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This manual has been designed to facilitate a process of working through the local church 
as part of an integral mission process.  The goal of this manual is to create a clear flow 
of what works in mobilising churches and communities, and it has been compiled in 
conjunction with a number of partner organisations and SP offices based on their practice in 
working through the local church.

Mobilising the local church to be salt and light in its community and in the process to 
transform its community is not easy; therefore, we have wanted to create as clear a process 
as possible so that lessons that have already been learned can easily be communicated to 
others.  

The model we use is sustainable, long term and, therefore, we focus on an asset-based 
approach, believing that God has given His Church and His people skills and abilities to 
transform their community.  Our job as development practitioners is simply to facilitate this 
process. 

This manual has been written for the staff of organisations.  The first section includes the 
process; the appendices at the back contain further tools, trainings and the envisioning 
curriculum.  
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It is our desire and privilege at Samaritan’s Purse to work to serve the local Church 
worldwide in seeing physical and spiritual transformation in their communities through an 
outworking of the Gospel of Jesus Christ.
 
Underlying this desire is a fundamental belief that we, as God’s Church, are to join in with 
God’s mission as He works to restore all people from brokenness and emptiness to the 
Biblical wholeness of God’s intentions for all of life.
 
Jesus described this mission in many ways, one of which was: “I have come that they may 
have life, and have it in the full” (John 10:10).
 
As the Church works to bring this “life in all its fulness” to its whole community we see 
miracles happen - the restoration of personal relationships with our God and Saviour and 
then justice, harmony, and the enjoyment of God, self, others and nature; this is the fruit of 
the Good News that Jesus brings.
 
This manual is all about equipping local churches to fulfil God’s plan for them, that they 
may be the bearer of God’s image and of the Good News of salvation and that they may 
be God’s agent of reconciliation and restoration in their locality, expressing in community 
the full life that Jesus wants to bring. In the areas of the world where you work, this will 
often mean caring for the sick and vulnerable, teaching literacy and numeracy, training in 
livelihoods and tackling issues such as the provision of clean water, corruption and speaking 
out on behalf of the vulnerable and poor.
 
I have seen for myself the powerful effect that the principles in this manual can have when 
applied prayerfully by local churches as part of their mission to their community.
 
It is our prayer then that this tool will be used by God to promote the Gospel of the Lord 
Jesus Christ worldwide through His body, the Church, and that this document will help you 
fulfil God’s purposes for you and for your organisation in the part of His world that He has 
called you to serve in.
 
May God bring about incredible Gospel transformation through you in the churches and 
communities you serve, for His eternal glory.

 
Every Blessing,
 

Simon Barrington
Executive Director, Samaritan’s Purse UK
August 2012

FORWARD

I absolutely love this mobilisation model but when I first started implementing the 
community mobilisation project in Northern Uganda it was a struggle. Its strategy is 
different from the usual NGO approach and the staff didn’t get it. They didn’t see why we 
were adding an extra layer when we could easily provide support directly to the people 
who needed it, rather than waiting for the community to do it. I stuck with it because I 
whole-heartedly believed in the model. There were many disappointments, frustrations and 
challenges but after four months I had a breakthrough. One of my staff came up to me after 
a long day in the field and said, 

“I get it. At first I thought you were using the community as free labour and I felt we should 
compensate them. I thought it was all about saving money. Now I see that what we are 
doing is the best way. The community can reach so many more people than we could and 
they will be here once we have gone. It makes sense.”

I knew that was a turning point. Once a key member of the team had caught the vision, it 
wasn’t long before everyone was on board. Soon the staff told me that they were going 
to go through the mobilisation process in their own villages, as they now believed in it so 
much. They wanted to excite their own communities about being able to do so much more 
than they had been able to achieve before, without waiting for a big new idea or input from 
outside. 

Once the staff was on board the project took off. Over the years it has grown beyond my 
wildest dreams. A lovely illustration of this was during a review visit six months after we 
had completed a three-year cycle in a certain community. We went back to the church 
action groups and chatted with the church leaders to see what they were up to. It was very 
informal, with everyone sitting on benches under a mango tree. During our conversation 
one of the church leaders said,

“Since you left we have continued our ministries in the community. However, we realised 
that our small group [15 people] couldn’t reach the whole parish. So we decided that we 
would train up two people from every village so they could form church action groups in 
their villages. We have now trained every village [17 in total]. It is great. Now that everyone 
is helping families in their own village there is less need to travel and we can devote more 
time to the really needy people in our village.”

What a perfect example of what CMP is trying to achieve! It showed me that the church 
had truly been mobilised and wasn’t reliant on us. We had been the catalyst, but they had 
caught the vision and were taking it even further to achieve greater things for God. 

It would be misleading to say that after the first few months the projects have all been easy 
and straightforward. We still faced challenges. For example, when we wanted to apply for 
funding to continue and expand the project we needed to create a logframe. We were 
concerned that we wouldn’t meet the targets we were promising in the proposal and 
logframe, because so many of them were linked to the churches. In reality, whether or not 
we meet the targets is down to the church and the community. If they catch the vision and 
embrace it, they can achieve a lot; if they are sceptical and used to hand-outs from NGOs 
then they aren’t very active. As we worked with various churches and communities our fears 
started to recede. We discovered that the key is the envisioning stage. The beauty of the 
model is that we don’t have to convince anyone of anything – the Bible does that for us. 

Church and Community Mobilisation: Reflections from the field 
by Jodi Blackham, Samaritan’s Purse. 



During the envisioning we take church leaders through what the Bible says, looking at 
Jesus’ life, and then simply ask the question “How well are we doing compared to what 
Jesus did?” This is a challenge. Time and time again we find church leaders challenged 
that they have focused too much on conviction of sin and not enough on loving people, 
body, mind and spirit. We have learned to work with those who are convicted and want to 
respond. Then, meeting the targets is easy. A church leader who mobilises his church, and 
then the wider community, to respond is much more effective than me and some of my staff 
helping a few individuals. 

One of the hardest lessons I had to teach my team was that drop-out is OK. If you 
don’t allow churches, groups and communities to drop out, you lose the essence of the 
programme. As soon as we begin stating expectations, the control and ownership of the 
initiatives shifts to us; so let the community be in control. You can coach, mentor and 
encourage, but let the community lead and set the pace.

When CMP works best, the church becomes the catalyst in the community. Once the 
church leaders have caught the vision that this is what God intended for them and planned 
for His Church to look like, the fire starts. As Christians become like the Good Samaritan 
and help their neighbours, the impact is powerful. In Northern Uganda, the church action 
groups often mobilise their members to help mend or build houses (mud huts) for the most 
vulnerable in their communities. These people may be bedridden because of HIV, elderly 
with no family or victims of the rebels that caused havoc in the region. When the action 
groups mobilise many members, the house is built within a couple of days. The women 
mix the mud and collect the grass while the men lay the bricks and build the roof. It is a 
beautiful sight seeing the church in action, sweating, singing and laughing together as they 
bless the family. Often we have found that this challenges the extended family and physical 
neighbours of the vulnerable family, who may have ignored or ostracised them and left 
them to fend for themselves. Seeing the church love the family and work so hard to help 
them challenges others to get involved. I have seen many local leaders, elders and other 
neighbours come along and pick up a hoe to join the action groups in their work. That is 
true mobilisation. 

If one person sums up why I love mobilising the church to change their community, it is 
Martin. Martin was a “beneficiary” of an SP HIV compassionate care project. When the 
team found him he was ostracised by his community, depressed and physically very weak. 
The project team worked to encourage him spiritually and took him food to help him 
regain some physical strength. Martin was delighted that people were actually caring 
for him. However, he still saw himself as an HIV patient who needed help from outside 
and the church still didn’t accept people with HIV. Once the war in Northern Uganda 

Organisation Directly 
Implementing Activities

Community Mobilisation

Annual budget $88,000 $80,000

Staffing 9 5

Vulnerable families supported (people) 1615 3640

Community members educated 15,241 19,949

Cost per beneficiary £5.22 £1.69

Table 1: Comparison of achievements using different models

1. Martin: “beneficiary” in the    
    HIV care project

2. Martin: Action Group member 
    raising chickens to help others

ended, we transitioned the compassionate care project into a church mobilisation project. 
Martin volunteered to be trained as an HIV educator and joined the first church action 
group we formed in that area. The envisioning had shown him that he had a lot to give 
and challenged the church leaders that they needed to love those with HIV rather than 
judge them. Martin wanted to help others the way SP had helped him. Today Martin is fit, 
healthy and very active in his community. He is open about his HIV status, using his story to 
encourage others to be tested and get help. He even manages a chicken farm and raises 
chickens to give to vulnerable families; he no longer sees himself as vulnerable. This is what 
church and community mobilisation is about – transformation of people like Martin. 
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THE MOBILISATION PROCESS

The Mobilisation Process consists of six steps. This manual focuses on each of the six steps. For step 
two Envisioning and Empowering Churches, Samaritan’s Purse UK has written a dedicated manual 
which is available from Samaritan’s Purse UK and accompanies this manual. 

STEP ONE PRE-PROCESS

STEP TWO ENVISIONING AND 
EMPOWERING CHURCHES

STEP THREE COMMITTEE FORMATION

STEP FOUR SECTOR TRAINING AND 
PCM PLANNING

STEP FIVE INTERVENTIONS BEGIN

STEP SIX CAPACITY BUILDING

1 2 3 4 5 6 7 8 9 10 11 12 13 14 15 16 17 18 19 20 21 22 23 24

STEP 1. 
Pre-Process

STEP 2.
Envisioning & 
Empowering 
Churches

STEP 3. 
Committee 
Formation

STEP 4. 
Sector Training & 
PCM Planning

STEP 5.
Interventions Begin

Vulnerability 
Ladder

STEP 6. 
Capacity Building

TIME IN MONTHS
STAGE OF 

MOBILISING 
PROCESS

Below is a rough outline of the timescale of the mobilising process

However, the mobilising process doesn’t take a fixed or standard amount of time to follow, and 
the above time chart is purely to give the reader of this document a feel of the process. Many of 
our projects run for 24 – 36 months in the same communities working with and empowering the 
committees to do integral mission. 

Integral mission-based programming and good development programming are time-consuming.  
Working through the local church and mobilising communities will also inevitably take a long period 
of time.  However, it is our belief that the local church is foundational to God’s purpose here on 
earth, and as the world’s biggest community-based organisation, holds massive potential to alleviate 
poverty within communities.
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1.1 INITIAL MEETINGS WITH CHURCH LEADERS 

1.2 ASSESSMENTS OF AREAS TO BE TARGETED 1.3 DISTRICT OR COUNTY STAKEHOLDER MEETINGS

Undertake a mapping exercise of the churches and Christian Non Governmental Organisations 
(NGOs) and Community Based Organisations (CBOs) in the country or region.  This will help to 
better understand the structure and outworking of the Church. 

Hold meetings with national and regional church leaders and directors of Christian NGOs.  Explain to 
them the heart of this work:  to equip the local church to do integral mission in its community.

Other selection criteria:

•	 Underserved areas and individuals. 
•	 High vulnerability. 
•	 Existing relationships.
•	 Dynamic leadership.

In some countries, you may have to manage restrictions from the National AIDS Commission, the 
Water Ministry or other government authorities who may tell you what areas to target.  Work with 
them to determine the best way forward, communicating to them why it is important that you have 
some say in where you should be targeting.  

Hold meetings at the district, regional or county level, inviting government representatives, health 
workers, education officials, church leaders, other NGOs and other community members.  

Introduce the model to the stakeholders (briefly explain the process) and talk about how everyone 
needs to work together in order to resolve the problems in their communities.  Invite people to share 
their perspectives and to give input into the process.  

The goal of these meetings is to:

•	 Communicate expectations from the community and the government. 
•	 Gain support and develop linkages with the government services, including health, social 

protection, education and other NGOs. 
•	 Better understand the situation on the ground.
•	 Mobilise people about the role they can play in the process.
•	 Build relationships and trust with the government and other local organisations who might be 

wary of churches and Christian organisations.

Initial assessments have proven to be helpful in determining what areas to target. Increasingly, the 
key to success in this model is finding churches and communities that are ready.  This assessment will 
help you in determining which communities are ready for this.

How to do an assessment:

This does not have to be complicated. Remember, it is an initial assessment; more detailed local 
assessments will be done once the churches have been mobilised.  The goal of this initial assessment 
is to determine the role and unity of the local church, how supportive the community authorities are 
and how dependent the culture is in the church and community. Assess also whether any churches or 
Christian NGOs are already reaching out and engaging with their community in whatever form. This 
can also be captured in the mapping work. 

Note:  Care needs to be taken so that expectations are not raised during this process. 

Travel to the area, interview community leaders, government officials, church leaders and community 
people to get a sense of what role the church is taking in the community, how unified the church is, 
what the history of NGO intervention is in the community, what the local needs are and who are the 
service providers.  

Steps for starting an assessment:

•	 Get advice and direction from key church leaders (higher level church leadership).  Ask them 
how they perceive the church in their community or region.

•	 Perform a basic needs assessment with local leaders or other officials.
•	 Gather some informal information in the community on needs and resources and how people 

perceive the local church.
•	 Do a service mapping, looking at the number of NGOs in the area, the history of NGO 

involvement and what has been the government’s response.
•	 Visit local churches.  Find out whether there is a Church Leaders network, how unified the 

churches are and what their focus is in their community. 
•	 Pray. 

