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ABSTRACT 

 

Non-governmental organizations (NGOs) have gained prominence and attention at the 

local, national and international scene during the last two decades. NGOs are considered as 

important actors on the landscape of development. The NGO sector in Pakistan is gradually 

expanding, yet it is less mature as compared to other countries in South Asia. Most of the 

research available on NGOs studied the importance and role of NGOs, the impact of NGOs on 

social services and government – NGO relationships. Nevertheless, capacity development, 

institutional strengthening and leadership development in NGOs have been largely ignored or 

given less attention. One goal of this study is to fill this gap and study the capacity development 

and leadership challenges in the NGO sector of Pakistan.  

Capacity development is one of the central ideas within contemporary international 

development. This emerges from the belief and experience that addressing social, economic and 

environmental issues requires greater competencies everywhere in society. This dissertation has 

three principal purposes: (a) to understand the dynamics and factors shaping the capacity 

development of NGOs in Pakistan; (b) to elaborate the pressures and challenges faced by NGOs 

for capacity and leadership development and (c) to generate theoretical propositions for 

successful capacity building interventions. In the process of achieving these goals a more general 

understanding of the interactions among the various stake holders in the NGO arena and the 

internal and external environment of NGOs were studied.  

This study observes that capacity development is an ongoing and long term activity that 

involves a wide range of actors whose participation and contributions are important. It is not a 

onetime activity by an outside agent. Similarly, successful capacity development interventions 

need to have ownership from those for whom they are designed. It is a multifaceted concept and 

there is no single accurate way to define and implement it. It is conceptualized and implemented 

by stakeholders according to their contextual situations and preferences. NGOs are successful in 

attaining a unique position in the development sector of Pakistan. However, this new and 

increasing role of NGOs has implications for organizational capacity development and skills of 

the NGO staff.  

This study supports the idea that too much emphasis on the top leadership ignores the 

role and importance of rank and file managers where much of the organizational knowledge 
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exists. Also, the over emphasis on top leadership hinders the capacity development of middle 

level managers. The government lacks a well-established policy framework with regard to the 

roles and responsibilities of the NGOs in service delivery and development sector. The findings 

here suggest that government needs to play a more proactive role by undertaking proper 

institutional arrangements for NGOs where they can perform and deliver and at the same time 

they can be held accountable.  

For survival and sustainability of NGOs it is important to explore alternate sources of 

funding especially from private philanthropy. People in Pakistan donate large amounts of charity 

to religious organizations but they do not consider funding NGOs with their charities. Scholars 

and researchers may explore this issue further. People can be encouraged to consider donating 

for addressing issues like development and improvements in social services through NGOs. This 

study proposes that for successful and sustainable capacity development of local NGOs donors 

have to focus more on local NGOs and establish close ties with them in addition to the larger 

national level support organizations.  

Trust is an overarching factor that plays an important role in shaping the partnership 

between government and NGOs on one hand, and promoting collaboration between donors and 

the government on the other hand. In order to improve trust relations a genuine understanding of 

mutual expectations and agreements on different roles and responsibilities is expected of each 

stakeholder. The findings of this study demonstrate that the capacity development efforts of the 

three stakeholders are not properly triangulated and there exists a trust deficit among the NGOs, 

the government and the donors and which needs attention.   
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CHAPTER ONE 

 

PROBLEM STATEMENT 

 

Introduction 

 

This is a study of factors and dimensions that drive the capacity building1 and leadership 

development of nongovernmental organizations (NGOs) in Pakistan2. In practical terms this 

dissertation examines how these organizations and their leaders survive the challenges within 

and around them and grow. An important characteristic of nonprofit and voluntary organizations 

is that they are “manifestations of community”—the value expression channel of communities 

(Smith & Lipsky 1993). How far this assertion is true in Pakistani context needs scholarly 

attention? A host of actors are involved in the NGO arena; they include NGO leaders, NGO staff, 

donors, government, communities etc., and their individual as well as combined preferences and 

interactions shape the internal and external environment of NGOs. It has been reported that 

development NGOs3 in Pakistan are heavily dependent on funds from international donors, 

thereby posing a constant challenge to their survival and image (Bano 2008). The behavior and 

characteristics demonstrated by NGOs and their leaders under these circumstances needs 

academic debate.  

Non-governmental organizations (NGOs) have gained prominence and attention at the 

local, national and international scene during the last two decades. NGOs are considered 

important actors on the landscape of development (Lewis & Kanji 2009).  The rise of the NGOs 

in development can be linked to the growth of free market ideology, neoliberal policies and the 

advent of alternative ideas and approaches to development. Presently, NGOs are playing an 

important role in almost every country of the world -- both developed and developing.  They are 

                                                           
1 The terms capacity building and capacity development will be used interchangeably throughout this 
study. 

2 I note the variety of terms and classifications applied to voluntary organizing activities in various areas 
of the world, but I will use the NGO label because it is most commonly used among practitioners in the 
settings I examined in my research. 
   
3 This study will be focusing only on development NGOs, i.e. non-governmental organizations that are 
registered under Pakistani statutes and receive their operational and programming budget from 
international bilateral and multilateral donors. 
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involved in a wide array of activities including service delivery, advocacy, capacity 

development, relief, rehabilitation and so on. NGOs are considered capable of responding to a 

series of government and market failures (Brinkerhoff 2007). Similarly, NGOs can also be seen 

to respond to contract failures (Mansbridge 1998; Lipsky & Smith 1990). Anheier (1990) claims 

that NGOs can stimulate the participation of the underprivileged and can reach those segments of 

society which are neglected by social services. Riddell (2007) pointed out that US$ 23 billion of 

international aid is channeled through NGOs globally. Given the size and scope of NGOs this 

sector requires more attention from scholars. We know little about the external influences and 

the pressures that NGOs are facing. In the academic literature limited studies are available that 

specifically discuss the external pressures being faced by NGOs and their leaders. The studies 

that do exist are disproportionately case studies of individual organizations or programs; often 

they have been conducted by researchers in consultancy roles, so that their objectivity may be 

questionable (Lewis & Kanji, 2009). 

The NGO sector in Pakistan is gradually expanding yet it is less mature as compared to 

other countries in South Asia, especially India and Bangladesh. Currently, NGOs in Pakistan 

range from small voluntary organizations with small budgets to large organizations being looked 

after by well paid professionals. The NGO sector is steadily becoming more popular and 

institutionalized. The main reason behind this growing popularity of NGOs is the availability of 

funds from external sources (SPDC 2002). Limited research is available on non-governmental 

organizations (NGOs) in Pakistan (cf. Bano 2008; Hailey & James 2002; Khan 2002; Pasha & 

Iqbal 2003; Smillie 1988; Smillie & Hailey 2001; SPDC 2002) for two obvious reasons. First, 

NGOs are only recently gaining prominence at the national level. Second, scholars have paid 

little attention to this emerging sector. Most of the research available on NGOs studied the 

importance and role of NGOs, the impact of NGOs on social services and government – NGO 

relationships. Capacity development, institutional strengthening and leadership development in 

NGOs have been largely ignored or given less attention. One goal of this study is to fill this gap 

and study the capacity development and leadership challenges in the NGO sector of Pakistan.  

Pakistan is a populous country with official figures of population hovering around 180 

million and a population growth rate of 1.6 percent (United Nations 2011). The government for a 

variety of reasons is unable to address the basic needs of its growing population. Additionally, 

Pakistan, at the moment is facing multiple challenges both at the domestic and international 
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fronts. Government functionaries and planners are constantly perplexed by the harsh ground 

realities where the government agencies, owing to lack of resources, commitment, accountability 

and capacity, are unable to deliver. The state sponsored facilities in health, education and social 

sectors have deteriorated, both in terms of quality and coverage.  

The NGO sector, on the contrary is flourishing. It is gaining status rapidly because of its 

dynamism and support from international donors (SPDC 2002).  Almost all the major donors 

currently working in Pakistan like the U.N agencies, the World Bank, the United Stated Agency 

for International Development (USAID), Department for International Development (DFID) UK 

and Canadian International Development Agency (CIDA) are working closely with local 

development NGOs and channeling their funds directly through these NGOs (Bano 2008). Under 

the influence of writings of Putnam et al. (1993) and de Tocqueville (1840), it was argued that 

NGOs are good for connecting people and enhancing social capital. The stress on building trust 

and social capital was the basis of channeling development aid through NGOs (Edwards 2006; 

Harriss 2002; Jenkins 2001). However, some studies have questioned the assumed links between 

NGOs and social capital. They argue that NGOs utilizing development aid are unable to generate 

public participation in any forms such as volunteers or membership associations, that is, 

horizontal participation, or through the involvement of the communities they claim to represent, 

that is, vertical participation (Bano 2008). It is further argued that donors’ funding to NGOs in 

developing countries is creating new elites in these countries, who are well-versed with the 

language and priorities of donors rather than that of the society they claim to represent 

(Henderson 2002; Sperling 1999; Tvedt 1998,). 

My personal experience working for different government agencies and serving in a 

liaison position with donors and NGOs always forced me to focus on the role of government and 

institutional strengthening of NGOs in Pakistan. In my opinion the government and NGOs must 

be complementing each other’s roles. The government must play its role to facilitate and 

encourage the NGOs and help them in improving their public image. In the same way, the NGOs 

must help the government in provision of social services for the masses (e.g., Salamon 1995; 

Salamon 2003). Currently, there exists an atmosphere of mistrust and suspicion between the 

government and NGOs in Pakistan. The government functionaries consider NGOs as a parallel 

form of government being facilitated and supported by the donors to dilute their discretion and 

importance. On the other hand, the NGOs blame the government for bureaucratic hurdles and 
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inefficiency. Both the government and NGOs may have their own strengths and weaknesses, but 

they need to work together to improve development and governance in Pakistan. As development 

NGOs rely solely on external funding for their operational and programming activities, they and 

their leaders are under tremendous pressure.  

This dissertation is an attempt to understand the challenges being faced by NGOs for 

capacity development, institutional strengthening and leadership development. My intent is to 

highlight the challenges and solutions to both sides, i.e. the government and the NGOs. NGOs in 

the Western countries have a long history of struggle for getting their legitimate space in the 

society and diversifying their funding sources. On one hand, they had to engage with the state to 

get formal recognition as a third sector and on the other hand they had to work with their 

clientele i.e. the masses to earn their recognition and trust and generate funding for survival. 

Capacity development itself as a concept and as an approach has evolved from the experience of 

the Western NGOs in their effort to improve their performance and working. The theoretical and 

practical knowledge of the Western NGOs may lend itself as a comparative lens for 

understanding the capacity development needs of Pakistani NGOs. At the core of my dissertation 

I have some lingering questions. How can the government strengthen the role of NGOs? How 

can the government facilitate the capacity development of NGOs? And what actions can the 

NGOs take to muster public and government support and strengthen their leadership 

development skills? The government and NGOs can jointly work to enhance the capacity of 

NGOs and facilitate the development process in Pakistan.  

To my understanding lack of development is the root cause of every challenge being 

faced by Pakistan. Korten (1990: 67) defined development “as a process by which members of a 

society increase their personal and institutional capacities to mobilize and manage resources to 

produce sustainable and justly distributed improvements in their quality of life consistent with 

their own aspirations”. This definition implies that capacity development has a central role, and 

without developing the institutional and organizational capacity of both the public and non-profit 

sector the overall goals of development cannot be achieved.  In addition to the public sector 

focus on the development challenges, NGOs can also be an important link to the development of 

Pakistan. They can play a significant role in enhancing human development, providing basic 

services and generating employment opportunities. However, to achieve these objectives the 
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NGO sector needs to be strengthened, and this offers an ideal opportunity to study capacity 

development of NGOs and their leaders in Pakistan. 

 

Research Questions 

 

In the context of NGOs, capacity development can provide an opportunity for reflections 

on development approaches and for a possible streamlining of roles and responsibilities between 

the actors involved in the developmental aid system. Factors both inside and outside the NGOs 

are important for capacity development (Fowler 1997). The NGO environment therefore has two 

dimensions: one which involves factors that lie within the span of NGOs’ control, and the other 

involves factors that shape the wider environment in which NGOs have to operate (Lewis 2007). 

Capacity development can help the NGOs to evolve a range of competencies to strengthen both 

their inside and outside settings by instituting necessary structures, systems and procedures. In 

the case of Pakistan, capacity development can also help NGOs to recognize the reasons for 

underdevelopment and facilitate social behavior in favor of self-sufficiency, community 

participation and democratic decision making. Improved organizational performance can also 

help in promoting public confidence and acceptance of NGOs as an alternative source of 

development. Finally, a change in public policy in favor of NGO activities can boost this sector 

to an extent that it can help Pakistan in its transition from a limited access order, designed to 

sustain advantages for a few,  to an open access order that creates equal access for most citizens 

(North et al. 2009). 

Leadership development is another important element of the wider capacity development 

work and is increasingly seen as a fundamental element to the overall organizational 

effectiveness of NGOs. NGOs face peculiar management complexities different from those faced 

by governments or the for-profit sector. The increasing role and importance of NGOs in 

developing countries implies that the leadership of such organizations confronts increasingly 

complex managerial problems (Smillie 1995; Fowler 1997; Edwards 1999; Hailey 2000; Eade 

2000; Lewis 2007). NGOs are intermediary organizations that link governments, donors and 

communities and therefore have multiple constituencies or clients to address. The leaders of 

these development NGOs face serious challenges as they often work with meager resources and 

in unstable political environments to help those members of the society who are often neglected.  
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This study is designed as an exploratory study in which donors’ perspectives on capacity 

development are studied. Policy frameworks, techniques, tools and approaches of leading 

donors, such as the United Nations Development Program (UNDP), World Bank (WB) and 

Asian Development Bank (ADB), were studied. I observed that capacity development is given 

high priority and is an essential element of donors’ vision and mission statements.  It is also 

important to note that all the leading donors maintain that capacity development interventions are 

designed according to local context, needs and requirements of any given aid recipient country. 

How far this assertion is accurate, that capacity development activities are demand driven, will 

be a concern of my research. This dissertation will be focusing on the following five important 

questions:  

1. How is capacity development understood by various actors in the developmental aid 

system?  

2. How is capacity development operationalized?  

3. What are the dynamics shaping the capacity development interventions in the NGO 

sector of Pakistan?  

4. What are the challenges to capacity development for Pakistani development NGOs?  

5. What are the leadership development challenges in Pakistani NGOs?  

 

The first question answers how the different actors involved in the developmental aid 

system, such as donors, NGOs, government, communities etc., view and define capacity 

development. It provides a good starting platform to understand the concept of capacity 

development and its characteristics as viewed by diverse actors associated with this 

phenomenon. The second question identifies the tools, techniques, methods and processes that 

NGOs use to operationalize this concept. It also examines how capacity building activities are 

planned and implemented by different NGOs. The third question highlights who funds, designs, 

directs, guides and leads capacity development interventions. This question explores the external 

pressures, resource dependency and constraints that are being faced by local NGOs. The fourth 

question discusses the challenges to capacity building, particularly the roles of culture, religion 

and government policies on capacity development. The fifth and final question examines the 

leadership development challenges in the NGO sector. This question also observes the influence 
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and importance of leadership in NGOs, their function and significance in guiding the capacity 

building activities and their interactions with donors, communities and government line agencies. 

To examine these questions, I encountered three concerns: what kind of NGOs should I 

study, what type of research methods will I employ to answer my questions and finally which 

theoretical frameworks related to organizational and developmental studies will be helpful for 

my research? To address the first concern, this study is focusing on development NGOs that are 

registered under the government of Pakistan statutes. Selection of NGOs is based on two factors: 

(1) NGOs that are directly or indirectly involved in capacity development activities and (2) 

NGOs that are receiving their funds and assistance from international donors and/or international 

NGOs. The reason for choosing these NGOs is to study the environment and pressures in which 

they are operating. Efforts are also made to select NGOs working in diverse sectors, such as 

health, education, poverty alleviation, advocacy, relief, rehabilitation etc. To address my second 

concern regarding the research method, I will use grounded analysis (Strauss and Corbin 1998; 

Lofland and Lofland 1995), which is an inductive research method and appropriate for 

exploratory research questions, such as those pursued in this study. Grounded analysis will help 

induce theory from an analysis of the patterns, themes, and common categories underlying 

observational data, while remaining neutral toward particular theoretical interests (Brower & 

Jeong 2008). This kind of inductive and exploratory research approach suits the nature of this 

study in order to discover NGOs’ behavior and examine the internal and external pressures they 

face while designing and implementing capacity building activities. 

Inductive, exploratory and interpretive research techniques, such as ethnography and 

grounded analysis utilize non-numeric data and build non-statistical models (Strauss and Corbin, 

1998). In inductive research, analysts conceptualize phenomena and theorize relationships 

between concepts through data collected from the field in the form of observations, interviews, 

and, sometimes, by actual participation in the settings under study (Lu 2008).  On the other hand, 

the quantitative approach hypothesizes theories deductively before data collection, relying on 

existing theories, and then tests the hypotheses. 

In quantitative research the analytic instruments are mathematical models and statistical 

tests; qualitative research involves the researcher as the primary analysis instrument. As the 

qualitative researcher is closely involved with the subjects and the social and cultural 

environment of the subjects, upholding objectivity is very difficult (Lu 2008). One important 
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principle in qualitative research is to manage the social and cultural distance between the subject 

and the researcher to an extent that is not too close or too “local” and “native” (Strauss 1998). 

This helps the investigator not to lose objectivity or theoretical sensitivity (Strauss and Corbin 

1998).  I do not claim that living in the United States for four consecutive years has completely 

detached me from my culture or conversely that I assimilated with the US culture completely. 

This situation, however, facilitated me to inhabit two worlds, two cultures, simultaneously. This 

condition can best be illustrated as a “liminal” experience (Turner 1967). Four years of staying 

abroad is an appropriate length of time to maintain an objective distance with my subjects while 

interviewing or observing them for the purpose of this research.  

To respond to my third and final concern regarding the frameworks employed for this 

research, I studied a number of frameworks from organizational and development theories that 

may lend themselves to my inquiry. The theoretical orientations that are useful in exploring my 

data during the qualitative/interpretive analysis include: resource dependency theory, brokerage 

and translation and sociological institutional theory. Resource dependency theory (Pfeffer and 

Salancik 1978) illustrates how individuals advance their own interests and those of their work 

units by positioning themselves strategically along important resource contingencies. This theory 

contends that no organization is self-sufficient, every organization needs resources that it does 

not control, and it must secure those resources by interacting with external groups or 

organizations that control them. The theory relates an organization’s behavior to the critical 

resources that the organization requires for its survival and being operational. The importance 

and scarcity of resources determine the extent and nature of dependency (Pfeffer and Salancik 

1978).  

Development scholars, especially from anthropological backgrounds, have rediscovered 

the role of actor-oriented approaches in the development process. Actors play important roles in 

shaping competing development interests, roles, and the flow of international aid (e.g., 

Bierschenk, Chauveau, & Olivier de Sardan 2002; Mosse & Lewis 2006; James 2011). These 

approaches facilitate understanding of the ways government agencies, donor organizations and 

development NGOs operate and the differences that emerge through the practices and strategies 

pursued by actors at different organizational levels (Lewis 1998; Lewis et al 2003). The actor-

oriented approaches include important concepts of brokers, brokerage and translation. This 

perspective is presented at length in chapter two.  
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Sociological institutionalism is a branch of institutionalism that is largely in contrast to 

economic institutionalism. Sociological institutionalism underscores the complexity of human 

behaviors and embedded relationships between social actors and their environments. This 

includes both formal and informal institutions, and normative and behavioral structures (Lu 

2008). I will be particularly looking at the institutional isomorphism frameworks of DiMaggio 

and Powell (1983) and Scott (2001). Both these frameworks extend the scope of sociological 

institutionalism, showing how organizations at a macro level are constructed socially by taken 

for granted a willingness to look appropriate by adopting ideas and knowledge effected by other 

organizational practices.  

Through in-depth interviews, this study inquired from respondents what activities they 

do, how they design them, how their relationships within and outside NGO environment are 

carried out, and what major challenges they face (see appendix for interview instrument). My 

objective is to understand the underlying dynamics and the factors guiding the capacity 

development of NGOs in Pakistan and the concomitant challenges associated with it. This study 

builds upon the theoretical essence of resource dependence, brokerage and translation and 

sociological institutionalism frameworks. Data collection was a challenging task and involved 

comprehensive and rigorous field work. Data include semi structured interviews, focus group 

discussions and field observations. The interview sample includes NGO leaders and staff, donor 

representatives, government functionaries and community representatives. Additionally, 

secondary printed materials such as extant literature and archival NGO materials such as their 

publications, strategy papers, reports and websites are also studied. 

 

Organization of the Dissertation 

 

Chapter two provides a literature review. It discusses the concept of capacity 

development in detail. There are several ways in which capacity development can be defined. In 

the broadest sense, it is a practice by which individuals, groups, organizations and institutions 

enhance their capabilities to understand and handle their development requirements within a 

larger context and in a sustainable way. It is a very broad term that also involves some aspect of 

adding value to existing approaches. Capacity development is an ongoing and long term activity 

that involves a wide range of actors whose participation and contributions are pre-requisite for its 
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success. The chapter will also discuss the importance of leadership development in NGOs. 

Leadership development is another important element of the wider capacity development work 

and is increasingly seen as a fundamental element in the overall organizational effectiveness of 

NGOs. By discussing these two issues with related literature and reviewing the intellectual 

history, this chapter provides the frameworks for this dissertation to reenergize that debate. A 

brief overview of resource dependency, sociological institutionalism and Brokerage and 

Translation will be followed as guidance for the theoretical orientation of this study. The former 

perspective provides a macro view of the ways that development ideas and expectations are 

constructed and maintained broadly within Pakistani society and beyond. The latter approach 

provides a more “active” account and a more micro focus in which individuals and their actions 

are made a part of the analysis.   

Chapter three presents an overview of the methods adopted by this dissertation. First, I 

discuss why qualitative inductive research methods are the most appropriate methods to study 

the research questions of this dissertation due to the exploratory nature of the study. Grounded 

theory and its salient features are elaborated in detail. I also described how data was gathered for 

this study through long interviews and field observations. The process of three step coding 

analysis – open coding, axial coding, and selective coding are also discussed. Detailed 

description of the methods and how the methods were applied in the study provide background 

information and add authenticity to the study. 

Chapter four provides the necessary background information for understanding capacity 

development issues examined in this study. I will trace the history and evolution of the voluntary 

sector in Pakistan, and the various laws under which NGOs are governed will also be discussed. 

The mushrooming growth of NGOs due to changing trends in the overseas development 

assistance and the impact of major disasters on the NGO sector will also be shared in greater 

details. An emerging phenomenon of support organizations and their role in capacity 

development will also be illustrated. Finally, I will discuss the significance and implications of 

two important concepts, social capital and securitization of aid, on the NGO sector of Pakistan.  

Chapters’ five to seven report analysis and findings, and Chapter eight offers conclusions 

summarizing the findings from previous chapters and discusses implications for theory and 

practice.  
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Chapter five provides a good understanding of capacity development and explains how 

different actors in the developmental aid system view this concept. I will explain the different 

understandings of capacity development by different actors, which will further elaborate the 

varied perceptions associated with this concept. To some actors capacity development is about 

skills for others; it is about development and empowerment. Similarly, some actors link it with 

change while others link it to resources and so on. The second half of the chapter examines the 

implementation images of capacity development practised by Pakistani NGOs. The chapter will 

explain training as the most widely used method for implementing capacity development 

activities at the individual as well as organizational level. Similarly, other implementation 

mechanisms of capacity development will also be discussed.  

Chapter six will explore the macro environmental factors that tend to influence the 

capacity development of NGOs in Pakistan. These factors are: role of donors; role of 

government; role of leaders; collaboration between donors and government; cooperation and 

competition among NGOs; culture and resources. These factors are not controlled directly by 

NGOs as they are exogenous in nature, yet they play a major role in driving the capacity 

development activities. NGOs will have to accommodate the influences of these exogenous 

factors to survive and grow. Similarly, NGOs have to make adjustments taking into account their 

changing macro dynamics.  

Chapter seven will help us to better understand the challenges that NGOs are facing. I 

will discuss both the internal and external challenges that hinder the capacity development of 

NGOs. The chapter will also discuss the influence and importance of leadership in NGOs and the 

leadership development challenges that are encountered by Pakistani NGOs.  

Chapter eight concludes the study. Summarizing previous chapters, it will provide a 

synthesis of the findings. The chapter will also discuss in detail the theoretical and practical 

implications of the findings of this research. Finally, I will conclude with a discussion on 

limitations of the study and suggest a number of extensions of the research theme.   
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CHAPTER TWO 

 

LITERATURE REVIEW 

 

Introduction and Overview 

 

 

Capacity development is one of the central ideas within contemporary international 

development. This emerges from the belief and experience that addressing social, economic and 

environmental issues requires greater competencies everywhere in society: in individuals, 

groups, organizations and institutions (Ubels et al 2010). At the same time, confusion exists 

about what capacity is and what its development means. Capacity is a vaguely defined term in 

the literature and often misused. Some scholars argue that capacity development is a core 

function of development while others consider it merely a means to development. Some see it as 

skills and training; others consider it as organizational development. For some NGOs capacity 

development is about increasing empowerment and participation; for others it’s improving their 

internal systems and operations. In short, the concept of capacity development is intangible. This 

study is an attempt to examine these divergent perspectives and discover the real essence of 

capacity development and the underlying dynamics that drive it.  

Theoretical discussion in the extant literature often treats capacity development as a 

process and as a means, as dynamic and multidimensional. It is a very broad term that involves 

some aspect of adding value to existing approaches. It is an ongoing and long term activity that 

involves a wide range of actors whose participation and contributions are pre-requisite for its 

success. Many scholars have studied capacity development (e.g., Kenny 2010; Ubels et al 2010; 

Baser & Morgan 2008; Eade 2007; Brinkerhoff 2002; Kaplan 2000; Smillie 1997; Morgan & 

Qualman 1996; Carlan 1996; Grindle & Hilderbrand 1994; and Loubser 1994), and they all have 

treated capacity development as a process and as a means for an organization to achieve certain 

results and objectives. In general, the research on capacity development has two weaknesses. 

First, limited empirical research is available that studied the external and internal pressures on 

organizations, particularly development NGOs, that resort to capacity development. Similarly, 

the roles of actors, for instance NGO leaders, donor representatives and government 
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functionaries, and their interactions in driving and shaping the capacity development have also 

been relatively unexplored. Till recently, scholars studying the field of capacity development in 

NGOs have generally ignored the role of leaders in the development process and overlooked the 

complex and collective dynamics of leadership in NGOs. This dissertation is an attempt to fill 

these gaps and explore the internal and external environment of NGOs by employing resource 

dependence, brokerage and translation and institutional isomorphism frameworks.  

This chapter will review the relevant literature on capacity and its development. I will 

discuss some definitions and a framework to elaborate my perspectives on capacity development. 

Leadership literature and its relevance for capacity development of NGOs will also be discussed 

in this chapter. Finally, I will be discussing the three theoretical frameworks employed in this 

study, i.e., resource dependence, brokerage and translation and institutional isomorphism.  

 

The Concept of Capacity Development 

 

There is a general consensus among those involved in the international aid system that 

capacity matters and I assert that this assumption is true to a larger extent.  This policy position is 

emphasized by declarations from international conferences and multilateral and bilateral donors. 

The whole idea of achieving the Millennium Development Goals rests on building the capacities 

of states and NGOs throughout the developing world. Thus, capacity and its development cannot 

be overlooked in today’s development debates about usefulness, importance and investment 

preferences (Ubels et al. 2010). Capacity development itself offers a broader view of 

development, and it is argued that development cannot be achieved without addressing the 

capacity issues (Korten 1990). 

  Capacity and capacity development have been important concepts in international 

development cooperation since the late 1980s. But for most of the 1990s, capacity as an outcome 

and capacity development as a process attracted little research. This trend began to change in 

2001 with a major UNDP project titled Reforming Technical Cooperation, which was critical of 

the weak contribution of technical assistance to capacity development (Baser and Morgan 2008). 

According to a World Bank report (2009) donor agencies are investing US$ 20 billion annually 

in capacity building interventions. Both donors and developing countries are struggling to 

improve the efficiency and impact of capacity development projects. For donors efficiency is 
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understood as aid effectiveness and proper utilization of funds by the recipient country. For 

developing countries the efficiency of capacity development means improved governance and 

institution building. Despite these realities the need for capacity development and its translation 

into what needs to be done or delivered or how it can be achieved requires further research.  

In the NGO field, the discussion of capacity development has surfaced in the context of 

changing the unequal relationship between Northern and Southern NGOs (Lewis 1998)4. During 

the last two decades or so there has been a change in the Northern NGOs approach towards their 

Southern counterparts. There is a policy shift from the transfer of resources and skills towards 

the idea of building structures for self-reliance and sustainability within the communities in 

which the NGOs work. Rather than implementing projects directly, there has been a move 

towards working with local partner organizations to make them more capable to undertake 

projects on their own (Lewis 2007).  

In order to provide more clarity of what capacity is and what it demands, I will be 

discussing some definitions of capacity and its development. It can be argued that there can be 

many ways to define capacity just like any other social science phenomenon, and this provides us 

ample space for continued enquiry and investigation. Morgan (2006) defines capacity as an 

emergent contribution of attributes that enable a human system to create development value. 

Horton et al. (2003) contend that capacity is the potential to perform. According to OECD (2006) 

capacity is the ability of individuals, organizations and society as a whole to manage their affairs 

effectively. Kaplan (1999) posits that an organization with capacity has the ability to function as 

a resilient, strategic and autonomous entity. Morgan and Qualman (1996) put forward an 

interesting definition of capacity development which emphasizes the importance of endogenous 

factors. They contend that “it is a process of personal, organizational and societal change that 

depends on indigenous energy, commitment and ownership”. Many scholars believe that 

capacity development interventions may be designed, implemented and sustained locally and 

from within as against the traditional supply-driven and control oriented environment (Girgis 

2007; Eade 2007; Brinkerhoff 2003; Rondinelli 1994 and Foote North 1994). Similarly, 

                                                           
4 In contemporary development literature North and South are used as metaphors that distinguish the 
industrialized donor nations (Northern) from less developed aid recipient (Southern) nations. The former 
are primarily but not exclusively in the Northern Hemisphere and the latter are primarily in the Southern 
Hemisphere. 
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organizational theorists like Dobbin (2007), Garrett (2007), and French, Wendell, and Zawacki 

(1995) contend that the main ingredients for organizational or large scale transformation are 

commitment, leadership and resources. 

For this research, I will consider Ubels et al. (2010) definition of capacity. They consider 

capacity as the ability of a human system to perform, sustain itself and self-renew. This 

definition signifies that capacity is not something static. It is about building some form of added 

value for the members and the outside world (to perform), it is about staying alive and active (to 

sustain) and it is about adjusting and developing over time (to self-renew) on the basis of internal 

forces and external pressures (Ubels et al. 2010). The term human system signifies that capacities 

exist in different scales or levels of human organization. Individuals can have capacities, teams 

have capacities to achieve what they intend to achieve, organizations can have capacities and 

even nations have capacities to achieve development. According to this definition capacity 

development refers to change in capacity over time. It is important to realize that capacity 

development is a natural, ongoing and endogenous process. As capacity is not static, the capacity 

of any entity will always change in interaction with its environment. However, the term capacity 

development or building in practice is used to refer to deliberate efforts to stimulate, guide, 

nurture and grow capacities beyond the existing conditions (Ubels et al. 2010).  

From the above discussion three perspectives have emerged about capacity and its 

development. The first perspective is that capacity is about outcomes and impacts. It expresses 

itself in the ability of people and organizations to achieve and deliver results in a chosen area and 

to sustain the required activities and adapt them over time. The second perspective is that 

capacity is a living phenomenon. It is the broader ability of a system to live an active and 

meaningful life and show confidence in determining its own future. Capacity builds and draws 

upon various elements in the environment that interact with and depend upon each other. A third 

perspective is that capacity is relational and it actively interacts with its environment. Every 

living system interacts with its environment, influencing and being influenced. Capacity in any 

form of organization is relational; it requires and works in connection with other elements in the 

system. As capacity is relational it is also political. It is about power, politics and interests and 

about a system’s ability to work with and through differences in view of power to achieve 

effective collaboration. It is about potential asymmetries and divergence between actors, and 

how these factors can be dealt with (Ubels et al. 2010).  Empirical evidence supports the first 
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perspective of capacity, but limited research is available on the last two perspectives, i.e., the 

interaction of various elements and actors and the influence of environment on capacity 

development.   

A comprehensive framework is introduced by the European Center for Development 

Policy Management (ECDPM) for understanding capacity and its development. Based on the 

work of Kaplan (1999) and Baser and Morgan (2008), this work has provided a valuable input to 

the NGO community. Based on 16 in-depth case studies, the ECDPM unfolded the concept of 

capacity in terms of five core capabilities that are present across all the situations where effective 

capacity is displayed. The five capabilities can be found in almost all organizations and systems: 

the capability to act, the capability to generate development results, the capability to relate, the 

capability to adapt and lastly the capability to integrate. All these five capabilities are distinct but 

interdependent. This framework considers capacity as a living and dynamic phenomena and 

postulates that understanding capacity requires looking beyond measuring results and impacts.  

According to the ECDPM framework the first core capability is for the organization or 

system to self-organize and act on its own. Organizations must be able to exert influence and 

develop with some sort of strategic objective. It is about the capability of an organization to be 

aware of its place in the world, to organize itself, develop its own identity and then to act. 

Organizations with capable leadership are in a better position to organize themselves. Many 

NGOs in developing countries lack the power to act. At times, government policies and influence 

restrict their operating space. Similarly, many NGOs lack financial independence and they 

depend heavily on donors. Some NGOs are not able to establish their networks, i.e., international 

or domestic linkages that help them to sustain their capability to act.  

The second capability is generally the most commonly used way to comprehend capacity 

building, i.e., generating development results. The first category of development results can be 

achieving attitudes, values, or behaviors that the NGOs need to make progress. The second 

category of results is output-based. Capability from this perspective is about achieving higher-

order program development results. For instance, NGOs implementing or executing certain 

projects can have effective performance in the form of improved service delivery.  

Characteristics of this view are accorded particular importance by most stake holders, especially 

the international development agencies.  
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The third capability is the capability to relate to other actors. This perspective signifies 

that capacity is not just about goal achievements and program delivery. In the real world 

organizations need to gain support and protection. They need to enter into formal and informal 

alliances and partnerships. This capability is relevant for developing countries that lack 

institutional and organizational infrastructure. In such cases institutions and organizations have 

to compete for power, space, support and resources with a wide range of other actors including 

individuals, informal groups and networks. The donor behavior can be explained from this 

perspective. For instance, in certain cases tension exists in the relationship between countries and 

donors as both the groups attempt to uphold their own legitimacy with different groups of 

stakeholders and beneficiaries.  

