 

2) University of Technology Sydney 
Research Ethics Officer 
Research and Innovation Office 
Level 14, Tower Building 
PO Box 123 Broadway NSW 2007 
Email: Research.Ethics@uts.edu.au 

 
 
 

In the Philippines, you may contact: 
 

Dr. Oliva Domingo 
Director, Center for Leadership, Citizenship and Democracy 
National College of Public Administration and Governance 
University of the Philippines Diliman 
Diliman, Quezon City 1101 
Telephone: 632-9254109 

 
Feedback 

 
Should you wish to give a feedback about the research or the interview or the 
researcher, kindly do so. 

mailto:Jenny.Onyx@uts.edu.au
mailto:Research.Ethics@uts.edu.au
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