STEP 1: PRE-PROCESS 

The pre-process may take up to a month to complete depending on your existing relationship with 
the community. 

GOOD PRACTICE TIP:

Some good resources which may help you conduct your assessments are the TearFund Project Cycle 
Management Guide (available from the TearFund website) and the Samaritan’s Purse Project Man-
agement Guidelines available from SPUK.

HOLD THE MEETINGS AT 
PROVINCIAL OR REGIONAL LEVEL

EXPLAIN THE PROCESS 
AND TALK ABOUT 
HOW PEOPLE NEED TO 
WORK TOGETHER 
– MIX THE GENDERS
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Other issues to consider:

Staffing 

Getting the right staff is one of the most important parts of making this process successful. Here are 
some important things to consider:

•	 Committed Christians. 
•	 Character is essential when choosing people and we need people who have a passionate 

character and love for God and this type of work.
•	 People that can listen, particularly for the vision of the local community and church rather 

than impose vision on them.
•	 Mix of gender.  It is very important to have a mix of men and women on the team.  In 

some countries, Church Leaders need to speak to Church Leaders, in others, only men can 
approach the Church Leaders initially.  This needs to be taken into account when hiring.Staff 
must be flexible as their schedules should move with that of the community and not on a 
9am–5pm time schedule. 

•	 Desire to work in the community.  We do not need office people but people who are happy 
to live and work in the communities.  Staff should be in the communities at least 90% of their 
time; supervisors 80%. 

•	 It is good to identify people with skills in mobilising communities, participatory experience 
and those with some sector specific technical experience.  Specific skills in microfinance, 
livelihoods, WaSH, advocacy or VCT would also be good, but it is not critical, as we can train 
and outsource if needed.  

Training for staff

It would be best if all of the staff could receive a four-to-five-day training from the Samaritan Strategy 
or Harvest Foundation.  There are trained facilitators for the Samaritan Strategy (SS) in all countries 
throughout Africa.  The Samaritan Strategy has allowed us to use some of their material for our 
envisioning curriculum.  However, it is best if staff can build a foundation by participating in the SS 
Visioning Conference.  There are many more tools and resources that SS has that can assist us in 
mobilising and working with churches.  Therefore, this should be encouraged for all staff.  
 

TRAIN THE STAFF FOR FOUR TO FIVE DAYS

Ratio of staff to churches

Typically, in a rural situation with long distances, you need one staff member per five churches.  In 
an urban context, or where there are shorter distances to travel in the rural areas, it can be one per 
eight to twelve.  This will help you in budgeting and planning; however, keep distances in mind when 
you are targeting areas.  It is simpler if your areas are closer together as you will be able to reach 
more churches. 

Transportation

It is important to consider transport and what message this gives when you arrive in the community 
in an expensive vehicle.  This can be either a motivation or a hindrance to the work.  Some 
organisations use motorcycles, some public transport, some vehicles.  The best advice is to be aware 
of the message this can give.  

ONE STAFF MEMBER PER FIVE CHURCHES IN RURAL SITUATIONS
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GOOD PRACTICE TIP:

Drop-off is both a natural and healthy part of the process.

Meet with Church Leaders in the community or target area. Invite them and up to two members of 
the leadership team in their church to participate in a meeting with other Church Leaders from the 
community to talk about integral mission.  Ensure you invite Church Leaders from all local Church 
denominations. An entry point could be a local Church Leaders network or association.  Ensure 
that you do not get drawn into Church Leader politics by visiting only a few Church Leaders in the 
community.  You may need your team to go around inviting all of the Church Leaders, send a letter 
out or use the radio. It is important that all of the Church Leaders are invited to attend and there are 
not churches left out.

The Envisioning Curriculum has been designed to be adaptable to the different context and capacity 
of the churches. You may not need to use all of the material; this will be dependent on the capacity 
of the Church Leaders.  This means you will need to have a sense of where the churches are at 
before you begin. Some Church Leaders who may already be familiar with these concepts may also 
be drawn on to facilitate certain sessions.  You can deliver this envisioning in small segments of half a 
day each or over full days as required. See the Envisioning Curriculum for more details. 

At the end of the curriculum, discuss the next steps.  The church leadership will need to go back 
to their church and envision their churches. You should allow them to do this on their own with 
support from you on an ‘as needed’ basis. Whether they action these steps or not will be a test to 
see whether they are ready to move forward.  If they are not ready, do not push them.  Work with 
the churches that are motivated; the others may come onboard later once they see other Church 
Leaders and churches involved in integral mission work.  Your goal is to find the ‘gems’; find the 
churches who are ready and who can eventually become centres of excellence in their community 
and mobilise other churches later on to also be involved.  

This means that you may need to invite a larger group of churches than you might have wanted 
to work with as there will be drop-offs.   Some churches will be invited but will not come to the 
envisioning, some will come but will not move forward, some will start and then not continue and 
then there will be the ones who are ready and active and do well.  These will be the ones you want 
to focus on working with (see parable of the sower Matthew 13 v 18-23).  In some countries, we have 
seen up to a 50% drop-off from those invited to those that will attend, and then up to another 50% 
drop-off of those who are envisioned and those who action the next steps and sustain this.  This 
is not true for all situations, but the point is not to be nervous about drop-off, but allow a natural 
selection process to occur.  This is a healthy part of the process. 

The Church Leader and other leaders go back to their church and 
communicate the vision of integral mission to the church.  This can 
be done through sermons, discussions and Bible studies.1   You 
may also want to give a copy of the Envisioning Curriculum to each 
Church Leader to help them as they envision their church. 

The Church Leaders need to determine whether they feel God 
calling them to serve others in their community and be involved 
in a ministry of transformation.  If they do, then they should 
encourage people in their congregation who feel a heart to work 
with vulnerable people to get involved. 

It is critical at this point that the Church Leader and leadership 
should not choose people to be involved in the work but let those 
who feel a particular calling to do this ministry step forward. 

2.1 ENVISIONING MEETINGS WITH THE CHURCH LEADERS

2.2 PASTORS AND CHURCH LEADERS ENVISION THEIR LOCAL CHURCH

GOOD PRACTICE TIP:

If Church Leaders are not prepared to be involved in the process themselves, then there will be a 
danger the work will get sidelined.  If this is the case, do not work with the church until the Church 
Leaders are ready to commit to the process themselves.

GOOD PRACTICE TIP:

Avoid the words:  ‘programme’, ‘project’ and ‘volunteer’.  You are assisting them to do their ministry, 
not getting them to do your project.  It is key that your words demonstrate this and you do not lapse 
back into ‘programmatic’ language.  

People identify themselves to become involved.  These people will eventually form a committee, 
which will drive the work forward. 

The Church Leader should try to ensure that the people who want to be involved are committed 
to the work, are a good representation of women, young people and others in the community and 
church. 

The Church Leader needs to facilitate all of the above.  Project staff can provide support and 
encouragement but must not do the work for the Church Leaders. If the Church Leaders are not 
motivated, they are not ready.

It is also important that the churches inform the community leadership of what they are doing.  It 
is best if the project staff let the church do this on their own.  This could be a meeting the Church 
Leader and others from the church have with the local leadership to inform them of their intention to 
work in their community. 

2.3 CHURCH IDENTIFIES MEMBERS TO BECOME INVOLVED

STEP 2: 

Step 2 can take anywhere from between one to three months depending on how quickly the Church 
Leaders mobilise their churches.  Remember, move at the pace of the churches.

CHURCH LEADERS TO 
COMMUNICATE VISION 
TO CHURCH THROUGH 

SERMONS, DISCUSSIONS 
AND BIBLE STUDIES

1 The SP Envisioning Manual.  Also, Tearfund have some good Bible studies at the end of their “Mobilising the Church” guide.
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STEP 3: COMMITTEE FORMATION

Step 3 can take up to one month, depending on how available the community is to meet with the 
staff.  You also want to give some time for the seed project to be done before moving forward onto 
the next step.2  

At this point, it is also important to determine whether churches want to work together with other 
churches in their community or separately.  If they decide to work together, then you need to 
coordinate these meetings as one group, setting up one committee made up of members from 
different churches.  If they decide to work separately, then it would be important to have some 
sort of coordinating body, such as a committee network, to coordinate the work.  Let the churches 
decide. 

It is important to note here that in reality you may not end up with one group per church. After the 
envisioning process people may want to form a committee within a church or within a village for 
example, with a number of churches working together. Therefore one committee group may contain 
people from different churches (and denominations). This may be dependent on the relationships 
between different church leaders in the community. You need to be flexible with this model to allow 
for such possibilities. 

GOOD PRACTICE TIP:

Committee members need to understand that they are not going to benefit financially from sitting 
on this committee. Getting involved will cost them in time and personal resources, as well as 
emotionally and spiritually. 

GOOD PRACTICE TIP:

If a church is not ready, you may need to spend some time with them before moving forward.  Some 
churches take longer than others.  Remember, move at the pace of people and the community, not 
at your pace or your organisation’s pace.

Once the Church Leader has envisioned the church and has identified some key people to be 
involved, it is time for the project staff to get involved.  Set up a time to meet with the group.  You 
should plan to spend a couple of hours meeting together. 

Firstly, you want to make sure that the Church Leader has passed on the vision of integral mission to 
the church members. 

Discussion:

•	 Ask the group why they want to be involved in this ministry.  Ask them what is motivating them.
•	 Explore what God has said to them as the Church Leader has spoken about integral mission in 

the church.    
•	 You may also want to ask some questions to ensure they see this as a ministry of the church (and 

not an NGO project).  

If you determine that they do not really understand, use some of the sessions in the Envisioning 
Curriculum, and go through them as a group.  Encourage the Church Leader to lead on this, and you 
can support him/her. Do not move forward until the group understands this. 

Some organisations have brought all of the groups and Church Leaders together in a one-day 
workshop and envisioned the groups together, using the Church Leaders to lead on each element 
in the Envisioning Curriculum.  This can also be effective.  The goal is to ensure that this group 
understands and accepts the vision. 

3.1 MEETING WITH THE PEOPLE WHO WANT TO BECOME INVOLVED 

3.1.1 Check whether the group understands the principles of integral mission

Talk with the group about the importance of involving the wider community in this process (go 
through the section in the Envisioning Curriculum). People in the community are also concerned 
about their community and may be able to offer help and support and become actively involved 
in working to change the situation in the community. It is important for the church to listen to the 
vision, hopes and aspirations of the community, rather than seeking to impose its own solution to 
possibly perceived issues. 

Get the group to pray together about moving forward.  If people feel afraid about involving the 
community, let them express their fears and talk and pray about it together. State the challenges that 
come with working with the community to ensure any fears are openly discussed. 

This is a critical point in the process and needs to be done well. 

At a minimum, the group should brainstorm one or two people they can include on their committee 
from the community and develop a plan to bring them onboard. 

3.1.2  How to involve the community

Once you have gone through the process and the group understands what this is about, ask people 
to decide whether they want to be involved.  Check to see whether there is good representation 
from young people, women and men and that there is at least one community representative.  If 
there is not, ask the people to commit to include at least one family from the community at the 
beginning. 

3.1.3  Get commitment from the group

2 This will be looked at more in 3.4.
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The committee members need to develop a core group of 
people who take on the leadership and overall responsibility 
for the work.  This core group should be made up of people of 
influence, some who are educated at least to a level where they 
can read and write, are gracious and have a willingness to put 
others before themselves, have a strong sense of responsibility 
and high level of integrity and have the ability to commit time 
and energy to the work. 

The committee will need to elect these leaders.  Leadership 
could include a chairperson, a vice chairperson, a secretary (who 
performs administrative duties) and a treasurer (who looks after 
finances).  Emphasise that selection should be based on who 
can best fill the role, irrespective of gender.3  The voting may 
be open or secret.  Leadership should be decided by the group 
and might rotate each year. 

3.2.1 Elect leadership within the group

3.2  COMMITTEE FORMATION

COMMITTEE TO ELECT                    
LEADERS   

WHAT A CHAIR PERSON IN THE MEETINGS NEEDS TO DO

Later, the committee will elect point people who will be responsible for key interventions the group 
decides to do (e.g. HIV awareness, compassionate care, OVC, WaSH, livelihoods, etc).  In fact, 
the way to encourage committee members to stay involved is to match their passions to the skills 
the group needs.  For example, for key interventions, such as an OVC ministry, find those in the 
committee who are passionate about children, or if it is a livelihoods intervention, find those who 
are passionate about business.  Try to match people’s passions with the skills needed to do the 
interventions.  
 
However, before the group chooses their leader, you may want to take them through the following 
exercise to discuss leadership.    

3  World Vision, “Guide to Mobilising and Strengthening Community Led Care for OVC.”
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DISCUSSION: LEADERSHIP STYLES AND QUALITIES4

To start, ask the group to suggest qualities of a good leader.  Write these up on flip chart paper. 

Examples of good leadership qualities could be: 
•	 The ability to unite a group and provide a stable base. 
•	 The ability to inspire group members to take action. 
•	 The ability to speak out if things go wrong. 
•	 Being open to new ideas and ready to listen. 
•	 The ability to make decisions based on group consensus. 