The fourth capability according to the ECDPM framework is to adapt and self-renew. 

Capacity according to this perspective is about the potential of an organization or system to 

adopt new ideas and change. Many organizations and actors have to confront sudden or 

unanticipated shocks and change for instance abrupt external change in the external environment 

like changes in government policies or donor’s priorities and interest. In such a scenario many 

development agencies and NGOs struggle to keep-up with the demands and requirements of their 

constituents and client as global pressures can swing their behavior.   

The fifth and final capability is to integrate and achieve coherence. Organizations need to 

specialize and bring things together and achieve coherence. As organizations grow they need 

different kind of skills and services, diversity in clients and funders, and a variety of new views, 

beliefs and methods. However, at the same time they undergo integration and coherence. The 

success of a robust organization depends on this kind of capability to bring things together. From 

the above discussion it can be concluded that capacity is a multidimensional phenomenon. It is 

based on different capabilities that combine and interact to shape the overall capacity of a 

purposeful human system, individual as well as organizational.   

The ECDPM framework is a comprehensive effort to identify key elements that 

contribute to the overall capacity. However, while the ECDPM model offers a comprehensive 

view of the elements of capacity, it does not address the influence of environment and actors on 

capacity development. Similarly, it can be argued that the ways in which elements are present 

and combine can vary enormously within and between different types of organizations, therefore 

making the generalizations difficult unless validated by experience. Another important fact that 
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we observe is that capacity is relational and dynamic. The framework does not highlight the 

different types of power dynamics that are in play between actors at different levels in 

organization. There are many unknowns and intangible aspects of capacity development that 

need scholarly attention. We do not know, for example, how the development of each capability 

is best approached in practice nor how each interacts with others. Similarly, how far does 

dependence on resources compel organizations, or specifically development NGOs, to undertake 

some aspects of capacity development and not others? We also don’t know the role of various 

actors, like NGO leaders, donors, government etc., in driving the capacity development exercise. 

Lastly, the framework is also silent about how leadership affects and gets affected by capacity 

development.  

 

NGO Leadership and Development 

 

Leadership development is another important element of the wider capacity development 

work and is increasingly seen as a fundamental element in the overall organizational 

effectiveness of NGOs. NGOs face peculiar management complexities different from those faced 

by governments or the for-profit sector. The increasing role and importance of NGOs in 

developing countries implies that the leaders of such organizations confront increasingly 

complex managerial problems and are under or often unsupported (Smillie, 1995; Fowler, 1997; 

Edwards, 1999; Hailey, 2000; Eade, 2000; Lewis 2001; Hailey and James, 2004). NGOs are 

intermediary organizations that link governments, donors and communities and therefore have 

multiple constituencies or clients to address. The leaders of these development NGOs face 

extraordinary challenges as they work with meager resources in unstable environments to help 

the neglected members of the society. Given the recent pace and growth of the non-profit 

activities it is argued that there exists a deficit of talented leadership in the NGO sector. As a 

result there are serious efforts to develop a new generation of leaders, and to give appropriate 

support to existing and future leaders. Hence, the leadership development programs considered 

for NGO leaders need to integrate recent experiences and best practices rather than repeating 

traditional leadership approaches (Hailey 2006).  

Most of the literature available on leadership focuses on the role, personality, style, traits 

and character of leaders in business and politics. Much of this research is based on leadership in 
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the developed and industrialized countries, which has a particular focus on low power distance 

and individualistic cultures of North America and Western Europe (Hofstede & Hofstede 2005; 

Kotter 1996; Adair 2002; Bennis and Nanus 2004). Comparatively less research has been done 

on leadership in NGOs, and the research that is available is primarily based on the experience of 

US and European NGOs concerning board and executive governance relationships (Hailey 

2006). Allison (2002) reviewed the books related to non-profit or NGO management carried by 

Amazon.com and found that only ten percent were related to NGO leadership; interestingly, all 

of them focused on US nonprofits and were concerned primarily with governance matters. Hence 

much of the available leadership research is not relevant to different cultural, social and political 

settings in which NGO leaders work (Fowler et al 2002; Hailey and James 2004).  

Brower et al. (2012) observed the exaggerated attention on individual, charismatic and 

heroic leaders who are believed to “make things happen,” suggesting that this focus neglects the 

influence of middle and lower-level managers and leaders in organizations. This situation can 

lead to an organizational capacity paradox. To the extent that an-NGO leader takes a charismatic 

and heroic role, the NGO remains dependent on this leader, and long-term survival and 

democratic governance are held captive. The existing literature on leadership in NGOs focuses 

on “what is in the leaders” rather than “what do leaders do,” i.e. the processes and interactions in 

which the leaders are involved (Brower et al. 2012; emphasis added). Leadership and 

followership is, in fact, an interactive and two-way process and scholars researching leadership, 

especially in the context of development NGOs, need to focus on context and interactions in 

which these leaders are involved. This study is an attempt to explore these interactive roles and 

processes in which the NGO leaders are involved.  

The international forum on capacity building, a global association of NGOs concerned 

with development of organizational and managerial capacity of NGOs, expressed its 

apprehensions on the quality and availability of appropriate future leadership for the NGO sector. 

It underscored the importance of increased investment to develop a new generation of NGO 

leaders (1998 and 2001). Similarly, CIVICUS, an international coalition of civil society 

organizations, also pointed out the lack of NGO leadership development. They observed that the 

lack of leadership development in NGOs is a result of frequent turnover of the senior staff and 

the difficulty to replace them. Hence, NGOs are required to focus more on recruiting, training 

and retaining effective leaders (CIVICUS, 2002).  
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Leadership Theories 

 

There is a wide range of research on leadership and its theories. The following paragraphs will 

review the existing leadership theories and practices; a majority of this literature has its roots in 

management, business and political science disciplines. Leadership can be defined as the 

capacity to lead. Northhouse (2004) identified four characteristics that explain leadership theory 

elaborately: 1) leadership is a process; 2) leadership is about influencing; 3) leadership takes 

place in a group context; 4) leadership involves achieving goals. Based on this approach 

leadership can be defined as “a process wherein an individual can influence a group or other 

individuals to accomplish certain goals.” It must be noted that no single definition can capture all 

the characteristics associated with leadership. Also, we must realize that there will be a range of 

different explanations and insights of what leadership is all about and what are characteristics of 

a good leader. Another way to understand different features of leadership is to create a typology 

of different kinds of leadership. One such typology identifies four different types of NGO 

leaders: 1) Paternalistic; 2) Activist; 3) Managerialist; and 4) Catalytic (Hailey 2006).  

Paternalistic leaders exhibit a patriarchal or matriarchal style of leadership. This 

leadership style is based on personal or kinship relationships. They can inspire immense loyalty 

and have close relationship with followers. However, to outsiders they may appear too autocratic 

and highly dependent on familial relationships and which may not be successful in the longer 

run. Activist leaders are largely engaged in advocacy and lobbying. They are highly influential 

and excessively focused on a single issue. They can motivate and inspire their followers. 

Managerialist leaders are well known for their managerial and administrative skills. They can 

successfully establish systems and procedures to manage diverse groups of staff. Catalytic 

leaders act strategically, and they can promote and implement change. They are usually effective 

in building alliances and coalitions. This typology offers a rudimentary view of leadership. 

However, it is parsimonious and goes beyond simple definitions. It gives us an insight into 

different kinds of leadership styles that may exist in practice.  

Another classification of leadership is based on traits, styles and competencies. Earlier 

researchers on leadership focussed greatly on personality and charisma. They argued that some 

individuals are born with certain traits that make them effective leaders. However, this idea of 

leadership traits came under criticism as it overlooked the influence of external factors. In the 
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1970s researcher started to focus on what leaders did in practice and how organizations shaped 

different leadership styles. In particular researchers were interested in the way leaders adapted 

their personality and leadership style to suit their peculiar situations (Hersey & Blanchard 1998; 

Mintzberg 1998).  

In the 1980s the leadership studies focused on leaders who actively supported 

organizational change. Such transformational leaders enabled common people to achieve 

extraordinary outcomes (Peters & Waterman 1982; Bass 1985). However, by the late 1990s this 

approach came under question. Transformational leadership was questioned for its sustainability. 

Leaders were required to demonstrate a new skill set based on networking, team building and 

delegation as the organizations became more complex and flatter. Mintzberg (2006) contends 

that leaders who can practice “engaging management” can survive. Such leaders have the ability 

to engage or inspire others through their care and modesty. Despite these critiques of dominant 

ideas in the literature, the research on leadership continued and many new competencies of 

successful leaders were reported. One such approach is the development of a competency 

approach which is the outcome of increasing interest among organizations to attract talent and 

engage a new generation of leaders. Also, those involved in designing and running leadership 

development programs desired to identify the competencies and capabilities that they should 

focus to encourage and develop. Critics of the competency approach argue that this approach 

idealizes the role and character of strong leaders who can in certain instances exploit or misuse 

their power (Kellerman 2004). 

Uhl-Bien et al (2007) proposed an interesting framework, known as complexity 

leadership framework, to explore the leadership dynamics. This framework suggests a different 

paradigm for leadership that frames leadership as a complex interactive dynamic phenomenon 

from which adaptive outcomes like learning, innovation, and adaptability emerge. Complexity 

leadership theory recognizes three types of leadership: (1) leadership grounded in formal and 

bureaucratic hierarchy, alignment and control known as administrative leadership; (2) leadership 

that enables conditions to address creative problem solving, adaptability, and learning known as 

enabling leadership); and (3) leadership that generates catalytic activities to initiate change in a 

social system known as adaptive leadership. Hence, the complexity leadership framework 

recognizes that leadership is too complex to be explained as only the act of an individual or 

individuals; rather, it is a complex relationship of many interacting forces. It would be interesting 
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to study the dynamics of NGOs leadership through the lens of complexity leadership theory, 

rather than focusing on the charismatic leadership theory alone. As pointed out by Brower et al. 

(2012) this theory focuses on the processes and interactions in which the leaders are involved.  

The above mentioned leadership theories and concepts give us some basic understanding 

about leaders and the dynamics of leadership. It can be argued that leadership is a complex 

phenomenon. It is very important to understand and develop leadership because of its importance 

to mobilize and engage people. This is predominantly true for voluntary and non-profit 

organizations. Till recently, scholars studying the field of capacity development in NGOs have 

neglected the role of leaders in the development process and overlooked the complex and 

collective dynamics of leadership in NGOs. I suggest that they underestimate the importance of 

culture and context in which many NGO leaders work.  And as a result many capacity 

development initiatives undertaken to support the new generation of leaders in the NGO sector 

were improperly designed and implemented (Hailey 2006).  

 

NGO Leadership in Developing Countries 

 

The literature on NGO leadership in developing countries discusses the influence of 

culture on leadership styles. Interestingly, there is contradictory evidence that emanates about the 

leadership of NGOs in the developing countries. On the one hand NGOs attempt to adopt 

participatory and decentralized leadership and management styles based on the collectivist nature 

of society found in many developing countries. On the other hand more bureaucratic and 

mechanistic approaches are adopted by individual leaders owing to the high vertical power 

dimensions common in these cultures (Hailey 2006). Evidence demonstrates that NGOs leaders 

in developing countries face peculiar cultural pressures that are related to expectations of their 

subordinates and staff and which results in a paternalistic role for leaders. This makes it difficult 

for leaders to play a more professional role (James et al. 2005).  In such a situation the leaders 

are under tremendous stress to keep up with the expectations and demands of family and tribes 

and at the same time maintain the power distance relations with their subordinates. It has been 

argued that the paternalistic nature of many NGO leaders is an expected outcome of the high 

levels of commitment and collective sense of ownership common to NGOs in many developing 

countries (Fowler 1997).  
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Many instances of negative impact of paternalistic founders and charismatic leaders of 

NGOs in developing countries have been reported. These charismatic leaders demonstrate great 

ability to mobilize and drive people and resources, but at the same time they may dominate the 

organizations without being accountable and often are unwilling to adapt to changing 

circumstances and environments (Hailey 2006). Chambers (1997) contends that many NGO 

leaders in developing countries accomplish success through their vision and commitment, but the 

way they exercise their authority can endanger organizational effectiveness. He further contends 

that such paternalistic leaders are too dominant in their decisions and cannot be easily 

contradicted or corrected. They have to be always regarded with high esteem and at times 

flattered. As a result they can overturn any initiative, no matter how beneficial it may be for 

organizational effectiveness, if they perceive that it may be detrimental to their authority, 

position and power. These charismatic leaders can actually hinder capacity development for 

NGOs in developing countries; as a result NGOs may thus be unable to serve as third party 

government such as in United States and other developed countries (Salamon 1987). One remedy 

may be a learning organization approach that gradually weans the NGO sector of developing 

countries from charismatic leadership traditions and permits them to thrive and grow beyond the 

founder-leader’s era (Brower et al. 2012).   

An effective NGO leader can transform an organization by providing direction, 

motivating staff, generating new resources and at the same time upholding a clear and distinct 

organizational identity and supporting values. Such leaders require a knack for balancing 

competing demands and challenges with their own values and ambitions (Hailey 2006). James et 

al. (2005) argue that leadership is not about individuals, it is more about relationships. It is a 

dynamic process of mutual influences and exchanges between leaders and followers. Research 

among African NGO leaders has demonstrated that dominant leaders are gradually inclining 

towards sharing decision making with their subordinates and promoting more participation in 

their organizations. Similarly, many successful NGO leaders exhibit high levels of self-

awareness, self-management and are able to manage a diverse range of social relationships 

(Hailey 2006).  

One aim of this study is to examine the diverse range of social relationships in which the 

NGO leaders are engaged. At the same time this study will also focus on how capacity 

development interacts dynamically with leadership development. The existing literature on NGO 
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leadership has focused on the individual characteristics of successful leaders and generally 

ignored the interactions of leaders with other actors present in their environment. It would be 

interesting to examine the role of NGO leaders through the lens of brokerage and translation 

while they interact with other actors in their environment. 

 

Resource Dependence Theory 

 

 Resource dependence theory (Pfeffer and Salancik 1978) illustrates how individuals 

advance their own interest and those of their work units by positioning themselves strategically 

along important resource contingencies. According to this theory, organizations are not self 

sufficient, and they need resources for their survival and existence. In order to achieve the 

needed resources they interact with external groups and other organizations that control the 

resources. Resource dependence theory also contends that for understanding organizations, it is 

important to understand the environments in which they are embedded. The environment may 

include other organizations within the same sector and other stakeholders, suppliers, sponsors, 

associations and structures that regulate the relationships between these actors.  

In environments where resources are abundantly available the interdependence between 

organizations is limited, while environments with scarce resources create greater uncertainty and 

challenges exist between organizations. The uncertainties and challenges in the external 

environment leads organizations and firms to go for cooptation, mergers, acquisitions, alliances, 

interlocking boards, integration and so on  with other firms (Pfeffer and Salancik 1978). In a 

nutshell, it can be argued that dependence on resources affects the behavior of organizations and 

they adopt various means and strategies to attain the resources essential for their survival. This 

framework has been profusely used by scholars from sociology, political science, economics, 

education, public policy and other similar disciplines to study power in and around 

organizations. Therefore, it can be argued that this frame-work will also be very fruitful in 

studying the external environment and behavior of development NGOs.  

Resource dependence theory helps us to understand organizational behavior and how 

organizations relate to other social actors in their environments. There are three core ideas of this 

theory: (1) social context matters; (2) organizations have plans to augment their independence 

and pursue interests; and (3) power (not just rationality or efficiency) is significant for 
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understanding internal and external actions of organizations. The emphasis on power is a 

distinctive feature of resource dependence theory that differentiates it from other approaches, 

such as transaction cost economics (Davis and Cobb 2009). Organizations are coalitions of 

varying interests and it’s very common that actors often have divergent interests and preferences. 

These actors differ in the extent to which they control the activities of the organization. Some 

actors provide resources but are not tightly bound to the organization. These actors, which may 

be other organizations, groups or individuals, constitute the social environment or context of the 

organization and in a sense control the organization (Pfeffer and Salancik 1978). 

Power is an important principle of the resource dependence theory (Nienhuser 2008). The 

sustainability of development NGOs depends on their ability to attract the resources needed to 

support their activities. The most common sources of funding for NGOs, in the context of 

developing countries, come from international donors. Due to the nature of their work, NGOs 

rely heavily on the flow of resources from donors (Heimovics, Kotlererman and Coughlin 1993). 

This reliance can lead to a situation in which donors have power over the organizations (Christen 

2005; Pfeiffer & Salanack 2003). Donor funding often comes with strings attached to it; i.e., 

donors have certain requirements and expectations (Smillie & Helmich 1993). Failure to comply 

can lead to loss of funding for the NGOs. Therefore, NGOs often find themselves in a situation 

in which they are more likely to yield to the demands of external forces. The dependency on 

donors’ resources can at times put the NGO’s mission, activities, and purpose in jeopardy 

(Macedo & Pinho 2006). Such situations can lead NGOs to take on roles and responsibilities that 

are outside the scope of their mission or expertise but only to obtain funding. Alternatively, they 

may drop certain activities that do not fit into their donor’s priorities (Edwards & Hulme 1996).  

When the interests of the donors are in clash with the interest of the organization, NGOs 

have two alternatives: either to forego funding or make appropriate adjustments to accommodate 

donors’ demands. NGOs with greater reliance on donor funding may be compelled to do the 

adjustments to ensure their survival. Researchers have found that many NGOs have practically 

altered their goals and objectives in order to obtain funding (Billis & Harris 1992). However, 

NGOs can manage their dependency by engaging with other resources available in their external 

environment. Effective leadership and networking with other organizations allows an NGO to 

increase their organizational resources and support their operations without increasing their 

dependency on donors (Pfeiffer & Salanik 1978).  
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NGOs and their leaders are constantly under pressure to live up to the expectations of 

their donors and the communities they work with. At the same time they have to maintain 

harmonious relations with the government. This situation leads the NGOs and their leaders to 

look for resources, alliances and partnerships in their environments. Hence, resource dependency 

theory provides a useful framework to study the dependencies and vulnerabilities of development 

NGOs. This study is particularly interested in examining the conditions and circumstances that 

compels the development NGOs, focusing on capacity development, to deviate from their 

mission and objectives. This study will also be looking at the strategies and approaches that are 

adopted by development NGOs to manage their dependencies on the resources available in their 

environment.  

Brokerage and Translation 

 

The second important framework that this study is employing to examine the behavior of 

development NGOs and their leaders is brokerage and translation. Development scholars, 

especially from anthropological backgrounds, have revived the role of actor-oriented approaches 

in the development processes (James 2011). Development involves interactions among actors of 

different backgrounds and statuses, who have dissimilar goals and posses different resources. 

These actors play important roles in shaping competing development interests, roles, and the 

flow of international aid (e.g., Bierschenk, Chauveau, and Olivier de Sardan 2002; James 2011; 

Mosse & Lewis 2006). The interaction among actors leads to social processes and negotiations 

of meaning and identity which Mosse and Lewis (2006 p.11) have described as “social actors as 

active agents building social, political, and economic roles rather than simply following 

normative scripts” (quoted in Brower 2012 p.1). The scholars involved recognize that this is a 

revival of ideas that gained considerable importance decades earlier, but was criticized for 

ignoring the central influence of international institutions and actors (Brower 2012).  

Brokers have special currency in the literature of development anthropology. Wolf (1956, 

1957) and Geertz (1960) referred to brokers as individuals who were particularly skillful in 

connecting local concerns with prevailing influence at the national level in developing countries. 

These individuals were shown to have created careers exploiting uncertainties in the changing 

local, regional and national political economies (Brower 2012). Boissevanin (1974, p. 148) 

observed that “a broker is a professional manipulator of people and information who brings 
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about communication for profit.” Brower (2012) further contends that brokers do not have 

personal control over “first degree resources” such as land, jobs, credits, or specialized 

knowledge, and so built up social and political capital in the form of strategic contacts with those 

who control the primary resources. According to Bierschenk et al (2002) “brokers are network 

specialists” and their strength is their personal network of relations with people.  

Bierschenk et al (2002) also highlight  how colonial roles and relationships, especially in 

Africa, became prime settings for brokers to blossom because of huge power differentials 

between colonial powers and local societies and because traditional systems were characterized 

by authority vested in elites and strongmen as opposed to participative democratic structures. 

Furthermore, rent-seeking structures built up around the flow of international aid aggravate the 

incentives for political patrons to act as brokers in connecting local client groups to the stream of 

resources. Thus brokerage in the African context is due to a particular historical context and 

international aid activities. The contemporary context in many developing countries also reveals 

greater dependence on the influence of international institutions than on a stable nation-state 

(Brower 2012). 

This study aims to focus on the role of brokers and the process of brokerage. As Mosse 

and Lewis (2006) argue that brokers are intermediaries between development institutions and 

peasant society, it is interesting to examine the interactions and relationships of international 

donors, development NGOs and the communities in Pakistani context. James (2011) contends 

that rapid transitions and fluid dynamics in development aid systems have encouraged a return of 

the broker concept to studies of voluntary action in developing contexts.  

Brokerage is a network dynamic that illustrates how individuals position themselves. 

“Brokerage is the action of coordinating across (a structural) hole with bridges between people 

on opposite sides of the hole” (Burt, 1992, p. 18). Brokerage understood in this way points to 

brokers as those actors that connect groups of individuals who otherwise would be isolated from 

each other. As we conceptualize our interest in this way, we shift our focus to the relationships 

between individuals and between individuals and context, rather than attempt to discover the 

amorphous properties of the “typical” broker. As Burt (2005, p.11) reminds us, “the value of a 

relationship is not defined inside the relationship; it is defined by the social context around the 

relationship” (quoted in Brower 2012).  
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Brokerage as a process or as an interaction can be understood as the action of bridging a 

structural hole. Furthermore, “individuals that occupy structural holes are individually 

advantaged in three ways: “access to a wider diversity of information, early access to that 

information, and control over information diffusion” (Burt, 2005, p. 16). The bridging 

connections that brokers provide also serve other important pro-social purposes. These bridging 

ties are typically responsible for the spread of new ideas and behaviors, and they are helpful in 

“translating opinion and behavior familiar in one group into the dialect of a target group” (p. 17). 

March (1991) has shown how such ties encourage organizations to explore new opportunities 

rather than continue to exploit familiar resources, and Padgett and Ansell (1993) demonstrate 

how they promote “robust action” among disparate groups that might not otherwise interact.  

Brower (2012: 4) contends that “the integrative aspects of brokerage often get lost in our 

analyses because: a) we resort to looking for and positioning the broker within the 

developmentalist exchange; b) for methodological reasons we usually bound our inquiry as a 

case study around the individual, the broker, as the unit of analysis; and c) we insist on looking 

for the ontological essence of the broker rather than on the processes and dynamics of brokerage. 

The other critical element of context involves the dynamic processes of interaction through 

which shared understanding is created, reinforced, and revised. Through detailed ethnographic 

research this study aims to address these three concerns and create a richer conceptual 

understanding of brokerage activities.” 

Translation is related to the activities of brokers, characterizing the efforts of influential 

actors to frame new ideas and recruit other to those ideas. Translation is about meaning and more 

specifically how shared meaning is created, revised, and/or reinforced (Brower 2012). “A classic 

articulation of the translation dynamic is found in a study by Michel Callon (1986).  Callon 

illustrates how two scientists borrowed a new technique from Japan for protecting young 

scallops from predation in coastal waters of France and convinced other scientists and French 

scallop fisherman to accept the new approach. Callon uses the term translation to refer to the 

process by which the two scientists recruited others to their new model. From the case study of 

the scallops he induced a translation model consisting of four steps” (Brower 2012: 4). 
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Brower (2012) highlights that translation is a perspective referred to in Actor Network 

Theory (ANT)5. ANT is not a theory per-se; it is merely a lens for investigating the social world. 

Brower (2012) further posits that “translation is to ANT as brokers are to structural 

relationships”. Thus the joint investigation of brokerage and translation is essentially the joint 

pursuit of structure and meaning. What makes the joining of brokerage and translation an active 

account is that the actors under study are not to be seen as unfettered free agents, but are 

realistically constrained by both their structural and ideational embeddedness (Granovetter, 

1985; DiMaggio, 1990).  Structural network perspectives, for example, have constraint 

illuminated in the clusters of nearby others who impose their normative expectations on actors. 

Translation, examining the processes of shared meaning construction through the ANT lens, 

connects the analysis in recognition of material artifacts, machines, and documents that reflect 

the extant status quo. These are actors who are constrained by, react to, and continuously attempt 

to temper the settings in which they are suspended. As John and Lyn Lofland (1995, p.145) have 

suggested, these are “creative and probing creatures who are coping, dealing, designating, 

dodging, maneuvering, scheming, striving, struggling, and so forth -- that is, as creatures who are 

actively influencing their social settings” (quoted in Brower 2012).  

Brokerage and translation offer a lens for examining the processes by which various 

participants for instance, NGO leaders, NGO staff, government officials, aid workers and others, 

attempt to position themselves strategically and transform shared meanings and objectives. The 

reemergence of interest by scholars in the brokerage and translation metaphor is due to 

proliferation of actors in the developing world who invoke the brokerage and translation image. 

And this proliferation may in turn reflect increasingly multi-centered and fragmented power 

dynamics internationally, and especially in donor-recipient relations in the international aid 

system. Importantly, part of the conceptual leverage of this revitalized interest in brokerage and 

translation is that it breaks analysis out of the normative and compartmentalizing excesses of 

development scholarship that depicted development actors as deceitful opportunists or 

conversely as overly-determined manifestations of emergent civil society (Brower 2012).  

This framework has the potential to provide rich theoretical insights about capacity 

building interventions of development NGOs working in Pakistan. Qualitative research methods 

                                                           
5 The origins of ANT are often traced to Bruno Latour’s studies in the sociology of science (1986; Latour 
& Woolgar, 1976). In the ANT view scientific knowledge is the product of social processes, not an 
objective reality generated from privileged scientific procedures.  
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like grounded theory and ethnography are best suited to conduct this research as these methods 

seek to understand process, change, and emergent activities rather than seeking to identify static 

characteristics that are presumed to be “in” a role, character, or setting. From the perspective of 

this study it is important to know about what the capacity development activities of development 

NGOs look like, how they occur, and what they mean to their participants. 

 

Sociological Institutionalism 

 

Sociological institutionalism is a branch of institutionalism, largely in contrast to 

economic institutionalism. This theory emphasizes appropriateness of behavior according to 

social norms and status of the social actors (March and Olson 1989). Sociological 

institutionalism emphasizes the complexity of human behaviors and embedded relationships 

between social actors and their environments. This includes both formal and informal 

institutions, and normative and behavioral structures (Lu 2008). I will be particularly looking at 

DiMaggio and Powell (1983) and Scott (2001) institutional isomorphism frameworks. Both these 

frameworks extend the scope of sociological institutionalism, showing how the organizations are 

constructed and affected by human behaviors, embedded relationships and normative practices. 

These frameworks provide a richer foundation to study the voluntary organizations and explore 

the contexts and social settings in which the NGOs are embedded.  

  Two influential scholarly pieces set the tone for sociological institutionalism: Meyer and 

Rowan’s “Institutionalized Organizations: Formal Structure as Myth and Ceremony” (1977) and 

DiMaggio and Powell’s “The Iron Cage Revisited: Institutional Isomorphism and Collective 

Rationality” (1983). Meyer and Rowan contend that, in order to avoid risk, achieve resources 

and stability, and extend survival, new organizations imitate existing structures which have 

already gained legitimacy and have been tested by the environment (cited in Lu 2008). 

DiMaggio and Powell set forth the isomorphism theory (1983) which was further supported by 

Scott’s (2001) institutional pillars.  

DiMaggio and Powell (1983) discussed institutional isomorphism based on the 

assumption that organizations become increasingly similar through institutional forces. 

Similarly, institutional isomorphism holds that increasing organizational homogeneity is the 

result of organization changing structures or practices in accordance with institutional forces. In 
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their later work DiMaggio and Powell (1991) further explained why institutional isomorphism 

always happens in the organizational field. They argue that, although organizations behave 

rationally in conforming to rules and expectations of the institutional environment, they construct 

an institutional environment that constrains their ability to deviate from others and thus 

organizations become more homogenous. According to DiMaggio and Powell (1983) there are 

three mechanisms of institutional isomorphic change: coercive isomorphism, mimetic 

isomorphism and normative isomorphism.  

Coercive isomorphism: This type of isomorphism results from both formal and informal 

pressures exerted on organizations by other organizations upon which they are dependent and by 

cultural expectations in the society within which the organizations function. Such pressures may 

be felt as force, as persuasion, or as invitation.  

Mimetic isomorphism: This type of isomorphism results from uncertainty which is a 

powerful force that encourages imitation. When organizational technologies are poorly 

understood, when goals are ambiguous, or when environment creates symbolic uncertainty, 

organizations may model themselves after other organizations.  

Normative isomorphism: This type of isomorphism results from shared organizational 

norms such as those of professionalization. There are two aspects of professionalization: (a) the 

resting of formal education and of legitimating in a cognitive base produced by specialists; (b) 

the growth and elaboration of professional networks that span organizations and from which new 

models diffuse rapidly. Typical examples would include certain professional rituals and 

understandings that have been institutionalized through years of training and practice.  

Scott (2001) contends that social knowledge, once institutionalized, exists as a fact and 

objective reality and can be transmitted directly on that basis. He further argues that 

organizations are interpenetrated with their environments, which may constitute organizational 

identities, structure and activity routines; in other words organizations are immersed in their 

environments. Scott identified three pillars of institutional isomorphism: the regulative pillars, 

the cultural-cognitive and the normative pillar. 

The Regulative Pillar: Regulatory processes involve the capacity to establish rules, 

inspect others’ conformity to them and manipulate sanctions such as rewards and punishments. 

Organizations adopt these regulatory measures to influence future behavior of smaller units and 
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smaller organizations accede to them to avoid the penalty of noncompliance. The regulative 

pillar captures the dynamics of DiMaggio and Powell’s (1983) coercive isomorphism. 

The Cognitive pillar: It is the shared conceptions that constitute the nature of social 

reality and the frame through which meaning is made. Meyer and Rowan (1977) and DiMaggio 

and Powell (1983) emphasize the extent to which wider belief system and cultural frames are 

imposed on or adopted by individual actors and organizations. The underlying argument is that 

meanings are collectively constructed by individuals in interaction, creating a common frame of 

reference. The cognitive pillar is consistent with the dynamics of DiMaggio and Powell’s (1983) 

mimetic isomorphism. 

 The Normative Pillar: Normative systems include both values and norms. They are 

viewed as imposing constraints on social behaviors but at the same time they empower and 

enable social actions. March and Olsen (1989) argue that behavior in political institutions reflects 

the routine ways in which people do what they are supposed to do. Individual actors and 

organizations conform not because of their individual interests but because it is expected of them 

(Scott 2001). This pillar coincides with normative isomorphism in DiMaggio and Powell’s 

(1983) work.  

To conclude the discussion on sociological institutionalism, this framework is liberated 

from the economic rationality model and instead emphasizes conformity to behaviors that are 

considered appropriate. Sociological institutionalism emphasizes social contexts, historical 

perspective, network relationships, and a broader view of institutions—not only economic, 

rational, political, rules maximizing or formal institutions but social, interpersonal, informal, 

cultural embeddedness, and much more (Lu 2008). 

 As the NGO sector in Pakistan is expanding and becoming more institutionalized it 

would be interesting to examine capacity building and leadership development practices in 

NGOs through the lens of institutional isomorphism. How far these practices are products of 

institutional isomorphic processes and to what extent these practices have been permanently 

adopted by NGOs would be of concern for this study.   
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CHAPTER THREE 

 

METHOD 

 

Introduction  

 

 

This dissertation has three principal purposes: (a) to understand the dynamics and factors 

driving the capacity development of NGOs in Pakistan; (b) to elaborate the pressures and 

challenges faced by NGOs for capacity and leadership development and (c) to generate 

theoretical propositions for successful capacity building interventions. In the process of 

achieving these goals a more general understanding of the interactions among various stake 

holders in the NGO arena and the internal and external environment of NGOs will evolve.  I 

chose to use grounded analysis (Strauss and Corbin 1998; Lofland and Lofland 1995), which is 

an inductive approach aimed at exploring relatively new areas and building theories by obtaining 

non-quantitative data. This inductive approach was necessary in order to explore the stake 

holders own interpretations of capacity development, the challenges they are facing and possible 

future courses of action in order to improve NGO capacity development interventions in 

Pakistan. Additionally, the inductive research methods are compatible with the exploratory 

research tasks that this study is undertaking. 

 A literature review on capacity and leadership development in NGOs as discussed in the 

previous chapters has revealed limitations in existing research to produce findings that are both 

detailed and applicable to Pakistan and other similar developing countries. There are many 

unknowns and intangible aspects of capacity development. The influence of environment and 

roles of actors in shaping and driving the capacity development for NGOs is yet to be explored.  

I have responded to these deficiencies by adopting inductive and exploratory research methods, 

and by gathering a sample of multiple actors from different organizations who are associated 

with NGOs’ capacity building activities. These actors include: NGO leaders, NGO staff, donor 

representatives, community activists and government functionaries. This approach obtained rich 

details through in-depth interviews, field observations and inductive research methods. The rich 

data thus obtained are essential to conceptualize and advance the existing understanding of NGO 
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capacity and leadership development. The data also provide empirical evidence for theories and 

ideas about the role of various stakeholders involved in the NGOs arena.  

 

Grounded Analysis 

 

This research method, commonly known as grounded theory, was originally developed 

by two sociologists, Barney Glaser and Anselm Strauss (Glaser 1978, 1992; Glaser & Strauss 

1967; Strauss 1987). Although both the scholars belonged to different philosophical traditions 

and research backgrounds their respective contributions were equally important. They attempted 

to go further than simply describing social phenomena in natural settings, and to develop theory 

based on analyzing relationships and interactions among various components of a given social 

setting (Brower 1995). The purpose of this research methodology is to discover theory from data. 

Theory derived from data is likely to resemble reality more closely than theory derived from 

contemplation or speculation. Hence, grounded theories, as they are drawn from data, are likely 

to offer insight, increase understanding and provide a meaningful guide to action (Strauss & 

Corbin 1998). This method has been widely used in many disciplines across social sciences for 

conducting research. It generally consists of three stages: data collection, three-step coding 

procedures, and gaining closure (Strauss and Corbin 1998).  

Grounded analysis naturally becomes the primary method of inquiry for this study 

because of the exploratory nature of the research questions this study is attempting to answer. 