People who are popular, strong-willed and influential may not always be good leaders.  Good 
leaders are often quieter people who are good listeners, are respected by the group and are 
able to maintain and support the group. 

After the group has suggested a list of good leadership qualities, go through the list and ask 
the group to think about these qualities in relation to a committee member who could be the 
committee leader. 

Next, discuss general leadership styles with the group: 
•	 Leaders who command (they make decisions on behalf of the group with little 

discussion with other group members).  
•	 Leaders who consult (they encourage discussion about situations and goals and then 

make a decision on behalf of the group). 
•	 Leaders who enable (they set certain limits, but within these limits, encourage and 

enable the group to discuss and analyse their situation in order to make their own 
decisions). 

Encourage the group to try and identify the leadership style that would be most fitting for the 
committee. 

Next, discuss the roles of individual leader positions in the committee.  

A chairperson/president in meetings needs to:
•	 Be able to manage a group discussion within a time framework. 
•	 Clarify issues under discussion and regularly review where the discussion has reached. 
•	 Be able to inspire and motivate others during meetings. 
•	 Be able to hold back their own feelings and concentrate on the needs of the group. 
•	 Encourage participation so everyone gets a chance to share their opinions, views and 

knowledge. 
•	 Keep control of a debate, making sure people stay on the subject and don’t speak too 

long. 
•	 Allow decisions to be made through group consensus. 
•	 Allow discussions from all sides but make sure that disagreements and arguments do 

not interfere with the group discussion. 
•	 Make good judgments on the group’s behalf and share out work responsibilities. 
•	 Be approachable and encourage openness. 

Discuss these with the group and get them to volunteer any other responsibilities or qualities 
that they think a chairperson should have and how a vice chairperson can share and support 
the chairperson in these responsibilities. 

A secretary should provide support to the chairperson/president and perform 
administrative duties for the committee.

A secretary needs to be:
•	 Literate, so that a record (minutes) can be made of all the important points discussed 

and decisions made at each meeting. 
•	 Able to write letters and reports on behalf of the group. 
•	 Able to arrange the time and venue for meetings and make sure all committee 

members have this information and details of matters to be discussed. 
•	 Able to organise any information, resources and notes for the committee. 

Discuss these responsibilities with the group and get them to volunteer any other 
responsibilities or qualities that they think a secretary should have.  Emphasise the importance 
of record-keeping for the committee, so that the group is shown to be accountable to all its 
members, its donors and the community it represents. 

A treasurer has the very responsible role of keeping all the financial records of the 
committee.  

A treasurer should be: 
•	 Skilled in handling finances, perhaps with proven experience in the role. 
•	 Trustworthy and accountable. 
•	 Able to keep good financial records of contributions, fees or sale of produce and of all 

money paid out as loans or expenses. 
•	 Able to look after the group’s money wisely. 
•	 Able to manage a bank account on behalf of the committee. 
•	 Able to provide updated written financial reports to the group at each meeting. 
•	 Able to advise the group on the best ways to use their funds. 

Briefly discuss these responsibilities with the group and get them to volunteer any other 
responsibilities or qualities that they think a treasurer should have.  Emphasise that financial 
management is a critical component of the committee, as financial accountability is most 
important for the effective running of the ministry. 

These discussions on aspects of leadership will help the group to make more informed choices 
when they come to select their leadership team.  

To select the leaders, get members to volunteer or nominate candidates for each role.  They 
will then vote for the candidate of their choice through the selection or voting process that the 
group has agreed upon. 

4  World Vision, “Guide to Mobilising and Strengthening Community Led Care for OVC.”
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Discuss the following roles (and any other expectations):

Roles of the committee leadership group:
•	 Decide on key interventions in the community based on feedback from community 

meetings.
•	 Mobilise other church and community members to be involved in the work. 
•	 Oversee all interventions, monitor and evaluate the work.
•	 Identify the resources and capacity of the committee and identify capacity training 

needs. 
•	 Agree upon criteria for identifying, training and supporting educators/carers for the 

interventions.
•	 Be involved in the interventions.
•	 Develop assessment criteria in conjunction with the community.
•	 Conduct local-level advocacy for policy, practices and resources to benefit the commu-

nity and vulnerable groups.
•	 Mobilise resources to support the work both within the community and externally.
•	 Feedback to stakeholder/community group.

Roles of the committee members:

•	 Be involved with the committee 
leaders and decide on key 
interventions in the community.

•	 Carry out interventions that 
have been decided:  awareness 
campaigns, community WaSH, 
home visits, caring for vulnerable 
children.

•	 Feedback to the leadership group 
on issues, concerns, resource 
needs, etc.

•	 Monitor the work.
•	 Mobilise other people in the 

community and church to get 
involved.

•	 Assist the leadership team with 
local-level advocacy.

Role of SP/partner:
It is important for the staff to be clear about what assistance SP or the partner is able to 
provide to support the committee.  This will avoid unrealistic expectations, misunderstandings 
and disappointments. Some of the ways SP/partner may support the committee:

•	 Assistance with the envisioning and forming of the committee.  
•	 Training of committees in the following areas:

•	 HIV. 
•	 WaSH.
•	 Livelihood options.
•	 OVC or Compassionate care.
•	 Advocacy.
•	 Project planning, designing and facilitation.
•	 Leadership skills.  

•	 Other key organisational development skills that would enable the committee to sustain their 
interventions. 

•	 Sustainable livelihoods approaches to strengthen the economic capacity of families and the 
community.

•	 Formation of links from committees to referrals to NGOs and other relevant government 
services at regional and national levels. Regular review and planning meetings and support to 
the committees. 

3.2.2  Expectations of SP (or partner) and of the committee.

GOOD PRACTICE TIP:

Try to ensure that there is a good representation on the committee of women, men and youth. The 
committee should also include at least one family being supported or someone who is living with 
HIV (if applicable).

GOOD PRACTICE TIP:

Make sure the leadership team is also involved in the interventions.  This will help them to stay 
directly involved and to be better aware of the challenges and resources needed for the work.  

Go back to the initial envisioning and reiterate the call responded to by the committee.  Is it 
vulnerability, the poor, the disenfranchised, etc?  Get the group to reiterate what they feel their 
calling is to respond to those who are vulnerable in their community. 

Explain to the group that it is important for them to gather information on their community in order 
to better understand those who are vulnerable before moving forward. 

•	 Undertake a Community Mapping exercise to better understand who the vulnerable are in 
their community.

•	 Conduct transect walks or home visits to vulnerable people.
•	 Interview key people in the community:  Church Leaders, community leaders, teachers, health 

centre staff, children and guardians, PLHIV, etc.  Ask them, what are their major concerns, 
what are their resources to solve this problem and who is currently helping them in this?  

•	 Use other PLA5  tools, as determined (see Appendix 2).
As staff, you may want to assist them in doing this.  You can do the community mapping together; 
however, the less you are seen in the community, the better.  Therefore, it may be better for you to 
help them plan to do the transect walk and interviews and let them go out and do it themselves.  
They can then bring the information back, and you can discuss it together.

3.3.1 Our community

3.3 INITIAL INFORMATION GATHERING

MOBILISE RESOURCES TO SUPPORT THE 
WORK WITHIN THE COMMUNITY AND 

EXTERNALLY

MONEY

RESOURCESASSETS
BUSINESS 
SKILLS

PEOPLE

COMMUNITY TO MOBILISE PEOPLE IN THE COMMITTEE AND CHURCH TO GET INVOLVED

INTERVENTIONS

5   Participatory Learning and Action (formerly PRA or Participatory Rural Approach).
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Based on the information they have gathered in the community, participants should begin to map 
the key issues in their community that make people vulnerable. 

Start with a spider diagram or a problem tree to identify some of the key issues (see Appendix C).  
Start with vulnerability as the key problem (based on the Biblical call) and map the reasons why 
people are vulnerable in the community.  The objective of this is for people to begin to see some of 
the key issues. 

At this point, you want them to identify issues such as HIV, lack of clean water and/or lack of income 
as issues that make people vulnerable.  You can rank them later to find a focus area.  

The idea is to simply raise awareness of the issues in their community.  

It is a good idea to bring in the concept of a seed project at this stage.  Not all organisations 
do seed projects, but it is a good way to get the church to understand the strength of their own 
resources and abilities and for them to see that it is their ministry and not the organisation’s project. 

This type of approach (small-scale to generate a successful outcome) can also be viewed as a 
‘demonstration project’ that can be shown to those churches that did not capture the vision from 
the envisioning stage. An actual live outcome may have more resonance and encourage people to 
participate.

If you do not decide to do a seed project, go directly to the next section.

Review the session in the Envisioning Curriculum on seed projects.

Remind the group of the session in the Envisioning Curriculum about how God can bring a great 
impact when we sow small seeds.  Remind them that small-scale ministry projects can also be 
called ‘seed projects’.  Explain that we will look at planning and carrying out seed projects as local 
churches.

•	 Covered in prayer. 
•	 Motivated by God’s intentions (above human compassion). 
•	 Thoughtfully planned. 
•	 Simple—small, uncomplicated and completed in a short time. 
•	 Done with local resources. 
•	 Without discrimination—may benefit any community member. 
•	 Those who benefit also participate as much as possible. 
•	 Evaluated by Kingdom standards (the four relationships).

•	 A garbage cleanup (yes). 
•	 Development of a child-care 

centre  (no). 
•	 Latrine repair at the home of a 

church member (no). 
•	 Painting a room in the church 

building (no). 
•	 A government-sponsored 

literacy programme (no). 
•	 A community seminar on 

nutrition (yes). 
•	 A seven-week Bible study on 

the Gospel of John (no). 
•	 A child-feeding programme 

funded by the United Nations 
(no). 

•	 Obtaining media coverage 
for seed project (yes/no, 
depending on the motivation for 
publicity). 

3.3.2  Identifying some of the key issues

Characteristics of seed projects include the following:6   

3.4  SEED PROJECT

ASK:

What are some of the characteristics of a good seed project carried out by a local church?

ASK:

Ask the group to decide which of the following projects meet seed project characteristics. Ask them 
to justify their answer based on the key characteristics detailed above.

NOTE:

People should remember that a seed project is completed in one or two days, excluding 
preparation. 

GARBAGE COLLECTION
PIT LATRINE REPAIR CHILDREN FEEDING PROGRAMME

WHICH PROJECT MEET SEED PROJECT?

INTERVIEW KEY PEOPLE IN THE COMMITTEE

WHICH PROJECTS MEET SEED PROJECT CHARACTERISTICS?

6    This section has been used with permission by the Samaritan Strategy:  Harvest Foundation.   
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•	 A community cleanup in an urban settlement.
•	 Repairing houses for vulnerable families.
•	 Starting small agricultural projects, such as vertical gardens or mounds.

Brainstorm some examples of seed projects:

ASK:

Ask the group to look at the issues identified. 

NOTE:

Getting groups to begin their own seed projects at this point will be another test of determining 
which churches are willing to move forward with their own initiative.  This means you may have 
churches that opt out at this stage

DISCUSS:

Discuss with them the skills and knowledge of the group (perhaps map very quickly some assets:  
human, material, physical, natural, social, etc).  Then pray together to determine what they want to 
do.  This doesn’t have to be their eventual focus.  The objective of starting small is to learn that they 
have the ability to do something with the gifts God has given them. 

If you need to, get the committee to prioritise which ones they want to do (see Annex C:  Tools).  
Then work with them on a simple action plan:  who, what, where, when and how.  Remember, this 
should be completed in one to two days.  

Give them some time to implement their seed project before moving onto the next step. 



SECTOR TRAINING 
AND PCM PLANNING04
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STEP 4: SECTOR TRAINING AND PCM PLANNING

Step 4 takes approximately one to two months.  It may take longer to go through the training, 
both sector and project cycle management (PCM), depending on the schedule you set up with the 
community, and it may take some time to prepare the committee to have a community meeting.  
This will depend on the church and the community.  

When possible conduct trainings in small interactive sessions of two to three hours per week and 
give people time to go away and reflect and apply what they have learnt before you move on to the 
next topic. This will help people not to be too overloaded with information. It also helps minimise 
the need for food.

Encourage the group to think back to their seed project.

Review of seed project:  

ASK:

•	 What were you able to accomplish? What were you most proud of?
•	 Did it help you to better understand other needs in the community? 

ASK:

•	 Would you add anything to the diagram?
•	 What did the seed project highlight for you?
•	 Are you happy with your choice of focus, or does it make you want to focus on other issues?

Return to the spider diagram that you did during the initial information gathering.

There are two different approaches to community mobilisation. An Issue-orientated approach means 
that you are following the MOBILISING process, but before you begin the process, you have decided 
to follow it with a specific sector in mind, e.g. WaSH, HIV or livelihoods.  The opposite approach 
is open-ended, where you follow the MOBILISING PROCESS method but have no pre-determined 
focus sector If you are following an issue-oriented approach,  for instance for WaSH or HIV, do a 
simple review of the seed project and then have a discussion about why it is important to be trained 
on the issue.  You may also want to do a problem tree or a spider diagram (see Appendix 1) of HIV or 
WaSH, and get them to see that awareness is important, or that the group needs more information 
on this before moving forward. Your objective is to get them to agree on the need for training on 
WaSH or HIV.  