This study attempts to answer the following questions: (1) how is capacity development 

understood by various actors in the developmental aid system; (2) how is capacity development 

operationalized; (3) what are the dynamics driving capacity development interventions in 

Pakistan; (4) what are the challenges to successful capacity building in Pakistani development 

NGOs; and (5) how do capacity development activities interact dynamically with leadership 

development in the NGO sector. Grounded analysis is well suited to answer “how” and “what” 

questions because it permit us to observe human interactions in different social settings, 

processes and changes, conditions and influences. On the other hand, quantitative methods are 

suitable to answer “why,”  “when,” “who,” “where,” and “whether” questions that require 

multivariate analysis to assess the relative influences of various contributing factors (Brower and 

Jeong 2008). Brower and Jeong (2008, p. 823) observed that grounded analysis is suitable for 
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“inducing or deriving theories from an analysis of patterns, themes, and common categories 

underlying observational data while the analyst holds to a minimum the predisposition to 

particular theoretical interests.” Quantitative methods, on the other hand, are appropriate for 

testing existing theories or hypotheses for confirmatory purposes.  

For effective grounded analysis, researchers require extensive knowledge of inductive 

research methods, which can be acquired through coaching and teaching and not merely reading 

books. Researchers also need to have familiarity with interpretive and social constructionist 

perspectives as grounded analyses require tolerance for ambiguity and multiple interpretations. 

As noted by Brower and Jeong (2008):  

Many who use and take pleasure in these methods find that they particularly enjoy 

the intense engagement with data -- digging to find the deep meaning in the 

native’s view of the world, relishing the ambiguity of multiple interpretations, 

becoming excited as hours of hard analytic work begin to yield a more coherent 

theoretical picture. But . . . the methods require a tolerance for ambiguities and a 

willingness to explore ambiguities . . . (p. 824). 

Similarly, Strauss and Corbin (1998) have suggested that grounded analysts need the 

following six attributes: (1) an ability to step back and critically analyze situations; (2) a knack 

for identifying one’s own biased predispositions and those of others; (3) a propensity for abstract 

thinking; (4) an ability to be flexible, willing to change course, and to seek criticism and 

suggestions from others; (5) an aptitude for observing subtlety in words and actions of those 

under study; and (6) a willingness to become absorbed in the analytic process. Although 

grounding concepts in data is the core feature of this method, creativity of the researcher is also 

important for good grounded analysis (Sandelowski 1995). As Strauss and Corbin (1998) have 

argued, grounded analysis is the interplay between researcher and data.  

Grounded analysis offers specific advantages for my study. The prime advantage is 

flexibility as “there is no recipe book for doing grounded analysis”; it is open to a 

multidisciplinary research (Brower and Jeong 2008). The open-ended approach permits me to 

examine the role of various actors and study the underlying factors driving the capacity 

development of NGOs at various levels. This study attempts to ground conclusions on 

dimensions of NGOs capacity and leadership development and build theory for successful 

capacity building interventions. Since the goal of this research is to identify and explore 



 

 

36 
 

activities and processes rather than only classifying organizations and individuals, a special 

effort is made to get insights into the behaviors of participants in and around the NGOs. Hence,  

actors in this research are “creative and probing creatures who are coping, dealing, designating, 

dodging, maneuvering, scheming, striving, struggling, and so forth – that is, who are actively 

influencing their social settings” (Lofland and Lofland 1984: 114-115).  

Brower and Jeong (2008) identified three approaches to grounded analysis. The first 

approach identified with Glaser is a flexible and open-ended process that relies on constant 

comparison and inductive analysis to discover theory. Glaser posits that the purpose of grounded 

theory is to discover theory and not to verify it. Glaser proposes the constant comparative 

method as a transparent analytic technique in which the researcher can capture the theory fully 

grounded in data.  The second approach identified with Charmaz integrates the idea of socially 

constructed reality into the grounded analysis. By acknowledging that theories are socially 

constructed, she argues that grounded analysis is a technique in which researchers create or 

construct the discovered reality rather than apprehending as a reality “out there.”  

In the third and best known variant, Strauss and Corbin (1998) proposed three stages of 

coding activities as the core of grounded analysis: open coding, axial coding, and selective 

coding. The first stage is open coding; this is an open ended process to “open up the text and 

expose the thoughts, ideas, and meanings contained there” (Strauss and Corbin 1998: 102). In 

this stage the data is broken down to conduct a micro analysis of the ideas, thoughts and 

meanings to identify them with codes and concepts. These codes and concepts are often grouped 

as native or in vivo codes and sociological codes (Strauss 1987). According to Brower and Jeong 

(2008: 827) “native codes are expressions that are unique to the settings or lexicon of the natives 

of a setting. Grounded researchers try to preserve such terms in the analysis if they are important 

terms that capture a unique notion not easily explained in other everyday language.”  

Sociological codes are “concepts taken from social science literature or terms that analysts invent 

to describe the behavioral and social phenomena that they observe” (Brower & Jeong 2008: 

829).  

The second stage of coding is axial coding. Strauss and Corbin (1998: 123) defined axial 

coding as “the process of relating categories to their subcategories, receives its name axial 

because coding occurs around the axis of a category, linking categories at the level of properties 

and dimensions”. Hence, axial coding is employed to reassemble the concepts and code more 
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specifically within one category in order to identify relationships pertaining to a particular 

phenomenon. Brower and Jeong (2008: 828) proposed, “if open coding is about breaking down 

or fragmenting the data, in axial coding we begin to reassemble the categories and, more 

importantly, begin assembling relationships among the categories we have created in open 

coding.”  

The third and final stage is selective coding. During this stage emergent theory is 

“integrated and refined” (Strauss and Corbin 1998: 143). After the open coding and axial coding 

procedures, the researcher integrates the different elements of a grounded theory and identifies 

the central theme and central story line. According to Strauss and Corbin (1998: 156) refining the 

theory “consists of reviewing the scheme of internal consistency and for gaps in logics, filling in 

poorly developed categories and trimming the excess ones, and validating the scheme.” When 

we have narrowed our analysis so that we can select the related core and central theme, we are in 

a selective coding process. In these activities we refine the elements and make sure they are 

consistent and integrated toward theory building.  

 

Differences in Research Methods and Socially Constructed Reality 

 

For decades social scientists have debated the merits of quantitative and qualitative 

research methods.  Quantitative methods are based on numeric data, (mostly) linear constructs 

and mathematical models. In contrast, the qualitative research tends to focus on data in the form 

of interviews, observations and in-depth analysis of natural settings. Some scholars contend that 

the differences between the research methods are only stylistic (King, Keohane and Verba 1994); 

others argue that major differences exist between the two methods (Creswell 1994). The goal of 

quantitative research is to test a theory whereas qualitative research is an iterative process in 

which theory evolves. 

 Quantitative researchers view reality as objective, whereas for qualitative researchers 

reality is constructed by individuals. Thus, according to qualitative researcher multiple realities 

exist in any given situation; the researcher, those involved in the study and the readers all 

contribute to the construction of reality. Hence, we can argue that the objective of quantitative 

research is different from qualitative research, because ostensive “facts” are presented by 

numerical results in the former approach, where as “reality” is constructed by actors or “natives” 
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in given cultural and social settings in the latter approach. Qualitative research presents reality 

which makes sense and which is to be seen as valid within the scope of a given social and 

cultural context and within the scope of values and beliefs of the actors we are studying (Lu 

2008).  

The qualitative researcher presents the natives’ insights about reality, because even when 

they misrepresent their own actions in order to appear socially appropriate, the 

misrepresentations provide valuable and useful information about the "meanings" that are 

important in their social settings. In a nutshell, “these facts are reality and are true to a certain 

setting, make sense to actors in that setting, and involve socially constructed reality by actors in 

the setting”.  Lofland and Lofland (1984) argued that "the most fundamental and ubiquitous 

aspect of a human social setting is that of meanings" (quoted in Brower 1995 p. 53).  

Grounded analysis is an iterative process in which the researcher codes the data 

numerous times.  Therefore, in inductive research the validity and reliability of constructs and 

relationships are achieved at the conclusion of the study, not in the beginning. 

An extensive grounded analysis interpenetrates the data to find deeper and deeper 

levels of meaning, exploring ambiguity, seeking to discover both convergent 

groupings of categories and still more ambiguous anomalies.  Rather than 

establishing reliability in the early stage of research, the grounded analysis, by its 

focus on iterative validation of constructs and relationships, creates reliability by 

enhancing the validity of the meanings in conclusion (Brower 1995: 59-60). 

The grounded analysis method attains its reliability in two ways. First, due to its 

extensive and iterative effort to achieve validation in codes and relationships, it carries 

the indirect advantage of achieving reliability in the whole process. Second, reliability is 

achieved, as in most qualitative analysis, when audiences are convinced; "that the 

researcher was indeed present in the field and grasped how the members understood their 

world" and "that the findings make a distinctive contribution to issues of common 

concern" (Golden-Biddle & Locke, 1993, p. 595 quoted in Brower 1995).   If the 

grounded research methods are followed precisely and the researcher is able to derive 

precise and consistent meanings for constructs and the relationships among constructs, 

the readers can be influenced that the central story line of the research has been achieved 
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Data Collection 

 

Sample 

I constructed a convenient, theoretical sample of actors from the directory of NGOs and 

donors available in the Planning and Development Department of Khyber Pakhtunkhwa 

government. The Planning and Development department is the main the liaison department of 

the government to coordinate, implement and monitor the activities of NGOs and on the other 

hand negotiate and conceptualize development projects with the donors. I was confident that the 

planning department would be a good choice for me to start my project. My senior colleagues 

working in the government and their acquaintances in the NGO sector and donor community 

were also helpful for me in approaching NGO leaders, NGO staff and donor community. This 

research was mainly conducted in the cities of Islamabad, Peshawar, Mardan, Nowshera and 

Charsadda. All these cities were located in a distance ranging from 20 to 100 miles from my 

hometown, Peshawar, and hence were selected for this study. Most of the donor representatives 

were located in the capital city of Islamabad, and the NGO offices were located in the provincial 

capital city of Peshawar. For field observations and community meetings I had to visit the 

smaller cities like Mardan, Nowshera and Charsadda.  

In addition to the benefits of geographical convenience, being a native and well versed in 

the native languages like Pashto and Urdu, I was welcomed in every meeting. In meetings where 

I had to meet the representatives of international aid agencies, government functionaries, or 

NGO leaders and staff I wasn’t shy about introducing myself as a PhD student pursuing doctoral 

studies in United States and visiting Pakistan in connection with my field research. However, in 

my meetings with communities in the village settings I was more circumspect about my research 

objectives rather than sharing my background with them. It was also interesting to observe that in 

some of my meetings, particularly with the NGO staff and communities, I was seen as an 

external evaluator on behalf of the donors and government, which encouraged the NGO staff to 

highlight some of their internal issues. However, focusing on the interview instrument (see 

appendix), I redirected my participants to the objectives of this study.  

Approximately 75 individuals representing 35 different organizations including NGOs, 

government line departments, donor agencies and communities were contacted to participate in 

this study. Forty eight individuals representing 27 organizations eventually consented to 
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participate in the study. In order to keep the confidentiality of my respondents, I do not divulge 

their identities or the names of the organizations they represent. However, some generic details 

about these 48 individuals are summarized in the table below:  

 

Table 3.1 Details about Interviewing Sample  

 

 

Interviews  

This study adopts the method of the “long interview” or “intensive interview” (Lofland 

and Lofland 1984; McCracken 1988) as a principal method of data collection. By asking “grand 

tour” questions (Spradley 1979: 86) – non-leading, open-ended, structured or semi-structured 

questions, investigators are able to obtain information of the activities of social actors through 

the interview process. As compared to "structured interviews" in which respondents choose 

among alternate answers for preformed questions, the intensive interview is "a guided 

conversation whose goal is to elicit from the interviewee rich, detailed materials that can be used 

in qualitative analysis" (Lofland & Lofland, 1995). The goal of a long interview is to learn about 

Individual Type      Number        Affiliation     Form of           

Interview  

NGO Leader          12 12 different 

development NGOs 

Face to Face  

NGO Staff (Mid to Senior 

Level) 

        16 12 Development    

NGOs whose leaders 

were interviewed 

Face to Face  

Government Functionaries          9 

 

 6 different agencies  Face to Face  

Donor Representatives          8  6 different donor 

organizations  

Face to Face  

Community/ Grass root 

organizations  

        3  3 different 

organizations 

Face to Face  
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some aspect or event of the world from the view point of the “native” or interviewee (Brower 

and Jeong 2008). 

Interviews with a sample of informants provide a breadth of experiences and, therefore, 

greater generalizability than a small number of cases.  Second, data can be gathered without 

requiring the undue time commitments from participants that sometimes occur with participant 

observation.  Third, interviews are less intrusive on the privacy of participants than either case 

study or participant observation; informants have the confidence of knowing they can control 

what information about them is disclosed (McCracken, 1988, p. 11).  

 

Conducting Interviews 

 The study started the interview process with three interviews and individuals were 

selected based on convenience. The rationale of preliminary interviews was to improve research 

questions by taking a glimpse of the real world. By exploring the research questions in real 

organizational settings, we became more assured of the theoretical potential and feasibility of the 

research (Lofland and Lofland 1984). Initially, interviews were conducted as strictly structured 

interviews. After the three interviews, I found the structured interview instrument was too long 

for my respondents, and its understanding and wide coverage on all topics did not offer my 

respondents a chance to speak out about what they think is important or necessary for me to 

know. Excessively structured interviews also tend to even out variations between different 

individuals because each individual is asked the same questions no matter whether it applies to 

his/her situation or not. Additionally, respondents tend to have their own logic of order of 

different themes, which made it difficult for me to follow the order of the questions in the 

instrument. Interviews for this study averaged from 30 minutes to 90 minutes.  

 After the first three interviews I became more comfortable with the interviewing process 

and I revised the method into a semi-structured interview that only included several topics from 

which I could ask or lead the interview conversation (See the semi-structured interview 

instrument in Appendix A). The use of the questionnaire served several purposes.  It made it 

possible to cover all the relevant issues with all respondents in approximately the same order.  

Second, it limited the scope and direction of the conversation to the research topic.  Third, it 

allowed me as the interviewer to focus my attention on the interview without worrying that I may 

forget to ask other important and relevant questions (see McCracken, 1988, pp. 24-25).   
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More minor adjustments were made to the interview instruments as I conducted a couple 

more interviews. Since, my respondents included individuals with diverse backgrounds I realized 

that some questions were more relevant for a select category of individuals than others. With a 

couple of more interviews I realized the important questions that will help me to elicit data that 

would yield insights to my study. I also avoided duplication or interjection so that my 

respondents can speak freely and I can gather much data as possible.  

 All my interviews were conducted face to face and mostly in the interviewees office. Six 

interviews were conducted at respondents’ home. It was either weekends or the interviewee 

preferred it to be conducted at home so that we can have long conversation. In most cases I had 

to contact my respondents on phone, set an appointment and visit them on the designated time 

and location. A couple of my interviews were arranged for me by friends and colleagues. 

Interestingly, some of my respondents also arranged interviews for me. The first thing I used to 

share with my interviewees was the consent form (Appendix C). I also explained to them my 

background and my research objectives and the importance of their voluntary participation in my 

research.  

 Before beginning the interview I asked permission to voice record the interview, 

promising that only my dissertation advisor, an anonymous transcriptionist, and I would have 

access to the audio files.  There are several benefits of voice recording and preparing verbatim 

transcripts.  First, it is difficult to concentrate on a respondent’s comments, take notes, and also 

keep track of other prepared questions that need to be asked.  Another practical problem is that 

the respondent is distracted by the note-taking activity and the spontaneity of discussion becomes 

disrupted.  Third, unless one has exceptionally outstanding short hand skills it is impossible to 

take good notes.  Finally, pressed by urgency, the interviewer takes interpretive short cuts in the 

note taking that often change the meaning of the informant's actual words.  This final problem 

can have serious implications for research that depends on the "meanings" that informants attach 

to real life circumstances (Brower 1995).  

 Voice recording also has some practical problems, however, especially with soft-spoken 

informants or when background noises like air conditioners or wind overpower the informant's 

speaking voice.  Power outages are very common in Pakistan especially during summers. I can 

very well recall that the office of one of my informant was very near to the location of generator 

and when the power went off during the interview the generator started and I could barely hear 
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my informant and the same noise was recorded in the audio file. In some instances, I attempted 

to push the voice recorder nearer to my respondent, although this action has its own distracting 

effects.  A few voice files were extremely difficult to hear and required a great deal of my time 

and energy to provide transcripts that were usable. 

Each interview began with a "grand tour" question (Spradley, 1979, p. 86), in which I 

asked the respondent to tell me about their background, their organization, their role in the 

organization and how they reached their current position. I then followed up each initial response 

with clarifying prompts, like "what do you mean by ... (?)" or "playing dumb" prompts, like "I'm 

not sure I know what ... means."  The purpose of these prompts was to clarify details, get the 

informant to provide "native" meanings for ambiguous terms, and to create, in the informant's 

terms, rich descriptions of the setting (Brower 1995).  Since, I was interested in knowing their 

perception and understanding about capacity development I never mentioned or fed this term to 

them unless mentioned by my informants themselves. I asked questions like “what activities they 

are undertaking to make their organization stronger?” or “what activities they are planning for 

improving their organizations?”  After they mentioned or highlighted the concept or idea of 

capacity development during our discourse I requested clarifying details, like “in your opinion 

what is capacity development (?)”  In many cases, my respondents covered all the topics in the 

instrument naturally in their own way, and I only needed to guide the direction, or re-direct the 

conversation when the conversation was distracted from the topic.  

I also asked a number of probe questions from my informants. For instance, what 

challenges NGOs are facing and what role each actor in the developmental aid system can play 

in mitigating those challenges? Similarly, I also tried to explore the reasons behind certain trends 

and how remedial measures can be taken? For example I explored from my participants that why 

the government is not willing to give legitimate space to NGOs and how NGOs in Pakistan can 

be made sustainable? These questions were designed to capture the dynamics of capacity 

development and leadership challenges in the Pakistani NGOs. Similarly, follow-up questions 

were also helpful in generating data for answering the research questions. I concluded the 

interview with an obligatory question, “Any important things that I missed in my interview and 

you would like to share (?)” Many of my respondents shared additional valuable information in 

response to this last question.  
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Field Observations 

Field observations are considered the most fundamental qualitative data source, mainly 

because through observations researchers can record practical realities; that is, the researcher can 

observe what people actually do rather what they claim or believe to do (Brower and Jeong 

2008). Field observation is also a good starting point for indentifying knowledgeable and 

pertinent individuals for the ongoing research.  

Face-to-face interviews provided me ample opportunities for field observations. During 

the interview process field notes, research dairies and memos were also recorded as a 

supplementary data source in addition to digital voice recording of the interviews. 

Field observations provided me an opportunity to observe the offices of the different 

NGOs that I visited. I also had a chance of interacting with support staff while waiting for the 

chief executive officer (CEO). Office visits also provided an opportunity to get a general 

impression about the stage, maturity, and capacity of the organization by observing the size of 

the staff, physical layout of the office, and the organization of the office. While sitting with the 

NGO leader in his office for more an hour or so I could easily make an assessment of 

communication between the NGO leader and his staff. In one case I observed an NGO leader 

being very polite with his staff while communicating and discussing some activities. In other 

instances, I observed the CEO being very bureaucratic. Yet in some instances, I observed the 

CEOs trying to act as if being very caring about their employees especially when I enquired them 

about the opportunities they are providing for leadership development of their staff.  

Field observations during these office visits offered realistic information or facts that 

otherwise would not have been generated from any interview. As majority of the NGOs espouse 

the ideals of participation, delegation and empowerment in reality NGOs are getting more 

bureaucratic and hierarchical. In a sector that believes itself to be more value driven, 

participatory, and less hierarchical than the for-profit business sector, there is a reluctance to 

admit the influence of a dominating leader. Some NGOs revolve around founding leaders with 

little opportunities for rank and file managers. A couple of my respondents referred to this 

dilemma and I could vividly observe their frustration. In one particular instance when I had to 

meet the CEO of a large NGO I observed hierarchical and bureaucratic practices which are 

typical of a public sector agency. More details about this particular field observation are 

discussed in chapter six.  
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Data Analysis 

 

The voice recorded interviews were reproduced as verbatim transcripts by hiring the 

services of a transcriptionist. I reviewed the transcripts with voice recordings to ensure that 

transcription is done accurately. Majority of my respondents recorded their interviews in English 

and very few of them gave interviews in native languages (Urdu and Pashto). In instances, where 

translation from native languages to English was done I went-over the transcripts several times 

for avoiding mistakes.  Data analysis was conducted following the guidance of Strauss and 

Corbin (1998) and Lofland and Lofland (1995), and the qualitative software NVivo version 10 

was used to assist some of the analysis. The three steps of coding according to Strauss and 

Corbin (1998) are: open coding, axial coding, and selective coding. I have already discussed 

grounded theory and the three types of coding in detail however I will describe how I analyzed 

my data using the three steps of coding. By labeling the interview transcripts, in the open coding 

process, I analyzed the texts in a line-by-line fashion (Strauss 1998: 82-108), in order to “open 

up the text and expose the thoughts, ideas, and meanings contained there” (Strauss and Corbin 

1998: 102). Open coding is “the analytic process through which concepts are identified and their 

properties and dimensions are discovered in data (Strauss and Corbin 1998: 101).  

Open coding uncovered a very complicated picture of relationships among different 

codes, and more and more detailed codes were developed. Additionally, in order to record the 

results of analysis, I prepared memos, diary analysis and diagrams for synthesis of ideas that I 

generated from my data on regular basis. As I opened up more and more data I was able to link 

certain codes and it ultimately led me towards axial coding.  

 Axial coding is defined as “the process of relating categories to their subcategories, and 

this process received its name as “axial” because “coding occurs around the axis of a category, 

linking categories at the level of properties and dimensions” (Strauss and Corbin 1998: 123). 

Therefore, axial coding is employed to code more specifically within one category in order to 

find out properties and dimensions pertaining to a particular fact. During my analysis, axial 

coding did not occur as a neatly separated “second step,” but to some extent overlapped with the 

open coding process. Depending on the needs of ideas and analysis, I sometimes had to do some 

axial coding with a particular part of the textual data before I could finish the open coding 

process with all transcripts. At times, when new ideas occurred, new concepts (labels) emerged 
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around these ideas. Other times, in order to work further on developing a possible relationship, I 

had to go back to the text that had been open coded earlier to repeat the open-coding again based 

on the new concepts or with the new ideas in my mind. So open coding and axial coding often 

intermingled together. Sometimes they tended to support or confirm each other, and in other 

instances they contradicted each other (Lu 2008).  

 The final stage is selective coding to “integrate and refine the theory” (Strauss and Corbin 

1998: 143). After the open coding and axial coding is completed, the researcher establishes the 

core topic and the central storyline. When the data analysis is narrowed down to an extent that 

the core topic and central theme can be selected, selective coding process starts. In this stage 

analysis is further refined and integrated toward theory building. 

 The selective coding process in this study occurred towards the end of the analysis in a 

similar fashion as described by Strauss and Corbin (1998). When the bigger picture was almost 

clear, selective coding helped in organizing the different concepts and explaining the behavior of 

different actors involved in the study. Additionally, the selective coding process helped in 

identifying detailed episodes and quotes for later use in the writing process. The selective coding 

process was done manually without the help of any computer software. In general, the most 

intensive elements of analysis must be performed in the researcher’s head, although the software 

assists in expediting the analysis and organizing the elements (Lu 2008).  

 The entire three step coding process is very complicated and time consuming. In practice, 

the conceptualization, theorizing, and relationship development between concepts are not only 

inductive in nature, but also deductive. The emergence of new ideas, new concepts, new 

phenomena and new thoughts is mostly inductive, but after these preliminary steps, the next 

steps are mostly deductive and confirmatory. The overall process is iterative that is moving back 

and forth from inductive insights to deductive confirmation, and then back. “When inconsistency 

occurs in the confirmatory process, the analysis requires the researcher to go back to the original 

data and propose, revise, or induce concepts, ideas, and relationships again. By going back and 

forth, the analysis combines both inductive reasoning and deductive reasoning; inductive 

reasoning conceptualizes and theorizes, and the deductive process confirms the conceptualization 

and theorization. This rigorous and systematic process is the key to maintain validity of the 

analysis and ground the analysis as much as possible in the empirical data that have been 

collected” (Lu 2008:71). 
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CHAPTER FOUR 

 

UNDERSTANDING THE CONTEXT 

Introduction 

 

This chapter is an overview of the contexts and background knowledge for this research. 

The chapter also discusses the history and evolution of non-profit sector in Pakistan. It is 

important to understand the contextual and historical facts about Pakistani NGOs in order to fully 

understand the findings in the later chapters. I will examine the dynamics that have influenced 

the growth of NGOs in Pakistan and their corresponding impacts. In summary, this chapter 

provides the necessary background information for understanding capacity development issues 

examined in this study. 

In the following sections, I will first discuss the current facts and figures about NGOs in 

Pakistan i.e. what types of organizations are considered as NGOs and why NGOs especially 

development NGOs gained prominence in the last two decades. Second, I will discuss the history 

and growth of NGOs over a period of time that dates back to the British colonial rule. Third, I 

will mention some of the laws and statutes under which NGOs are governed. Finally, I will 

discuss support NGOs with focus on one the largest support organization in Pakistan and their 

role in capacity development.  

 

The Present Scenario 

 

One of my interview respondents having vast experience of working for NGOs and donor 

agencies very aptly described the present scenario of the NGO sector in Pakistan. He was 

answering my question about successes and failures of NGOs. He said:  

Before commenting on NGOs’ success or failure I would like to share some 
background with you. Pakistan is the sixth populous country in the world and 
there are numerous challenges on ground which can sometimes go unnoticed. If 
we look at social, economic, fiscal and development indicators of Pakistan they 
are very low. This means that the challenges are very high. Now the first 
challenge is how to reach out to the masses. If we look at the government setup; it 
is insufficient to reach everywhere and to everyone. As a result inequity arises and 
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in order to address these inequities and to fill the gaps we need NGOs.  In 
Pakistan broadly speaking there are three types of NGOs (1) International NGOs; 
(2) National NGOs and (3) Local NGOs. International NGOs are professional, 
stable and their understandings of developmental and humanitarian issues are very 
clear. They are primarily involved in outsourcing and subcontracting their work. 
The national and local NGOs, in my opinion, are a reactionary result of different 
humanitarian and complex emergencies that Pakistan faced during the last two 
decades. During this time period the number of NGOs has increased manifolds 
due to the availability of foreign funds. These NGOs are not a result of planned 
and systematic way of development. Although these NGOs have contributed a lot 
but in terms of quality their work has not been up to the mark. There are serious 
capacity development challenges for NGOs but at the same time we should also 
realize that NGOs need more time and resources before we can expect quality 
output from them. In my opinion proportionate time was not allocated to them to 
build their capacities. I would not blame the NGOs alone. The donors and 
government also didn’t focus sincerely on the capacity development of the 
NGOs.....................6 ˒ 7 

Hence, this discussion makes it clear that presently there are three types of development 

NGOs in Pakistan: (1) international NGOs; (2) national NGOs; and (3) local NGOs. The first 

being very stable and organized and the latter two have capacity development gaps. Another 

interesting point revealed by this interviewee is that the development NGOs grew in a haphazard 

fashion in response to different emergencies and situational needs with the support from 

international organizations. As the growth of these NGOs did not occur in a planned and 

designed manner therefore they need more time and encouragement to improve their capacities 

and performance.  

Non-governmental organizations (NGOs), in general, have not been explored 

comprehensively in a manner to understand the various types, functions and rationalities 

associated with the expressive and instrumental dimensions of the sector. There is no single legal 

definition of the term NGO under any law or statute (Pasha et al 2002). The existing laws and 

statutes governing the registration of NGOs are vague and archaic, and they do not classify the 

                                                           
6 Quotations from interviewees are presented as near verbatim as possible. Grammatical and word usage 
errors are not corrected in an effort to remain faithful to the actual words of the practitioners I was 
studying. 

7 I do not provide the names of my interviewees purposely in order to protect their identity and remain 
faithful to the confidentiality promises that I made to them before voice recording them. Also, I do not 
provide organizational identifiers that would reveal the individuals’ identities. However, I have presented 
their stories and quoted passages as faithfully as possible.  
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NGOs properly according to their types, functions and jurisdiction. The term NGO is associated 

with a wide range of organizations, networks and alliances working in social, economic and 

cultural fields. They include both formal and informal organizations such as schools, hospitals, 

professional associations, philanthropies, academia, pressure groups, think tanks, human rights 

organizations, development organizations, relief organizations, shelter organizations, resident’s 

welfare associations and many more. The informal organizations include faith-based educational 

organizations especially Madrasahs8, voluntary organizations of self help, neighborhood 

associations and cultural associations such as Jirgas and Baradari9 (councils of elders).  

Due to the diverse roles and functions of the sector; a vague and fluid scenario has 

emerged and many different names are invariably used to refer to NGOs in Pakistan. For 

instance, NGOs are known as community organizations, development organizations; voluntary 

organizations, charitable organizations, welfare organizations, civil society organizations, 

grassroots organizations, membership organizations, professional organizations etc. (Sattar and 

Baig 2001). Brower (2011) pointed out that as scholarly attention on nonprofit organizations has 

grown considerably, several contentious issues in the literature of non-profits have emerged. He 

notes that NGOs are labeled and perceived distinctively in different parts of the world. These 

labels include: nonprofit sector, independent sector, third sector, charitable sector, 

nongovernmental sector, voluntary sector, philanthropic sector, social sector, and so on. Najam 

(1996) identified 47 distinct terms in common use in various parts of the world to refer to NGOs.  

Pakistan today has a large number of NGOs working in different sectors. According to a 

2002 study by Pasha et al, the total number of registered NGOs in Pakistan is estimated to be 

over 56,000. The study further explored that there is a strong influence of faith in the shaping the 

voluntary sector, faith-based organisations (FBOs) especially Madrasahs for imparting religious 

education accounts for 30 per cent of the total registered organisations (Pasha et al 2002). 

Another18 per cent of these organisations are estimated to be involved in advocacy. About 8 

percent NGOs are involved in education sector and around 4.5 percent are associated with health 

sector (ibid.). “Dimensions of the Non-profit sector in Pakistan” by Pasha et al is the only study 

                                                           
8Madrasah is an Arabic word of Semitic origin and it refers to a place where learning and studying is 
done. By and large the sole purpose of Madrasah education is to enable children to study the Quran and 
understand the Islamic Shariah law. 

9Jirga and Baradari is an assembly of elders that takes decisions by consensus. Their jurisdiction can vary 
from settling personal disputes to decisions having implications for the whole village, clan or tribe.  
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so far being conducted to document the size, scope and structure of the non-profit sector. This 

study was undertaken in 2002 by Social Policy and Development Center (SPDC) in collaboration 

with Aga Khan Foundation (AKF) as part of an international research project led by the Centre 

for Civil Society Studies, Johns Hopkins University. Since 2002, many local and international 

developments have deeply influenced the non-profit sector in Pakistan. The facts and figures 

associated with NGOs have undergone tremendous changes especially during the last decade. It 

is imperative to study the sector in light of these changing trends or at least the older studies call 

for revisions and improvements.  

The last decade saw two major humanitarian crisis in Pakistan-the earthquake of 2005 

and floods in 2010. Both these disasters were the biggest disasters in history of Pakistan in terms 

of severity, human and financial losses. These natural disasters along with military conflicts in 

the north-west and tribal areas of Pakistan displaced around 3 million people from their home 

towns (UNHCR Global Report 2010). Many bilateral and multilateral aid agencies came forward 

to support people of Pakistan during these disasters. The domestic crisis and the increased 

inclination of the international donor agencies to work with local NGOs led to the mushrooming 

growth of NGOs. The unprecedented increase in the size and scope of NGO sector can be 

attributed to, among others, two major factors: (1) accessibility, capacity and outreach problems 

faced by the public sector agencies and (2) huge foreign assistance being channelled directly 

through the NGO sector. As a result the NGO sector has experienced significant growth in the 

past decade; from 50,000 to 60,000 NGOs in 2001 the current estimates reflect that there are 

over 100,000 NGOs in Pakistan (Naviwala 2010). 

 

History of NGOs in Pakistan 

 

Non-profit and voluntary organizations have rich traditions in Pakistani society and their 

origin and existence dates back to earlier centuries. Culturally people have strong religious 

affiliations and there exist a large number of faith based voluntary organizations which offer 

religious education to children and provide assistance to poor families. The primary source of 

funding for these organizations is Zakat
10 and Sadaqa

11
. 

                                                           
10 Religious charity that is obligatory, every year, on every adult Muslim who has a regular source income 
or has savings from previous years. It is an obligatory component of Muslim faith. 
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Before independence, during the British colonial era, the Indian-Pakistan subcontinent 

saw the growth of a number of associations that drew support from students, professionals, 

landlords and merchants. Such associations were limited to a geographical area and took a wide 

variety of forms like literary and debating societies, societies for social and religious reforms, 

lawyer associations, teachers’ associations, etc (Seal 1968). There were two major reasons for 

the rise of such voluntary organizations: (1) to have a common platform to negotiate with the 

colonial rulers matters of native’s interests and (2) to counter the influence of Christian 

missionaries (Bano 2008). The sudden increase in the number of such voluntary associations led 

the British government to introduce the Societies Act of 1860 to regulate the activities of these 

associations. Another act related to regulation of voluntary organizations was passed in 1882 by 

the British parliament which was called the Trust Act of 1882. Present-day non-profit and 

voluntary organisations in Pakistan are regulated under the same acts with some minor 

adjustments. This has led to a debate that the legal framework guiding the NGO sector in 

Pakistan is archaic and needs major revisions. Rehman (1995) reported that with insignificant 

internal and external support the voluntary organizations remained very small at the time of 

independence and there were only 150 registered voluntary organizations in Pakistan in 1951.  

During 1950s, the government of Pakistan with the support from United Nations 

formulated first ever national social welfare policy and developed village-level social welfare 

programs. Similarly, national and provincial welfare councils were setup to provide necessary 

administrative arrangements for social development. Although these developments were not 

successful in increasing the number of NGOs but it laid the foundations for institutionalizations 

of the welfare orientations of the NGOs which is prevalent even today. For instance, the grants in 

aid programs for NGOs supported only welfare activities like shelter homes, orphanage, 

prevention of beggary, widow homes, juvenile delinquency etc. (UNDP 1991).   

In 1960 voluntary social welfare agencies (registration and control) ordinance was 

promulgated. This led to a significant increase in the number of NGOs during 1960s. Under this 

law every voluntary social welfare organization had to register with social welfare department. 

The government also introduced financial support for organizations involved in welfare activities 

for children, youth, women, juvenile delinquent, socially handicapped and social education 

                                                                                                                                                                                           
11 Sadaqa refers to an Islamic term meaning voluntary charity. This concept encompasses any act of 
giving out of compassion, love, friendship (fraternity) or generosity. 
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(UNDP 1991).  Availability of resources encouraged the NGOs to grow in number yet the scope 

and functions of the NGOs remained limited (Carlan 1996).  

During the decade of 1970s the NGO sector in Pakistan continued to grow both in size 

and scope. As UN was celebrating the decade for women, a number of NGOs working for 

women rights appeared for the first time in the history of Pakistan in 1976 (Rehman 1995). The 

external environment did pose some challenges for non-profit and voluntary organizations as 

socialism was at its peak in the Indian-Pakistan subcontinent and many large hospitals, 

commercial and educational institutions were nationalized by the government. However, by then 

the NGO sector was mature with varying levels of experience, knowledge and incentives. Smillie 

(1988 quoted in Carlan 1996) observed that in 1979, the number of NGOs continued to grow in 

Pakistan and their interest continued to diversify with the creation of a Women’s Division within 

the Department of Social Welfare. 

In 1980s due to the Soviet invasion of Afghanistan many Afghan nationals migrated to 

Pakistan. In order to help the Afghan refugees many international NGOs established their offices 

in Pakistan. International NGOs and their work offered new experiences to the public, private 

and voluntary sector of Pakistan. These NGOs worked with Afghan refugees and provided 

services in health, education, vocational training and small infrastructure projects. During the 

same period registration of NGOs as a specific form of voluntary organization, specializing in 

service delivery and development issues, started taking place in Pakistan. This was a significant 

shift in the working and scope of NGOs and instead of focusing on social welfare issues alone; 

NGOs started focusing on service delivery and development matters. The fact that NGOs arose 

as a distinct phenomenon in 1980s can largely be attributed to the influence of international 

NGOs working in Pakistan (Pasha et al 2002; Bano 2008). Carlan (1996) observed that with very 

little effort on their own, the NGO sector became a central player in Pakistan’s national 

development activities.  

A number of positive developments, both on the domestic and international fronts, 

supported the proliferation of NGOs in Pakistan during the 1990s. First and foremost was the 

return of democratic government to power in Pakistan. Secondly, the global trend in support of 

neo-liberal policies promoting privatization and deregulation had a positive impact on the growth 

of NGOs locally. Thirdly, the realization that government alone cannot reach out everywhere and 

NGOs can complement the role of government also favored the growth of NGOs. Last but not 
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least, the government was facing financial deficits, and it was in need of joint ventures for better 

provision of social services (Pasha and Iqbal 2002).  The growing partnership between 

government and NGOs was evident from the increasing reference to partnerships with NGOs in 

five year plan
12 documents. With the demonstrated success of a few prominent NGOs like Aga 

Khan Rural Support Organization, Orangi Pilot Project and Edhi foundation; NGOs were given a 

central role in the government funded programs of social development like the social action 

program and the family planning program (Carlan 1996).   

With the support of international donors the government of Pakistan launched a 

comprehensive social action program (SAP) in 1992 to improve the social sectors. SAP covered 

many sectors but primarily it focused on improving primary education, primary health care, 

population welfare and rural water supply and sanitation. The program had a huge budget of 

US$7.7 billion and had an important requirement of community participation through the 

involvement of NGOs (Carlan 1996; Bano 2008). This paved the way for the NGO sector to 

formally enter into the development activities. During the same period many support 

organizations also emerged on the scene. Support organizations registered as NGOs, provided 

resources and capacity development support to smaller NGOs. In some instances these support 

organizations were established with the help from bilateral donors and international NGOs. 

Examples of such support organizations are Strengthening Participatory Organisations (SPO), 

South Asia Partnership Pakistan etc. In other instances these support organizations were set up 

by the government for example the Rural Support Programs (RSPs) at the national and provincial 

levels to perform the task of social mobilization. The federal and provincial governments 

provided endowment funds for the National Rural Support Program (NRSP) and other sister 

RSPs working in different provinces. These RSPs were modeled on the Aga Khan Rural Support 

Program (AKRSP)
13

. The RSPs played a successful role in promoting the development of a three 

tier community based organizations (Pasha and Iqbal 2002).  

As mentioned earlier, during the last decade i.e. 2000 and onwards, Pakistan faced many 

natural and man-made disasters. These disasters afflicted huge human and financial losses. Some 

                                                           
12 Five year plan is a comprehensive national economic and development plan laid out by the Planning 
Commission,  government of Pakistan 

13 AKRSP: The Aga Khan Rural Support Program is a non-profit company established in 1982 by the 
Aga Khan Foundation. AKRSP strives for poverty reduction and improving quality of life of the rural 
communities living in Northern Areas of Pakistan.   
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of the major disasters included the earthquake of 2005, floods of 2010 and the ongoing military 

conflict in the north-west and tribal areas of Pakistan. All these disasters affected a huge 

population and it was beyond the capacity of the government to reach out to all those affected by 

these disasters. As a result the international community and local NGOs came forward to 

facilitate the government and played a significant role during the crisis period. With the 

availability of resources from external sources more and more NGOs are getting involved in 

development activities at the local and national levels and the number of NGOs is continuously 

increasing (Bano 2008). NGOs knowledge about development is expanding and at the same time 

opportunities for NGOs to participate in the development process are also increasing. However, 

with the expansion in the size and scope of NGOs some fundamental realities of the sector came 

to lime light. For instance, capacity development of NGOs, the role of NGOs vis-à-vis 

government, leadership development in NGOs, internal and external challenges etc. are some of 

the key issues that need the attention of all the stakeholders.  

A donor representative who works for a multilateral aid agency while responding to my 

question about his experience regarding performance of Pakistani NGOs observed:  

Well there are good examples as well as bad. First, I will share the good things 
about NGOs. NGOs have performed impressively keeping in view their limited 
experience and limited resources. It is basically the government’s responsibility to 
reach out to the people and deliver services but in the emergencies we saw that 
government agencies were under tremendous pressure to deliver. Hence, there 
was a need or in fact a vacuum existed for such organizations to take roots. 
Resultantly we saw tremendous growth in the number of NGOs during the last 
couple of years. In an environment where they are facing a lot of challenges and 
requirements from the government and donors I think they performed well. Now, 
I will turn to the dark side of NGOs. Almost all the developmental NGOs are 
relying on foreign donor funds for their operational and programming activities; 
this tendency has affected the NGO sector in many ways. NGOs have to follow 
the guidelines and parameters set forth by their donors who sometimes may be in 
conflict with their goals and objectives but they have to accommodate donor’s 
guidelines for the sake of getting the projects. Hence, in a way the scope of NGOs 
narrows down to fund hunting and they become a business and ultimately loose 
the very essence of voluntary and social work. Another associated drawback of 
such unconditional reliance on external funding de-motivates the NGOs to search 
for local funding and increasing their membership base. Similarly, another 
problem that I have observed in some NGOs is the undue dominance of the 
founding leaders or the family associated with establishing the NGOs. Their 
undue and unfair bias also hampers the performance of the NGOs and as a result 
NGOs are unable to deliver as intended.  
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In summary, tracing the history and growth of NGOs in Pakistan we observed that every 

time period had its own dynamics and that greatly influenced the growth and evolution of NGOs. 

In most cases NGOs responded to the vacuum left by public sector agencies in reaching out to 

the masses. Interestingly, the last two decades observed greater emphasis and importance in the 

role of NGOs in service delivery and development activities. During the 1990s the global trend 

in favor of the neoliberal policies and the corresponding shift in the overseas development 

assistance i.e. the foreign aid also promoted and encouraged NGOs throughout the globe 

including Pakistan. Finally, the last decade saw mushrooming growth of NGOs in Pakistan due 

to the multiple disasters and increase in humanitarian and relief activities by international donor 

organizations. However, with the exponential growth of NGOs in Pakistan more difficult 

questions and issues arose for example: what are the capacity development needs of the NGOs 

and how it would be undertaken? What institutional mechanisms would be adopted to make 

NGOs sustainable once the foreign funding is no more available? What will be the new 

relationship of NGOs and the State? So on and so forth. These questions and more are likely to 

attract the attention of future researchers, scholars and practitioners.  

 

NGO Registration Laws 

 

The laws governing the non-profit sector in Pakistan are both obsolete and unclear. No 

single legal definitions of the term “non-profit organization” or non-governmental organization 

exist under any law that gives legal status to such organizations (Pasha et al 2002). Similarly, the 

exact number of NGOs currently working in Pakistan is also not known. According to an 

estimate there are around 100,000 NGOs currently in Pakistan (Naviwala 2010). How many of 

them are registered and how many are not is not known? How many of NGOs are active and how 

many of them are dormant is also not known?  NGOs registration laws do not require renewal. 

Hence, once registered the organizations remain in books forever even if it is no longer in 

existence.  Also, poorly maintained records make it difficult to find the exact number of NGOs, 

their location and year of registration (Salahuddin 1994). Presently, voluntary organizations are 

registered, with different names, under four different laws: Societies Registration Act of 1860; 

the trust act of 1882; the Voluntary Social Welfare Agencies (registration and control) ordinance 

of 1961; and the Companies ordinance of 1984. More than 90 percent of the NGOs in Pakistan 
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are registered under three acts i.e. the Societies Act of 1860, Voluntary Social Welfare Agencies 

(registration and control) ordinance of 1961, and the Companies ordinance of 1984 (Pasha et al 

2002). A brief summary of these three acts is provided in the following table:  

 

Table 4.1 NGO Registration Acts  

 

Act Definition 

 

 

 

Societies Act of 1860 

 

 

 

 

The society is an organization, association or undertaking 

established by people on their own free will. These societies 

can be setup for the promotion of science; arts; instructions; 

the diffusion of knowledge; political education; charitable 

services; the foundation and maintenance of 

libraries/reading rooms; painting galleries; collection of 

natural history; mechanical and philosophical inventions; 

religious and educational services. 

 

 

 

 

Voluntary Social Welfare 

Agencies (Registration and 

Control Ordinance), 1961 

 

 

 

A voluntary social welfare agency is an organization or 

association established by people on their own free will to 

render welfare services.  Such organizations are dependent 

resources on contribution from public and/or donation from 

the government aid (NGO Resource Centre, 1991).These 

organization can render their services in one or more than 

one fields for instance child welfare, youth welfare, women 

welfare, welfare of physically and mentally handicapped, 

welfare of beggars, recreational programs, social education, 

family planning etc. 
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Table 4.1 – Continued 

Act Definition 

 

 

 
 
 
 
 
Companies Ordinance of 1984 

 

Associations or organizations, established for promoting 

commerce, arts, science, religion, sports, social services, 

charitable or any other useful purposes may be registered as 

non-profit companies provided that they utilize or intend to 

utilize their profits or other income to promote their 

objectives and in no case shall they make payment of 

dividends to their members. In many instances, registered 

non-profit companies are support organizations engaged in 

enhancing the capacity of smaller NGOs or delivering social 

and welfare services. In some cases they are engaged in 

research with donor funding as well. 

 

Source: Social Policy Development Center (SPDC) report by Pasha et al 2002.  

 
For NGOs in Pakistan, there are no restrictions on generating resources. These resources 

can come from local as well foreign sources. NGOs can generate their funding through 

membership fees, donations from public or private firms or individuals. The income tax 

obligations of NGOs are governed by the Income Tax Ordinance 2001 and the Income Tax Rules 

2002. There are also some provincial tax laws that may apply to certain types of NGOs. An NGO 

operating in Pakistan for three or more years can apply for tax-exemption status to the Federal 

Board of Revenue (FBR). It is generally observed that the compliance of these rules and 

regulations are very weak. A large number of NGOs cannot be traced from the records of tax 

authorities. This dilemma highlights that NGOs are not sharing their records and reports with the 

government and at the same time the government system is weak in its efforts to monitor and 

trace them. 

In summary, the laws and acts governing the NGO sector are outdated and need 

revisions. The existing laws are confusing and there is no uniformity in classifying and 

categorizing the NGOs. The need for updating the old laws has become more imminent in wake 
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of the new roles and responsibilities that NGOs have assumed during the last two decades. The 

NGOs registration mechanism is also very weak and outdated. Poorly maintained records make it 

difficult to know the exact number, functions, budget, employees’ details etc. of the NGOs. 

Many of my interview respondents commented that the government has to come up with new 

laws and regulations that can address the present day requirements of NGOs with the aim to 

facilitate the sector rather than controlling it. Such legislative steps can also help the government 

to have a complete database of the NGOs and they can classify and categorize NGOs on the 

basis of their specialties, objectives, strengths and weaknesses. An NGO leader while answering 

my question regarding the role of government in strengthening the NGOs said:  

I think all the stake holders i.e. the government, the donors and the NGOs 
themselves need to take some measure for strengthening the NGOs in Pakistan. 
The government must play a more proactive role than simply issuing a certificate 
of registration. The role of the government in managing, facilitating and 
supporting the NGOs needs to be broaden and enhanced and that is not possible 
under the existing laws and regulations. We need new laws and rules even new 
bureaus and departments that can facilitate and support the working of NGOs and 
regularize them under certain guidelines rather than managing them randomly and 
arbitrary under different and outdated rules.  

Hence, the government may seriously consider updating the existing laws and policies 

that govern the registration and functioning of NGOs. Revising the rules and statutes can help the 

government to strengthen the NGOs for improved performance and better results.  

 

Support Organizations 

 

During the decade of the 1990s NGOs emerged as major actors in the field of 

development in Pakistan. It was believed that the advantages of the NGOs such as flexibility, 

participatory style and working closely with communities are best suited to address the complex 

task of poverty alleviation and rural development, in which physical capital is required along 

with human and organizational resources (Korten 1980; Carroll 1992). Additionally, 

globalization, deregulation and adoption of neoliberal policies around the world had a 

burgeoning effect on the growth of NGOs. It was during this period that another form of non-

profit organizations commonly known as support organizations emerged in Pakistan.  

Support organizations are also commonly known as “intermediary organizations” or 

“bridging organizations” (Carroll 1992; Brown 1991cited in Sanyal 2006). Two important 
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features make support organizations distinctive from traditional NGOs. First, they have many 

constituencies to work with, for instance local actors, national organizations and international 

agencies. Second, their activities include diverse and innovative programs like capacity 

development, community development, research and advocacy, information collection and 

diffusion, networking etc., and all these functions of intermediary organizations are different 

from traditional NGOs activities. These characteristics enable intermediary NGOs to establish 

links with other organizations and institutions in the developmental aid system and hence they 

have more potential for making sustainable and large-scale impacts (Sanyal 2006). As support 

organizations are involved in lobbying national governments and international agencies they are 

local as well as global actors at the same time (ibid).    

As stated earlier support organizations came into the spot light in the mid 1990s in 

Pakistan. According to Naviwala (2010) the total number of registered and unregistered NGOs is 

estimated to be over 100,000 and only a small number of these NGOs can be regarded as well 

organized, sustainable and effective. Similarly, a study by the Asian Development Bank 

estimates that there are about 100 effective NGOs in Pakistan that are performing the role of 

support organizations. These organizations are established either with the support from 

international donors or with the help of government. Support organizations are registered as 

NGOs and they provide resources and capacity development support to smaller NGOs and 

community organizations. The largest of such support organizations in Pakistan is the Rural 

Support Programs (RSPs) which were established with the funding support as endowments from 

the government. Today, RSPs is the largest single effort in the history of Pakistan to promote 

community development and they are the largest network of local NGOs in Pakistan. They are 

working in all the four provinces including Northern Areas, Azad Kashmir and Federally 

Administered Tribal Areas (FATA).  

As the work of RSPs was expanding geographically and programmatically it was decided 

to establish Rural Support Program Network (RSPN) in 2001. The purpose of establishing RSPN 

was to coordinate and link the RSPs strategically so that they can move in one direction and have 

commonality of strategies and methods. Another rationale behind establishing RSPN was to 

provide a one window operation to the donors to access the rural communities through the RSPs. 

Presently; there are 12 RSPs which are engaged with grassroots organizations throughout 
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Pakistan. They have an outreach to 4.7 million households and their future vision is to expand 

their coverage to 18 million households (RSPN 2011).  

The guiding tenet of RSPs philosophy is that there is an inherent potential in the people to 

help themselves. However, people cannot harness this potential on their own and there is a need 

to provide them social guidance. Social guidance can spark a process of learning in the people 

and they can organize themselves into socially viable groups for improving their lives and 

increasing their individual as well as collective resource base. RSPs are designed in a manner 

that they serve as support organizations for providing capacity development and social guidance 

to the communities (RSPN 2011). RSPs practice a specific participatory development approach 

for social guidance of the communities; and they have named it “social mobilization,” which 

organizes the rural people into self-governing institutions. The social mobilization process starts 

by organizing households into community organizations (COs) at the neighborhood level, 

federating these COs into village-level organizations (VOs) and finally organizing the VOs as 

local support organizations (LSOs) at the union council level14. These community organizations 

engage with government agencies and other stakeholders to access basic services and to create 

accountabilities between citizens and the state (RSPN 2011).  

The mission of RSPs is to establish a nationwide network of grassroots organizations to 

mobilize rural communities in order to plan, implement and manage their own developmental 

activities. These activities include livelihood development and poverty alleviation through 

savings and micro credit schemes, strengthening and facilitating human development efforts and 

connecting the communities with government line departments, donors, NGOs and the private 

sector. As RSPs interact with many actors simultaneously; therefore due consideration is taken 

into account for maintaining a distinctive role as a facilitator alone. This strategy helps the 

communities and other stakeholders to keep their association independent of RSPs. Additionally, 

RSPs also avoid following a preconceived package approach for the communities. The whole 

idea behind the social mobilization exercise is to find out and support the activities that are 

identified by the communities according to their own needs and priorities. If the identified 

activity is viable given the resources and time constraints; then the RSPs work with the 

communities and facilitates them in arranging the needed resources. The required resources may 

                                                           
14 Union Council is a local government jurisdictional area. In Pakistan, union councils are the fifth and 
lowest tier of the government.  
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include support and funding from the government and donors, credit for micro finance schemes, 

technical assistance, or specialized trainings (RSPN 2011). The RSPs model of social 

mobilization of communities involves the following steps: 

1) Poverty profile is studied to measure the intensity of poverty prevailing in any given 

community.  

2) Working on the RSPs approach the communities are organized into socially viable 

groups. These groups are commonly known as community organizations (COs). Taking 

into account the level of poverty that exists in any given community the poor are 

encouraged to join the community organizations.  

3) As dialogues and interactions with the communities continue, activists who are eager to 

facilitate and help their communities are identified. The role of these community activists 

is very essential in mobilizing the communities.  

4) As community activists or leaders are identified micro plans are worked out with them to 

see what they can achieve on their own. Similarly, group level and village level exercises 

are conducted to identify the group level and village level needs. A detailed scrutiny of 

all the identified needs is done, keeping in mind the available resources and constraints. 

Then priorities are assigned to the identified needs.  

5) After conducting cost-benefit analyses of the prioritized needs, steps are taken to arrange 

resources for addressing the community needs. These resources can be pooled by the 

communities or can be provided by the support organization, i.e., RSPs. In case the 

resources are not available in house other actors like the government line agencies, 

donors and NGOs can be approached.  

Following the social mobilization strategy, RSPs have played an important role as a 

support organization. They have established successful partnerships and undertaken capacity 

building of many grassroots organizations. Some of the areas where the RSPs have worked 

closely with the communities and achieved significant results include: microfinance and 

enterprise development, natural resource management, crop maximization and food security, 

vocational training, community investment fund, micro health insurance coverage for poor, 

community physical infrastructure projects, low cost housing, establishing and managing 

community schools and improving quality of education at the primary level (RSPN 2011). In 

addition to these initiatives RSPs have undertaken special projects with donors and government 
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from time to time and delivered impressive results. Notable among such special projects are the 

relief, recovery and rehabilitation activities during the earthquake of 2005, floods of 2010 and 

their current role in the helping internally displaced people (IDPs) who have left their home 

towns in the northwest and tribal areas of Pakistan and are living in IDP camps (RSPN 2011).  

The rural support organizations (RSPs) have been successful in managing credible 

recognition with international donors and the government of Pakistan. Based on their record they 

have been awarded the contract to implement the USAID’s small grants and ambassador's fund 

program for smaller NGOs. In addition to this RSPs are currently engaged with many bilateral 

and multilateral aid agencies and international NGOs and are working for institutional capacity 

building of non-profit organizations in Pakistan.  

In summary, the NGO sector in Pakistan is growing in size, activities and operations due 

to the increasing interest of the government and donor agencies. A majority of the NGOs are 

small organizations and they lack long term sustainable plans and goals. Intermediary NGOs 

though less in number are gradually emerging and the rural support programs (RSPs) are an 

example of support organizations in Pakistan.  

 

Social Capital 

 

In the preceding paragraphs I have discussed in detail the role of support organizations in 

community development and bringing the people together for collective action. Support 

organizations, and for that matter, all NGOs make an effort to promote trust, norms and networks 

in order to improve the efficiency of society by facilitating coordinated actions. These attributes 

of trust, norms (reciprocity) and networking (civic engagements) are known as social capital 

(Putnam et al 1993; Fukuyama 1995). Bourdieu and Wacquant (1992, p. 119) define “social 

capital as the sum of resources, actual or virtual that accrue to an individual or group by virtue of 

possessing a durable network of more or less institutionalized relationships of mutual 

acquaintances and recognition.”  Burt et al (2001, p.32) consider social capital as “the contextual 

complement to human capital. The social capital metaphor is that people who do better are 

somehow better connected.” In other words, without social capital cooperation among citizens is 

difficult and the performance of organizations is limited. Social capital can only be mobilized if 

the communities have a strong desire for collective action. Communities possessing high levels 
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of social capital can engage on many diverse fronts effectively, and communities with lower 

levels of social capital are less likely to organize themselves (Putnam et al. 1993; Fukuyama, 

1995).  Fukuyama (1995) regards the trust among actors as the core value of social capital. 

Similarly, Ostrom (2000) considers social capital as the shared knowledge, norms and social 

trust formed through collective action among actors. 

 A wide range of empirical evidence shows that quality of life and performance of social 

institutions are influenced by norms and networks of civic engagement. These networks, both 

formal and informal, build social capital, which is the mainstay of many thriving societies. High 

levels of social capital appear to be related to economic performance and effective political 

institutions (Fukuyama 1995). Lately, social capital is gaining prominence on other research 

fronts like  family and youth behavior problems; education; the environment; community life; 

poverty; health and nutrition and information technology ( Adler & Kwon 2000). Social capital 

is considered “social” because it is embedded with social relationships and social structure. And 

at the same time it can be regarded as “capital” because, like other forms of capital, it serves as a 

valuable resource for accomplishing goals (Johnston and Kay 2007).  

In day to day matters for individuals, social capital refers to the nature and extent of one’s 

involvement in various formal and informal organizations and networks. From chatting with 

neighbors or engaging in voluntary activities and joining organizations and political parties, etc., 

all similar activities can be considered as building social capital. Hence, social capital is derived 

from the trust each participant has in the community or network. Without such trust, no one will 

contribute and everyone will be deprived of the benefits of mutual participation.  In summary, 

social capital appears to improve the overall quality of life in society at large. It has favorable 

effects for citizens both individually as well as collectively. Social capital is linked to individual 

development, societal development, effective democratic institutions and economic prosperity 

(Putnam 1993 et al; Fukuyama 1995; Ingelhart 1999).   

Possessing high levels of social capital enables members of any community to act 

collectively to achieve common goals. Agency is, however, required to help them select the 

goals that are feasible and that are likely to succeed given the constraints and opportunity 

available within their institutional environment. In other words mediating structures like NGOs 

can help them harness the stock of available collective action and activate it into active social 
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capital (Woolcock et al 2004).  Bangladesh is credited with inventing a well known model of 

microfinance, referred to as “banking on social capital,” i.e., the Grameen bank model.  

Various approaches have been adopted in Pakistan for harnessing and guiding social 

capital for rural development. Community based organizations (CBOs), for example, represent 

one such initiative. Several governments sponsored and foreign funded NGOs are working with 

CBOs to enhance their capacity and effectiveness. Prominent among these initiatives are the 

Rural Support Programs (RSPs), Trust for voluntary organizations (TVO), Strengthening 

Participatory Organization (SPO) and many others (Khan et al 2007). I have already discussed 

the activities of RSPs –the largest network of support organizations in Pakistan. RSPs efforts and 

their initiatives in building social capital and developing capacities of smaller NGOs and CBOs 

have been acknowledged both by the government and the donors.  

Many respondents, however, were also skeptical about the activities of the large support 

organizations like RSPs. First, they argued that the community organizations with whom the 

support organizations are engaged are active as long as funding is there, but once the support 

organization with draws the community organizations become inactive. Second, the critics also 

argued that the support organizations have expanded to an extent that sometimes they surpass the 

size and budget of regular government agencies, which not only makes the government agencies 

uncomfortable but also smaller NGOs. Additionally, the larger the NGOs grow the more they 

become bureaucratic and hierarchical, which are antithetical traits to the concept of participation 

and empowerment. Lastly, my respondents also highlighted that there is a competition over 

resources among the NGOs, and it is mostly the larger NGOs that are successful in getting 

projects and contracts from donors because of their size and networks. Hence, there is a growing 

monopoly of the larger NGOs, and obviously such tendencies are harmful for the smaller NGOs 

and their capacity development. I have elaborated these issues in greater details in chapter six 

which discusses the different dynamics shaping the capacity development of Pakistani NGOs. 

Fukuyama (1995) considers the amount of trust developed in a society as a key to 

develop successful businesses and large economic corporations which are essentially important 

in the present day global economy. Extending Fukuyama’s argument it can be argued that non-

profit organizations can also work successfully in societies which are high on trust. According to 

his thesis there are two kinds of societies. First are those societies that are low on trust such as 

China, Korea, Italy and France that exhibit low levels of non-kinship trust. Pakistan also 
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qualifies in the same category; family and clan relations are very strong and people rarely trust 

others outside their family and groups.  On the other hand there are societies such as Japan, 

Germany, and the United States that have high levels of trust; the values and beliefs systems in 

these societies are such that they facilitate formation of trust. Fukuyama’s thesis on trust 

confirms the prevailing situation in Pakistan. There are tremendous trust challenges that 

Pakistani businesses and non-profits are facing to grow nationally and on an international scale. I 

will be discussing more about trust in chapter seven.  

All in all NGOs in Pakistan have successfully demonstrated promoting social capital, 

awareness and collective action. The future for NGOs appears more positive and bright. With the 

support from the government and donors, more and more NGOs are getting involved in a range 

of development and humanitarian activities both at the local and national levels. However, with 

the expansion in size and more opportunities to participate in the development process, NGOs 

also need to focus more on their own capacity development. Furthermore, as noted above, there 

are some troubling empirical indications for the development of social capital and trust.   

 

Securitization of Aid 

 

 Foreign aid has a long history and perhaps its origins date back to earlier centuries. 

However, international aid in its modern sense became a prominent part of international relations 

after the Second World War. Presently, it is used as a foreign policy tool to set the parameters of 

bilateral and multilateral relations between governments. Aid took the form of financial 

assistance and technology transfer mainly channeled through large scale government owned 

projects in the developing countries. However, during the 1980s with the advent of neoliberal 

ideas a policy shift occurred in overseas development assistance. Structural adjustment reforms 

aimed at reducing and shrinking the size of the government and promoting competitive markets 

were linked to grants and loans extended by donor countries to the recipient countries mostly 

from the developing world.  

 During the last two decades, in addition to the neoliberal policies, donors have introduced 

different mechanisms and models of engagement with the recipient countries. They regularly 

update and revise their existing approaches as they go along and learn new ideas. From the initial 

focus on engagement with host governments alone the donors are now entering into partnerships 
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with NGOs. Little (2003) identified three prime reasons for donors’ preferences for working with 

NGOs. First, NGOs have no connection with geopolitical interests as states have, and NGOs are 

primarily concerned with the development agenda. Second, NGOs provide an opportunity for the 

citizens in the developed world to engage with issues of poverty and social justice as supporters, 

volunteers and contributors. Third, NGOs have strong connections with communities and 

masses, especially women and minorities, which the government often lacks. Funding for NGOs 

takes the form of a grant or contracting. In the first case NGOs propose certain projects and 

receive funds from donors to carry out those projects. In the latter case NGOs are engaged by 

donors to undertake specific roles and responsibilities that are outsourced and subcontracted to 

NGOs.  

 A full discussion and analysis of foreign aid is beyond the scope of this study. However, 

development NGOs cannot be properly understood without reference to international aid systems 

to which many of the NGOs are linked and have relationships. The international aid system is 

complex and diverse and its history contains changing relationships with NGOs. The discussion 

here refers to a new concept of international aid commonly known as securitization of aid.  

The 9/11 attacks on United States and the current policy adopted by many Western 

countries related to “war on terror” have brought several changes within the aid industry which 

have threatened the capacity of NGOs to maintain room for maneuver (Lewis and Kanji 2009). 

Strong links were observed between poverty and conflict, and lately this relationship has been 

more widely acknowledged and translated into new aid policies. According to Harmer and 

Macrae (2004) there is an increased tendency by donors towards “securitization of aid.” This 

policy shift includes renewed engagement by donors with failed states to reduce security threats 

as opposed to the earlier approach of investing in those states that were willing to adopt reforms. 

In other words, this also means linking political, military and humanitarian responses to unstable 

regions and conflict zones. The debates about securitization of aid have received mixed 

responses. Some argue in favor of it, suggesting that this approach is a move towards better 

donor coordination and a step towards improving international security and reducing terrorism. 

On the other hand some people argue that it is a means of promoting donors’ national security 

interest and diverting funds from achieving social and economic development.  

The UNESCO (2011) report “The hidden crisis: Armed conflict and education” cautioned 

that despite progress on the sixth millennium development goal, education for all, many 
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countries are likely to miss their targets by wide margins with conflict being one of the major 

reasons. The report further says that donor governments often view poverty in conflict affected 

countries as a security threat linked to terrorism, weapons proliferation and international crime– 

but linking security and development can do education more harm than good. Similarly, 

according to Oxfam (2011: 4)  

“Donors should ensure that the development projects they fund or plan in 
conflicts and stable settings alike are responsive to the needs of communities, 
aligned where possible with the policies of local and national administrations and 
sustainable after foreign development workers have left. Donors and aid agencies 
alike must ensure that aid does not contribute to violations of international human 
rights and humanitarian law.” 

In the context of Pakistan this tendency by donor countries, particularly the United States, 

has also received mixed results. On one hand the availability of foreign funding is a major factor 

behind increased NGO activities and the number of NGOs is increasing. How far these projects 

will be sustainable and will help the NGO sector and common people is yet to be determined. On 

the other hand, the challenges for NGOs and NGO workers have also increased. Due to the 

unavailability of local funding NGOs’ work is seen as getting closer to the donors’ interests. And 

there is a growing misconception that NGOs are promoting issues that are detrimental to religion 

and national security. Such beliefs are also damaging for the social capital that NGOs can 

generate. At the same time, there is a growing popular perception among the people that Pakistan 

needs to detach itself from the US led war on terror for peace and stability inside Pakistan. But 

since the government, NGOs and the military receive huge financial assistance from the US 

government it is difficult for them to make such a move. This has led to a growing trust deficit 

among all the stakeholders in the developmental aid system and it ultimately hampers the growth 

and development of the NGO sector. 

 

Conclusion 

 

This chapter helps us in understanding the context of this research. The NGO sector in 

Pakistan is growing in size, activities and operations due to the increasing interest of the 

government and donor agencies. Initially established to look after welfare activities; the NGOs 

are currently involved in diverse activities including service delivery, relief, advocacy, 

development and much more. The NGO registration mechanism is very weak and outdated. 
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Poorly maintained records make it difficult to know the exact number, functions, budget, 

employees etc. of the NGOs. Similarly, systems to support the NGO sector are missing. Small 

grant-in-aid programs for NGOs to facilitate the government in welfare activities existed at one 

time. However, long term financial and institutional mechanisms from government as well as the 

donors to strengthen the NGOs are absent. Government and donors need to fully understand the 

NGOs and support them towards success and self reliance.  

A majority of the existing NGOs in Pakistan are small organizations and they lack long 

term sustainable capacity development plans and goals. Intermediary NGOs, though less in 

number are gradually emerging, but they also need resources and support from the government. 

What is ostensibly missing is long term financial sustainability of the NGO sector and the 

associated institutions that can support NGOs to participate in national development.  

The neoliberal policies and the humanitarian crisis during the last two decades have 

drastically changed the dynamics of NGOs in Pakistan.  NGOs have assumed new roles in 

service delivery, humanitarian relief and development sectors. With this increase in the role and 

scope of the NGOs many new issues have emerged such as capacity development of the sector to 

manage the new responsibilities, resources for sustainability, relationships with the government 

etc. Although NGOs are successful in generating trust and social capital at the community level, 

at the macro level there is a trust deficit among NGOs, government and the donors. 

The increasing support and interest of the donor agencies to help NGOs is also a source 

of rift and mistrust between the government and NGOs. The government has started to criticize 

the donors’ approach of providing funds to NGOs directly. The lack of trust and coordination 

between the government and NGOs has also hampered the capacity development of NGOs. 

Hence, despite good intentions donors have increased the tension between government and 

NGOs. On the other hand, there also exists a trust deficit between the government and donors. 

The government believes that the undue preference of donors for NGOs is a deliberate effort to 

marginalize the public sector agencies. Finally, some segments of the society are also suspicious 

about the donors’ activities and funding. The hostility and mistrust that prevails in the Pakistani 

society, in some cases, offsets the positive contribution of donors in the development of Pakistan.  

More details about the prevalent mistrust among the developmental aid sector stakeholders are 

discussed in the subsequent chapters. Lately, the ideas like securitization of aid have also 

undermined the perceived morality of development aid. 
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CHAPTER FIVE 

 

STAKEHOLDERS’ IMAGES OF  

CAPACITY DEVELOPMENT AND ITS IMPLEMENTATION IN NGOS 

 

Introduction 

 

This chapter builds its discussion to discover the different perceptions about capacity 

development and its implementation in Pakistani NGOs. Employing interview data, this chapter 

examines how capacity development is understood and how the concept is operationalized by the 

stakeholders15. The chapter addresses my first and second research questions: 

- How is capacity development understood by various actors in the developmental aid 

system?  

- How is capacity development operationalized?  

 

The term capacity development is understood differently by the stakeholders in the 

developmental aid system. Their understanding is shaped by the situational conditions in which 

they are embedded and by the ways they define those situations. They balance their perspectives 

in light of their backgrounds and their organizational objectives. An inquiry of how the 

stakeholders define capacity development not only reveals how they view it but also highlights 

the multiple meanings and attributes associated with this concept. Although, capacity 

development is considered as value addition to existing NGO activities yet stakeholders find it 

difficult to define the concept comprehensively.  

Some stakeholders refer to capacity development as organizational development while 

others look to it from the wider perspective of institutional development. To some it is about 

change and transformation; to others it is empowerment and development. In short, capacity 

development involves much more than enhancing the knowledge and skills of individuals and is 

influenced by the enabling environment and the structures of power and the institutions in which 

the NGOs are embedded. Fowler et al. (1992) consider organizational development different than 

                                                           
15 Stakeholders for this study include: NGO leaders, NGO staff, donor representatives, community 
members and government functionaries. 
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institutional development by defining organizations as structures that bring people together to 

work for a common purpose, such as NGOs or private businesses; this further implies that 

organization development of NGOs includes actions like resource mobilization, trainings, 

workshops, seminars and exposure of the staff. Institutions, on the other hand are stable sets of 

well established rules-both formal and informal such as laws, markets or customs etc. 