However, if you are doing an open-ended approach, then review the seed project and get them to 
choose a focus area.  You may need to do a ranking based on skills, abilities and organisations that 
are already active in the community as well as a prioritised need.7  

Once they have chosen the specific area they want to focus on—HIV, water or livelihoods—then 
follow the issue-oriented approach above and emphasise to them the need for training in the area. 

It is important to obtain the group’s agreement on the need for the training.  Do not impose training.  
Organise times, dates and food, coffee and tea provision. Take note of the following section 
regarding food provision for meetings and trainings.

You should work with the committee members to determine what training schedule is good 
for them.  Remember, they may be working or have commitments.  It may mean training in the 
afternoons or one day a week instead of five days in a row.  Work with the communities to see what 
schedule will be best for the majority of the people involved.  

HIV Training
SP has a general HIV awareness training manual; however, most organisations use a compilation of 
different manuals.  It is important to determine where a community is at and develop training that 
fits within their own gaps in knowledge.  For instance, if there is good awareness of HIV, then do a 
quick review of the HIV facts and go into more details on behaviour change issues8,  gender issues 
and cultural reasons why behaviour doesn’t change.  Tailor the training according to the community.  
SP also has an OVC manual named ‘Our Family’, If you do not have a copy you can get one by 
contacting SPUK.   

4.1 TRAINING

LET THE COMMUNITY PROVIDE FOR 
FOOD TO PRESERVE ITS DIGNITY

TRAIN THE COMMUNITY AND LET THEM PROVIDE

The purpose of training is to equip the committees with 
the knowledge and skills to be able to respond and 
address the problems identified in their communities. It 
should be in response to their desire to improve their 
capacity to reach out to the community.

7  See Priority Ranking Tool, Appendix 2. 8  Samaritans Purse has a document focused on Behaviour Change for more information.
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PROVIDING FOOD FOR TRAININGS:

Do not assume that you as the organisation need to provide food for all of the trainings.  This 
assumption can take away the dignity of a community, especially when you have envisioned 
them to rely on God and each other. Providing food can also send a message to the 
community that the organisation provides food for the church only and can cause division.  It 
can also affect the ‘contagious factor’ (the ability for churches to provide future trainings to 
other churches themselves). Providing food can set standards the church and community might 
not be able to meet in the future, hence hindering community training and making individuals 
prefer SP or organisational trainings over church- and community-owned trainings. 

Therefore, care needs to be taken in each community and in each situation to determine the 
right situation for the context.

Remember the following when thinking about this issue:

•	 Give the community the opportunity to provide—never assume they have nothing to 
give. Let them bring and share together.

•	 Let communities invite you as the organisation to come in and do the training.  If you 
invite them to come to your training, it is reasonable for them to expect you to provide 
tea, food, materials (and even a seating allowance).  If they want the knowledge and 
skills and see it as beneficial to them, then they will invite you to come and teach them.  
They then become the host and should provide the food.  

•	 Assess each community differently.  Some communities are experiencing drought, so it 
may not be appropriate for them to provide food.  However, for communities who are 
producing, it is more reasonable to expect something from them.  In some communities 
you can negotiate—perhaps the organisation can contribute some food but not provide 
the entire meal.  Be creative—in the community there may be business people who 
have assets that can be accessed for this cost. 

•	 Adjust the training so that you are training mornings or afternoons only. This way, 
you may provide tea but do not need to provide a meal. This training schedule may 
also work better for adult learning styles; smaller learning sessions have greater 
retention for adult learners.

•	 Seek God’s wisdom for each situation.  Sometimes not providing food can be a 
powerful message for communities and can help mobilise the community.  And yet, 
God may want you to act differently in separate communities, so listen to what He is 
saying.

WaSH Training
SP has an envisioning training for WaSH that covers the Biblical reasons for getting involved in 
WaSH.  There are also other curricula to use, such as CLTS 9  and PHAST 10,  produced by other 
organisations.  Contact SP for more information. 

Livelihoods and Advocacy Training
In order for the change in communities to be sustainable people need sustainable livelihoods. SP 
and TearFund have written a training manual on the sustainable livelihoods approach.  It is called 
‘Think Livelihoods’ Contact SPUK for more details. This is particularly appropriate for an issue 
oriented approach or to build the capacity of a committee and in turn the rest of the community. 

External agencies can be contracted to build the capacity of staff in new areas such as microfinance, 
advocacy etc.

9   Community Led Total Sanitation.
10  Participatory Hygiene and Sanitation Training.
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Once the sectoral training is done, undertake the PCM training, which will look at the Biblical basis 
for participation, levels of participation (see below), as well as a series of tools to help the group 
come up with a more specific focus and an action plan.11  

What is the significance of these verses?  What is the message about involvement and participation 
for each of these verses?

“Let us consider one another, in order to stir up love and good works.”  What does this mean for 
each other?

4.2 PCM PLANNING

4.2.1  What is participation?

4.2.2 What does the Bible say about participation or involvement? 

ASK:

Ask the group to say what participation is and what participation isn’t.  Get them to give examples. 

SAY:

Participation allows people to be involved in the planning, decision making and implementing of the 
work, so that they are empowered to change the situation in their communities.  This decreases the 
passive reliance on NGOs or churches and helps people to own their own process of transformation.  

When participation increases, community ownership is greater, and this leads to improved 
sustainability of interventions—it means that changes that happen last long after the work is 
completed.  This is because when people are involved in their own development, transformation 
occurs as the Four Relational Areas are changed and restored. 12 

GROUP WORK

Break people into groups or work together if the group is smaller.  

Ask them to look at the following verses and answer the questions: 

WHAT IS
PARTICIPATION?

I.  Involvement of the church and the church committee

READ:

Corinthians 12:12–23 and Matthew 25:14.

READ:

Hebrews 10:24

What does our involvement in the vine mean about participation?  What happens when we don’t 
participate?

READ:

John 15:1–7

Include the following in the discussion:

•	 We are all members of the body, each one bringing different skills and abilities. 
This indicates that each person should participate and has something to contribute.

•	 Parable of the talents.  The servants had to put to use what they had been given.  
This is a call to all to be involved.  It wasn’t just the person who had much, but the 
one who had been given least was also called to be involved, each to their own 
abilities. 

•	 The vine and the branches.  We remain in Him.  It is all about participation with 
Him.  The branch that doesn’t participate is dead and is thrown into the fire.  

11   See Appendix 1:  Tools for PCM.
12   See Envisioning Curriculum.
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Include the following in the discussion:

Include the following in the discussion:

•	 “All people participated in the rebuilding of the wall”. Nehemiah led the building, 
but everyone built their own section. We all have a role to play. Nehemiah placed 
people all over the wall and gave them specific instructions. Even though they 
had different jobs to do, none of them had different rules for different classes of 
people.    This included everyone, not just church people.

•	 All people were involved in building the temple from all tribes. It wasn’t just the 
Levites, but everyone from the community of Israel participated.

•	 Jesus asked the crippled man by the pool at Bethesda, “Do you want to be 
well?” He wanted the man to own his own motivation and to feel a sense of 
empowerment. Jesus asked the beggar, “What do you want Me to do for you”? 

•	 The relationship with self:  People who are vulnerable need to be helped to 
discover the great potential that God has put in them. When people are allowed to 
participate, it shows respect and care for who they are as people. 

•	 Participation also breaks the dependency attitude of the vulnerable and promotes 
each individual’s value. People are no longer ashamed of themselves, and the 
inferiority complex is broken because they are helped to consider what they have.

II.  Involving the community

III.  Involving beneficiaries or families

READ:

Nehemiah 4:19–23 and 1 Kings 5

READ:

John 5:5–9 and Luke 18:35–43. 

•	 Who participated in the building of the wall?  Who led the process? 
•	 Who participated in the building of the temple?  Was it only the ones who took care of the 

Lord (the Levites) who built it?  Who else was included? 

•	 Why did Jesus ask both these men what they wanted; wasn’t it obvious?  Doesn’t He know 
people’s hearts already?  

•	 What does this say about our participation in our own transformation?
•	 How would Jesus asking this affect the people’s view of themselves?

NOTE:

Other verses you could include to emphasise community and beneficiary participation:  Parable of 
the talents, feeding of the 5,000 and the Widow’s mite. 

NOTE:

If the Church Leader is struggling to let go of the control of the work to the committee, use Acts 
6:1–4 to encourage him to pass on the responsibility to others and not hold onto it himself.  This may 
best be done when you are alone with him or her rather than in the large group.

•	 The Holy Spirit works in us, changing us.  We participate in this inner change as 
we continually choose Jesus. In this, we actively participate with the Holy Spirit 
in using whatever gifts God has given us. It is all of Him, and yet we actively 
participate in deciding how to work out our salvation in daily life as we learn from 
our mistakes and successes. 

•	 People need to be considered and recognised.  Anything that someone 
contributes, we should take it seriously.

JESUS AND THE BLIND MAN
(LUKE 18: 35-43)

Why is it important to involve vulnerable people in the ministry?  

Often we do for people instead of doing with them.  It is important to involve people in their 
own development.  Why is that?  In the same way that Jesus called the blind man to Him and 
asked him what he wanted (Mark 10:46–52), we are to hear what people want and support 
them to achieve it.  This means that involving vulnerable people in our work is very important.
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Conclude by saying:

LEVEL

HIGH

LOW LOW

HIGH

COMMUNITY
CONTROL

TYPES OF 
PARTICIPATION

DESCRIPTION SUSTAIN-
ABILITY

1

ASK:

ASK:

ASK:

This isn’t just a good idea, but there are Biblical reasons for allowing people more involvement 
in this process of transformation in all levels.

ACTION BY:  

Full participation or 
self-mobilisation.
People in the 
community lead on 
the process and only 
request outside help if 
needed.

People participate by taking 
initiatives independent of external 
institutions to make change happen.  
They develop contacts with external 
institutions for resources and 
technical advice they need, but retain 
control over how resources are used.
E.g. The church committee decides on 
an intervention without any support 
from the partner.
E.g. Beneficiaries make decisions to 
implement changes themselves.

People participate in joint analysis, 
which leads to action plans and the 
formation of new local institutions or 
the strengthening of existing ones. 
These groups take control over local 
decisions, and people have a stake in 
maintaining community structures or 
practices.
E.g. The partner and the church 
decide on the way forward.
E.g. The committee, beneficiaries and 
community decide on what the issues 
are in the community and develop a 
project to change the situation.

People participate by being 
consulted, and external people 
listen to their views; however, it may 
not influence the project. Material 
incentives: people participate by 
receiving resources—for example, 
labour, in return for food, cash or 
other material incentives.
E.g. Committees receive seating 
allowances for attending meetings.
E.g. Beneficiaries are consulted, but 
the committee ignores their views and 
decides what they want to do.  

People are told what is happening 
or what has happened.  They may be 
asked about their views on a pre-
determined activity or they may be 
consulted, but they have no influence 
over the activity. 
E.g. The church is told what type 
of ‘ministry’ they will be doing and 
how they are going to do it by the 
organisation. 
E.g. The church committee tells the 
beneficiaries what is wrong with them 
and what they are going to do to fix 
them. 
E.g. The church committee tells the 
community what they are going to do 
in their community.   They may get 
feedback from the community, but 
this may or may not influence what 
they do.  

ACTION WITH: 

Joint participation or 
partnership.  People 
work with others to set 
priorities and a course 
of action. 

ACTION FOR:  

Partial participation. 
People are consulted 
while others analyse 
and decide course 
of action, or people 
participate for a 
material benefit only.  

ACTION ON:  

Passive participation or 
info giving. 
People have no real 
input or power; people 
are being informed or 
set tasks; others set the 
agenda and direct the 
tasks.

What are other reasons to involve vulnerable people?
•	 To break down stigma. 
•	 Change our view and their own view of themselves. 
•	 Help them see their dignity and value.
•	 Help them to see they have resources and skills.
•	 Help them to see that they have an important role to play in their own change, but they 

can also contribute to others in their community.
•	 As Jesus did, to love them and respect their opinion.
•	 Change their own view of themselves, of others and of God (Four Relationships).

What are ways that vulnerable people can be more involved other than simply as 
beneficiaries?

•	 Representatives on church committees—widows, HIV positive people, caregivers, etc. 
•	 As participants in some of the interventions.
•	 In advocacy roles.

How can we involve children more intentionally, as Jesus also involved them? 
•	 Ask for their ideas, needs and solutions. Perhaps organise meetings with children on a 

regular basis.  
•	 Involve them in activities—they can help organise things, prepare and mobilise other 

people.
•	 Be creative; use stories, drawing and drama, for example, in needs assessment or 

evaluation.
•	 If it is not appropriate to go directly to children then use caregivers, but be aware of 

their own agenda.

Encourage the committee to take the following practical steps:  
•	 Listen to vulnerable people.
•	 Don’t rush.
•	 Don’t be donor-driven; leave space for vulnerable families to shape activities.
•	 Stop being experts—people won’t want to talk as you already know everything.
•	 Involve people in the ministry who have a heart to reach these groups. 
•	 Involve those who are willing to be involved.   It may take time for some people to see 

and trust it is a safe environment, so be patient.

What about children?   Jesus wanted to involve children with Him, He took time with them and 
listened to them (Matthew 19:14). Many church ministries work with children. 

4.2.3 Different levels of participation
Go through the table below.  Explain the different ways that there could be participation:  e.g. 
organisation with the church and Church Leader with the committee; committee with the community.

2

3

4



50 5104. Sector Training and PCM Planning Samaritan’s Purse: Mobilising the Church and Community

Example

ASK:

Give an example in your community of when the different levels of participation have happened.  

BRAINSTORM:

Brainstorm the positives and negatives of a low level of participation and a high level of 
participation.  Think of the Four Relationships when you are brainstorming. 

ASK:

•	 What does this mean for your committee and your work?
•	 Who should we involve?
•	 How should we involve them?  

•	 Level 1.  Passive participation:  A livelihoods project.  “We have come to give you goats.”  
People are told what they are going to get.

•	 Level 2.  Partial participation:  A livelihoods project.  “We have come to give you some 
animals.  What types of animals work in your community?”  People come together because 
of some material benefit.  They may or may not be asked to input their views.  If people are 
asked for their input, the NGO will still ultimately make the decision on what animals to use.

•	 Level 3.  Joint participation or partnership:  “We have come in to work with you.  What 
are your issues? OK.  Let’s work them out together and decide on what direction to move 
forward on together.”

•	 Level 4.  Full participation:  Community decides that they want a livelihoods project and ask 
the organisation to come in to help them with technical assistance. 

Examples of what the group could say:

Low levels of participation:

High levels of participation:

Benefits:
•	 Faster
•	 Easier
•	 Quicker
•	 Easier to predict outcomes
•	 Easy to get donor money

Benefits:
•	 Community buy in and ownership
•	 Higher chance of sustainability of 

work
•	 Relevancy of interventions
•	 Community have the capacity to 

respond to other issues in the 
future

•	 Increased dignity of families the 
committee are supporting and 
caring for

Challenges:
•	 Less buy in.
•	 Sustainability doesn’t always happen.
•	 Projects or interventions may not be relevant 

to what a community wants or needs, etc.
•	 Self-esteem and dignity are negatively 

affected. 
•	 Could reinforce community divisions 

because handouts often exacerbate them. 
•	 Reinforces power imbalance between 

organisation and community.

Challenges:
•	 Can be very slow
•	 Will be dependent on the people in the 

community, so will have varying levels of 
‘success’ depending on who gets involved

•	 Challenging to implement
•	 Can be difficult to find donor money
•	 Difficult to predict outcomes and set targets

Use the tools in the Tools Annex to help the group work through planning for implementation.

4.3  COMMUNITY MEETING

In Mozambique for example, instead of the committee gathering information and then doing 
project planning on their own, the SP project gathers the community together and does a 
two-day ‘community forum’, which gets the wider community and the church to look at the 
problems in their community and to identify solutions together.  The committee and church 
then elect members to sit on the committee and they begin to move forward together 
with their interventions.  This way, the community and the church begin a true partnership 
together.  This approach includes the community with the church at a level 3 partnership.  

If you decide to follow a process, then you will need to do the following:

•	 Hold a stakeholder/community meeting where the church group facilitates a process 
of looking at vulnerability in their community (problem tree, discussions, etc), how the 
community needs to be the part of the solution (activities such as Crossing the River, see 
Envisioning Curriculum) and what resources there are in the community (mapping resources).  

•	 The church mobilising group will introduce some of the church members who are involved 
and who want to take the process forward. Other people from the community will be 
identified and a committee will be formed (at least five church members and five community 
members). 

•	 The committee meets together for the first time and begins planning and identifies the way 
forward.  Staff will attend this meeting. 

However, in many communities, churches want to start on their own before involving the 
wider community as they fear a ‘takeover’ by the community.  The key issue though is that the 
community should be involved in some way to ensure that their participation is at least on a 
level 2-consultative.  If churches decide to work on level 2 with the communities and do not 
want to involve the community in planning, then do the planning with the committee only, 
based upon information gathered by going out to the community (in 3.3.1). However, once 
the planning has taken place, it is important to bring the community together in some type of 
stakeholder meeting to get feedback from (or consult with) them on what the church wants to 
do, and invite them to participate with the church in transforming their community. 

GOOD PRACTICE TIP:

Church members should lead this stakeholder meeting (not project staff), so that it is not seen as an 
NGO project.  Staff should try as much as possible to be invisible in any outworking of the project.  
The role of staff is to encourage and facilitate, not do.  Some churches may like a staff member to be 
there (but not up at the front) for the first time for encouragement, but discuss this with the group.
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It is important for the committees to monitor their own work. This includes the committees 
setting their own targets and establishing how they will track progress towards these targets. 
The focus of the mobilisation process is that the church and the committees are the driving 
force of the work. How the M&E system is set up can either help reinforce this or contradict 
it. Too many forms and tracking sheets often unintentionally shift the focus away from the 
committees and more towards being an NGO project. A careful balance between capturing 
the information required to ensure that you are doing quality programming but still leaving the 
control in the hands of the committees is important. 

Conducting a basic M&E training with the committees will assist in the process (see appendix 
3 for an M&E training for committees).

Staff should then work with each of the committees to develop a very simple M&E plan for 
their activities. This will include identifying the indicators they will track and how they will 
measure them.  The M&E system that the committees choose to do will run parallel to an 
overall M&E framework that you and the donor will want to see done. This means you may 
have a mix of committee chosen indicators and some that have been predetermined.  For 
assistance in creating the overall project M&E framework refer to the Samaritan’s Purse Project 
Management Guidelines.

Suggestions for topics at the community meeting:

•	 The community is part of the solution.  Run some activities, such as Crossing the River, the 
Secret in the Box, etc (see Envisioning Curriculum).  Facilitate a discussion on the history of 
NGOs in the community and what their impact is today on the community, and why it is so 
important for the community to own their own process. The primary goal is to emphasise 
that the community has an ability to bring change, but they have to work together to do this.

•	 Presentation of the Committee.  The committee presents to the community about the 
church’s heart to work in their community, as well as their focus.  Share the problem tree.  
Get the community to comment on the roots and the effects (they may have other insights 
to add to your problem tree).  Get the committee to share with the group the solutions they 
want to do to move forward to solve it.  

•	 Map the community resources. Map the resources in the community:  people, skills, abilities, 
finances, land, etc (see Appendix 2:  Asset Mapping). Explain that the committee will need 
support and resources from the whole community in order to move forward and make 
any real change.   Your objective is to get them excited about moving forward with the 
committee.  This may also be an opportunity to invite some of the community members to sit 
on the committee.  At a minimum, you can mobilise community people to help you in your 
work.  This is very important. 

•	 Explain the way forward.  Explain that SP or a partner organisation will be supporting the 
committee through training and capacity building only, but the community and committee 
need to be part of the solution to their community’s problems.  Explain to them that the 
committee will be meeting regularly to oversee the work. 

•	 Reporting back to the stakeholders. Explain that the committee will report back to the wider 
community on a regular basis. This will provide an opportunity for everyone in the community 
to be updated, give a chance for people to feedback to the committee and provide 
opportunities for community advocacy and for resource mobilisation. 

DISCUSS:

Discuss ways to be accountable (develop a community steering group that will meet regularly, 
decide to have regular community meetings or choose whatever structure they decide).  Let the 
community decide how they want this process done.  Set a date, time and venue for the next 
meeting depending on the accountability structure that you have set up. 

4.4 MONITORING, EVALUATING AND REPORTING 

NOTE:

The first four steps can take anywhere from six to eight months to complete. 

OUR GOAL:

Our goal is to move the committee to involving the community at least at a level 3 (see PCM training 
4.2.3).  However, this may take time.  To start with, at least involving them at a level 2-consultative 
process is fine.  
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5.1 INTERVENTIONS  

Interventions will be dependent on what the committees decide to do.  They could be:  awareness-
raising on HIV, WaSH, home visits, material, psychosocial, spiritual support, livelihoods interventions, 
advocacy to local and regional government (health, education, legal services, etc).  

The goal at this point is to get them to do whatever they can in a holistic way, using all of the 
resources in their church and the community.  It is important for them to see what they can do.  It is 
also important for the committee members to learn how to work together.  Ideally, they would have 
mobilised other people in their community to also get involved.  

Staff should be either living in the communities or be present constantly.  Some things they can 
do while in the community: 

•	 Go and visit vulnerable families with the committee members.  Ensure that they have 
considered all the risk factors; ensure that they have done an adequate assessment of the 
needs of the family and that they are helping the family holistically.  

•	 Encourage the committee as they go and do their awareness interventions on HIV or WaSH.  
They may need your help in planning for them and may want you to sit in on them at least 
initially.  Provide feedback to the committee about how the interventions went.

•	 Ensure that they report back to their stakeholders on a regular basis.

•	 Support them in any advocacy that they need to do.  This can be simply encouraging them to 
bring an issue to the chief or leader of the community, or it can mean mobilising the Church 
Leader to approach a family member.

•	 Sit in on committee meetings.  Help them to solve any problems that come up.  Encourage 
the members to bring up any issues with their families.

•	 Go with the committee members to local services to build relationships with local health 
clinics, VCT centres, local water ministries or other NGOs or government services that you 
can refer to. Ensure that committee members are referring families to appropriate services.

•	 For HIV programming, ensure that people are being referred to testing centres, that people/
children are getting their CD4 counts done and are going on ART where available. Ensure 
that the committee members are encouraging adherence to the drugs or are accessing any 
other health services for other infections.  Partnering with local service providers can enable 
services to be taken closer to the communities, such as partnering with local government 
facilities to provide mobile HIV testing as has been done in Uganda. 

•	 For WaSH programming, ensure that the committee is looking after the water and sanitation 
facilities and maintaining them as well as fair access for all.

•	 Support the committees as they set up PLWHA, guardian or child support groups or separate 
water management committees, depending on their ministry focus.  

•	 Encourage the committees to monitor their work, filling in forms and reporting back to you 
5.1.1 Follow-up support for committees.

Once interventions have started, the work by the committees can really begin. It is at this 
point that staff should be present in the communities, supporting and encouraging the work.  
Project staff should be in the communities at least 90% of the time, with supervisors at least 
80% of the time.

During this time, the project staff should be walking with committee members and 
encouraging them as they implement their activities.  They need to be problem solving, asking 
questions, guiding and leading.  Much of the training that they have given to the committee 
members will be practically applied during this time, and it is the job of the project staff to 
ensure that this is acted out correctly.  Learning is an ongoing process, and the project staff 
need to use this time in the communities to reinforce the teaching from the curriculum.

However, staff should also ensure that they do not do the work.  They are there to walk beside, 
to encourage.  If the committee members have missed out on something during a home visit, 
you should ask the members questions and direct them to see what they have missed.  Be kind 
and encouraging.  This is very important.

STEP 5: INTERVENTIONS BEGIN

ENCOURAGE COMMITEE AS THEY DO THEIR INTERVENTIONS
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5.2 MONITORING AND BASELINE DATA

The committee should have received training on the importance of monitoring. However, they may 
need ongoing support to ensure they are doing this well.

Some suggestions for getting baseline information without negatively affecting the outcome of 
the work:

•	 Use information already gathered—secondary data can be helpful.
•	 Committees should collect information from beneficiaries.  This means that you may want 

to think of simpler ways to gather information that don’t include just numbers and statistics.  
Use story-based approaches (e.g. The Most Significant Change) or other PLA tools that can 
help with measuring general change. If you need to do a household survey, it is best if the 
committees do it.  However, do not ask them to fill in paper questionnaires, but ask them to 
remember the context of the family they have visited.  This may help to make the process 
informal and more like a visit.  

•	 Stick to few indicators—do not make it complicated for you.
•	 Church Leaders might not raise expectations—it may be normal for him/her to visit, so this 

could be a way to gather household information. 
•	 Do transect walks or observation (but bring other people so that you have addressed any 

bias).

HOW TO DO A BASELINE:

The concerns of doing a baseline with this model is that it will raise expectations on what the 
organisation will do in their community and may focus the work away from the church.  Whenever 
possible, our M&E should not negatively affect the work in the community.  However, baseline data 
is important for donors, to be able to do good quality programming and also for measuring change.  

EXAMPLE:

If the key issues prioritised are vulnerable peoples, then perhaps some compassionate care training 
is needed.  If it is open defecation, then some training on sanitary interventions will be needed.  

MONITORING OF ACTIVITIES

The committee should already have detailed the who, what, where, when and why of monitoring.  It 
may be helpful to have one key person on the committee responsible for this (e.g. the secretary).  

Explain that the committee should meet at least once a month to go over the activities and to 
determine how well the activities are meeting the objectives and work together to bring up any 
problems that need to be resolved.  If the group cannot resolve them, then they can bring these 
issues to the wider stakeholder group.

CASE MANAGEMENT OF VULNERABLE FAMILIES

The goal of case management is for the committee to be problem solving with each other about 
how to best assist the families in their remit.  They can assist each other with new ideas and provide 
an environment of accountability and support to one another. 

Case management is essentially meeting once a month and each person presents to the wider 
committee some problem cases with a few of the families they are assisting.  For instance, a 
committee member or ‘educator’ could have assessed the needs of the family and determined that 
the family was lacking in hygiene, needed spiritual support and material needs.  The educator may 
have been able to provide for the first two needs, however, may struggle with how to meet the 
material needs of the family.  The educator could then bring up the material needs of the family to 
the wider committee and brainstorm with the group how to meet these needs.  The goal in case 
management is to provide support for the educators with solving problems with their families and 
also to use the knowledge and connections of the wider group to solve bigger problems.