Institutional development refers to improvements in the wider environment in which NGOs 

operates and efforts to influence the policy in favor of NGOs. Another dominant view held by 

stakeholders terms capacity development as “subtle paternalism” and the concept is associated 

with growing instrumentalist view of NGOs as a delivery system for donor funds (Fisher 1994). 

However, despite these concerns, Fowler (1997) argues that capacity development debate can 

provide an opportunity for reflection on NGOs and their development approaches.  

Lewis (2007) categories three different forms or approaches to capacity development in 

NGOs. The first is technical assistance, which generally includes the basic operational issues of 

NGOs and can include technical matters like monitoring systems, financial systems, information 

systems, human resource systems and the like. The second form of capacity development is the 

provision of organizational needs and resources, and may take the form of trainings, workshops 

and funds. The third type of capacity development span over a number of years and is designed 

to facilitate and support the organization to address its present and future needs and adapt to the 

changes in external environment. Similarly, Eade (1997:35) highlights three views about 

capacity development of NGOs. First, capacity development is a “means” to strengthen NGOs to 

perform certain activities. Second, capacity development is a “process” to achieve coherence by 

focusing on mission, structure and activities of NGOs. Finally, capacity development is an “end” 

to provide NGOs to survive and fulfill its missions and objectives.  

 

Images of Capacity Development in Pakistani NGOs 

 

Presently there are three kinds of NGOs in Pakistan: (1) International NGOs; (2) National 

NGOs and (3) local NGOs and community/village based organizations (CBOs/VBOs). 

International NGOs are professional, stable and their understandings of developmental and 

humanitarian issues are very clear. They are primarily involved in outsourcing and 

subcontracting their work. The second category includes larger domestic NGOs that maintain 
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reasonable operational setups and structures and they in fact serve as support organizations or 

infrastructure organizations.16  They have professional staff and experts and linkages with 

international donors. The third group of NGOs are smaller in size and scope having limited 

setups and localized activities. All the three categories of NGOs are involved in a host of 

activities including service delivery, advocacy, capacity development, relief, rehabilitation and 

so on. Since, this study pertains to Pakistani NGOs I will be focusing only on two categories of 

NGOs i.e. national and local level NGOs. Both these categories of NGOs are heavily dependent 

on funds from local as well as external sources for their operational and programming activities 

and interventions.   

 The development practitioners in my study described capacity development in a variety 

of ways, and these representations mirror a similar diversity of perspective found in the extant 

literature. I offer five images here as implicit representations from my informants’ accounts of 

their everyday concerns for building these capabilities. These images, presented in subsequent 

sections, include resources for survival and sustainability, development and empowerment, 

vision and strategy, skills and change.  

 

Resources for Survival and Sustainability 

All organizations, including NGOs need resources for survival and sustainability. 

According to resource dependence theory organizations are unable to produce all the resources 

internally they require to operate; therefore they must engage in exchanges with their external 

environment for obtaining the resources they need to survive. The resource dependence theory 

also stresses the importance of looking at the environment in which an organization operates 

when trying to explain behavior and activities of that organization. Therefore, environment is 

considered as a central source of uncertainty and constraint (Pfeffer & Salanik 1978).  

Survival and sustainability are important dimensions of capacity development in NGOs. 

It refers to continuation and persistence in project activities and actions after funding ends 

(Bossert 1991). In case of Pakistani NGOs survival and sustainability is linked with their 

capacity to attract resources and support. Ubels et al (2010) observed that without an appropriate 

level of resources: finances, manpower, equipment, office space etc., NGOs will always remain 

                                                           
16 Support organizations are also commonly known as “intermediary organizations” or “bridging 
organizations” and are discussed in greater detail in chapter four.  
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incapacitated. Hence, resources are an essential and critical component of the capacity 

development initiative in Pakistani NGOs. It can affect the NGO’s ability to carry out its mission 

and objectives and extend its work and message out to the communities (De Vita and Fleming 

2001). A CEO of a prominent national level NGO in response to my question regarding 

strengthening his NGO remarked:  

First of all I think you need to understand that the greatest capacity problem for 
all the Pakistani NGOs is the capacity which nobody talks about. It is the capacity 
for survival and sustainability. People come in and start training you, put up 
manuals for you, conduct workshops and seminars etc. They do all sort of things. 
For instance, USAID wants to develop systems and manuals for NGOs, UN want 
to improve transparency in NGOs, DFID is interested in empowerment so on and 
so forth. But without addressing the core capacity issue; can an organization 
survive? If you have all the trained people and in a year’s time they leave you; if 
you build up all these manuals but you can’t survive after the project is over than 
what is the point of it? So we need to focus on the basic capacity issue which is 
survival and sustainability 

He further explained that after you are contented that your organization will survive you 

move ahead and take measures for capacity building:  

 I think the basic as I said is the capacity for survival and sustainability. If that is 
there, organizations can than adapt and change and grow. The next step you need 
is to have systems and policies for finance, procurement, human resources and 
policies for the work that you are implementing. So you need a set of policies for 
your operations if your organization has the capacity to survive.  

Hence, resources for survival are an important concern for Pakistani NGOs and their 

leaders are well conscious of this fact. They profusely discussed survival and sustainability of 

their organizations and linked it with capacity development. Similarly, another NGO leader 

stressed the need for resources and related it to capacity development in the following words:  

Our organization needs funds to survive with this huge staff and setup. In fact, we 
depend heavily on donor funding. We are always looking for donors in order to 
sustain. We cannot rely on one donor alone and that’s the reason that our 
organization is a multi-sectoral organization…............. Organization survives on 
resources especially funding. If I do not have funds how can I hire professional 
and competent staff and how can I retain them? How can I invest in their capacity 
development, trainings and orientations? There are instances where I have 
comprised on many things just to avail the donors funding. I may not agree or like 
their approach, ideas or objectives but I had to sign the project because I need 
funds to survive and pay my staff and resultantly I had to compromise on many 
things.  
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An NGO worker who had worked for several national and local NGOs and had over two 

decades of experience working in the NGO sector expressed the same concern in the following 

way:  

When we talk of NGO strengthening or capacity development the first thing that 
comes to my mind is that NGOs should have the ability to generate funds either 
from the government channels or from international donors. Therefore, NGO staff 
should be good in proposal writing, project planning and formulation and 
negotiations. After they get the grants or projects they should also have the 
capacity to implement, monitor and evaluate the activities.  

A CEO of an NGO working on advocacy and health issues also highlighted the 

importance of resources and support from the government as key capacity issues for the survival 

of his organization. While answering my question regarding strengthening his organization he 

remarked:  

……Continued resources and sustainability of our programs will strengthen our 
organization. We need resources from our donors and support from the 
government so that we can be in position to continue our awareness and advocacy 
programs. In short, I would say that financial and political support from the 
government and donors are the key for strengthening our organization.  

It is, therefore, evident that in context of Pakistani NGOs resource mobilization, donor 

linkages and partnerships are critical for survival and sustainability of capacity development 

activities. An NGO leader while stressing the need for establishing strong donor linkages said:  

I think we have a poor outreach to the donors. We need to focus on good liaison 
with the donors to attract more potential donors for future in order to continue our 
capacity building efforts. We document many of our activities but still we miss 
many of them. We share our reports with our donors on monthly and quarterly 
basis but we need to focus on writing quality reports to attract more donors. This 
will help us to improve our visibility. If you are working in isolation and not 
making yourself visible how can people and especially donors know that you are 
out there and working?  Hence, for future we have to work on these two aspects: 
first, to improve our liaison with donors and secondly, to improve our visibility by 
writing quality reports supported by data and visual facts.  

A staff member of an international NGO who looks after the implementing work of 

several national and local NGOs stated that:  

NGOs should have the capacity to generate their resources internally so that when 
the donor is phasing out they should have the capacity to retain their staff and 
continue their activities. 

 From the above discussion it is very clear that the basic image of capacity development 

according to the views of different stakeholders revolve around the fact that NGOs should have 
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resources for survival and sustainability of their activities. Without the requisite resources, NGOs 

cannot continue and plan capacity development interventions. It is, however, interesting to 

observe that linking capacity development to resources is predominantly a concern for NGO 

leaders and NGO staff whereas the other stakeholders especially the government functionaries 

and people working for the donor organizations were of the view that NGOs need to generate 

their own resources for survival and carrying out capacity development.  

 

Development and Empowerment 

The next common image of capacity development in Pakistani NGOs, as shared by the 

stakeholders, relates to development and empowerment of the people. According to this 

approach capacity development is a process by which NGOs and CBOs can mobilize individuals 

to undertake activities for addressing their long term development needs. It is to help people to 

understand and exercise their potential to identify and solve their own problems. Capacity 

development can lead individuals to understand the root cause of their underdevelopment and 

can guide them to adopt social behaviors facilitating self-sufficiency and empowerment. Central 

to development are key concepts of participation and empowerment. In fact, capacity 

development is about increasing voice, participation and empowerment (Ubles et al 2010). A 

section head in a donor agency while responding to my question regarding his stance and their 

organization’s role in capacity development said:  

Capacity building is to guide people to address their development needs, for 
example poverty eradication, livelihood development and improving social 
services particularly health and education. Another way to look at capacity 
building can be to empower someone to handle their affairs. Our organization 
focuses on all these aspects. We focus on enhancing NGO abilities to handle all 
these issues effectively and better serve the communities in which they are 
working. We also provide hands on experience by mutually working with NGOs. 
We sit and work out things together. For instance, we have spot checks which do 
not mean to monitor NGOs but to identify gaps of implementations and come up 
with workable solutions for those implementation gaps. We also prepare 
mitigations plans with NGOs. These plans are there to devise future strategies and 
address gaps from the previous plans. We regularly refer to our mitigation plans 
with NGOs to see whether those issues that have been highlighted previously 
were taken care of or still need further attention.  

Pakistani NGOs are making efforts to introduce and encourage participatory development 

practices. They have successfully completed many projects using participatory development 

processes in collaboration with their partnering communities. The support NGOs are playing an 
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important role in this regard by establishing successful partnerships and undertaking capacity 

building of many smaller organizations and are helping them to achieve their development goals. 

Individuals as well as communities are imparted trainings on managerial and technical skills to 

manage their organizations. Also, new approaches to livelihood development, income generation 

and rural development are promoted. Some of the key areas where NGOs have worked closely 

with the communities and achieved significant results include: microfinance and enterprise 

development, natural resource management, crop maximization and food security, vocational 

training, community investment fund, establishing and managing community schools and 

primary health care dispensaries (RSPN 2011). Similarly, NGOs are supporting the weak and 

marginalized in the society especially they are struggling for empowering women and children.  

They have also successfully highlighted many cases of human rights violations and have 

attracted local and international audiences in support of their cause. A leader of an NGO working 

on advocacy issues said: 

Our major objective is to enhance capacity of communities on women and children 
rights. We provide awareness, advocacy and lobbying services to individuals and 
communities. We start our work from the grassroots up to the national legislature for 
highlighting issues and lobbying for legislation to protect vulnerable women and 
children. We are working on discouraging early childhood marriages by approaching our 
communities. We conduct seminars and workshops to create awareness among masses 
and then approach the member parliaments to address these issues by framing laws that 
can discourage and/or ban early childhood marriages. Similarly, we are also working on 
creating awareness against the tradition of Swara

17
. Recently, we were successful in 

persuading parliamentarians to pass a law on gender based violence to protect women 
from being target of domestic violence. For all these projects and activities we work 
closely with our communities and other NGOs to develop capacities on social awareness 
by holding training sessions and workshops.  

An advocacy and rights based NGO staff member who has been working as a trainer in 

his organization and is actively involved with communities in arranging advocacy and awareness 

events stated that:  

Most of the people are unaware of their fundamental rights as citizens of Pakistan 
and we are working with our communities to enhance their capacity to know 
about their rights as stated in the constitution of Pakistan. We provide them 
trainings in human rights, democratic governance and conflict resolution for 
peace and harmony. Our goal is to empower and guide our communities towards 
development.   

                                                           
17 Swara is a child marriage custom in Pakistan and Afghanistan which is to offer a girl for marriage to 
the opposing tribe for settlements of feuds and disputes. 
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In summary, development and empowerment is a predominant image of capacity 

development according to the understanding and perception of many of my informants. The core 

idea is to promote development and encourage equal rights and opportunities for everyone 

especially women and children. Nonetheless, it is worth mentioning that much of the focus 

regarding development and empowerment initiatives by the NGOs aims at the individual level 

but there are instances where development and empowerment is applicable at organizational 

level as well.  

 

Vision and Strategy 

Another important image of capacity development as understood by development sector 

stakeholders considers capacity as a vision and strategy for Pakistani NGOs. Clarity of 

understanding and sense of responsibility leads to developing an organizational vision. For every 

organization to be effective it must identify its own abilities and strengths in order to focus on 

the possibilities of its unique contribution. Interaction between understanding of particular 

context and appreciation of particular responsibility yields to organizational vision (Ubels et al 

2010).  Kaplan (2000) stated that vision and strategy lead to a sense of purpose by which an 

organization manages to plan and implement a program of action and is able to adjust this 

program in a rational and well thought-out manner. Ubels et al (2010) posited that strategic 

thinking for NGOs involves prioritizing certain activities and approaches over others as well as 

utilizing scarce resources in the service of chosen priorities.  

An NGO worker who started his career in mid 1970s as a grass root level social organizer 

and then progressed all the way to become head of the training and development section of a 

leading national level NGO while answering my question, “What is capacity development?” 

replied:  

The term capacity building is misrepresented or misunderstood and viewed 
differently by different actors in the development sector. It’s not only imparting 
trainings and conducting workshops. It is more than that. To me, it is a visioning 
and strategic exercise. It is about putting in place systems and procedures. It is 
about planning, prioritizing, coordinating and evaluating programs and projects in 
a concerted manner to achieve objectives. In my opinion larger NGOs and donors 
while investing in the capacity development of smaller NGOs have to keep in 
mind that capacity building is not only trainings and a onetime activity. Many of 
the smaller NGOs do not have vision and mission statements and they lack a well 
defined strategy to go about their activities. They do not know what are their 
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goals? In my opinion a strategic exercise is necessary with these smaller NGOs so 
that they should know themselves first before they can launch activities for others. 
What is their mission and objectives? How to develop their structure and systems? 
What is staffing? How to build the capacity of their staff in planning, monitoring 
and evaluation etc.? So on and so forth.  Hence, these are some of the specific 
areas where we can develop the capacities of local NGOs by focussing on their 
vision and strategies. 

Hence, for an NGO to be qualified for undertaking capacity development activities must 

have its own vision and strategy. Unless, an organization is not clear about its own activities 

cannot drive others towards capacity development. A CEO of a leading national NGO while 

stressing the need for a proper vision and strategy as a prerequisite for capacity development 

said:  

To us capacity development is a vision and a mission and for achieving our vision 
we are following a well defined strategy. Our aim is how different non-profit 
organizations will become member of our network and how will they adopt and 
implement our work. The vision of our organization is to establish a nationwide 
network of grassroots organizations to mobilize rural communities in order to 
plan, implement and manage their own developmental activities. These activities 
include livelihood development and poverty alleviation through savings and 
micro credit schemes, strengthening and facilitating human development efforts 
and connecting the communities with government line departments, donors, 
NGOs and the private sector.We follow a specific strategy for implementing our 
social mobilization work. Our organization was the first to introduce the idea of 
social mobilization and since 1982 many NGOs have borrowed this approach 
from us and they have been implementing it. Before formally launching this work 
we organize and prepare a particular community and then following proper 
planning and strategy we work with community groups for social mobilization 
and federate them in a three tier model at community, village and union council18 
level. We work with our communities on many things; how can they register their 
community organization? What will be the objectives and mission of their 
organization? What are their capacity needs? How can their leadership be trained? 
How can they maintain their books? Etc. This is the core of what we do.  

In summary, capacity development is a visioning and strategic exercise and is achieved 

through the constant interplay between doing, planning, improving and evaluating. It is to 

rethink, re-plan, re-strategize and improve organizational methodologies taking into account the 

context and vision of the organization. It is pertinent to mention that the focus of this concept of 

capacity development is at the organizational level. Many of my respondents were of the view 

                                                           
18 Union Council is a local government jurisdictional area. In Pakistan, union councils are the fifth and 
lowest tier of the government.  
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that NGOs in Pakistan need to have clear visions and they should conduct their work by adopting 

proper strategies.  

 

Skills 

A very common and basic image of capacity development present in Pakistani NGOs is 

to develop and enhance individual as well as organizational skills. Ubel et al (2010) argued that 

an important ingredient of capacity development is the growth and extension of skills, abilities 

and competencies-the traditional terrain of training courses. Kaplan (2000) highlighted that 

capacity development cannot be viewed simplistically; there are stages and phases of capacity 

development which often overlaps and there is a sequence, a hierarchy and an order in the 

growth of organizational capacity development. Unless organizational capacity has been 

developed sufficiently to harness trainings and acquisition of new skills, training courses do not 

“take”, and skills do not “adhere”. The NGOs that do not improve their skills and have a weak 

sense of responsibility and are inadequately structured cannot make use of training courses and 

skills (Ubel et al 2010). Many of my respondents referred to acquisition of skills and knowledge 

as a basic concept of capacity development. A government functionary while commenting on 

what he terms capacity development for NGOs in Pakistan said:  

As the NGO sector in Pakistan is still growing, they need more support and 
facilitation. In my personal opinion our NGOs need to acquire skills and expertise 
in many areas for example financial management, project management, human 
resource development, proposal writing etc. In short, I would say that NGOs need 
continuous support for their capacity development. 

A senior government functionary while stressing the need of skills and knowledge as a 

capacity development requirement for local NGOs remarked:  

I have observed that smaller NGOs have many capacity issues. They require basic 
skills in management, planning, monitoring and report writing etc. Expertise in all 
the above mentioned areas will not only help the NGOs to achieve organizational 
efficiency but it will also help them to achieve effectiveness at the community 
level. This will also help to generate a good image for the NGOs and people will 
be satisfied with their work. So, in my opinion the NGOs need to have well 
trained and equipped human resources to be able to deliver results. Larger NGOs 
may be an exception because they usually have well trained and qualified staff.  

Another government functionary somewhat critical of the NGOs skills and abilities while 

answering my question regarding capacity development of Pakistani NGOs said: 
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Capacity of the NGOs depends on the ability of their staff. How committed they 
are? How professional they are? So on and so forth. But as the NGO sector has 
recently been flourishing they need rich experience and well trained staff in all the 
sectors in which they are involved and I think they are way far behind from that 
stage where we can say that they have the capacity in all the fields. What they 
usually do is to hire people from local areas with limited experience and at times 
mobilize them without imparting proper orientation and training to them. In such 
situation it is unnatural to assume that they will improve service delivery which 
the government is unable to do. In my opinion both the government and NGOs 
need capacity building for improving service delivery.  

From this discussion it is evident that the stakeholders have a firm belief that improving 

skills and knowledge are key characteristics of capacity development. A CEO of a larger national 

level NGO while emphasizing the importance of skills and knowledge for capacity development 

of his staff said:  

There are many instances where we focus on the capacity building of our staff i.e. 
improving their skills and knowledge, in house as well as externally. Before 
implementing any project we give full orientation to our staff about the project 
and what will be their role in the project and how will they perform their 
functions. We also send our staff to other organizations to train them in proposal 
writing, monitoring and evaluation, report writing, human resource administration 
etc. We also provide trainings to our partners with whom we are implementing 
our projects. For example in one of our education projects for the Afghan refugees 
we had to train the teachers. We conducted pre-service and in-service training to 
the teachers. 

Similarly, a representative of a donor agency while sharing his thoughts and 

understanding about capacity development of Pakistani NGOs mentioned: 

Capacity development is to enhance the skills of an individual or an organization 
to perform certain tasks effectively. At the staff level NGOs need trained, 
professional, competent and dedicated staff i.e. qualified human resources for 
proper working and achieving results. At the organizational level NGOs need to 
have proper systems, procedures and policies for example financial management, 
planning, monitoring, evaluating and report writing skills.........We are working 
with our partners NGOs to develop both their staff and organizational capacities 
for better service delivery and outreach to the communities.  

Hence, capacity development is about improving skills, knowledge and abilities which 

can lead to improvements in existing systems and structures of NGOs. Morgan (2006) refers to 

competencies and capabilities as two important components of capacity development. According 

to him competencies are specific abilities of individuals and capabilities are specific abilities of 

organizations. The above discussion emphasizes that, according to this image and perception 
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held by stakeholders, capacity development is a process by which Pakistani NGOs can improve 

their human and organizational skills. 

 

Change 

Another image of capacity development according to stakeholder’s insight and prevalent 

in Pakistani NGOs, consider change in attitudes and values at individual, organizational and 

institutional level as key features of capacity building. Many actors involved in the development 

sector had to adopt new ideas and approaches to confront dramatic shocks, emergencies, 

unforeseen government or donor decisions, changing needs of the clients and beneficiaries, 

sudden economic changes and so on (Ubels et al 2010). A regional head of a national NGO while 

responding to my question that how he looks at capacity development said:  

Capacity development is about changing attitudes and behaviors at the individual 
level. At the organizational level it is about innovation, collaboration and 
adaptation. At the institutional level it is about nurturing an enabling environment 
and setting policies and statutes to facilitate and strengthen the NGOs.  

Important dimensions of organizational culture are values and beliefs, which are practised 

on daily basis in an organization; the organizational way of life; the way things are done in an 

organization etc. With the passage of time organizations develop particular ways of doing things 

like habits, norms, routines, mindset etc. Capacity development aims at changing organizational 

culture and the way things are done, although it is a long term process (Ubel et al 2010). A long 

time and senior NGO worker while emphasizing the change aspect of capacity development 

remarked:  

People generally take capacity development in a very narrow perspective and it is 
considered something related to trainings only and that too for a limited time say 
for example 3-4 days. Capacity development is to change attitudes, behaviors and 
values.  Capacity development is to cultivate and promote a belief in 
volunteerism, community work and innovative practices. It is also to stream line 
the role of NGOs and make their work sustainable and strategic. 

A senior staff member of a donor organization that is actively involved in capacity 

building interventions for local NGOs remarked:  

We are working with many NGOs in Pakistan and our organization is interested 
in studying the change aspect of capacity development, in other words we study 
the impact of capacity development interventions. We look at the changes before 
and after capacity building activities are conducted. For example, at the individual 
level we conduct post training surveys to get individual feedback and study their 
responses to evaluate the change in their performance and behaviors. At the 
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organizational level we study NGOs structures and functions and the way they 
conduct their business by adopting new ideas and tools and the changes that have 
occurred in the NGOs with the adoption of new approaches. At the institutional 
level we are interested in examining that whether NGOs were successful in 
lobbying for changes in the policies, laws and frameworks conducive for their 
engagements.  

In summary, it can be posited that changes in behaviors, attitudes and values at 

individual, organizational and institutional level are important features of capacity development 

as understood by stakeholders associated with Pakistani NGOs.  

The above discussion helped us in improving our understanding about capacity 

development and highlighted five images of capacity development practised by Pakistani NGOs. 

However, it has to be kept in mind that capacity development is a very complex phenomenon 

and it cannot be restricted to one single image or approach. Understanding of capacity 

development varies depending upon the context, situation and the background of the 

stakeholders. A comparison of these five images reveals a couple of similarities as well as a few 

differences. First I will discuss similarities.  

Capacity development, as laid out by the five images, is an ongoing exercise and cannot 

be achieved in a couple of days or sessions whether it is about resources or skills or even it refers 

to change or development, it cannot be achieved overnight. Hence, the NGOs need to focus on 

their capacity development requirements continuously. Another feature that is common among 

all the five images is commitment. For successful capacity development of NGOs, all the images 

and viewpoints emphasize commitment. Whether it is acquiring resources or skills or setting out 

vision and mission or adapting to changing environments, NGOs need commitment to achieve 

the cause of capacity development. Last but not the least, another similarity among the different 

images of capacity development held by different stakeholders, is the importance they place on 

understanding the context and studying the deeply embedded attitudes and behaviors before 

designing any capacity development activities. All the images hold the common view that NGOs 

should have a proper understanding of social, cultural, political and economic environment in 

which they are working.  

Now I will discuss some differences among the five images. Some aspects of the concept 

are tangible and quantifiable while others cannot be easily measured and assessed. For instance, 

resources and skills can be measured and quantified whereas change, vision and empowerment 

are hard to quantify. Some of the concepts may require a shorter time span to take effect while 
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others may need a longer duration to gain ground. For instance, skills may be easier to develop 

and may require a short span of time as compared to changing attitudes which may require a 

much longer duration. Some of the images and ideas about capacity development are focused at 

the organizational level while others look at individual level. For example, resources and setting 

vision are purely organizational capacity development need whereas development and 

empowerment can be considered as individual level capacity need.  

Differences in perception among the stakeholders also cause them to attach different 

meanings to the same concept. NGO leaders and NGO staff consider capacity development as 

being heavily dependent on external resources. However, government functionaries and donor 

representatives emphasized that NGOs have to come up with some alternative ideas so that they 

can drive and sustain the capacity development activities with their own resources. Finally, 

different stakeholders believing in different concepts and images may have different yardsticks 

or approaches to gauge the success and impact of capacity building interventions. NGO leaders 

seem to be more interested in generating resources and will be looking at sustainability of their 

organizations whereas donors and government are more interested in development and 

improving skills. These differences in setting different goals and priorities for capacity 

development objectives will ultimately result in different measures for evaluating their success. 

In summary, there is no unifying approach to study and examine the success of capacity 

development interventions. The success criteria of capacity development interventions may also 

vary according to the perception of stakeholders and the backgrounds from which they belong. 

The table below summarizes the key features of the five images of stakeholders’ understanding 

of capacity development in Pakistani NGOs:  
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Table 5.1 Stakeholders’ Images of Capacity Development in Pakistani NGOs 

 

Image Level  

 

Type  Stakeholders  

Resources  

 

Organizational  Tangible  NGOs 

 

Development and 

Empowerment  

 

Individual  

Organizational  

  

Intangible 

NGOs 

Government 

Donors 

 

Vision & Strategy  

 

 

Organizational  

 

Intangible 

Donors 

Government 

NGOs 

 

 

Skills 

 

Individual 

Organizational  

 

Tangible 

Government 

Donors 

NGOs 

Communities 

 

Change 

Individual 

Organizational 

Institutional 

 

Intangible 

 

NGOs 

Donors 

 

Converting Metaphor to Action: Images of Capacity Development Implementation 

in Pakistani NGOs 

 

After discussing stakeholders understanding of capacity development and its 

characteristics, next we will examine that how these images are operationalized. In other words 

we will be looking at the methods, tools and techniques that are used for implementation of 

capacity development by NGOs in Pakistan. Since, we are looking at national and local NGOs in 

this study, it is important to mention that mostly the larger NGOs or support organizations are 

involved in the implementation of capacity development. The smaller NGOs are mostly at the 

receiving end and they are the ones for whom the capacity development activities are designed. 

A senior NGO staff member elaborated this point in his words as:  
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There are two types of Pakistani NGOs. The first one, are the larger NGOs who 
have good operational setups and structures and they are in fact support 
organizations who have professional staff and linkages with international donors. 
The other group of NGOs are the smaller NGOs they have limited setups and they 
lack capacities in many different sectors. They need the support of larger NGOs 
for their capacity development activities and sustainability. The larger NGOs 
should support the smaller NGOs and help them in developing their capacity.  

 

Trainings 

The most commonly and widely used method for implementing capacity development 

activities is training. Training is a process by which individuals or organizations can acquire and 

improve their skills, knowledge and competencies. Trainings aim at improving competencies in 

individuals and capabilities in organizations (Morgan 2006). Literature about organizational 

training and human resource development, emphasize that the training process should start with 

proper analysis of organizational mission and objectives.  The next step is to identify what skills 

and competencies individuals in the organization should possess. Such analysis lead to training 

needs assessments and it is the proper assessment of needs that lead to effective trainings 

(Wilson 1996). To get the right people with the right skills in place is more than a managerial or 

logistical problem. It requires a constant review of the skills needed to achieve the organizational 

goals and objectives. Every organization including NGOs need to have a proper training and 

development plan aiming at imparting the specific kind of skills and knowledge to their 

employees (DFID 2010). According to DFID (2010) four things are important for any kind of 

training in NGOs:  

1. What knowledge and skills are needed? 

2. How many individuals or teams need to have these skills and knowledge?  

3. At what level are these skills and knowledge required?  

4. What other mechanisms, in addition to trainings, can be adopted to address the 

gaps in skills and enhance knowledge?  

 

Trainings in Pakistani NGOs are predominately focussing on skills in social analysis and 

community development. The second important theme around which the NGO trainings revolve 

is to promote participatory development and collective action practises; and to establish linkages 

between local and national NGOs.  The third area of trainings for NGOs is to understand and be 
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part of the development process in Pakistan. This includes trainings of technical nature for 

instance proposal writing, project planning and management and working with donors etc 

(Carlan 1996). The fourth area of NGO trainings is related to organizational performance and 

management like human resource management, financial management, leadership development 

etc. It is important to mention here that with the passage of time NGOs have developed a better 

understanding of effective training practises. However, as stated earlier mostly the larger NGOs, 

support organizations, are planning, designing and implementing these trainings for their 

partnering smaller NGOs or local community organizations. A senior female NGO worker 

currently working for an intermediary NGO and who had been involved in many NGO training 

activities remarked:  

The first manual and module that our organization developed on leadership 
management for communities, I was part of that team. I was also part of the team 
that designed a very well known training for community i.e. community 
management and skills training (CMST). Across the country I have conducted this 
training. Other than these training activities, I have designed and developed 
manuals on social mobilization and gender mainstreaming for community 
development. Presently, I am working with IUCN on project proposal 
development, training of trainers (ToTs) and other trainings like interpersonal 
skills development, communication skills, and conflict management.  

A CEO of an NGO while responding to my question about, what activities they have 

implemented for capacity development of NGOs, said:  

It is our mandate to take along with us smaller NGOs. We have collaborated and 
conducted trainings for our partnering NGOs in many areas like finance, 
planning, monitoring, evaluation, human resource development, proposal writing 
etc. Mostly, our staff members conduct these trainings as they have been exposed 
to different ToTs (training of trainers) and modules. If we don’t have expertise in 
a specific area then we invite resource persons from reputable organizations who 
can deliver lectures to our participants. But in majority of cases we encourage our 
own staff to develop their expertise and then impart trainings to our participants.  

Hence, from the two conversations we can observe that training is a very popular 

capacity development implementation tool and is extensively practised by Pakistani NGOs. In 

addition to formal trainings other forms of informal learning like on-site training or action 

learning is also present in certain cases. A representative of a donor organization explained how 

their organization is implementing capacity building activities for Pakistani NGOs:  

We help our partnering NGOs in their capacity development by providing them 
formal and informal trainings and exposures. Formal trainings are conducted with 
the help of resource persons on a particular subject matter. Informal training is a 
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sort of hands on training in technical and managerial matters. We also conduct 
reviews with them and these reviews also provide them opportunity to learn from 
their mistakes or the lessons learnt. These reviews are further taken to a second 
level or next phase to provide them opportunity for complete learning. We also 
conduct periodical monitoring which also highlights different program level or 
managerial issues that need to be actually worked upon so that is also an inbuilt 
process of capacity building. And finally we also find certain opportunities to 
send them to structured courses to develop particular sets of capacities.  

A CEO of a national level NGO while expressing his views on how their organization 

addresses and then implement the capacity development of their own staff:  

We have a committee on local learning and training, the purpose of this 
committee is to conduct the training need assessment (TNA) of our employees 
and to identify any gaps or short comings that our staff may have and then this 
committee also recommends actions that we can take. This committee regularly 
visits our field offices to assess our staff needs. So far we have conducted 
different in-house trainings for our staff based on the TNA that our training 
committee has conducted.  The trainings included:  proposal writing, participatory 
planning, project management, leadership development, community development. 
It is our strong belief that without well-equipped staff, i.e. human resources, our 
organization cannot deliver. Even if we are well equipped with resources; we 
cannot run and manage our organizations without the support of competent staff.  
Hence, for the success of our organization we need trained individuals. We 
sometimes send our staff members to outside organizations for training, the local 
learning committee recommends individuals to such trainings. We even reflect the 
cost of our staff trainings in the proposals that we submit to our donors. For 
instance, World Food Program (WFP) provides us money for capacity building of 
our staff. Recently, I have nominated two staff members one male and one female 
for a training to be held next week by WFP office, Peshawar as this training is 
related to their duties. In short we believe in training our staff and we are taking 
every possible measure to do so. We know that in order to achieve our objectives 
we must have competent people.  

Similarly, a regional program manager of an NGO working in the agricultural sector for 

promotion of Agri-business enterprises and enhancing the capacity of farmer enterprise groups 

shared the following views:  

Our field teams visit the farmer groups and conduct their need assessment. We 
discuss with them in detail and in many sessions, that what are our organization’s 
objectives and what kind of support we can extend to them. Based on our teams 
need assessment, our management committee and Board of Directors decide that 
which organizations are to be consulted so that our farmer groups can get the 
relevant trainings in horticulture development.  

A community activist who received certain trainings from NGOs shared his views about 

the trainings in his words:  
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We were provided trainings by different NGOs from time to time on different 
subjects. For instance, one of the training focussed on the importance of 
documentations especially birth registration, national identity card, licenses etc. 
We were also informed that if someone had lost important documents like the 
ones mentioned above how they can be re-issued by contacting the concerned 
government offices.  

In summary, it can be argued that training is the most common and widely used technique 

for the implementation of capacity development interventions by Pakistani NGOs. It is also clear 

that mostly the trainings are designed and implemented by intermediary NGOs for communities 

and smaller NGOs. These trainings mainly focus on self organizing, community development 

and promotion of participatory development and collective action practises.  

 

Knowledge Exchange 

Knowledge exchange is a critical source of joint learning and, when properly appreciated 

and facilitated, can lead to positive joint outcomes. It can take many forms, including human 

collaboration, sharing of ideas, information collection and dissemination and knowledge sharing. 

Knowledge exchange is a valuable tool for capacity development. It can have many advantages 

of cost, scale and speed over the conventional methods such as trainings and workshops. 

Effective knowledge exchange has three important dimensions: a community of people who 

cooperate, a focused topic of knowledge, and organizational processes that ensure effective 

communication (Parcell 2010).  

Knowledge exchange, as a tool of capacity development, is used by intermediary NGOs 

for strengthening community organizations in Pakistan. With the help of large NGOs, 

communities interact among each other and with other development organizations. Communities 

are informed about success stories in order to mobilize and inspire them to improve their skills, 

knowledge and performance. Knowledge exchange also helps the community organizations and 

smaller NGOs to search for information about donors and government funding programs. In 

short, knowledge exchange as a method of capacity development for Pakistani NGOs facilitates 

two important things:  

1. Sharing of success stories and best practices among donors, government, NGOs 

and communities for replication; and 
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2. Bringing together all the development sector stakeholders on issues of common 

interests and concerns to promote and facilitate partnerships and networks among 

NGOs, CBO, government and the donors.  