Confidentiality needs to be maintained as this family information is personal, and families may not 
want their information passed onto the wider community. 

Staff should be involved and provide expertise in care. The committee should feel able to approach 
staff for their input and as a reference point to ask questions. Over time the level of staff involvement 
should decrease.

Important Point: Staff need to facilitate the process of identifying the problems in the 
community and identifying the solutions.

5.3 FURTHER TECHNICAL TRAINING 

After the initial sector training and once the interventions have started, there may be other training 
needs.  Go back to the problem and solution tree and see what the committee has been able to do. 
They may want to focus on other interventions that they have determined as a priority.  You can then 
suggest some other training based on the interventions that they suggest.

COMMITTEE MEMBER COULD ACCESS A FAMILY AND DETERMINE 
WHETHER THERE ARE AREAS OF LACK
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ADVOCACY
BEING A VOICE FOR THE VOICELESS.

IDENTIFY STRENGTH AND WEAKNESS (APPROX. 1 YEAR – 18 MONTHS)

CAPACITY BUILDING TRAINING

BOOK KEEPING

5.4 NETWORKING AND ADVOCACY

What is the definition of advocacy?  

Providing a voice for the voiceless.13   Advocacy for the vulnerable, the alienated, the oppressed, the 
widowed, the orphaned.

Why should we encourage advocacy?

•	 Promotion of rights denied/ignored.
•	 For good service delivery to the vulnerable.
•	 Promotion of protection.
•	 To raise awareness.
•	 For good governance and accountability.
•	 Because the Bible tells us to.

Who advocates?

•	 Church committees.
•	 Church leaders.
•	 Programme staff.
•	 Caregivers.
•	 Beneficiaries.
•	 NGOs.
•	 Local government leaders.

HOW TO ADVOCATE:

Local level:

Representatives from the committee should be regularly attending local meetings to improve 
networking with NGOs and advocate to government for improved services.  There may be some 
other local advocacy, such as land issues, gender issues and child protection issues.  This should be 
resolved on the local level.  Wherever possible, there should be beneficiaries involved and initiating 
their own advocacy.

On the district or regional level:

SP or partner and or committee representatives to attend district level meetings to feed into WaSH, 
OVC or HIV work and to advocate on a wider level for improved services. It is good if committee 
representatives can learn to attend some of the district-level meetings to empower them to 
advocate.  SP or the partner needs to provide support for this.  The committees may need some 
handholding initially.  However, once they see the power of change that they can bring, hopefully 
they will do this on their own. 

NOTE:

SP can provide further support on practical advocacy upon request.

5.5 REPORTING BACK TO THE STAKEHOLDERS  

Reporting back to the stakeholders should be done on a regular basis to celebrate successes and to 
identify other issues and mobilise the wider community to help. 

Staff should be monitoring to see whether this happens or not.

IMPROVING NETWORKING

RESOURCE

RESOURCE
TASK

WHATʻS AVAILABLE TO CARRY THE TASK?
WHAT RESOURCES ARE AVAILABLE TO 

CARRY OUT THE TASK?
LAID DOWN TASKS.

WHAT TASKS ARE REQUIRED?

34   Proverbs 31 v 8–9.  See also the Advocacy Envisioning Curriculum.



62 6305. Interventions Begin Samaritan’s Purse: Mobilising the Church and Community

5.6.2 Savings and Loans Groups

Savings and loan circles are an excellent methodology to emphasise asset-based principles.  
There is very little or no subsidy, so it is a good fit with the church mobilisation model.   The 
best approach is to equip the committees—perhaps one key person on the committee to 
know how to run these savings and loan circles.  Then they can replicate these over and over 
again in their church and in their community. 

Some practical points: 

•	 Some organisations start by giving this training to the committees early on; others 
begin later and focus on committees and beneficiaries at the same time. 

•	 In some projects, committees have begun simple savings groups or savings and 
loan groups to leverage economic resources so they can help their families.  Ideally, 
once a committee understands the principles of either of these groups, they can 
replicate these microfinance schemes into their beneficiary families. 

•	 Some organisations have encouraged their churches to initiate groups within the 
church congregation, in general, which has increased tithes as people’s incomes 
have increased, which has helped to sustain their ministries. 

•	 Other organisations decide to begin microfinance for both beneficiaries and 
committees at the same time.  Some churches develop the groups as a mix 
between church members and beneficiaries.  This can be an excellent way of 
breaking down barriers between the church and the community.  

•	 Other organisations start the beneficiaries on savings groups, which are simple 
to implement. Then beneficiaries graduate up to savings and loans groups and 
eventually to other microfinance schemes.  

•	 The Chalmers manual titled ‘Promoting Church-Centred Savings and Credit 
Associations’ is an excellent tool on running savings schemes through the church. It 
can be accessed online or ask your contact at SPUK to send you a copy. 

NOTE:

This is no quick fix.   People who participate in these savings circles cannot expect that their 
economic situation will change overnight—it is slow to save enough money to begin lending, and 
change can be slow.  However, one of the key impacts this approach gives is the ability to change a 
mindset from “I am poor because I am worthless”, to “God has given me the ability to change my 
own situation” (their relationship with self). People learn that by coming together, they can change 
their situation with their own resources.  A second key impact is that by saving and loaning, people’s 
vulnerability decreases— they are more resistant to shocks and emergencies that might have pushed 
them into deeper vulnerability (for instance, someone is sick, so a participant can borrow money to 
take someone to the hospital instead of selling an asset).  And thirdly, they may also develop and 
build up their small businesses to a point of sustaining their families, and this affects income levels 
and food security.  

NOTE:

In the communities where you are working, community members may already be a part of informal 
financial services.  If that is the case, it may make more sense to simply improve the linkages 
between your targeted people and these existing circles in the communities. 

NOTE:

See what resources are in your country.  You may want to access a local curriculum that has already 
been translated and implemented especially for your context. 

Contact the SP office if you desire any training resources on microfinance. 

5.6.3 Sustainable livelihoods approach

Twelve months after interventions have begun. 
 
SP has developed a manual for applying the sustainable livelihoods approach (SLA) within a 
church mobilisation model.  The SLA approach is a model that focuses on assets and gives 
communities the ability to analyse their own situation and determine what the best livelihoods 
strategies are to use.   This is an excellent way for communities and churches to own their own 
livelihoods, instead of strategies being imposed upon them. 

5.6 ECONOMIC INTERVENTIONS

5.6.1 Vulnerability ladder for HIV-affected populations  

It is important for the committees to understand that there are different levels of vulnerability 
in the families they are targeting, and that each of these different levels requires different 
strategies to assist families to move towards economic empowerment.  Go through the 
training on vulnerability levels and what interventions work for different families early on 
(within the first three to six months of interventions).  This is a good way for them to see the 
power of savings circles and how relief and handouts should be given only to a number of the 
most vulnerable (see Appendix 3). 

SUSTAINABLE LIVELIHOOD APPROACH (SLA)
COMMUNITY HAS THE ABILITY TO DO WHAT SUITS THEM
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6.1 CAPACITY BUILDING OF COMMITTEE  

Staff can continue to provide capacity building to groups on an ongoing basis to help ensure the 
sustainability of the community interventions. 

Capacity analysis

Capacity building training

This will identify the strengths and weaknesses of each committee and identify what areas 
need to be strengthened. Each committee should have a specific plan developed based upon 
their individual needs.  

Simple training on leadership skills, ongoing M&E skills, advocacy, accounting, reporting skills, 
etc, dependent on what the Three Circles Model14  has identified. Keep it simple. Do a couple 
of hours of training every time staff visit the committee.  Ongoing learning is more effective. 

Examples of topics to focus on:

•	 Group dynamics.
•	 Leadership.
•	 Fundraising.
•	 Bookkeeping.
•	 Advocacy.
•	 Quality programming.
•	 Refresher training on WaSH, OVC, HBC, HIV prevention, etc. 

Other issues: Sustainability

Key elements to ensure that the approach you are using will last long after you leave. 

•	 Collaboration with existing structures.  This could be other NGOs, schools, government 
services, businesses, etc.

•	 Involving the community at the initial stage.  If the church does not involve the community, 
the project will be small and will be difficult to sustain.

•	 Formation of internal networks for support.  Ensure the knowledge stays in the community.  
You may need to ensure the committees can pass the knowledge and skills onto others.

•	 Ownership by the entire church.  It should not be just for a few people on the committee, but 
the entire church should be involved. 

•	 Resources from the community.  Growth of the work should be seen to come from within 
the community and not be dependent upon external donors.  This will not be sustainable; it 
increases dependency and can limit choices. 

•	 Advocacy.  Incorporating an element of advocacy is important.  This may not have short-
term impact but can affect change on the longer term.  On a local level, advocacy can create 
sustainable change for people.

•	 Empower beneficiaries.  Ensure that beneficiaries do not stay dependent on churches, but 
always work to ensure that they develop and grow.  This means that wherever possible, 
any charity or relief interventions should be done on a short-term basis only.  Once families 
have been supported to grow and develop and they no longer need support, the church 
and community can identify other families or issues of focus.  Beneficiaries can now become 
active in changing their community as well.  

STEP 6: CAPACITY BUILDING

14 See Appendix 5 for the Three Circles Model of capacity.
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APPENDIX 1 – TOOLS FOR PCM 15 

•	 Write the issue of vulnerability in the middle of a circle.  Ask, what makes people vulnerable?
•	 All ideas are written around the outside and joined with an arrow.  This can be problems or 

opportunities.  
•	 Any ideas that are related to each other should be linked with arrows. 
•	 Include all ideas, even if there is disagreement; it is meant to be a brainstorming time.

To identify the root causes of a problem in the community and to see the effects the problem 
creates.

Draw a tree trunk in the middle of the board. Write the main problem the group will address across 
the middle of the trunk. Add branches and roots to the picture. 

•	 Encourage the participants to keep going until they have identified all of the possible 
problems or opportunities. 

•	 Discuss what the diagram shows. For example, how many problems or opportunities are 
there? Which problems or opportunities are easier or harder to address? What type of action 
could be taken? Who should take the action? 

1. Analyse where in the tree you fit in and whether this is the best place, 
i.e. what is the core problem that you are trying to address? Is it 
what you first thought?  Do you want to focus on the cause or on the 
effect? Sometimes you may need to do both in order to respond to an 
immediate need.

2. The problem tree demonstrates the need for an integrated approach 
to problem solving. Identify areas beyond your mandate—where you 
need to cooperate with other organisations. Who are these?  

3. You will need to be selective. You cannot hope to do everything. 
You must select activities according to your skills and abilities and 
resources. Which areas definitely fit for you? 

4. The need for a total solution: is there any point in only addressing 
some of the problem if the rest is not being dealt with?  

5. We often need to prioritise problems if there are several we know we 
should address. Can you do this for your problem tree? How can you 
prioritise? What criteria will you use? How will you ensure this is the 
priority that your community wants? 

Tool One:  Spider Diagram.  Looking at issues related to vulnerability.

Tool Two:  Problem Tree.  Identifying causes and effects of identified 
problems.

Problem tree discussion questions: 

Objective

ASK:
What are the main causes of the problem?  Write each main cause on a root of the tree.

Once the group cannot think of any more ‘causes’, move to the ‘effects’:

ASK:
Why do you think this happens? This will help identify secondary causes for each main cause. Write 
these as small roots under the main causes.

ASK:
What are the main effects this problem has on your community? Write each main effect as a branch 
of the tree.

Vulnerability ASK:
What can this cause to happen? This will help identify secondary effects. Add these to the tree as 
small branches off of each main branch.

EFFECT

CAUSE

2ND CAUSE

2ND EFFECT

LOOK AT THE ISSUES RELATED TO 
VULNERABILITY

DRAW A TREE TRUNK IN THE MIDDLE OF THE 
BOARD AND WRITE THE MAIN PROBLEMS

15   Note: SP has a document on the full PCM process that is available.  It is strongly recommended that you have a look at this to implement your programmes. Also,  
      thanks to Jodi Blackham of SP Uganda for her original document on tools for planning.  
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To gain a greater understanding of the target group problem by creating a map of the local 
community, highlighting where a problem occurs and who suffers.

To identify existing services in the community that address a specific problem, and if they are 
being accessed, also to highlight current gaps in services.

Divide the group into two 
smaller groups. 

Ask each group to draw a 
sketch of the local community 
showing all the major locations 
and places of interest.

Ask the groups to mark this information on their map.

Write the type of services you want to address in the 
middle of the board and draw a circle around it.

E.g. HIV treatment services, water services, agriculture, 
services that care for orphans, etc.

On a separate sheet of paper list all of the services in 
your community or in your area (NGOs, government 
ministries or services, institutions, CBOs, other 
organisations).

Draw three circles around the original one. After each question, during the discussion, record 
the information in the relevant circles. 

1. Which of these services exist in your community and are being accessed by people?
2. Which of these services exist in the community but are not being accessed by people? Why 

do people not go? Is it only specific groups that are excluded?
3. Are there are specific groups being excluded from services such as  women or people living 

with HIV (due to stigma)?
4. What services are needed but do not exist?  (It may help to look at what is in other communi-

ties or in the wider area to determine the answer to this question.)

Bring the groups together and ask each one to present to the whole group. 
Comment on any similarities or differences between the two groups.

Tool Three: Problem Mapping. Mapping the community. Tool Four: Service Mapping

Objective Objective

ASK:

Ask the group to think about each place in turn and discuss the following: 

•	 Does the problem occur here?
•	 Who suffers?
•	 In what way do they suffer?
•	 If the problem does not occur, what are the reasons for this?

School – HIV positive 
children treated harshly 
by teachers

Church – HIV positive 
people condemned as 
wicked

Market – HIV positive 
people not allowed to 
touch food on stalls. 
The community will 
not buy food from 
people living with HIV.

Example: HIV Stigma Map

Gulu

Do not Exist

Available but not 
Accessed

Services

Available + 
Accessed

Lira

MAP THE COMMUNITY AND DISCUSS 
WHERE PROBLEMS OCCUR IN EACH PLACE
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To reflect on the needs in their community and prioritise which ones they will focus on in their 
response.

Tool Five:  Matrix Ranking

Objective

Create a priority matrix grid on the board (in advance), and write in the main problems identified in 
the previous session.  

Explain to the group that there are many different perspectives on problems, and there are many 
factors that we need to consider to help us see which problems we feel are most important for us to 
address.  

Identify the criteria for selection (or you can use the ones below), and add them.

Once the problem or problems to be addressed have been identified, take time to pray with the 
group. Ask for God’s wisdom and guidance as we explore together how we can help meet this need.

•	 One problem is ranked highest, and the group would like to address it. Agree together that 
this will be the focus of the remainder of the workshop. 

•	 One problem ranks highest, but the group do not want to or feel unable to address it. Dis-
cuss why. Encourage them to look at all ways they could help with this problem (not just the 
obvious ways, which might be too difficult for them to achieve, e.g. health care). If they still 
decide they do not want to address it, move to the 2nd or 3rd ranked problem. 

•	 Two or more problems are ranked 1st and are very different from each other.  
•	 If the group is active, form two sub-groups to work on each issue separately. 
•	 You may feel the group would cope better focused on one problem. In which case, 

encourage them to discuss further and decide which they feel is most important for a 
response. 

•	 Two or more problems are ranked 1st and are similar. Encourage the group that they 
could plan activities to help address both or all of these identified problems. 

 

Possible outcomes: 

Agree a scoring method—for example, numbers 1–5, where 1 is not serious and 5 is very serious (or 
there is not a need for more services; there is a great need for more services; we cannot do much to 
help, or we can do a lot to help). You can use the 10 seed method if appropriate.

Get the group to give each problem a score for each of the criteria. Participants can use beans or 
stones to do this. It is OK to give the same score to different options.  You may want to get the 
group to discuss each question (in each column) before you score.  

(If the group is large, split them into two groups and get each to score all the problems. At the end, 
bring them back together and compare their responses). 

Once all the problems have been scored, calculate totals for each problem.  
 
Rank the problems starting with 1 for the problem with the highest score. 

•	 How serious is the problem? (How many people does it affect? How severely does it affect 
the people?) 

•	 Is there a need for more services? (E.g. Are NGOs doing programmes, are there health 
services, what is needed, etc?) 

•	 How much can we do to help?  (What are our resources, skills and abilities, and can we do 
something based on our resources?)

Problem
How serious is 
the problem?

Is there a 
need for more 

services?

How much 
can we do to 

help?
Total Rank

Problem a

Problem b

Problem c

ASK:

Ask the group if they feel the rankings reflect their idea of the problems in the community. 

RANK THE PROBLEM STARTING WITH 
THE HIGHEST SCORE

ENCOURAGE THE GROUP ON HOW 
THEY CAN ADDRESS THE PROBLEMS
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Start to identify possible activities and solutions for the problems explored in the problem tree.

Tool Six: Solution Tree.  Brainstorming solutions

Objective

RELIEF

DEVELOPMENT

ADVOCACY

PROBLEM TREE

EFFECTS ENDS

CORE
PROBLEM

IMPACT

MEDIUM 
TERM 
OUTCOMES

SHORT 
TERM 
OUTCOMES

ACTIVITIES

CAUSES MEANS

OBJECTIVES TREE

Put up the diagram of the problem tree created earlier. Recap the main causes and effects of this 
problem.

Post the papers beside the problems that were identified.  Once this has finished, indicate to the 
group that the trunk of the tree is the focus of their work (objective).  The higher level solutions 
(closer to the trunk) can be their results and the lower level solutions, their activities. 

NOTE:

The group should have decided during the problem tree where they want to fit in the problem tree.  
If they haven’t, then get them to decide what key elements they want to be their focus (see the 
questions in Tool 1: Problem Tree).

DISCUSS:

In small groups of two or three, ask them to discuss possible solutions to the problem.  Remind them 
to think about the aim they have just created. Get them to write each solution on a piece of paper 
(post-it note).

NOTE:

The Samaritan’s Purse Project Management Guidelines provide more details on how to do both a 
problem and solution tree. 

GET THE GROUPS TO WRITE 
SOLUTIONS   OF PROBLEMS 

IDENTIFIED ON A PIECE OF PAPER
PUT UP THE DIAGRAM OF THE 

PROBLEMS TREE CREATED EARLIER
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Tool Seven:  Low hanging fruit

Objective

Identify activities that the group can achieve with their own resources. 

Go through the activities one by one and ask the group how easy it would be for them to carry out 
these activities. Place the easiest activities at the bottom of the tree and the most difficult to carry 
out at the top. 

ASK:

Ask the group to decide which activities they would like to consider carrying out.

Tool Eight: Force field analysis.  Looking at influencing factors.

Objective

To look at each activity and determine supporting and hindering factors for carrying out these 
activities. 

Take each activity the group is considering, one activity at a time, write it across the top of the 
board.

•	 Ask the group to think of factors that support this activity being carried out.
•	 Once all suggestions have been given, ask the group which are the strongest factors. Draw 

long lines under these factors. For weaker factors, draw shorter lines.
•	 Then ask the group to think of factors that could hinder/prevent this activity being carried 

out. 
•	 Once all ideas are given, draw lines reflecting the strength of each factor.

•	 Encourage discussion on ways the group can overcome the hindering factors.
•	 Get the group to decide on the activities they will undertake.

FACTOR A

FACTOR C

FACTOR B

SUPPORTIVE HINDERING

ASK THE COMMUNITY WHAT ACTIVITIES THEY WOULD WANT TO CARRY OUT
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Tool Nine: Asset Mapping.

Objective

Human: 

Spiritual:

Social assets: 

Political:

Physical:

Financial:

Natural: 

To increase the awareness in the church of the resources and assets they have as a church and 
that are there in the community.

What knowledge and/or skills do they possess? What level of formal/informal education? Do they 
have access to health/nutrition information? How is the health of various members (any chronic 
illnesses, disabilities)? What types of illnesses have they had over the past year? Are they able to 
work? Are there labour constraints due to illness or other factors?

Do they have a faith? Is their spiritual faith active? Is it holistic or focused on spirituality only?  How 
unified is the church?  Do they care for each other?  Do they fundraise to help each other?  Do they 
reach into their community and care for others?

Do they receive support (cash and non-cash) from others in their community (do others contribute 
to the work of the church)?  From whom, what type of support and how often? What community 
structures are there in the village/town? Do they belong to farmers groups, savings groups or 
support groups? 

What political structures does the church belong to? Do they have access to/connections 
with/influence over any particular people or groups of people in power? Are they members 
of committees? Do they have access to the local chief? Local politicians? Other members of 
government, NGOs or churches?

What liquid assets (i.e. assets that they could sell quickly) do they have access to (e.g. radio, TV, 
furniture, etc)? What productive assets (bike, livestock, tools, etc) do they have access to? How are 
these assets used? What type of shelter is there? Do they rent or own their church? What is the water 
and sanitation infrastructure like? Do they have access to transport (car, bus, etc)? What roads exist 
for access to markets? 

Do they have savings or investments? In what form do they keep their savings or investments 
(livestock, cash, jewellery, ownership in a business, etc)? How liquid is it? Do they have access to 
credit? At what interest rates? What are the sources of income? 

Does the church own any land? How much? If no land, why not? And, if they don’t own land, does 
the church have access to any? Do they pay for that access, how much? What is land used for? What 
is the quality of the land? What is the yield like? What access do they have to other natural resources 
(e.g. soil, water, plants, trees, animals, rainfall and fisheries)? Apply the land questions to these other 
natural resources.

1. What are the assets the church is using well? Use the questions below to help you fill out the 
table on the next page.

2. What other assets exist in the community that the church does not have access to at the 
moment? (Go back to the list of the seven asset categories on the previous page/box on 
left) Who does have access to these assets? What prevents the church from gaining access 
to these assets? Go through each of the seven categories and answer this question. In many 
cases, there are community assets that go unnoticed, such as water sources, a community 
garden, public land, fruit trees, accessibility to the village chief and public services. Even 
government agricultural extension workers and free (or subsidised) seeds and tools that are 
available in your community may be considered community assets. 

3. Which assets are not being used well by the church? (Go through the questions again). Are 
there any underutilised assets that present an opportunity? Circle the ones listed in 4a and 
4b that are underutilised.

4a) 
What assets does the 
church have access to?

4b) 
What other assets exist 
in the community (other 
community members or 
community owned)? 

4c) 
Weak assets 
(Poor quantity/quality). 
Circle those in the 
previous column that are 
underutilised.

Human

Spiritual

Social

Political

Physical

Financial

Natural

DOES THE COMMUNITY 
HAVE FAITH?

DO THEY HAVE ACCESS?

DO OTHERS IN THE COMMUNITY 
PROVIDE FOR SUPPORT?
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Tool Ten:  Action planning

1. Why Monitoring and Evaluation?

ACTIVITY  ........................................................................................................................

Objective

To help the group formulate their activities into a practical action plan for the next three 
months.

Now that the group has decided on their activities, a detailed plan is needed to help them carry out 
the activities and achieve what they hope.

Keeping the same groups as in the previous session, ask each group to think practically about how 
they will carry out their activity.

Each group should answer the following questions (use the who, what, where, when and how 
questions for simplicity): 

1. What tasks are required to carry out this activity, and in what order do they need to be done

2. How will we carry out these tasks?

3. Who will be involved in each task?

4. When will it begin, and how long will each task take?

5. What resources do we have available to help us complete each task?

6. How can we show that each task has been done and progress is being made towards the 
objective? What targets are we setting ourselves?

Why is it important: 

•	 To ensure that activities are done well.
•	 For learning.
•	 To ensure that the change you want happens.

Biblical justification for monitoring and evaluating: 

•	 What does the Bible say about monitoring and evaluation? 
•	 Gen 1:3–4:  “God said, ‘Let there be light’, and there was light. God saw that the light was 

good, and he separated the light from darkness.”
•	 Gen 1:9–10:  “God said, ‘Let the water under the sky be gathered to one place, and let 

dry ground appear.’ And it was so. And God called the dry ground ‘land’ and the gathered 
waters he called ‘seas’. And God saw that it was good.”

•	 Gen 1:31:  “God saw all He has made, and it was very good.”

These three verses illustrate that when God created something, He reflected back on what He had 
done, He monitored what He had done, and when He saw that it was good, He moved onto do the 
next thing. 

•	 Gen 2:18:  “The Lord God said, ‘It is not good for the man to be alone. I will make a helper 
suitable for him.’” 

God monitored His own work and then provided feedback to His own work.

•	 Heb 5:12–14:  “By this time you ought to be teachers”.  He found men feeding on milk like 
infants, instead of being where they needed to be—being mature in their faith.  This was a 
notification of underachievement and warning to improve on past performance.  

Revelation chapters 2 and 3—the opening chapters are an evaluation of the seven churches of Asia. 

So, you can see that even God, who is perfect in all that He does and all He creates, monitors and 
evaluates His work; therefore, we as His children ought to do the same.

Ask the participants to discuss, bring up other verses, etc.

It is important to gain agreement before you move on to the next section. 

The answers should be written in the action planning grid (see example below).

Task
How will it be 

done?
Who will do it?

When will we 
do it and how 

long will it 
take?

What 
resources do 
we have that 
we need to 

use?

How will we 
measure our 

progress?

ASK:

Ask a spokesperson from each group to summarise what activities they will be carrying out to meet 
their objectives and what targets they are setting themselves.

APPENDIX 2 - MONITORING, LEARNING & EVALUATION FOR COMMITTEES

GOD MONITORED HIS OWN WORK 
AND PROVIDED FEEDBACK

IT IS IMPORTANT TO AGREE BEFORE 
MOVING TO THE NEXT SECTION
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2. Objectives and activities

3. Monitoring

4.  Evaluating our work
•	 List objectives for the church ministry—what change do 

you want to see?  Refer back to the problem and solution 
tree.  This should be given to the committees, as it is a good 
planning tool for them.  

•	 What should you do, to see that change happens—these 
are activities.  List the activities that the committee will do to 
achieve this change/objective.

•	 Objectives need to be SMART (Specific, Measurable, 
Achievable, Realistic and Time bound).