 

A CEO of a large and popular intermediary NGO while emphasizing the importance of 

knowledge exchange as an important tool of capacity development said:  

We have a long history and tradition of working with communities all across 
Pakistan. We have a vast outreach to rural communities. Most of our work is 
directly or indirectly related to knowledge exchange and we strongly believe in its 
strength and usefulness.  The cross-learning and knowledge exchange among 
NGOs and communities lead to their increasing engagement with government and 
donors. The valuable lessons that are learnt from communities are shared with 
donors, government and NGOs for incorporation in future strategies, policies and 
programs. In some cases they have been used to influence public policy. In my 
opinion, perhaps, the most important lesson is, if people are organized and given 
skills they have immense potential to fight the poverty and improve their lives and 
their futures.   

A future strategy paper from the same organization highlighted that exchange of 

knowledge for community development will be a major organizational goal for the future. The 

report further emphasized that exchange of experiential knowledge generated through many 

years of work with communities will be utilized for capacity development. A regional head of a 

national level NGO while highlighting the importance of attitudinal change for capacity 

development of NGO in Pakistan stated: 

For us capacity development is about attitudinal change. We help and facilitate 
NGOs and CBOs to adopt new and innovative techniques for improving their 
knowledge and skills. We use knowledge exchange as a tool or as a means to 
inculcate new approaches and strategies in our partners. We provide them books, 
magazines and material from other development organizations so that they can 
learn about successful practices of other NGOs and are inspired to develop their 
own skills and come up with their own proposals and unique solutions. In cases 
where our communities are not literate to get benefit from the printed material our 
staff members facilitate them in understanding those books and handouts.  

A regional head of an NGO working in the reproductive health sector gave his comments 

about the knowledge exchange model of capacity development in Pakistani NGOs in the 

following manner:  

I believe capacity development is an ongoing exercise and I look to it as sharing 
our knowledge with other organizations and learning from others. We are working 
in reproductive health and there are other NGOs who are also working in the same 
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areas. We often coordinate and exchange information with other NGOs in areas 
where we lack skills and expertise. For instance, when we need trainers for 
voluntary counselling we hire the services of NGOs who have the requisite 
expertise in this particular area and then we train our staff before they can go out 
to the field and work with our communities on awareness issues.  

In conclusion, knowledge exchange is used as a tool for implementation of capacity 

development activities in Pakistani NGOs. In this case it is also important to observe that it is the 

larger NGOs or mostly the national level intermediary NGOs that play a major role in 

information collection and dissemination. These larger NGOs facilitate their partnering local 

NGOs or community based organizations (CBOs) to establish linkages and learn about the 

success stories of community development.  

 

Partnership 

Like all the development related terms partnership means different things to different 

people. For some, participation is predominantly normative (Clark 1990; Korten 1990). From the 

grassroots perspective the ideal type of participation and partnership is initiated from below; 

voluntary in nature and empowering in scope (Cohen and Uphoff 1977). Literature recognizes a 

range of partnership principles including mutual trust, respect, accountability, and influence, 

with mutual determination of ends and means (Fowler 1995). According to Brinkerhoff (2003) 

partnerships with other actors are practised because these actors have something unique to offer, 

and this can be resources, skills, relationships, or legitimacy. Ashman (2001) identifies that 

partnership ideally involves collaborative accountability where each partner recognizes the 

contributions of others, as well as their partners’ legitimate need to be accountable for their use 

in the partnership. 

In Pakistani NGOs partnership is a common phenomenon and is widely practised. NGOs 

enter into partnerships for a number of reasons. First, partnership with other NGOs or the 

government can improve service delivery; secondly, partnership with government and donors 

promotes mutual trust among the stakeholders. Additionally, it can also improve NGOs’ image 

and credibility and they can get their legitimate space in the development arena. Finally, NGOs 

need resources for survival and they are willing to undertake projects and funding from donors 

and the government. Many local NGOs have partnership agreements with international NGOs 

and donors’ and they work as implementing partners on behalf of their donors.  
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Within the framework of partnership, capacity development is widely practised by NGOs 

in Pakistan. A CEO of a very famous NGO while emphasizing the importance of capacity 

development through partnership said:  

Our organization has played an important role as a support organization. It has 
established successful partnerships and undertaken capacity building of many 
NGOs and grassroots organizations and helped them in achieving their goals. We 
conduct trainings for enhancing managerial and technical skills of our partners. In 
addition to organizational capacity building we also introduce our partners to new 
approaches of livelihood development, income generation and rural development.  
To reinforce these new concepts and address the problems of implementation we 
use more action oriented learning and onsite methods of capacity building of our 
partners.  

A donor representative while highlighting the role of partnership as an important means 

of capacity development informed:  

We have partnership agreements with many NGOs. These NGOs not only help us 
in designing and preparing our training modules and curriculums but they are also 
involved in implementing our capacity building program.  At times, we also hire 
the services of individual consultants who are experts in the field to train our 
implementing partners (NGOs) as training of trainers (ToTs). These ToTs further 
conducts the trainings at community level.  

A head of a government sponsored project described his experience regarding the 

partnership role of NGOs in the following words:  

We outsourced some of our project activities to our partnering NGOs and they 
were working directly with the communities in training them and developing their 
capacities in participatory development practices, community organization skills, 
resource mobilization skills and advocacy skills etc.  ........................I think the 
cases that I am familiar with NGOs performed well on their assignments.  

A donor representative while highlighting the role of NGO partnership in capacity 

development shared the following example.  

...................I will share an example with you. In one of our capacity building 
activities we had to train the parent teacher management committees at the school 
level. The purpose of these committees is to ensure quality education. These 
committees were notified by the government but were not operational due to lack 
of interest or lack of resources. In some cases members of the committees were 
deceased and the positions were vacant since long. So with the help of our 
implementing partners i.e. NGOs we worked with the education department to re-
notify the committees, train them and made them functional. So that these parent 
teacher management committees can overlook the affairs of the school and 
children and take appropriate measures for ensuring quality education and 
transparency in utilization of funds. Now this was an achievement of NGOs to 
make the parent teacher management committee functional and enhance service 
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delivery but then there were instances where we encountered problems with our 
partnering NGOs. Some NGOs were working well and others were not and my 
assignment was to check them and enhance their performance by adopting 
capacity building measures.  

A CEO of a local NGO executing a number of donor funded projects as implementing 

partner shared his organization’s role in capacity development in the following words:  

We work as implementing partner on behalf of our donors. We sign field level 
agreements with our donors and then we are responsible for implementation. 
Different donors have their own names for such agreements. For instance, 
UNICEF calls it project cooperation agreement; WFP calls it field level 
agreement; FAO calls it letter of agreement. As per our agreements we are not 
allowed to further outsource the activities…………………………We have been 
involved in capacity building of various communities from time to time 
depending on the scope of our project. Recently we are working in internally 
displaced people (IDP) camps to provide food to the internally displaced people. 
We have formed food management committees and we are engaged in capacity 
building and training of these committees.  Two years ago, we were involved in 
water supply projects with UNHCR in Afghan refugee camps. In the Afghan 
refugee project we established water management committees in the refugee 
camps and installed hand pumps in the refugee camps. We then imparted training 
to hand pump technicians for taking care of minor repairs arising from routine 
usage of these hand pumps.  

Similarly, a female staff member of a bilateral aid agency commenting on the 

significance of partnership in capacity development said: 

We have working agreements with many local NGOs who are working as our 
implementing partners. We look at all their capacities. We look at their human 
resources; we look at their financial management etc. Before we enter into 
agreements with them we have this understanding that they have to improve in 
certain areas and we can provide them support. In 2010 floods when Southern 
Punjab and Sindh was heavily affected by floods and the government was also 
paralyzed, there were several local NGOs on ground whom we had engaged in 
our work as partners. We helped them with resources and facilitated them in 
developing capacities of their organizations.  

From the above discussions it is clear that partnership by NGOs is a useful technique to 

implement capacity development activities and is widely practiced in Pakistan. There are 

numerous attractions and usefulness of this approach for all the stakeholders i.e. donors, 

government and NGOs. In areas where government and donors have accessibility problems 

partnerships with credible NGOs can yield fruitful results.  
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Networking  

Networks are structures of interdependence involving multiple organizations or parts of 

different organizations where one unit is not completely formal subordinate of the others in some 

larger hierarchical arrangement (O`Toole 1997). Networking helps organization to come together 

and capitalize on mutual strengths and produce better outcomes. Connecting organizations lead 

to economy of scales and expanding the knowledge base of the organizations joining the 

network. Networking is a mechanism that links people and organizations sharing common goals 

and values (Holmen & Jirstrom 2000).   

For NGOs, networking is a recommended practice. It helps NGOs to improve their 

performance and impact. As NGOs lack in many areas, for instance resources, skills, information 

etc; networking can bring them closer where they can exchange their knowledge, information 

and resources for improved results. Networking can also strengthen NGOs to influence policy 

and negotiate for changes in public policy. Hence, networking, if properly utilized, can greatly 

improve the capacity and performance of NGOs.  

In Pakistani NGOs, networking is a commonly used method to implement capacity 

development activities. As different development organizations come together to share their 

resources, information and concerns, it boosts the process of capacity development. Networking 

activities are mostly informal in nature as compared to partnership agreements. It is practised by 

NGOs in form of meetings, seminar and workshops to encourage discussion on the needs and 

issues related to capacity development. Also, capacity development is facilitated by establishing 

linkages and networks among different NGOs and CBOs. A senior staff member of a leading 

NGO explained the networking and capacity development practises of his organization in the 

following words.  

In the initial work by our organization, we formed informal community 
organizations and we provided them community management trainings. In these 
trainings the mental horizon of the office bearers and activist of the community 
organizations were broadened and they themselves realized that there is a need do 
more and they let different community organizations come together to be more 
effective at the village level and from village to Union council level and so on. 
Hence, with this they came up with the idea of networking at different levels. So, 
I think this was a good initiative from the people and by the people. Keeping in 
view this initiative our organization decided that now it’s time for three tier social 
mobilization. The informal community groups should be combined at the village 
level to take care of household problems and all the village level organizations are 
to be combined at the Union council level to address issues at the level of the 
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village. The third level i.e. the union council level will take care of the first two 
tiers and link them with donors and larger NGOs to address their capacity needs. 
When it was decided that our organization will develop these three tier 
organizations we studied the capacity needs at all the three levels i.e. at the 
community level, at the village level and at the union council level. This was done 
through proper assessments by holding assessment workshops. The networking of 
these organizations in three levels facilitated our work and helped us in 
identifying their common needs and skills required for capacity development.  

This discussion demonstrates that networking of community organizations facilitates the 

capacity development process both in terms of outreach and effectiveness. A CEO of one the 

largest NGOs in Pakistan, while highlighting the importance of networking in capacity 

development interventions, said: 

We have the largest network of local NGOs in Pakistan. Our mission is to help 
people to build the capacity of their own grass roots organizations. We have done 
a lot of capacity building work by piloting new ideas and skills in our 
communities. Our work focus on how different organizations will become 
member of our network. How will they learn from each other and how will they 
implement our work. For example, our organization have worked in different 
regions of the country with community groups for addressing their capacity needs 
and then federating them in a three tier model at community, village and union 
council level. We work with our communities on many things; how can they 
register their community group, what are their capacity needs, how can their 
leadership be trained, how can they maintain their books and so on. Networking 
of these organizations plays a major role in their capacity development; they get 
the skills speedily and start implementing their own projects at once. In addition 
to effective capacity development, they get into contact with other development 
organizations and come to know about many donor and government funded 
projects.  

Hence, networking helps the process of capacity development to be expedited and 

different organizations and people come together to further explore the available and future 

opportunities in their networks. A staff member of an NGO while explaining his version of 

capacity building through networking said:  

Our work is related to capacity building of community and village organizations. 
Once we are able to develop basic capacity of the community level organizations 
like self organizing, leadership skills, record keeping etc. we engage them in 
small projects. These projects cover diverse sectors like health, education, 
agriculture, water and sanitation etc.  With the passage of time we have changed 
our approach and rather than focusing on service delivery and municipal projects 
we have switched to advocacy projects. As our community organizations were 
already mature it was easy for us to work with them on advocacy issues. We were 
also successful in establishing civil society networks (CSN) to connect our 
community organizations at the district level. This networking was helpful in 
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building the capacities of our community organizations. It was easier for us to 
gather local facts and figures and based on that data our civil society networks 
were involved in capacity development projects in advocacy; research and 
information dissemination.  

In summary, we can conclude that networking is used as a technique by Pakistani NGOs 

to strengthen their capacity development efforts. As the NGOs form these networks they share 

resources, skills and information to improve outreach to their communities and provide them 

better training programs.  

 

Awareness  

 Awareness is another important technique that is used by Pakistani NGOs to implement 

their capacity development programs. For the last two decades, NGOs are advocating for a more 

active and vibrant role for themselves in the development sector of Pakistan. It is also 

encouraging to see that NGOs with the support of media have stimulated discussion on many 

social, political and human rights issues. As public sector is overburdened to address all 

development issues, NGOs are successful in creating the impression that they can better address 

the development issues of Pakistan. In order to influence public policy and public view in their 

favor, NGOs are constantly campaigning to make the people aware about their roles and 

responsibilities in the Pakistani society. To this end, awareness is used as an important capacity 

development implementation tool. Nonetheless, there are very few NGOs in Pakistan that are 

engaged in policy research to educate and influence the public opinion. A donor representative 

while differentiating between the roles and responsibilities of the government and NGOs stressed 

the need for awareness as an implementing tool for capacity development interventions:  

Government is directly responsible to the citizens and it should take care of the 
citizens needs. NGOs, on the other hand, have a kind of civic responsibility where 
they can promote awareness, encourage, support and connect people to speak for 
themselves and to come together for collective benefits. Hence, for NGOs all the 
capacity development activities should focus on awareness and building public 
opinion in favor of NGOs. In Pakistan, the government is always burdened to 
reach out everywhere and to everyone because of insufficient outreach and 
resources. In such a situation NGOs are considered flexible organizations that can 
quickly fill this vacuum by reaching out everywhere speedily and with minimum 
resources. During the last decade we have seen huge emergencies where the 
government agencies came under serve pressure to deliver. Such a scenario led to 
an atmosphere in favor of the NGOs and I think NGOs performed well keeping in 
view their limited experience and limited resources. However, I would emphasize 
that in addition to investing in human and organizational capacity development; 
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NGOs also need to focus on the capacity issues related to awareness about the 
sector. NGOs need to focus on awareness campaigns for general public as well as 
for other NGOs so that all the stakeholders can be informed about the important 
role that NGOs can play in the development and prosperity of the Pakistani 
society.  

A CEO of an advocacy and research oriented NGO highlighted the role of awareness in 

capacity development activities in the following words:  

For us awareness is an important tool for implementing capacity development 
activities. Awareness is at the core of the whole exercise of capacity development. 
Unless people are aware and convinced about the importance and usefulness of 
NGOs in our society, they (NGOs) cannot get the requisite support. All the ideas 
related to development like collective action, trust, social awareness, 
participation, empowerment etc. are connected to and dependent on awareness. 
Hence, awareness has a central role in implementation of capacity development 
interventions.......................................Our organization makes an effort to 
understand the root causes of underdevelopment in Pakistan and then create 
awareness among our participants and partnering organizations about those 
causes. We also help in creating awareness about individual as well as 
organizational requirements like basic skills, systems and structures required for 
solving development problems. Finally, we also promote awareness in favor of 
changing attitudes from individual action to collective action; from status quo to 
adopting new and innovative approaches; and highlighting rights of the 
marginalized segments of the society.  

The above discussion signifies that awareness plays an important role in the 

implementation of capacity building interventions of many Pakistani NGOs. It is important to 

observe that awareness is the first step to understand the root causes of many problems that our 

society is currently facing. Proper awareness of the problems can lead to appropriate solutions. 

Interestingly, awareness can be practised both at individual as well as at organizational level.  

I have discussed five techniques that are commonly pursued by NGOs for implementing 

capacity development activities. These techniques were identified in light of the stakeholders’ 

perceptions and the images that they carry about capacity development implementation in 

Pakistani NGOs. These images are trainings; knowledge exchange; partnership; networking and 

awareness. They give us a reasonable understanding of how capacity building is operationalized 

on ground. Of these concepts, training is the mostly commonly used method for implementing 

capacity development activities for individuals. Training is a tangible activity and can be 

measured in terms of number of sessions conducted, number of participants trained etc. Other 

concepts predominantly focus at the organizational level and are largely intangible in nature. It is 

also interesting to observe that all these techniques complement each other and are operational 
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simultaneously at different levels. As discussed and explained earlier, capacity development is a 

complex subject and is conceptualized and practised differently by different stakeholders 

according to their own respective conditions. Similarly, its implementation images also vary 

depending upon the contextual background of the stakeholders. The table below summarizes the 

key characteristics of the five images:  

 

Table 5.2      Images of Capacity Development Implementation in Pakistani NGOs 

 

 

Image  

 

Level  

 

 

Type  

 

Stakeholders  

 

Training  

 

Individual 

Organizational  

Tangible  NGOs 

Donors 

Government 

 

Knowledge 

Exchange  

 

Individual  

Organizational  

  

Intangible 

Communities 

NGOs 

Donors 

 

Partnership 

 

 

Organizational  

 

Intangible 

Donors 

Government 

NGOs 

 

Networking 

 

 

Individual 

Organizational  

 

Intangible 

Communities 

NGOs 

Donors 

 

Awareness 

 

 

Individual 

Organizational 

 

Intangible 

 

NGOs 

Donors 
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Conclusion 

 

This chapter provides a good understanding of capacity development and explains how 

different actors in the developmental aid system view and perceive this concept.  Based on 

empirical data, I have explained five different images of capacity development which further 

elaborated the different characteristics associated with this concept. To some actors capacity 

development is about skills for others it refers to development and empowerment. Similarly, 

some link it with change while others link it to and resources and so on. The bottom line is that 

the image and understanding of each stakeholder is dependent upon their embedded behaviors 

and contextual situations. The latter half of the chapter examines the implementation techniques 

that are practised by Pakistani NGOs for carrying out capacity development. Again, the data 

revealed five images of stakeholders’ perception of which training is the most widely used 

method for implementing capacity development activities at the individual level. Other concepts 

of capacity development implementation include knowledge exchange; partnership, networking 

and awareness, these models are mostly practised at the organizational level.  

Capacity development is a multifaceted concept and there is no single accurate way to 

define and implement it. It is conceptualized and implemented by stakeholders according to their 

contextual situations and preferences.   
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CHAPTER SIX 

 

THE DYNAMICS OF CAPACITY DEVELOPMENT  

 

Introduction 

 

This chapter explores the dynamics that shape and influence the capacity development of 

NGOs in Pakistan. These dynamics include: role of donors; role of government; role of leaders; 

collaboration between donors and government; cooperation and competition among NGOs; 

culture and resources. These dynamics are not controlled directly by NGOs as they are 

exogenous in nature, yet they play a major role in shaping the capacity development activities. 

NGOs will have to accommodate the influences of these exogenous factors to survive and grow. 

Similarly, NGOs have to make adjustments taking into account their changing macro dynamics. 

It is important to understand and as illustrated this chapter that it’s the exogenous pressure that 

motivates NGOs to grow, diversify and improve their capacity not necessarily a demand or 

reaction from the people whom the NGOs represent or serve.  

In chapter five we discussed how the concept of capacity development is understood by 

different stakeholders and how it is implemented. This chapter will examine the macro 

environmental factors that influence and shape the capacity development of Pakistani NGOs. 

The chapter will focus on exploring who funds, designs, directs, guides and leads capacity 

development interventions. The chapter will discuss my third research question:  

- What are the dynamics that shape capacity development interventions in the NGO sector 

of Pakistan? 

With the continuous growth of the NGO sector the macro environmental factors shaping 

ing the NGOs are also rapidly changing. The donors are more actively involved with local NGOs 

with increased funding than ever before. The donors want the NGOs to improve their capacities 

to better serve the people, improve their internal systems and enter into new avenues in support 

of the government. The involvement of NGOs in new areas like disaster management, relief and 

rehabilitation, in addition to the traditional service delivery, is bringing in new dynamics for 

NGOs. At the same as the increase in NGOs’ functions and involvement in the development 

sector, the role of the government in driving the NGO sector is also changing. Last but not the 
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least, the role of leaders in managing their relations with donors, government and communities is 

also entering new dimensions. For instance, the role of NGO leaders’ as brokers and translators 

(see chapter 2). Brokerage and translation offers a lens for examining the processes and 

interactions of NGO leaders to position themselves strategically and transform shared meanings 

and objectives with other stakeholders in the developmental aid system.  

My interview data identifies seven important factors that elaborately capture the 

dynamics driving the capacity development interventions in Pakistani NGOs. We will be 

discussing each one of them in detail.  

 

Role of Donors 

 

 Donors play a very significant role in guiding and steering the NGO sector of Pakistan. 

Donors for the purpose of this study include international bilateral and multilateral agencies, 

foreign governments, international NGOs including faith based and humanitarian organizations. 

In short by donors we mean the foreign assistance and support that comes from outside Pakistan 

for strengthening the national and local NGOs. As these local NGOs need resources for survival 

and sustainability, they are heavily dependent on the foreign donors for launching their 

programming activities. The heavily reliance on foreign donors is also due to the fact that the 

government of Pakistan does not utilize its funds through local NGOs with the exception of a 

very few cases, where the government has provided huge endowment funds to the NGOs19. The 

government executes its projects, including service delivery, through their regular agencies and 

departments. As such, there is no institutional mechanism where the government department 

directly funds NGOs from local resources.  

The idea of involvement or partnerships of NGOs with the government agencies came 

from the donors. As government departments were marred by corruption charges and they were 

facing problems to reach out to the communities, the donors came up with the idea of utilizing 

                                                           
19Rural Support Programs (RSPs) were established with the funding support as grants from the 
government. Today, RSPs are the largest single effort in the history of Pakistan to promote community 
development and they have the largest network of local NGOs in Pakistan. They are working in all the 
four provinces including Northern Areas, Azad Kashmir and Federally Administered Tribal Areas 
(FATA).For more details please see chapter four.  
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the services of NGOs. Eade (2007) pointed out that NGOs, being flexible entities, serve the 

interests and causes of almost all the stake-holders in a society, whether liberal or conservative. 

According to Lewis and Kanji (2009) four distinctive features that led to the rise of NGOs in the 

development aid industry are: (1) the growth of development theory that emphasized systems 

that were alternatives to government delivery of development; (2) poor performance of 

government agencies; (3) innovative approaches adopted by NGOs; and (4) the end of the cold 

war. Lewis and Kanji (2009) also noted that as NGOs moved closer to donors they became less 

independent, and excessive compliance with donor requirements often distracted NGOs from 

their main causes.   

Since, donors were providing aid to the government of Pakistan; the government had to 

accommodate the demands of the donors to involve local NGOs in service delivery and 

community development projects. Hence, with the backing and support from donors, the NGOs 

started their debut in the development arena in Pakistan. Nevertheless, the involvements of 

NGOs in the development sector of Pakistan have many positive outcomes and we will be 

discussing the achievements of government-NGO partnerships in the coming paragraphs. The 

question of capacity development arose to match the expectations of the donors and government 

the question of capacity development of NGOs came in. It was realized that for NGOs to be able 

to deliver they must have systems in place with good organizational structures and qualified 

staff.  

Capacity building has always been an important priority for donors. Since the 1950s and 

1960s many donor agencies like the World Bank, Asian Development Bank (ADB), UNDP and 

many others launched joint ventures with countries in the global south under technical 

cooperation agreements. Technical cooperation involved staff training, providing logistic support 

and equipment, construction of facilities and other activities of similar nature. However, capacity 

development gained greater attention in the 1990s with a larger scope and a broader agenda. 

Many multilateral and bilateral donors expressed renewed interest in capacity building activities. 

For instance, both UNDP and the World Bank revisited their approaches to capacity 

development. Adamolekun (1994) pointed out that capacity development appeared regularly in 

the World Bank publications at that time, and due to this renewed interest the World Bank 

established new capacity development divisions in various departments and missions working in 

developing countries. Bilateral aid agencies like USAID, CIDA, DFID, AUSAID, SIDA, JICA 
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(for abbreviation see index page) and many others also supported capacity building as a primary 

goal of development cooperation. 

With the passage of time policy learning occurred and all the stakeholders involved in the 

developmental aid sector realized that capacity development itself offers a broader view of 

development. This realization suggested that development cannot be achieved without 

addressing the capacity issues. Thus, capacity development gained center stage and the donor 

community expressed renewed interest in this area. During the last decade the debates on 

millennium development goals (MDGs) and their accomplishment also brought capacity 

development into spot-light, and many donors showed renewed commitment in helping the 

developing countries to build the capacity of their public and NGO sectors. It was argued that 

without proper capacities in place the governments and NGOs in developing countries may face 

serious difficulties in achieving MDGs.  

My interview data revealed that donors give high priority to capacity development and it 

is an essential element of vision and mission statements of various donors.  I observed that 

overall donors play a very positive and supportive role in the capacity development of Pakistani 

NGOs. Donors have resources, expertise and experience and they want to engage the local 

stakeholders in knowledge exchange, partnerships and networks. However, certain aspects of 

partnerships with local NGOs need to be reevaluated and revisited by donors. I was particularly 

interested in observing the role of donors in capacity development of NGOs and to learn how 

capacity development activities are designed and implemented by the NGOs? My intention was 

to explore how the donors influence capacity development, whether capacity development 

interventions are demand driven or supply driven, and to what extent the capacity development 

activities are designed according to local context, needs and requirements of Pakistani society. I 

will be sharing the views of several of my respondents on these questions in the following 

paragraphs.  

A majority of my respondents praised the role of donors and they shared that donors were 

very open to accommodate local needs and requirements. Before engaging local partners the 

donors explain their broader goals and the sectors in which they are interested. However, owing 

to their time constraints few donors take great pains to understand the local context.  In most of 

the cases donors are very project specific and they leave considerable room for local actors to 

take into account local needs. With the exception of very few respondents who were also not 
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critical of the donors’ role per se, but they did want some sort of changes in the strategy when the 

donors plan to phase out from their capacity development or other projects in partnership with 

local NGOs. They argued that local NGOs are stranded when donors suspend their projects and 

funding abruptly. They also pointed out that NGOs, being small actors in the overall 

development scenario, have to realign themselves time and again when the priorities or the 

interests of the donors changes. Making these realignments and adjustments is at times very 

difficult for the local NGOs.  

A female NGO staff member who was in charge of designing and conducting trainings 

for communities and other partner organizations responded to my three different questions: how 

did you design your capacity development activities? What was the role of the donors in your 

capacity development activities? And who were your partners in implementing these activities? 

While responding separately to these three questions she said:  

All our activities are part of our annual work plan. The annual work plan is 
designed by prior consultations with our stakeholders. Our staff and sector experts 
conduct the training need assessments (TNAs) of the communities and 
government line agencies. We develop our training modules and manuals by 
working with our consultants in light of our TNAs. We use these manuals and 
modules while conducting training sessions with our communities. I would say it 
was primarily an effort of the project staff; we have sector specialists available 
with us and in cases where we lack skills or expertise we hire the services of 
consultants. 

Donors accorded approval to our work plans. Without donor support and 
resources we would have been unable to design and implement our activities. 
However, I would say that all the planning exercise was done at the local level 
according to the local needs. Donors were very cooperative. They only set the 
broader sector objectives and give full liberty to the project staff for designing the 
work plans according to local needs and requirements. We as project staff were 
involved in the local need assessments and then share our findings with our 
donors and they used to accord approval to our activities. I would say that as far 
as planning and need assessment were concerned it was according to the feedback 
that we received from our stake holders i.e. the communities and government line 
agencies for example what were their needs and what kind of training they need 
etc. ? 

We have partnerships with different organizations which include both public and 
non-governmental organizations. These organizations help us in designing our 
modules and curriculums and they are also involved in implementing the capacity 
building interventions with us. We also hire the services of individuals’ 
consultants who have relevant expertise in the field and they also helped us in 
implementing our projects.  
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The reply by this respondent makes it clear that donors are receptive to local needs and 

requirements.  They give importance to the feedback and findings of the staff that do the field 

work and assess the ground realities. In summary, the views of this respondent highlights that 

local NGOs have considerable independence in designing and implementing their capacity 

development activities. A senior NGO staff worker while responding to my question regarding 

the role of donors in capacity development activities gave an interesting illustration. He 

observed: 

In our organization the staffs prepares the training modules and then it is 
approved by the donors. Our program has the support of our donors. Donors 
provide resources and our organization provides the expertise to design and 
implement those modules. Donors are not involved in designing the training 
programs. All the training activities, training modules and implementation are 
done by our local staff. However, I would like to stress the need for long time 
commitment by donors for providing funds so that our activities can be 
sustainable. Sometimes donors windup or close their programs abruptly either 
their priority changes or they don’t have sufficient funds. Such situations are 
dangerous for sustainable capacity development programs. We have instances 
where we mobilized communities and we are about to implement the capacity 
building programs but then we could not accomplish those activities because the 
donors support was no longer there. It may be perhaps easy for the donors to say 
that we have no more funds to support the capacity building interventions and 
they pull out. But for implementing organizations it’s very difficult to with draw 
from activities or leave activities in the middle. A major challenge in this case is 
that we may lose the trust of our communities. The communities that are 
mobilized require continuous capacity development support till the point where 
they can be left on their own. Each time new donors come in with limited sources 
and smaller time frame; they launch a couple of activities but then those activities 
fizzle out and nothing remains on the ground after the donors stops funding. 
Hence, instead of starting the whole exercise of capacity development with 
communities from the start each time a new donor comes in we should focus on to 
build on the existing work that has already been done with communities. Hence, 
my point is that we should not lose the support of our communities and should 
help them in their capacity development needs to a point where they are mature 
and they can be sustainable on their own. Otherwise the whole exercise of 
development and capacity development will not be fruitful. So my request to the 
donors is that please consider the sustainability issue very seriously.  

This illustration again explains that donors take into account the local needs and 

requirements before they become part of any capacity development program. Also, local 

implementing partners i.e. the local NGOs have the flexibility of designing the trainings and 

other capacity development activities for their local communities according to their own 
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requirements with little or no interference from the donors. However, this respondent did 

highlight a very important matter regarding continuity in donor funding and avoiding sudden and 

unforeseen withdrawal by the donors. Sudden withdrawals can not only hamper the existing 

capacity development initiatives but can also endanger the sustainability of previous useful 

efforts of capacity development. Another informant also highlighted the same concern but with a 

different perspective. He referred to the policy of engagement of the Western donors based on 

their strategic interest in the region, and once that strategic interest is accomplished the donors 

adopt the policy of disengagement. Hence, for sustainability of capacity development projects 

NGOs need continuous support from the donors.  

A CEO of a national level NGO in responding to my questions about how far their 

capacity development projects are donor driven and how they take into account local priorities 

and needs replied that:  

I think we do consider donors preferences for obvious reasons. The donors have 
their thematic areas and we have to align our proposals to their thematic areas to 
attract them. We sometimes enter into partnership with international organizations 
who have actually been awarded the contract and we act as their local partners 
and then we jointly design our activities. In cases where we directly submit our 
request for proposals (RFPs) to the donors we give them our need assessment, 
back ground of the problem, our solution, our methodology, logical framework 
and the intended outcome for the beneficiaries. Unless, the donors find our RFP 
convincing they won’t fund us. We take into account the government preferences 
as well in order to be sustainable.  

A senior NGO staff member who was involved in designing and implementing trainings 

for the communities responded to my question regarding the influence of donors in his work 

observed:  

I was lucky in a sense that they (donors) provided me the space. They were aware 
that I am a person from the field and I have been involved with communities for a 
long time and I am very sensitive and particular about my work. If the training is 
not addressing the community needs than there is no need of the whole exercise. 
So because of my affiliation with my work and communities I was able to 
convince the donors that let us focus on the community and local needs first. But 
at times donors asked me to design trainings according to their goals or 
requirements. But it happened very rarely and most of the times we were on a 
working grid where we had an understanding to accommodate the community 
needs and donors limitations. 

A donor representative was of the view that donors due to their own time constraints 

sometimes push the local NGOs to follow their schedule and priorities. Such behavior on the part 
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of the donors can impair the quality of work and lead to confusions among the stakeholders. He 

further elaborated his point by saying:  

Time is our biggest constraint. In ideal situations we have to do capacity mapping 
and then translating those needs into activities by developing modules. In certain 
instances we do follow this protocol but in disaster situations we are always in a 
hurry. In emergency situations it’s a top down model and at times we do not 
follow proper entry and exit strategies. We encourage our local partners (NGOs) 
to hire staff in a short span of time and mobilize them instantly. But when the 
project reaches it completion the NGOs have to down size the staff in the same 
fashion.  Hence, it’s a quick scale up and scale down exercise. In disaster situation 
due to pressure of service delivery to reach out to the people we at times ignore 
the capacity needs of our local partnering NGOs.  Therefore, I should admit that 
our engagement with local NGOs sometimes create issues.  

The above responses from different people associated with the NGO sector in different 

roles confirm that donors give substantial space to the local NGOs for designing and 

implementing the capacity development projects. However, some of the respondents did raise 

concerns that sudden withdrawals of funding, time constraints and priorities of the donors 

influence the dynamics shaping the capacity development of Pakistani NGOs.   

Next, I tried to find out the views of my respondents on an intriguing question regarding 

the interest of the donors in Pakistani NGOs. I enquired from a senior NGO worker about why 

the donors are interested in the NGO sector of Pakistan and its capacity development? The senior 

NGO staff member replied:  

Pakistan is a developing country and the international community wants to help 
Pakistan in addressing the challenges that it is facing. NGOs are flexible and 
easily approachable entities and perhaps due to the losses of time and funds in 
dealing with the government the donors’ agencies are now favourably considering 
partnerships with NGOs in the development cause. As capacity development is an 
important step towards sustainability therefore donors are focusing more on 
capacity building. Unless we have proper systems and procedures in place we 
cannot achieve development. Therefore, capacity development of Pakistani 
institutions and organizations are donors’ important agenda.  

I asked the same question from a senior staff member of a multilateral aid agency, and 

she replied:  

I think not only in Pakistan but everywhere in the world where the government is 
over burdened and cannot deliver and reach out everywhere. NGOs are more 
close to the communities, they involve and engage with communities and can be a 
useful bridge between the government and the communities and that’s why we 
also want to strengthen the NGOs so that they can be involved in service delivery 
and be part of development sector of Pakistan. 
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A government servant offered a different explanation. He was skeptical about the role of 

the donors and he thinks that donors have a soft spot for the NGOs as compared to working with 

the government.  