•	 To ensure these activities are being done.
•	 To ensure that things are done on time and done well.
•	 To make sure that we solve any problems that come up and adjust anything that needs 

adjustment. 
•	 To learn.
•	 Recognise what they are doing now—the group are probably doing some monitoring 

informally.
•	 Emphasise the importance of formalising this process.

•	 To measure that what we are doing leads to the change we want.
•	 To learn.
•	 To ensure that what we are doing is effective.
•	 To look at any negative change that occurred.

•	 Meeting minutes.
•	 Reports. 
•	 Others—ask them to brainstorm other ways.

ASK:

Why is it important to monitor the work that we do?

ASK:

Why is evaluation important?

ASK:

What change do you want to see?  (It is helpful at this point to look at the problem tree.  Explain that 
if the roots are dealt with, then it may change whether the effects will happen.  You can guide the 
group into looking at changing some of the effects.)

ASK:

How will you measure that change?  What will show you that 
change has happened in your community?  

NOTE:

The Samaritan’s Purse Project Mnagement Guidleines contain information on indicators that can be 
used for CMP projects and will help develop a logframe. 

EXPLAIN:

If our activities do not lead us to the change we want, we need to adjust them. For example, a youth 
business (the original plan was to improve the life of the youth, but after one year they have become 
more independent and forgotten about God’s Kingdom by becoming materialistic.  It is important to 
measure this change so we can determine whether our activities need to be adjusted or not).

ASK:

Is there a way to formalise this?

ASK:

What information is important for them to know as a committee? Number of attendance, etc.  (You 
want to answer these questions: who will do it, what will they measure, where and when will they do 
this and how?)

Ensure by the end of this session that the group has figured out ways to monitor their activities.  

List the changes they want to see.  

Work with the group to come up with indicators and means of 
verification where they can easily measure the change they want 
to see.  It may be helpful to come up with some indicators from 
the National Aids Council or Water Ministry to guide them.  

It is important to guide the group so that they are measuring 
change in a way that makes sense to them.  You may want to 
use more narrative forms of verification:  for instance, Focus 
Group discussions, Most Significant Change or other PLA tools 
that are more community friendly.  If you use a household 
survey, you may need to provide technical support to the 
group.  

Ensure you answer the questions:  what will you measure?  How 
will you measure it?  When will you measure and who will do it?  

LIST OBJECTIVES AND 
ACTIVITIES OF CHURCH 

MINISTRY AND CHANGES YOU 
WOULD WANT TO SEE

EVALUATE IF ACTIVITIES LEAD TO THE CHANGE THAT YOU WANT, 
IF NOT, ADJUSTMENT IS NECESSARY

IT IS IMPORTANT TO GUIDE THE 
GROUP TO MEASURE CHANGE IN A 
WAY THAT MAKES SENSE TO THEM
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5. Learning

Explain that the key element in monitoring and evaluation is learning.

So the question becomes, how can churches develop initiatives to strengthen the economic situation 
of families?  

First of all, let us look at the different levels we can strengthen.

Diagram:  Safety nets 16

Suggest to them a very simple way to hear from others on what is working and what isn’t: 

•	 After Action Review (AAR):  Ask your beneficiaries three very simple questions:  “What 
worked, what didn’t and why, and what needs to change?” 

•	 Ask them how often they can be doing this (suggest every three to six months).
•	 You should be trying to do AARs regularly as well to receive feedback from Church Leaders 

and committee members.  

At the end of this session, you should have a plan for Monitoring, for Learning and for 
Evaluation.

Close with a word of prayer.

ASK:

Who can we learn from whether the work we are doing is working or not? 
•	 Why is it important to ask others how we are doing?

ASK:

•	 How does HIV affect people’s ability to survive? 
•	 How does people’s economic vulnerability affect propensity towards HIV?

APPENDIX 3:  VULNERABILITY LADDER AND ECONOMIC STRENGTHENING

CONCLUDE:

It is important to look at economic strengthening for a number of reasons, both to decrease 
people’s vulnerability to becoming HIV positive, as well as to mitigate the impacts of HIV. 

Community

Child or PLHIV

Family or other 
caregivers

EXPLAIN THE DIAGRAM:

•	 Protecting a child or vulnerable person happens when you strengthen the safety nets sup-
porting that individual.

•	 The Household Safety Net provides the child or individual with a sense of belonging, emo-
tional support and socialisation skills. It also provides shelter, food, education, protection and 
skills transfer. 

•	 The Community Safety Net provides a child or person with a sense of identity, protection and 
hope.   It can provide a monitoring and counselling role for children and can intervene on be-
half of the children or others in cases of abuse, sickness or economic necessity. Communities 
can also provide access to services and often support households with specific needs.

16   From USAID. 2004. Economic Strengthening to Improve the Well-Being of Orphans and Vulnerable Children. Workshop Report, Dar es Salaam, Tanzania. 
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This is what we mean when we talk about strengthening families as well as strengthening 
communities.  They each have a role to play.  We should not think of children or individuals as 
outside their family, and we also need to see that their community plays a big role as well.   

Vulnerability levels:

Figure 1:  Levels of Household Vulnerability17 

Explain that there are different levels of vulnerability within each community.

Draw the following figure on a whiteboard.

Explain that this 
diagram shows the 
different degrees of 
vulnerability within a 
community at the level 
of the household. 

Add the right side of the diagram to the levels of vulnerability.

As you do, explain that different economic interventions are most effective for each of the different 
levels of vulnerability.  Go through each of the interventions and explain them. 

Near Vulnerable or Vulnerable 
Non-Poor

Moderate Vulnerability or 
Economically 

Active

Very Vulnerable

POVERTY LINE

Destitute or Extremely 
Vulnerable

Discussion:
Let’s look at what this means in your community. 

ASK: 

Who are the “near vulnerable”?
•	 Business people.
•	 People with resources, assets, houses with bricks, etc.
•	 People who work in the city, etc.

ASK: 

Who are “moderately or economically active vulnerable”?  
•	 Some assets, may have access to housing and land.
•	 Single-parent families.
•	 Relatives willing to support.
•	 Skills.  Perhaps have some skills, but not using them.  
•	 One or two parents, possibly.  

ASK: 

Who are “very vulnerable”?   
•	 Mother with children, no father. 
•	 Minimal extended family support.  
•	 Minimal assets.

ASK: 

Who are “extremely vulnerable”?  
•	 Grandmother with six OVC or child-headed household.
•	 Minimal support from extended family.  
•	 No assets.  

ASK: 

How does HIV and AIDS affect people’s movement on this ladder?
•	 E.g. A family with a member who is sick could slide down the ladder if they were paying for 

medical expenses. They would become more vulnerable.

NOTE:

Allow communities to decide what each level represents.  This may be different for each community.  

Explain that households are fluid, and they flow up and down this vulnerability ladder.  

17 Sources:  Cohen & Sebstad (2000); Helms (2006); Ledgerwood (1999); Remenyi (1991). 
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Figure 2.  Levels of Household Vulnerability and Appropriate Services 18 

It is important that we provide the right interventions to the appropriate levels.

Near Vulnerable or 
Vulnerable 
Non-Poor

Appropriate Services 
Savings, Insurance,

Business Loans, Simplified Small 
Business Training or BDS

Moderate Vulnerability or 
Economically 

Active

Appropriate Services 
Savings, Insurance,

Business Loans, Simplified Small 
Business Training

Very Vulnerable Appropriate Services
Savings, Insurance, Small 

Contingency Loans 

Appropriate Services
Mercy Ministries, Relief, Care 

POVERTY LINE

Destitute or Extremely 
Vulnerable

ASK:

Ask the group whether they have encountered the situation where some very vulnerable families 
have received loans from MFIs.   Ask them whether this has helped or not helped the family?

•	 Most communities will talk about how MFIs, when targeted poorly, have negatively affected 
the economic health of families.  

•	 Example:  “I have heard stories of people who default on their loan because they have eaten 
their loan money because they are so vulnerable, and then the project comes and takes 
away assets, or kicks them out of the group.  They are in a worse position than when they 
started.  It may be better to provide these families with relief and savings before they start a 
business.” 

COMMENT:

Comment about the most vulnerable:

•	 For the most vulnerable, short-term relief is needed. A good way to do this is to strengthen 
community safety nets via resource mobilisation.  Once money is fundraised, help can be 
given to these families.   

BRAINSTORM:

What is this?  

•	 Donations by church members.
•	 Community fundraising.
•	 IGAs to increase finances of church and community members.
•	 Community gardens or fields.
•	 Casual labour or piece-meal work to raise money for families.
•	 Provision of child care/day care services.

RESOURCE MOBILISATION TO BE HELD FOR 
THE MOST VULNERABLE

18   Sources:  Cohen & Sebstad (2000); Helms (2006); Hulme & Mosley (1996); Ledgerwood (1999); Remenyi (1991). 
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ASK:

If we give relief to all families, what does that do?
•	 It can create dependency on the church.
•	 It can feel like a big burden on the committee.
•	 It can affect people’s relationship with self and affect their dignity.
•	 Casual labour or piece-meal work to raise money for families.
•	 Provision of child care/day care services.

WEALTH RANKING:

Now ask the group to go through and analyse where the families they are working with fit into the 
vulnerability ladder based upon their own definitions in each of the levels.

EXPLAIN:

Explain that this can help them give more targeted economic interventions.

ASK:

How has this changed the way they want to help their families?

DISCUSS THE WAY FORWARD:

I.e. mobilising resources for the very vulnerable level or starting ROSCAs or ASCAs for the other 
levels.   

EXPLAIN:

Explain that each family needs to have an individual economic strengthening strategy based on 
where they are on the vulnerability ladder.
The goal is to develop targeted economic activities for households.  This means that our economic 
strengthening will be more effective.

NOTE:

When you explain this concept, it can bring a real sense of relief for churches who are caring for 
these families, as they realise they may need to fundraise only to the most vulnerable families and 
not all of them.  

CONCLUDE:

Moving families up the ladder.  It is important to strengthen community safety nets by raising income 
to provide for the most vulnerable; at the same time, it is important to assist families to move up the 
ladder and out of vulnerability.  We need to have a dual approach: we can strengthen the church and 
community as a community safety net, and yet, we also need to strengthen individual households.

Why is this?  There are many churches and communities who begin to care for vulnerable families 
who then feel burdened by this ongoing financial support.  It is important to move these families up 
the vulnerability ladder to decrease the dependency on the church and the community. This takes 
the financial burden off of the individual members within the church and the community.  

EXAMPLE:

If a church is caring for 25 families and 10 of those families are able to receive some financial support 
or skills that can be developed or strengthened enough on their own, it is wiser for the church and 
community to do this. That way, it only has 15 families it needs to provide ongoing financial support 
for, or it can support new families. 

ECONOMIC STRENGTHENING MORE EFFECTIVE

WEALTH RANKING – HAVE THE FAMILIES IMPROVED 
INTO OTHER LEVELS OF THE RANKINGS
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The model of the mobilising process will look 
slightly different depending on the location of 
implementation.  It is also a factor that capital-
intensive programmes may be difficult for 
communities to fund with their own resources. For 
example, a community may struggle to raise the 
funds without outside help to pay for a borehole 
that can cost up to $15,000. However, community 
mobilisation should not be under-estimated. In 
many North African countries, the church is small, 
and as such, an NGO may need to work directly 
with local communities as opposed to working 
through the church to support communities.  

As an encouragement of what can be achieved, in one Saharan village, a community realised it 
needed a well.  The water table was 90 metres below the surface of the land, and it would cost a 
lot of money to hire a drill, transport it to the middle of the desert and pay for a borehole to be 
dug.  So the community mobilised, dug the well by hand and lined its sides.  They retrieve the 
water by dropping a bucket down the well and use their camels and animals to pull the water up to 
the surface.  The community planned and implemented this incredible programme themselves.  It 
serves as an example that communities can and do great things, often with their own resources and 
initiative.

A church in a very religious country in Asia felt very persecuted by the local community who were, 
in general, not Christian.  There had been rumours of assault on local Christians, and a local Church 
Leader wanted to find a way to strengthen community relationships, to be salt and light.  It just so 
happened that the Church Leader was also a water engineer and so decided he’d help the local 
community to attain clean water.  Over a period of five years, the Church Leader managed to raise 
donations of outside support to drill a 66 metre deep borehole and install three street taps for 
people to access clean water.  This amounted to a total cost of around $15,000.  At the end of the 
programme, the Church Leader handed control of the system to the local non-Christian eldership.

The local community were so impressed that the elders spread the word for the local community to 
cease any abuse against Christians and asked the Church Leader if he would help them to actually 
pipe the water from the new borehole direct to 100 homes.  The Church Leader agreed, and the 
community was mobilised to dig channels near their houses.  The community then used their own 
resources to buy piping and attached the pipes to the water source underground and their homes.  
Now the local community has water, divisions have been broken down and the church is seen to be a 
constructive and fruitful part of the community.  

This shows a snapshot of a model of the mobilising process within a hostile context where the 
community didn’t have the resources for the full programme.  The programme started as a traditional 
outside subsidy-based programme (the initial borehole and street taps) and then morphed into a 
community-resourced programme, all led by the local church.

APPENDIX 4 

TWO BRIEF EXAMPLES OF THE MOBILISING PROCESS WITHIN AN 
ALTERNATIVE WASH CONTEXT

Northern Africa

Asia
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