I will be sharing my personal opinion which may be based on my assumptions. 
Over years of working with government the donors felt discouraged that the 
public sector is not efficient and there are wastages and loopholes in the 
government channels and resultantly the beneficiaries i.e. the people of Pakistan 
do not get the facility for which the donors are providing money. The donors may 
also have this assumption that NGOs are more efficient and effective in utilizing 
their funds.  At the same time there are other group of people that it’s a global 
agenda of the donors to reduce the size of the government and encourage the 
NGOs. For donors NGOs are easy entities to be moulded, modified and tuned to a 
particular set of objectives. Hence, this group of people considers that donors 
have more inclination towards the NGO sector in developing countries like 
Pakistan.  

In order to capture the views of government functionaries more comprehensively I asked 

the same question from another high ranking government officer. His response also shows that 

government does not trust the donors whole-heartedly. He remarked:  

Well I can think of two reasons. One is a positive one and the other is a negative 
one. The positive one is that the donors want that their resources or funding to 
reach to the grassroots level and ordinary masses. For this to happen NGOs are 
good entities. NGOs can reach out to masses at the community level. As I stated 
earlier we have inherited our government machinery from the colonial rulers and 
in that setup there is less likelihood that the donors’ resources can reach to the 
community level. Hence, with this in mind the donors are more interested in 
NGOs in Pakistan. The negative aspect of donors’ interest in Pakistani NGOs is 
their agenda.  There are donors who have agendas deep rooted than merely 
development and for that purpose they enter into partnerships with NGOs who are 
willing to go to any extent (come what may) in obliging their donors.  

My intention was to ask my respondents how they feel about the engagements of donors 

and local NGOs for strengthening and facilitating the latter. Generally, I received positive 

feedback; people working for the government did mention some reservations on the role and 

intentions of the donors, although they generally were appreciative of the role of the donors.  

Some of my respondents were of the view that there is a visible trust deficit between the 

donors and the government regarding the involvement of NGOs in development work. I will be 

discussing the issue of trust in more detail in the next chapter. The government thinks that the 

sway of the donors in favor of NGOs is to marginalize the role of the State. In general, the rise in 

the influence of NGOs is considered favorable in terms of the expansion of civil society and 
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democratization, and this idea is widely supported by donors, but at the same time the 

government responsibilities have been marginalized. The takeover of various socioeconomic 

activities by NGOs like microcredit, education, health, sanitation, and so on has led to a situation 

in which the government feels threatened that NGOs are trying to marginalize the state agencies 

with the support of donors (Haque 2002). Although donors may have good intentions, they may 

do more harm than good in their enthusiasm to strengthen and develop the capacity of NGOs 

(Carlan 1996). Hence, the donors have to adopt a balanced attitude in extending their support to 

the stakeholders involved in the developmental aid system with a particular focus on their 

relationships with the host governments. 

The keenness of the donors to support the local NGOs can inadvertently increase the 

tension between the government and local NGOs. In particular, some quarters within the 

government have started questioning the rationale of the donors to fund the NGOs directly. The 

government argues that large volumes of financial and physical resources channeled directly to 

local NGOs are serious issues, and such actions promote, distrust between the two stakeholders 

i.e. the government and donors. Hence, regulating the activities of NGOs to restrict assistance 

directly from foreign donors has become an important debate, and at times the government has 

attempted to introduce new legislation for monitoring the interactions of NGOs with 

international aid agencies. The NGOs on the other hand have always strongly criticized such 

moves by the government. A senior government officer whose agency deals with the registration 

matters of local NGOs commented on this issue in the following manner:  

The donors should keep the government in the loop and give us updated and 
regular information about the assistance they extend to the local NGOs. Without 
sharing such information the government will not be in a position to know about 
the details and activities of NGOs. The current strategy of the donor is promoting 
a clash of interest between the government and the NGOs to compete for the 
donor’s money. Here I think the donors play a dual role. On one hand they aim at 
uniting the government and the civil society organizations and on other hand they 
play their role in creating an environment of competition between the government 
and NGOs. I think this should not be the spirit of international aid. The 
environment of competition for resources gives space to distrust and isolation 
among stake holders. All the development sector stakeholders should come 
together for better outcome for the people of Pakistan. 

Another respondent who is currently working for a multilateral aid agency highlighted 

the role of his organization in capacity development of NGOs in Pakistan. Since his organization 

is already engaged with many implementing NGOs he discussed the different methods they are 
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using for capacity development. He was of the view that collaboration between donors and 

NGOs can play an important role in addressing the gaps of service delivery. However, according 

to his view, in the longer run it is the responsibility of the government to take care of the needs 

of its citizens. He observed:  

Our organization is mainly concerned with improvements in service delivery 
particularly for women and children under normal and emergency situations. We 
rely on strong and competent NGOs to reach out to the communities where the 
public sector is unable to deliver or respond. That is how we look at the existing 
environment of NGOs in Pakistan. But in due course when we identify the gaps in 
NGO capacities we have to address those issues of capacities. As stated earlier we 
have an inbuilt mechanism where we work with our partnering NGOs on capacity 
development. We provide them trainings, exposure visits, ongoing hands on 
learning and periodical reviews. But again I would say these are not our primary 
goals we are mainly concerned with service delivery. In fact we are also not there 
for service delivery it’s basically the government’s job but we do play our 
catalytic role by facilitating the government.  

In summary, donors play a very significant role in setting the dynamics of capacity 

development of NGOs. Almost all the funding for the development NGOs in Pakistan comes 

from international donors and in such a situation the NGOs have no option but to align their 

activities in line with the donor priorities. Since, capacity development is a high priority subject 

for the donors therefore they engage with local NGOs to develop their capacities for improving 

the delivery of social services. The data revealed that donors give considerable space to their 

local implementing NGOs in designing and implementing their capacity development projects 

yet donors indirectly influence the whole exercise of capacity development. Few donors have 

taken steps to fully understand the context and local conditions. There are no institutional and 

long term arrangements for sustainable partnerships between the NGOs and the donors. It is 

primarily the sweet-will and strategic interest of donors that bring them closer to the local NGOs 

and the partnerships cease with the withdrawal of the donor. Hence, role of the donors is an 

important factor that shapes the capacity development of Pakistani NGOs.  

 

Role of Government 

 

 It is generally assumed that government has a principal role in serving the people and 

undertaking the development process. Government is directly responsible to its citizens and it 
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must take care of the development and other needs of its citizens. Donors and NGOs on the other 

hand are presumed to have a secondary role in development and service delivery. Ideally, they 

are supposed to be helping the government with resources, expertise and reaching out to the 

citizens. In Pakistan the government is overburdened to reach out to everyone and everywhere. 

The government of Pakistan is facing several internal and external challenges and performance 

of the state agencies have deteriorated particularly in terms of reaching out to the people. In such 

a situation NGOs, with the support of the donors, are considered to be an alternative. NGOs, 

which are presumably flexible organizations, can quickly fill this vacuum and complement the 

government’s activities by reaching out everywhere with minimum resources and the requisite 

skill set. This idea forms the basis of government-NGO partnership with the support of the 

donors. With the involvement of NGOs in service delivery and other activities in support of the 

state agencies, the need for capacity development of NGOs also came to the attention of 

developmental sector stakeholders. My study reveals that there was consensus among all the 

stakeholders that government has a key role in setting the dynamics of capacity development for 

NGOs. However, a number of issues have also appeared in managing these new relationships 

and responsibilities.  

 There is a visible trust deficit among the different actors in development arena. The 

government does not want to be marginalized and is therefore not interested in delegating its 

functions and roles to NGOs. NGOs on the other hand blame the government for an unfriendly 

and hostile environment where they cannot deliver. People in the NGO sector are of the view 

that the government never takes them seriously as the government functionaries do not believe in 

the strength and potential of the NGO sector. The government is also uncomfortable with the 

close ties between the NGOs and donors. As the government has no institutional mechanism or 

arrangements to fund NGOs, they rely on foreign donors for their survival and sustainability. 

This again is disturbing for the government and it blames the NGOs for blindly following the 

donors without taking into account local needs and preferences. The next issue is related to 

capacity of NGOs. The government is reluctant to delegate a majority of its service delivery and 

other functions to NGOs; their response is to claim that NGOs lack the requisite skills and 

expertise to handle various assignments. In order to overcome the skill deficiencies the donors 

are helping the NGOs to build their capacities.  
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 I interviewed a number of government functionaries and other stakeholders and asked 

them questions regarding role of government in strengthening and capacity development of the 

NGO sector and partnership possibilities among government, donors and NGOs. My objective 

was to study how the government is currently influencing the capacity development of NGOs 

and how the government can play its role to further boost and strengthen the NGOs. The data 

revealed that generally the government realizes the importance of NGOs and is willing to work 

with NGOs. However, there was consensus among the stakeholders that the government should 

play a more proactive and dominant role in guiding, directing and facilitating the NGOs. At the 

same time some of my respondents highlighted that government is not serious and sincere in 

working with NGOs. There are apprehensions within the ranks of government that NGOs want 

to take over the responsibilities and functions of the government. On the other hand some of my 

respondents also demanded effective accountability and transparency systems in NGOs, and for 

that they wanted the government to take appropriate measures. They were also concerned about 

the capacities of the NGOs to manage important functions and new responsibilities. In the 

following paragraphs, I will be sharing excerpts of my interviews with different individuals on 

the role of government in strengthening the NGO sector and driving the dynamics of capacity 

development.  

Many people in the NGO sector still believe that the government is not taking them 

seriously. They criticized the government for not providing the space to NGOs, to deliver and 

they were also of the view that the government is not interested in sharing and delegating its 

authority and functions. On the other hand, people in the government blame NGOs, asserting that 

their performance is negligible as compared to what they claim. NGOs try to gain the sympathy 

of the people by social marketing techniques like espousing the cause of working for the poor 

and vulnerable. They further claim that NGOs do not provide cost effective and durable solutions 

and there are serious accountability issues within NGOs. Hence, there are serious trust and image 

building challenges being faced by NGOs which will be discussed in detail in the next chapter.  

A CEO of a large national level NGO summarized the role of government in 

strengthening the NGO sector in the following words:  

I think the government can play its role by understanding the NGO sector and 
what this sector is all about and then create an enabling environment for NGOs to 
operate and survive. Finally, the government should regulate NGOs through 
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frameworks which are aimed to facilitate this sector rather than aiming at 
controlling the NGOs.  

A government servant who has also served in a bilateral aid agency and worked on 

several development projects in partnerships with local NGOs stated that we should learn from 

the examples of our neighbours in South Asia where the government and NGO sector are doing 

quite impressive work for the welfare of citizens. He recommended that government should take 

the initiative of capacity development of NGOs by establishing training institutes where NGO 

staff can be trained. He was of the view that this initiative by the government can boost the 

morale of NGO staff and they will have a feeling that the government owns them. However, he 

also underscored the importance of accountability in NGOs. An excerpt from his interview is 

reproduced below:  

I think the government should come forward to strengthen the NGO sector as this 
will help to boost the overall development process in our country. We should 
learn from our neighbours in South Asia. Bangladesh and India are far ahead of 
us. Nepal is a very small country and they have public sector institutes where they 
train NGO employees.  We can also have government taking lead in establishing 
such institutes where NGO employees can be trained and they can be exposed to 
new techniques in development. This strategy can have two pronged effects. First, 
it will reduce the development cost of the government because carrying out the 
developmental work through traditional public sector departments incurs heavy 
losses for the government owing to delays in activities and corruption. NGO 
sector can expedite the work and the losses can also be reduced. If the 
government is involved in planning, designing and implementing the projects it 
sometimes delays the work and government have cumbersome procedures and 
regulations. NGOs can facilitate the work of the government by looking after 
some functions which can expedite the work and also improve the quality of 
work. Another benefit can be if the government invest in capacity development of 
NGOs an environment of mutual trust and facilitation can be created. So in my 
opinion it is in the interest of the government to strengthen the role of NGOs and 
take practical steps to achieve this goal. At the same time the government can 
chalk out a proper mechanism for streamlining the working of NGOs right from 
their registration to the award of contracts to them. Presently, the registration 
procedure of the NGOs is outdated and needs reforms. Similarly, the government 
should classify and prepare the NGOs for speciality in a particular sector. Right 
now it is a kind of haphazard mechanism. NGOs are working in all sectors 
without having the requisite skills of that particular sector and the government 
system has loopholes to have a check on them not only for monitoring their work 
but to facilitate and strengthen them.  

Another NGO leader suggested that the government needs to be more active as ultimately 

it is the government’s responsibility to take over the development work. He observed:  
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Although, I have no personal complaints against the government agencies and 
neither will I blame their competencies but I wish the government departments 
can play a more active role. They should be running the show and be in the 
driving seat to lead the donors and NGOs but unfortunately this is not the case. As 
both donors and NGOs may or may not be on the scene for long; it’s the 
government that has to stay for forever. Therefore, government has to define 
proper guidelines for NGOs and donors and for their involvement in service 
delivery roles. It is also need of the hour that government give more attention to 
the role of NGOs and their capacity development needs.  

A representative of a multilateral aid agency who is working in closed coordination with 

government departments and local NGOs in the maternal health and child nutrition sector 

emphasized that government should own, acknowledge  and give space to the NGOs. He also 

pointed out that for improvements to occur in service delivery the government may seriously 

consider entering into partnerships with NGOs and arranging funds for such partnerships. 

Similarly, he also suggested that there should be a proper forum where the government and 

NGOs can come together for more interactions and sharing their concerns. Such interactions can 

be very useful for developing future partnerships. An excerpt from his interview is reproduced 

below:  

The first thing can be recognizing their presence and supporting them. This is of 
foremost importance. The public sector cannot reach every individual, community 
or geographical location. Therefore, the government should recognize the 
contributions and efforts of NGOs. Another way can be to consult them and 
utilize their expertise whenever the government is initiating any policy exercise or 
making national plans and strategies. This way the government can acknowledge 
and encourage the NGO sector and develop their capacities in order to 
mainstream them in the national level policy making exercise for better 
implementation mechanisms. The third way can be to sponsor or support the 
NGOs by extending public private partnerships (PPPs) and these PPPs can be the 
means for addressing the gaps of service delivery. This can facilitate the role of 
the government if they cannot reach a particular community or certain 
communities they can always enter into partnerships with reputable local NGOs 
who have the requisite capacities and willingness to help the government. For 
such partnerships with local NGOs the government either has to approach 
financial institutions or have to manage resources from its own kitty to enter into 
agreements with local NGOs for improved service delivery. Finally, there has to 
be a forum that can take care of the day to day needs of the NGOs. There has to 
be a coordinating body within the government like the planning and development 
department to take care of the NGO issues to help, promote and facilitate them. 
The existing setup to take care of such needs is redundant and needs drastic 
reforms.  
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A CEO of a large national level support organization reported that their NGO and the 

government have jointly implemented many capacity development projects for communities and 

local level NGOs in the past, and currently they are also engaged in joint ventures with the 

provincial governments. However, all such partnerships and projects were individual driven and 

have ceased with the change of successive governments. Hence, an elaborate and well defined 

policy framework from the government side is still missing regarding how to engage the NGOs 

in partnerships for capacity development and service delivery projects. The CEO said:  

Currently we are working on xxx20 program in xxx province. The government 
acknowledges our work and we are targeting poverty at the micro level in the 
villages. The government is not structured to implement such kind of work. We 
have a similar program in the xxx province for about xxx years and the 
government has invested about xxx billion rupees so far. But all these programs 
and projects are individuals driven programs and may be the next government 
does not want to do these projects. So my point is, the government overall lacks a 
framework of partnership with NGOs. They need to come up with a unified policy 
approach of working with NGOs. Presently, government have signed different 
MOUs with different NGOs and with different terms and conditions. Such kind of 
temporary solutions will not be helpful for strengthening the NGO sector. We 
have seen in the past that with change of political governments the programs and 
projects of the previous regimes were abandoned. Hence, such unclear and 
unpredictable policies by the government discourage the NGOs to enter into 
partnerships with the government. The NGOs, on the other hand prefer foreign 
donors for joint ventures and projects without the involvement of the government.  

The government to a larger extent has realized that as the NGO sector is growing rapidly 

there is a need to revise or update the policies and approach of the government towards NGOs. 

Such steps can encourage the NGOs to build their capacities and specialize in particular areas. A 

senior government officer who has over twenty five years of service to his credit proposed that 

the government may seriously consider delegating and outsourcing most of its service delivery 

tasks to NGOs but for this to happen the government has to do a comprehensive exercise to study 

the NGOs and categorize them according to their potential and abilities and then based on their 

abilities they could be considered for various assignments. An excerpt from his interview is 

reproduced below:  

In my opinion the government should come up with a clear policy for NGOs. The 
government should own NGOs and there should a drive or a step towards 

                                                           
20 I have intentionally kept the name of the project, NGO and the provincial government anonymous to 
comply with my subjects’ privacy requirements.  
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categorization of NGOs. What is their capacity? What skills or expertise they 
have? Etc. There should be some sort of grading and based on that grading the 
government should involve them in service delivery. I think with the passage of 
time it is becoming difficult for the government to implement and reach out 
everywhere. The government primary tasks are to finance, regulate and monitor. 
The government should not be the provider itself and it can delegate and 
outsource the service delivery role to NGOs but for that to happen the government 
should have some measures to gauge the capacities of NGOs and based on their 
capacities they can be categorized. Before outsourcing the education and health 
sector service delivery role to the NGOs, the government should come up with a 
comprehensive plan of preparing the NGOs for this role. There are NGOs who are 
on paper only and they are physically non-existent; then there are NGOs who are 
getting funds directly from the international donors without the knowledge of the 
government. Hence, to address all these issues the government should have a 
comprehensive policy framework to include all matters pertaining to NGOs like 
registration, check and balance, certification, categorization etc. At least we 
should take a step towards that direction as with the passage of time the NGO 
sector is grooming and becoming more complicated.  

Another government servant argued that the government needs a new and a stronger 

agency that can better regulate and facilitate the NGOs in Pakistan. He observed that:  

We need to have a proper registration and regulatory body in the government that 
can facilitate, monitor and streamline the working of NGOs. The existing 
mechanism of registration and regulating the NGOs in the government is very 
weak and archaic. We need to modify and update it according to the needs of the 
present times. As the NGOs are growing in size and volume and their scope of 
work is also expanding to many new sectors, the government need to have a much 
more influential, proactive and stronger body who can deliver. The purpose of 
such a body is not to monitor or harass the NGOs but to facilitate and streamline 
their working.  

The last two responses signify that some in the government have realized that, being the 

major player in development, it has to take a new and more dynamic role in facilitating the 

capacity development exercise for the NGOs. However, there are people in NGO circles who 

argue that government should first focus on orientation of its own staff before they can handle 

the capacity development of NGOs. A senior NGO staff member highlighted this dilemma in 

these words:  

The government should play a more proactive role than only serving as issuing 
certificate of registration. The role of the government in managing, facilitating 
and supporting the NGOs should be broaden and enhanced. The government staff 
that would interact with the NGOs should be sensitized about the work and 
functioning of NGOs. At times the government employees evaluate the NGOs 
through the lens of their routine official procedures. They discourage or don’t 
agree with the philosophy and essence of NGO work or at times they are totally 
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unaware of what the NGOs are about and how they perform their work. So the 
government should depute such officers who are aware of this sector and can 
understand their problems and are willing to guide and facilitate them. Similarly, 
the government can be involved in some sort of assessment exercise of the NGOs 
to know that which NGOs are performing and are leading than others. 

A regional head of an advocacy NGO while acknowledging the support of government 

for his NGO also endorsed the apprehensions of the government that NGOs need to be more 

accountable and transparent in their conduct. He said:  

Government is the main stake holder and without their facilitation and support we 
cannot move ahead. In our case the government provide us certain forums through 
our concerned line agencies to interact and share our experiences with other 
partners. We also need the ownership of the government for our awareness and 
advocacy programs. We are also in need of the government to frame laws and 
regulations that support our objectives. I would like to see the role of the 
government in ensuring accountability and transparency in the flow of funds from 
donors to the NGOs. During the last couple of years there has been a significant 
growth in the NGOs registration in Pakistan and they are working in almost every 
sector. The government may consider some sort of strategy where the NGOs can 
be classified or categorized according to their performance. Hence, the NGOs that 
have shaky records can be identified to the donors and masses.  

The above responses clearly emphasize that government plays a major in strengthening 

the NGOs but to a larger extent it is also lagging behind in its responsibility to give a proper 

direction to the NGO sector. As the NGO sector has undergone many changes the government 

also need to revise its policies and approaches towards governing the sector. The new strategy on 

part of the government can be to get into partnerships with NGOs and involve them in service 

delivery roles. With the increase in the roles, responsibilities and functions of the NGOs the 

question of capacity development of the sector also gains importance. Therefore, the government 

has now realized that before new assignments can be delegated to NGOs their capacities need to 

be improved.  

In summary, government being the chief player in the development process has a major 

role in shaping the dynamics of capacity development. Government and NGOs are two pillars of 

the same building supporting and strengthening each other. If the government and NGOs do not 

cooperate it will promote mistrust and which can lead to lack of coordination, support and 

facilitation between the two. It is for the benefit of the government to recognize and give 

ownership to the NGOs and utilize their services for reaching out to the masses. However, for 
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NGOs to able to deliver, efforts are required on part of all the development sector stakeholders 

especially the government and the donors to support capacity development of NGOs in Pakistan.  

 

Role of Leaders 

 

Leaders play a very important role in any organization and for that matter in NGOs. 

Leadership in NGOs is distinct from leadership in government and for profit sector. NGO leaders 

face complicated challenges at personal and organizational levels and they have to address the 

concerns of a number of stakeholders simultaneously. As stated earlier in chapter two the 

increasing role and importance of NGOs in developing countries implies that the leadership of 

such organizations confronts complex managerial problems, yet they manage their problems with 

minimal external support (Smillie 1995; Fowler 1997; Edwards 1999; Hailey 2000; Eade 2000; 

Lewis 2001; Hailey and James 2004). 

 NGO leaders can help their organizations in fostering new connections and guiding 

change. Similarly, NGO leaders can also play a key role in improving the governance and 

capacity development of their NGOs. Most observers suggest that effective NGO leaders must 

genuinely support a change agenda and they must repeatedly communicate the vision and 

rationale for change. They have to create an environment that supports experimentations and 

adopting new practices (Ronalds 2010). Hence, leaders can play a critical role in initiating 

change and guiding innovations and thus have a significant influence in shaping the dynamics of 

capacity development.  

Leadership development itself is part of a larger capacity development framework. 

However, literature identifies that leadership development in NGOs is one of the neglected areas 

not only in Pakistan but in other parts of the world. More than two third of my respondents 

confirmed that leadership development is not addressed in Pakistani NGOs, and I have identified 

a number of challenges for leadership development in Pakistani NGOs (for details please refer to 

chapter seven). As the NGO sector is growing and dynamics shaping the sector are also 

changing, the leaders in NGOs may also consider acquiring new skills and expertise to handle 

new roles and responsibilities.  

Leaders have an important role in setting the dynamics of capacity development. In order 

to investigate the role of leaders in capacity development I interviewed a number of people 
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associated with the development sector. More specifically I asked my respondents three general 

questions: 1) What role can NGO leaders play in strengthening their organization; (2) if 

leadership is improved in Pakistani NGOs, what effects does that have on strengthening the 

NGOs; and (3) To what extent is leadership important in capacity development of NGOs? 

Different respondents came up with different answers, but they all agreed that leaders have a 

central role in shaping the capacity development, and the idea of capacity development of NGOs 

revolves around leadership. They can inspire, encourage and motivate their followers to learn, 

adapt and change. Some of the respondents also highlighted certain challenges, and we will be 

discussing leadership challenges in detail in the next chapter. In the following paragraphs I will 

be sharing the views of my respondents on the role of NGO leaders in shaping the capacity 

development exercise.  

A donor representative who works for a multilateral aid agency and is currently 

supervising and financing projects of many implementing national NGOs responded to my 

question on the role of leaders in driving the capacity development exercise:  

Obviously, if leadership is improved in any organization the whole team spirit and 
the team work changes and it also brings in a system within the organization 
where the leader can inspire his team and the team feels motivated to deliver. It 
also empowers the employees to take decision; make themselves and other 
accountable and demand for their rights. Not only the factors internal to the 
organizations improve but also external factors improve with good leadership in 
NGOs. NGOs with good leaders know the importance of capacity development 
and they always support capacity development of their team and the communities 
with whom they are engaged.  

The views of this respondent suggest that leaders can play a central role in capacity 

development of NGOs. Similarly, a senior NGO staff member highlighted the importance of 

leadership development. He argued that if we focus on leadership development in NGOs the 

overall capacity of the sector will automatically improve. An excerpt from his interview is 

reproduced below:  

Leaders definitely can play an important role in capacity development. This is 
very obvious not only for NGOs but for any organization. To me the important 
point is that how leadership will be developed in Pakistani NGOs rather than just 
studying the role of leaders. Right now there will be thousands of NGOs working 
in our province and much more at the national level and there is a continuous 
growth in the number of NGOs. But unfortunately I do not see any program for 
leadership development in these NGOs. There should be a national level program 
to mainstream all the NGO leaders who are working at the local level. There can 
be several benefits of leadership development. It will not only improve the 
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capacity development of NGOs but it will also improve NGO-government 
relationships and their partnerships. But again I would say that we lack such 
efforts and it is a very important capacity development need of the NGO sector in 
Pakistan. 

Another interviewee was staff member of a bilateral aid agency that is engaged with 

many local NGOs across Pakistan and is working on capacity development of NGOs and 

communities. In response to my question about the extent of leadership importance for capacity 

development of NGOs, this staff member said:  

Based on my experience I can say that organizations having effective and 
visionary leaders are performing better and they realize the importance of 
developing and maintaining a good team of capable people. Organizations lacking 
dynamic leadership cannot flourish and come to a halt. We are interacting with 14 
NGOs and we have observed that NGOs having dynamic leaders are performing 
better than other NGOs. Similarly, right now we are interacting with over 1000 
social sector committees and wherever we have a good leader or activist those 
communities are doing extremely well. To my understanding leadership is all 
about followers; an important quality of a good leader is that he is always 
grooming and preparing others for undertaking future responsibilities. In short 
good leaders are always in search of successors. 

The above response again confirms that leaders have a central role in influencing the 

dynamics of capacity development in NGOs. Another interviewee observed:  

Leaders have a very important role to play not only in the capacity development 
of NGOs but the overall development. If leaders have vision and will to lead their 
organizations on merit and in a transparent manner it can really boost the NGO 
sector in Pakistan. We all realize that there is a lot of opportunity for the NGO 
sector to flourish because of the governance issues in the public sector. So there 
are opportunities for NGOs and they are flourishing but their growth is in an 
abnormal fashion. NGOs are running after projects and they seize every 
opportunity where they can get some funding. Another dilemma is that people 
who happen to register the NGOs are in leadership positions and are running the 
NGOs like a business and a family enterprise. As opposed to such a situation, 
NGOs should be managed according to proper institutional and governance 
arrangements with clearly defined accountability and transparency mechanisms. 
To me leadership is important but it is more important to invest in leadership. For 
this to happen, NGO leaders need to take practical steps for improving the 
capacity of its staff members. They should develop proper plans and allocate 
budgets for capacity development activities. The NGOs need to have a proper 
network to interact with other NGOs and they should be aware of each other’s 
activities and maintain better coordination among themselves.  

A senior NGO staff member who has vast experience working for many local and 

international organizations remarked that leadership crisis is the dilemma of many organizations 
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in Pakistan. He also emphasized the importance of local solutions for local problems. He was of 

the view that rather than blindly following the western model and theories of successful 

leadership in our NGOs we need to focus on our local context and then modify or alter those 

models to fit our local contexts. He was responding to my questions on roles of leaders in NGOs 

and roles of leaders in capacity development of NGOs. An excerpt from his interview is 

reproduced below:  

Unfortunately, leadership crisis is the bane of many sectors in Pakistan including 
NGOs. Management as a study discipline is not very old though it had been 
practiced since ages. In Pakistan very less attention is being paid to make people 
understand the basic concepts of leadership and management. I would say that 
leadership is not understood in its proper context. Talk to anyone in any office 
and to them it’s only the political leadership of the country. Leadership is giving 
vision to people and influencing people. In the NGO sector if we have able 
leaders who can understand the true essence of leadership they can motivate and 
influence people to learn and change………………….. I personally don’t agree 
with the current styles of trainings and development in NGOs. Presently, they 
arrange trainings and workshops in five star hotels and make it a recreation for 
senior management of NGOs as well as public sector employees and then they 
talk about these successful practices. I think there is a lot of local wisdom 
available and we need to capitalize on that.  If we see non-local people talking 
about local issue it does make sense to me. We should be grooming the potential 
of local people who have to deal with their local situations on daily basis. They 
should come up with their observations of their local problems and discuss their 
local problems among themselves and find solutions to their problems. So there 
has to be a localized approach to build the capacities of local leaders and who are 
groomed in local issues and who can propose local solutions.  

A government servant who happens to interact with several NGOs and farmer 

communities as part of their effort to promote enterprise and business development in the 

agriculture sector also stated that leadership plays a pivotal role in shaping capacity development 

and change. In response to my question on the role of leadership in capacity development of 

NGOs he stated that:  

Leadership is very important in NGOs and an effective leader will always devote 
his energies and resources in capacity development of his staff.  As I mentioned 
earlier our NGOs need more support and facilitation in developing their capacities 
in the areas of project planning, project management and enterprise development. 
NGO leaders who are aware of this reality are striving hard to develop the 
capacity of their NGOs. 
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Yet another NGO leader highlighted the significance of leadership in shaping capacity 

development said, if the leaders realize the worth of investing in their staff it will be beneficial 

for the NGO sector as a whole in the longer run. He observed:  

A responsible NGO leader will always acknowledge the services of his staff and 
will invest in their capacity development.  If the leaders in Pakistani NGO realize 
the importance of capacity development and start investing in employees it will 
ultimately boost the NGO sector as a whole.  Qualified and trained staff will 
move around different NGOs to strengthen their organizations. I would also like 
to emphasize that NGO leaders need to have a development oriented mindset. He 
should believe in team work, participation and improving capacity of his staff. 
The NGO leaders have to practice these values; merely preaching words would 
not work. If the NGO leaders do not have a development oriented mindset or for 
that matter he does not believe in these values; NGOs cannot be strengthen and 
they cannot deliver. Another important point is to provide leadership 
opportunities to NGO staff.  In many cases the difficult and challenging tasks are 
performed by NGO staff and the credit is sometimes unduly taken by the NGO 
leaders. Those who perform well should be rewarded for their effort.  

Hence, a preponderance of evidence suggests that promoting capacity development of 

staff can be beneficial for the entire NGO sector. Similarly, rewarding the staff for their good 

efforts can encourage them and inculcate competition among them for better performance and 

results.  

In summary, leaders play a very important role in shaping the dynamics of capacity 

development. Leaders who realize the importance of capacity development will always 

encourage their staff for learning and improving skills for better results. Empirical evidence has 

also demonstrated that leaders who invest in capacity development of their NGO are performing 

better than NGOs whose leaders are not very keen in capacity development of their organization. 

Leadership development is given scant attention in NGOs and too often the NGOs are dependent 

on pioneering leaders. Once these founding leaders leave the scene a vacuum is created and often 

no one is prepared to fill that gap. Finally, we must take care of local context and local 

conditions while planning and implementing capacity and leadership development activities. 

Rather than blindly following the best practices and successful models of other regions we need 

to study them first, re-modify them and then utilize them according to our local needs.  
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Collaboration between Government and Donors 

 

 As discussed in the preceding paragraphs both government and donors are the major 

stakeholders’ that shape the capacity development of NGOs. Although we have identified issues 

between the two actors (see external challenges, chapter seven) nevertheless they are strongly 

influencing the dynamics of capacity development and there exists huge potential in 

collaboration of the two players for the future as well. Many of my respondents shared their 

views regarding this subject by highlighting that the three actors i.e. donors, government and 

NGOs, need to triangulate their efforts.  NGOs need capacity development for managing their 

new roles and responsibilities. The government needs to provide space and legitimacy to the 

NGOs. And the donors need to collaborate with the government and the NGOs by sharing 

resources and technical expertise for capacity development.  

 A senior NGO staff member having vast experience working for the NGOs observed that 

we lack institutional arrangements for supporting and strengthening the NGOs. He stated that 

government and donors can work together for making institutional arrangements to strengthen 

the NGOs. While responding to my question regarding collaboration between government and 

donors for strengthening the NGO sector, he responded:  

We are lacking institutional support for NGOs in Pakistan and neither do we have 
financial resources for such institutional support. I think the government and 
donors have to come forward and pool resources together for institutional 
strengthening of NGOs. There are many NGOs that are rendering commendable 
service to their communities. I strongly urge the donors that while supporting any 
NGO they should allocate or reserve some funds for institutional strengthening of 
NGOs. This step is important for future sustainability of NGOs in Pakistan. The 
environment is very fragile for NGOs and they need support. For institutional 
strengthening of NGOs, the donors and government can collaborate and focus on 
capacity development of NGOs. NGOs will not be in a position to deliver unless 
proper systems, procedures and skills sets are developed for them. 

A donor representative emphasized that donors have to involve the government in the 

loop and they need to share information with the government regarding the support and 

assistance extended to NGOs.  He also pointed out that donors and government can jointly work 

for enhancing the capacity of NGOs. An excerpt from his interview is reproduced below:   

Two things are important in this regard. First, we have to give NGOs sufficient 
time and space to develop their capacities on different fronts. At the same time we 
know that government is primarily responsible for providing services to the 
masses. Now different international donors which are collaborating with NGOs in 
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Pakistan have to involve the government in the loop. The donors need to share 
with the government all details of the support that they are extending to the NGOs 
because the government should know what is coming from outside to help the 
government of Pakistan to better serve the people of Pakistan through NGOs. 
Sharing such information with government can enable the government to bring 
the NGOs into the system of assessments and auditing. Whatever support the 
donors extend to the NGOs for example, equipment, vehicles, grants etc. are 
meant to facilitate the government to better serve the masses.  A second way of 
collaboration between donors and government for strengthening the NGOs is to 
share the audit and review reports so that both the stakeholders are in good picture 
that what is actually happening on the ground, what are the gaps and how 
activities can be further improved for the future and if there are some NGOs 
whose performance are not up to the mark then what measures can donors and 
government jointly take to improve their capacities.  

Another donor representative also stressed the importance of collaboration between 

donors and government for capacity development of NGOs. He was of the view that the 

government needs to have a classification of NGOs based on their capacities. Once the 

government and donors are able to categorize and classify NGOs, they can focus better on the 

capacity development needs of the NGOs. He also stated the government needs to have policies 

and frameworks for NGOs so that there is clarity in the roles and responsibilities of all the 

stakeholders. He further pointed out that donors can facilitate the government in these tasks. 

While responding to my question on collaboration between donors and government he said:  

The first thing the government can do is to evaluate the situation that what 
competencies and capacities they require of NGOs in a particular sector. The 
government can make a classification and categorization of NGOs based on their 
capacities and competencies. Again the government cannot do this task alone. It 
can request the donors and who will be willing to work with the government and 
facilitate them in this task. So in my opinion the first step is to enter into 
collaboration with donors and work together for categorization and classification 
of the NGOs. This classification and categorization of NGOs can ensure 
transparency of the foreign aid that is coming to Pakistan. The government and 
donors will be in a better position to evaluate the working of NGOs and can 
jointly support the NGO sector to grow gradually. The second step is to have 
comprehensive policies and frameworks for engaging the NGOs in service 
delivery and development role. Finally, we also need to have a complete 
department or organization to look after the need of NGOs. Again, donors can 
help the government in all these steps by pooling in resources and sharing their 
skills and experience. Hence, collaboration between the government and donors 
can help in boosting the capacity development of NGOs.  

A senior government servant while identifying the gaps in donor’s policy argued that 

donors’ excessive focus on NGOs while ignoring government cannot bear fruitful results. In a 
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developing country like Pakistan they need to collaborate with government first for sustainable 

capacity development results. He further said that donors are always in a hurry to disburse funds 

and they push the NGOs for launching activities instantly. In such a situation donors do not have 

time to focus on the capacity development needs of their partnering NGOs and they may end up 

by wasting resources. On the contrary, if donors jointly work with the government for long term 

institutional strengthening of NGOs it will facilitate the capacity development of NGOs. An 

excerpt from the interview is reproduced below:  

I think there is a consistency gap on part of the donors. They also need to come up 
with a uniform policy. Supporting both the sectors in developing countries like 
Pakistan would be a good approach rather than making the two sectors as rivals 
for each other. For this to happen donors have to simultaneously support both the 
sectors rather than supporting one sector at the expense of other. Within the 
donors there is also a complicated mechanism. There are layers after layers of 
donors, consortiums and partners and at a given single time the government and 
NGOs are responsible to so many actors. So I think the donors need to come up 
with a uniform policy of supporting both the public as well as non-profit sector in 
developing countries so that new actors can emerge in the developmental aid 
system. Right now in my opinion there is a gap in donors’ policy by supporting 
NGOs excessively and leaving behind the government. The donors approach or 
policy should be to strengthen the institutions in Pakistan rather than following 
short term project specific policy.  I have seen cases where donors’ funds certain 
NGOs and they are pushed to instantly launch activities. I think for any NGO to 
start its work or activities need certain capacities and time before it can be in a 
position to start its work but this sometimes does not happen in Pakistan because 
donors are in a hurry and they push the NGOs to start work without assessing the 
capacity and credibility of the NGO they are partnering with and the whole 
exercise ends as wastage of resources. Hence, in my opinion the donors need to 
have a policy where they can engage both government and NGOs. With 
government they can focus on long term collaboration for institutional 
strengthening and with NGOs donors can focus on service delivery and time 
bound project specific activities. 

Another donor representative while sharing his thoughts regarding collaboration between 

government and donors said that government is in need of NGOs and the government needs to 

take actions so that NGOs can be encouraged to perform. He proposed that there is a need for a 

new department or bureau in the government setup that can collaborate with donors and focus on 

the capacity development needs of NGOs. He observed:  

I think Pakistan is currently engulfed in different kind of emergences be it floods, 
earthquake or security matters and so on. Another reality is that public sector is 
unable to deliver and reach out everywhere. To fill this gap we need a strong 
component of NGOs to come forward and fill this gap. We need institutional 
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arrangements for the capacity and leadership development of NGOs in Pakistan. 
That is the need of the hour. As I stated earlier the scenario in Pakistan is such 
that public sector will be in need of NGOs on different accounts but we need to 
focus on capacity development of NGOs to get them ready to perform their tasks. 
This need for capacity should be recognized at the government level. We need to 
have a nodal ministry in the government that can take care of NGOs. We may 
have some departments already in place to take care of such things but just 
imagine what they are doing. They only issue a single page document i.e. 
registration and after that they are not aware what the NGOs are doing and what 
are their different needs. This cannot be considered as grooming or capacity 
development. The nodal ministry should reach out donors and partners and share 
their plan of actions with different stake holders regarding the capacity 
development of NGOs. I am sure there will be many bilateral and multilateral aid 
agencies that would like to contribute to that plan of action drafted by the 
government in support of the NGOs. The nodal ministry can also develop an 
accreditation mechanism for local NGOs. They can certify and grade different 
NGOs according to their capacities and that assessment can be shared with donors 
for better serving the masses.   

In summary, the collaboration between government and donors is influencing and 

shaping the dynamics of capacity development of Pakistani NGOs. There is more room for 

future collaboration between the two actors. Donors can sensitize and facilitate the government 

for strengthening and investing in capacity development of the NGO sector. At the same time it 

is important that donors follow a strategy where the NGOs and government can come together 

rather than competing against each other for donors’ resources. Similarly, government needs to 

realize that they need the support of NGOs to reach out to the people. The government can 

approach the donors for acquiring resources and expertise for capacity development of NGOs. 

Hence, collaboration between donors and government can play an important role in capacity 

development of NGOs.  

 

Cooperation and Competition among NGOs 

 

 Cooperation and competition among NGOs is another factor that shapes the dynamics of 

capacity development. As discussed earlier, at the moment there are three kinds of NGOs 

operating in Pakistan. First, are the international NGOs that are well organized and their intent is 

to help and facilitate the host governments and local NGOs.  Next come, the national level NGOs 

that at times serve as support or intermediary organizations. These larger NGOs also work as 

implementing partners for donors, government and international NGOs. They have impressive 
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presence on ground with huge staff and large field level setups and they have access to local and 

international funding. Finally, there are small local level NGOs that have small setups and 

limited staff.  

In instances where there will be cooperation among NGOs, there will generally be 

positive outcomes for capacity development. Situations where NGOs compete against each other 

will often lead to negative dynamics for capacity development. Mostly, the competition for 

resources takes place among national and local level NGOs. International NGOs may have their 

own dynamics of competition for resources with other international NGOs, but that is beyond the 

scope of this study as we are focusing only on Pakistani NGOs. 

 A senior NGO staff member who has over three decades of working experience in the 

NGO sector pointed out that there is a vicious competition among NGOs over resources, and in 

their quest for resources they are becoming more hierarchical and bureaucratic. He also observed 

that as the smaller NGOs have limited skills and experience they cannot compete with large 

NGOs; therefore government and donors need to balance-off and discourage the monopoly of a 

few larger NGOs. He remarked:  

I have seen tendencies in these larger national level NGOs that the larger they 
grow the greedier they are for more resources. They would apply for any project 
and any donor. They are becoming more like government agencies in terms of 
bureaucracy and hierarchies.  It has also been reported that the larger NGOs are 
very selective in their partnership with smaller NGOs or community 
organizations. They support only those local NGOs that are there partners and 
work according to the wishes and philosophy of their support organizations. If the 
support NGOs is only interested in their partnering NGOs then capacity 
development of the NGOs that are outside the network will not be possible. 
Hence, the government and donors needs to be wary of this situation and they 
need to come forward to help and facilitate the smaller NGOs so that the 
domination of a few larger NGOs is discouraged. 

* * * 

 21 ̛  22 ̛ 23  While I was listening to the interview of my last respondent who asserted that 

NGOs are becoming more like government agencies in terms of bureaucracy and hierarchies I 

                                                           
21 The three asterisks and italics font illustrate my transition to a reflective mode. I would like to share my 
reflections on the responses of my interviewees. This also includes my analysis and the observations that I 
made during my field research. The next three asterisks at end of the italicized paragraph indicate my 
return to the normal mode.  

22 Reflections help the researcher to explore and understand what they bring to their research and how 
they influence it. Reflections demonstrate the researchers’ feelings during the interviews and how they 
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could instantly connect myself to two episodes that I came across during my field research. In 

the first episode, I had to meet a CEO of a large national level NGO in connection with my 

research. Although I am very grateful to him for sparing his time for me and answering my 

interview questions but what I observed by visiting this office was very interesting. When I 

reached the office of the NGO I had to pass through the offices of two secretaries, in addition to 

the routine security personnel, before I could meet the CEO. It reminded me of typical protocol 

that we follow in government offices when we want to see a senior official. As NGOs espouse 

more value driven, participatory and less hierarchical kinds of characteristics in their activities 

and interactions, I assumed that NGOs will first be implementing these ideals in house. 

However, my observation of this NGO office was totally different. To be more specific the CEO’s 

gestures towards his secretaries and staff were quite bureaucratic and full of hierarchy. Hence, 

when my respondent highlighted that NGOs are becoming more bureaucratic and hierarchical it 

reminded me of this episode which authenticates the view of my respondent.  

 The second episode that I encountered was my meeting with another CEO of a large 

NGO. When I reached the office of the NGO on my scheduled time and date I was informed by 

the support staff that the CEO is too busy today and I better come some other time. I insisted that 

I had a prior appointment and it is important for me to see him. I asked them to give me a piece 

of paper. I wrote my name (Amer c/o Mr.xxx) and the name of the chairperson of the board of 

directors of the said NGO. In fact, this meeting was arranged for me by a friend who had 

acquaintance with the chairperson of the board of directors. The support staffs were a bit 

confused and surprised by my act. They looked at the paper and then looked back at me a couple 

of times. Then one of them went inside the office of the CEO and within no time came out and 

guided me to the office of CEO. The other support staffs in the office were still confused and 

                                                                                                                                                                                           

use their feelings, experiences and self-analysis to understand the analysis of others. Ellis et al (1997) 
while describing the significance of interactive interviewing observed that such interviews provide useful 
opportunities to the researchers for self-conscious reflections.  

23 Reflections are also about adding the voice of the researcher to ethnographic studies. Charmaz (1996) 
posits that the writer’s voice is that of an eyewitness. She states that ‘we go and see and sometimes join; 
we ask and listen, wonder and write, and tell our stories, not necessarily in that order. We believe that 
these simple acts of outward inquiry and inward reflection, together with effort and creativity, will give us 
something to say worthy of sharing.’ In short, reflective writings contribute to an analysis of meanings. 
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looking at me as I walked through their room to the office of the CEO. The CEO received me 

very courteously and answered my questions for about thirty minutes.  

 When I reflected back on these two episodes it reminded me of typical government sector 

agencies with bureaucracies and hierarchies. High officials are surrounded by secretaries and 

you have to pass through their offices before meeting with the boss. Also, influential references 

are required to convince senior officials to spare time for ordinary citizens. 

 

* * * 

Similarly, another NGO staff member shared his concern that larger NGOs need to 

cooperate with smaller NGOs rather than competing for resources. He observed that it is the 

responsibility of larger NGOs to support, encourage and facilitate smaller NGOs especially in 

terms of capacity development needs in the wider interest of strengthening the NGO sector. He 

further expressed his opinion that rather than having a monopoly of a few large NGOs it is better 

to have many NGOs with diverse specialties and potential. Hence, from the perspective of 

capacity development we need to focus more on the smaller NGOs. My respondent said:  

I think it’s the responsibility of larger NGOs to support the smaller NGOs and 
help them in developing their skills and expertise. The larger NGOs should not 
become competitors for the smaller NGOs as lately we are observing such cases. 
In such a scenario it will be very difficult for the smaller NGOs to survive. Rather 
than having a monopoly of a few larger NGOs we should have a pool of talented 
and well reputed group of NGOs.  The larger NGOs because of their networks 
and expertise are often successful in grapping the projects where as the smaller 
NGOs because of their limited exposure and experience are left out in the 
competition for resources. The larger NGOs need to work for institutional 
mechanisms to support the local level NGOs. These smaller NGOs need the 
support of larger NGOs for their activities and sustainability.  Rather than 
focusing on their own sustainability and survival they should also focus on 
strengthening the sector as a whole and invest in the smaller NGOs and their 
leadership. They can lobby and convince the government and international donors 
to support and facilitate smaller NGOs. So in my opinion we have to focus on 
these smaller NGOs and develop their capacities.  

A leader of a relatively newer and smaller NGO also expressed his concerns regarding 

the expansion and huge size of some of the support NGOs by saying that these large NGOs and 

their huge setups are disturbing not only for the government but also for the smaller NGOs. He 

further suggested that rather than NGOs contacting donors individually and competing over 
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resources, the donors and government can set a broader plan and NGOs have to comply with that 

larger plan. An excerpt from his interview is reproduced below:  

There is a general perception that NGOs want to replace government. This 
perception gets cemented when we see the large NGOs whose size and budget 
exceed than some of the regular government departments. These NGOs are so big 
that their setup creates ripple not only within the government sector but smaller 
NGOs are also uncomfortable to see unbridled expansion of some these large 
national NGOs. However, as NGOs we have to keep in mind that our job is to 
complement the government not to replace it. We cannot afford to create parallel 
systems with the government. Instead all NGOs should work according to the 
bigger plan provided by the government. Rather than individual NGOs 
approaching the donor and competing for resources it is better that government 
and donors agree on broader areas of cooperation and identify sectors for 
partnerships. Based on that broader plan agreed between the government and the 
donors, the NGOs can then pick mini sectors depending upon their expertise. 
These mini sector plans can then be implemented by the NGOs with the support 
and facilitation from the government and donors. The government can also 
negotiate with the donors to invest in capacity development of Pakistani NGOs 
for better and improved results. Hence, all NGOs have to work in accordance with 
the bigger plan of the government and utilize their expertise for facilitating the 
government. 

An NGO leader while commenting upon the mushrooming growth of local NGOs in the 

wake of available of foreign funds pointed out that NGOs are rushing after donors for projects 

and funds. He highlighted that due to emergency situations many NGOs lacking sufficient 

backgrounds and skills were approved for grants and projects and those NGOs ultimately could 

not deliver. He was of the opinion that such NGOs earned bad reputation for all NGOs and the 

image of the whole sector was tarnished. He further observed:  

During the last decade we have seen some of the biggest disasters in the history of 
our country particularly the earth quake of 2005 and flash floods in 2010. 
Recently the militancy and military operations have led to another series of 
emergencies in the country. As a result of these emergencies the foreign 
assistance to help the affected people increased manifolds. Many bilateral and 
multilateral aid agencies have expanded their programs and are reaching out to the 
affected people through the local NGOs. As funding and grants are available there 
has been an unprecedented growth in the number of NGOs. It can be described as 
mushrooming growth of NGOs. Since, it is an emergency situation and donors are 
interested in quick actions as a result many small NGOs having no background 
and skills are successful in getting funds and projects. Many of these small NGOs 
could not deliver their projects and even left them in the middle. This led to a bad 
reputation for the whole sector even for the large NGOs like ours.  Such behavior 
on part of these NGOs is a disservice to the NGO community. From the 
perspective of capacity development these NGOs have no intentions to train their 
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staff or put in place credible systems and procedures. They are only there to do 
business.  

A CEO of another national level NGO also expressed his concerns on the unscrupulous 

behavior of some NGOs and commented that such an environment is not conducive for growth 

and development of NGOs. He observed:  

A lot of these organizations are not motivated or socially driven. And these 
organizations are not thinking long term. And what happens is that a lot of 
genuine organizations and socially committed people are simply not able to 
compete in that environment and they lose out. So I observed that some of the 
good organizations tend to lose out in that environment and very few people 
understand and realize it.  

A donor representative working for a bilateral aid agency emphasized the importance of 

coordination among NGOs. He explained that due to lack of coordination among NGOs there is 

excessive duplication in capacity development activities. He was of the view that capacity 

development activities need to be undertaken on needs basis rather than only for the sake of just 

an activity. He said:  

There is an excessive overlapping of activities among NGOs. Capacity 
development is a buzz word and every NGO whether small or big is interested in 
it.  I feel that this subject is excessively stressed in every meeting; seminar and 
workshop and now people are not very enthusiastic about it.  As there is no 
coordination among NGOs to share their capacity development plans, there is 
huge duplication in activities of many NGOs. Also, the programs and projects 
aimed for capacity development are not delivering impressive results.  Everyone 
is talking about capacity development yet nothing substantial has changed. Hence, 
the support organizations and large NGOs must consult the smaller NGOs and 
community organizations before designing or planning any capacity development 
activity for them. There is a need for proper coordination among NGOs and 
capacity development activities must be aimed according to the needs rather than 
just for the sake of another activity.  

In summary, cooperation and competition among NGOs influence the dynamics of 

capacity development. If there is cooperation among NGOs it will lead to positive impacts and 

vice versa. It has also been pointed out that government and donors may play their role to 

support and strengthen the smaller NGOs otherwise monopoly of a few larger NGOs can hamper 

the capacity development and growth of the smaller NGOs.  
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Resources 

 

 Because it is related to the general influence of donor organizations, the availability of 

resources is a prominent factor in shaping the dynamics of capacity development of NGOs. This 

is even more relevant in context of the development NGOs in Pakistan that are dependent on 

foreign aid as the only source of funding. Many of my respondents have highlighted that how 

foreign funding plays a crucial role in influencing the dynamics of Pakistani NGOs. We have 

discussed this matter in greater detail in chapter five and chapter seven will also be discussing 

resource as an important internal challenge for capacity development of NGOs. I will not be 

repeating those points. In the following lines we will explore what measures the local NGOs can 

adopt to move towards sustainability. A donor representative who is currently working for a 

multilateral aid agency was of the opinion that we need to have institutional arrangements for 

supporting and financing our NGOs just like some neighboring countries, particularly 

Bangladesh and India, are doing. He further highlighted that this issue needs the attention of all 

the stakeholders of the development sector. He observed:  

Unfortunately, that culture of self-reliance has not been developed yet in Pakistan. 
Talking about NGOs in the South Asian region particularly Bangladesh where 
NGOs are moving towards self-sustainability and they have devised mechanisms 
and invested in such a way where they can survive without external support. We 
are lacking such mechanisms in Pakistan and all the stake holders in the 
developmental sector need to seriously think about this important issue 
particularly the NGO community themselves.  NGOs, however, can invest some 
of their savings to avoid crisis situations in periods where they have no external 
funding available.  

            As discussed earlier, many of my respondents shared different options that can drive the 

NGOs towards sustainability with minimum reliance on external resources. Some of the 

respondents suggested that government may consider outsourcing service delivery roles to NGOs 

for generating revenues. Similarly, other respondents recommended that government can allocate 

regular funds to NGOs just like the governments do annual budgetary allocations for public 

agencies for performing certain projects or activities. But for all this to happen, the respondents 

suggested that we need classification and categorization of NGOs based on their skills and 

expertise. Finally, the respondents were also of the opinion that NGOs will be in need of capacity 

development, before they can be ready to perform their new roles and responsibilities. All these 

points have already been discussed in greater detail in this chapter (see role of government). 



 

 

131 
 

In the present scenario where NGOs focus exclusively on projects to have access to 

funding the larger aim of capacity development suffers. Another disadvantage of project hunting 

is that NGOs cannot specialize in one or a couple of sectors as they are willing to undertake 

projects in any sector and the sole intent is to have access to resources for survival. A senior 

NGO staff member shared examples of leading NGOs from Bangladesh and Sri Lanka that are 

relying on their own resources in addition to availability of external resources. He also shared 

that BRAC and SARAVODAYA have developed expertise in a few sectors and the quality of 

their work is also impressive. He further argued that if our NGOs continue to focus exclusively 

on project hunting the quality of their output will also suffer. An excerpt from his interview is 

reproduced below:  

Most of the NGOs focus only on projects. What I mean to say is that NGOs are 
concerned with the activities that are valid till the life of the project. Once the 
project is over, say for example after 2-3 years, important questions like: how 
funding will continue, how staff will retained, how activities will continue etc. are 
rarely taken into account. After the earthquake of 2005 and floods of 2010, due to 
the availability of external resources, this trend has increased and the numbers of 
NGOs have grown exponentially. They have entered into every sector like health, 
education, child and maternal care, disaster, relief, rehabilitation etc. 
Unfortunately, these tendencies on part of the NGOs to be present everywhere 
result in loss of quality in their work. What I have observed in other countries in 
our region particularly Bangladesh and Sri Lanka (BRAC and SARAVODAYA) 
where NGOs are very goal specific and they have developed their expertise in a 
few sectors unlike ours. The most impressive features that I observed in these 
NGOs was their struggle to achieve financial sustainability from the day first. 
They wanted to reduce their dependence on external sources and survive on their 
own resources.  

Hence, resources are one of the most important factors that shape the dynamics of 

capacity development. There is no institutional mechanism for Pakistani NGOs where they can 

get their funding other than from international donors. The non-availability of local resources 

hampers the performance of NGOs seriously and they are unable to concentrate on their capacity 

development.  A number of possible options were suggested by my respondents to overcome the 

resource dependencies and if adopted, will improve the quality and performance of Pakistani 

NGOs (for details see practical implications chapter 8). 

 

 

 



 

 

132 
 

Culture 

 

Culture is another important factor that shapes the dynamics of capacity development in 

Pakistani NGOs. It plays a key role in shaping the behavior of NGOs and their interactions with 

other stakeholders. Culture is considered to be based on shared beliefs, assumptions, and a set of 

values and norms that characterize organizations and their members (Schein 1988; Hofstede & 

Hofstede 2005). Culture can influence and hamper capacity development of NGOs in a number of 

ways and we will be discussing it in greater detail as an external challenge for capacity 

development of Pakistani NGOs (see chapter seven). In the following paragraphs, I will share a 

few thoughts identified by my respondents as possible solutions for overcoming the cultural 

hindrances and focusing on capacity development.  

First and foremost is to counter the general perception that NGOs are western agents and 

they are promoting western ideology. We have to educate our masses that NGOs have been 

present in our society for decades. In fact all our religious organizations are a form of NGOs. We 

have to work hard to convince the people that majority of NGOs are local entities, their aim is to 

help local people and we need to strengthen them by developing their capacities. Government 

can play a major role in this regard by facilitating the NGOs to portray a better image to 

Pakistani citizens. A government officer while commenting on these issues observed:  

There is this general perception that the term NGO is an acronym for western 
culture and living style which is not correct. Unfortunately, there have been 
instances that promote or strengthen this misconception.  For instance, Dr. 
Afridi24 case and some other cases give opportunity to the conservatives and 
hardliners to develop public perception in that direction. All the religious 
voluntary organizations are in fact a form of NGOs and all such organizations 
have a long history in our society and culture but all of a sudden the work of 
NGOs is looked upon with suspicion and western agenda. The government has to 
rectify this image of NGOs and mainstream them with proper policy frame works 
and guidelines and support NGOs in their capacity development efforts. However, 
for this to happen we have to work very hard to remove the label that NGOs are 
supporting western ideology, interest and culture etc. I repeat that we have to 
work hard to remove this label; we must welcome the western people; their aid 
and their agencies to cooperate with us.  

The next step that can help NGOs to create a cultural space for them in Pakistani society 

is to come up with local solutions and local ideas that are culturally acceptable and practicable. 

                                                           
24Dr. Shakil Afridi is a NGO worker currently held in detention by Pakistani law enforcing agencies for 
running a fake immunization campaign and helping CIA to reach Osama Bin Laden.  
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The best practice or successful model approach may be good in theory; and we can study it and 

learn from it, but to assume that it will be completely workable, without any alteration, in a 

different local setting is a naive idea. Many of my respondents pointed out that we need to 

ground and root our NGOs locally. More importantly, we have to focus on developing capacities 

of NGOs in local solutions rather than blindly following donors’ prescriptions whether or not 

that suits our local contexts.  One of my respondents pointed to this important aspect in the 

following manner:   

It is said that think globally and act locally so I am not against the idea of learning 
and exploring the good knowledge or solutions out there but we have to 
internalize them according to our local context and build the capacities our NGOs 
depending upon our local needs. In short my point is that we should study and 
explore all the modern concepts and theories for our knowledge but then we 
should be able to grow and modify them according to our needs and contexts so 
that they are acceptable and owned by the local people.  

Another barrier that NGOs need to overcome is to look for funding other than foreign aid 

and government funds. This will be a step towards alternate source of funding by actors other 

than foreign donors and government. Some of my respondents pointed out that NGOs may 

consider for example private corporate funding. Large businesses may be willing to contribute to 

NGOs if they are convinced that NGOs have an impressive role in service to their communities 

and that their systems are efficient and transparent. Finally, individuals in Pakistan pay huge 

sums in religious charities25 and almost all of it goes to religious organizations. It will be a big 

challenge to convince the people to give charities to NGOs, but if they can be convinced that 

NGOs are local organizations and their sole objective is to help and support local people, they 

may at some point consider donating their charities to NGOs (for more details see practical 

                                                           
25 There are different types of religious charities in Islam like Zakat and Sadaqa. Each category of charity 
has its own purpose and disbursement criteria. For example Zakat is one of the most common and 
obligatory forms of charity in Islam. According to Islamic Jurisprudence there are eight specific 
categories for disbursement of money collected as Zakat. These eight categories are: (1) poor; (2) needy; 
(3) salary needs of those who are involved in Zakat collections and distribution i.e. the Zakat collectors; 
(4) to attract people towards Islam; (5) to free people from slavery or bondage; (6) those who have 
incurred heavy debts while fulfilling their basic needs; (7) to help those who are working in the path of 
ALLAH; and (8) Travellers. Zakat cannot be utilized for purposes other than these eight categories 
specified by Quran. If a voluntary organization has objectives that are in line with these eight categories 
then such an organization is eligible for funding from Zakat.  However, other categories of religious 
charities in Islam, like Sadaqa can be utilized for any general purpose, such as construction of a school, 
hospital, road, water tank etc. Sadaqa refers to an Islamic term meaning voluntary charity. This concept 
encompasses any act of giving out of compassion, love, friendship (fraternity) or generosity. 
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implications, chapter eight). An NGO worker while commenting on different possibilities of 

funding for NGOs said: 

Another important thing that NGOs can do is to look for local resources like 
private businesses. NGOs can approach them, convince them and involve them in 
their work. This will help the Pakistani NGOs to reduce their reliance on foreign 
funding and encourage local corporate funding. It is interesting to note that 
Pakistan is one of the countries in the world where people give the highest amount 
of money for charities but all of which goes to religious organizations. A next step 
can be to convince individuals to give their charities to local NGOs for welfare 
activities. This is going to be a big challenge. But for this to happen we first need 
to educate the people that NGOs are not alien organizations and the purpose of 
these NGOs is the welfare of the local people. I think an important point is that 
once the NGOs start relying on home grown resources rather than foreign aid 
their image may improve and people may consider contributing their charities to 
the activities of NGOs.   

In summary, culture is also an important factor that influences the dynamics of capacity 

development of NGOs in Pakistan. NGOs in Pakistan have to fight against the stigma of being 

labeled as Western agents. If NGOs are successful in generating local resources for their survival 

rather than relying solely on foreign aid their image is likely to improve and people may want to 

donate their religious charities to NGOs. It will undoubtedly be a very challenging task to 

convince individuals to donate their religious charities to NGOs. Last but not least, capacity 

development interventions will be successful if local contextual conditions can be used to define 

local solutions for local problems.  

 

Conclusion 

 

 This chapter discussed the various important underlying dynamics that shape the capacity 

development of Pakistani NGOs. My data revealed seven such factors: role of donors; role of 

government; role of leaders; collaboration between donors and government; cooperation and 

competition among NGOs; culture; and resources.  

Donors play a major role in shaping the capacity development dynamics as they are the 

main sponsors of development NGOs in Pakistan. Donors have their own funding priorities and 

hence they define the broader goals of engagements with local NGOs. Although donors give 

leeway to local NGOs in designing and implementing capacity development projects yet time 

constraints and abrupt withdrawal of funding by donors can hamper capacity development 
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projects. Similarly, priorities identified by local NGOs often go neglected because donors have 

already defined funding goals and objectives and the NGOs have no option but to attune to the 

funding priorities of donors.  

A second important factor that influences the dynamics of capacity development is the 

role of government. The government being the chief player in development process has the 

responsibility of framing policy guide lines and frameworks for NGOs engagements. Through its 

policies the government can facilitate the NGOs in improving their capabilities. At the moment 

there exists a contradiction in the government role. The government wants to give NGOs role in 

national development but there are no institutionalized systems in place to help the NGOs. 

Similarly, the government is also convinced that NGOs capabilities needs to improved but at the 

same time the government is skeptical about the growing importance and popularity of NGOs 

and it feel threatened that NGOs will ultimately take the responsibilities of many service delivery 

state agencies.  

Leaders also have an important role in capacity development. NGO leaders can help their 

organizations in fostering new connections and guiding change through capacity development 

projects. It was observed that founding leaders have a dominant role in their respective NGOs 

and they are in position for long years with no change or rotation in the top management. This 

tendency inhibits leadership succession in NGOs. All the decisions major and minor are taken by 

the top management which again restrain the mid management discretion and hence the 

organizational effectiveness (March 1984). Another interesting observation that was made while 

studying the NGO leadership is that a hybrid authority model is in practice in Pakistani NGOs 

unlike an ideal type authority model (Weber 1958). Weber identified three types of legitimate 

authorities: (i) traditional; (ii) legal rational; and (iii) charismatic. NGO leaders in Pakistan 

simultaneously practice these authorities depending on their respective settings. For instance, it 

was observed that leaders of village organizations (VOs) were managing their organizations by 

exercising traditional authority. Whereas most of the CEOs of larger support NGOs were 

managing their organizations by virtue of legal rational authority vested in their positions and 

delegated by the board. Finally, it was also observed that there exists a nominal relationship 

between CEO and the board but the board is not in control.  

 Collaboration between donors and government can boost capacity development in NGOs. 

Donors can help and facilitate the government in making institutional arrangements for capacity 
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development of NGOs. However, it was observed that donors are inclined to work with the 

NGOs as they perceive corruption in the government. Similarly, the donors also perceive that 

there are capacity and outreach issues within the government sector. On the other hand, 

government feels that donors are directly interacting with NGOs and bypassing its agencies and 

undermining its authority. Government also perceives too much complexity in maintaining 

relationships with the donors because there are numerous donors and they have varied 

expectations. Hence, there exists an environment of mistrust between the government and donors 

and it ultimately hampers the capacity development of NGOs.  

Cooperation and competition among NGOs is also influencing capacity development. It 

was observed that smaller NGOs are dependent on larger NGOs for their capacity development 

and funding needs and at the same time they both compete for donors’ resources. In order to grab 

more resources and projects NGOs drift from their missions and they are unable to specialize in 

one particular area or sector. Another interesting observation of this study is, pressed by the 

urgency of disaster and displaced people, donors have preferred to use NGOs with whom they 

have past relationships rather than NGOs who might have more specialized expertise. So the 

potential value that might be added from unique skills and information in structural holes to 

specialized NGOs never materializes because the donors' relationships with a few NGOs are 

simply insufficient and inadequately institutionalized to be able to identify possible structural 

holes where unique expertise exists26 (Bourdieu and Wacquant 1992; Burt et al 2001). 

Culture is another important factor that shapes capacity development of NGOs in 

Pakistan. There is a general perception of distrust of NGOs in Pakistani society and they are seen 

as agents of Western culture and hegemony. The primary reason behind this perception is that 

most of development NGOs rely on resources and support from Western donors. Also, NGOs in 

Pakistan have failed to generate home grown funding mechanisms for their survival and 

sustainability. Another important observation of this research is that local priorities and needs 

have cultural contexts. However, as stated earlier, as the donors have their own funding goals 

                                                           
26 Structural holes are an important source of social capital because it is through brokerage interaction of 
the weak tie structures that we come up with unique information, new ideas, and specialized expertise, 
which Burt characterizes as value added. But, the social capital in strong tie or closure structures is 
important for getting value added out of structural holes, because it is through closure structures that we 
come to trust the intentions of others who have valuable, unique information and to trust the reliability of 
certain sources of information and expertise. 
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they often miss how local culture understands and accepts their own institutions. Capacity 

development solutions need to be consistent with local beliefs. 

Finally, resources have a central importance and it is the most important dynamic that 

shape the capacity development of Pakistani NGOs. Resources cross cut all the other six 

dynamics. Donors have resources and it is because of their funding priorities that they play a 

major role in shaping and influencing the capacity development of NGOs. Government also is in 

control of domestic resources and can hamper or facilitate the capacity development of local 

NGOs. Similarly, leaders who are willing to invest in their organizations and their staff look for 

resources to fulfill their organizational capacity needs. Collaboration between donors and the 

government is also dependent on resources. If the government and donors commit to pool in 

resources it may lead to significant positive outcomes for capacity development of Pakistani 

NGOs. Similarly, the underlying thesis of cooperation and competition among NGOs is also 

directly related to resources. NGOs are very competitive and they compete against each other for 

having access to donors funding. Finally, culture is another important that shapes the capacity 

development of NGOs. Since, NGOs in Pakistan are heavily dependent on foreign funding and 

they are unable to generate home grown funding for survival they are perceived as Western 

agents. Hence, resources are at the center of all the other six dynamics that shape the capacity 

development of NGOs in Pakistan.  
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CHAPTER SEVEN 

 

THE CHALLENGES OF CAPACITY AND LEADERSHIP DEVELOPMENT 

 

Introduction 

 

This chapter discusses the challenges of the NGO sector in Pakistan. More specifically, 

by interviewing various individuals from different organizations, including NGOs, government 

departments, donor agencies and communities, this chapter explores important capacity 

development challenges for NGOs. The role of culture, religion and government policies on 

capacity development is also studied. Finally, the chapter discusses the influence and importance 

of leadership in NGOs and the factors that obstruct leadership development in NGOs. This 

chapter addresses my fourth and fifth research questions: 

- What are the challenges to capacity development for Pakistani NGOs? 

- What are the leadership development challenges in Pakistani NGOs? 

NGOs have the potential to provide social services, promote rural development, protect 

vulnerable members of the society and generate debate on policy matters (Lewis and Kanji 

2009). Owing to these significant expectations great hopes are pinned on NGOs to meet the 

enormous challenges that Pakistan is currently facing. I suggest that NGOs will be able to play 

their role in addressing the social problems and bringing improvements in governance if their 

capacity is improved. At the same time, as the NGO sector is growing in size and scope the 

challenges that the sector are facing are also increasing. Given their new roles, NGOs need to 

better understand the expectations that the public, government and donors have of them, and they 

have to respond accordingly. The rapidly changing environment in and around NGOs creates 

enormous challenges for them (Ronalds 2010).  

Drawing upon the existing social and cultural contexts in which the Pakistani NGOs 

function, this chapter helps us to better understand the challenges that NGOs are facing. The 

second half of the chapter discusses leadership development challenges in NGOs. Leadership 

development is an important element of the wider capacity development framework and is 

increasingly viewed as a critical component of capacity building. NGOs face particular 
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management challenges different from those faced by government or the private sector (Hailey 

and James 2004). Therefore, leadership in NGOs is different from leadership in private sector. 

 

Challenges of Capacity Development 

 

I will classify the challenges in two categories: first, the internal challenges faced by the 

NGOs and second, the external challenges. One of my interviewees suggested a different 

classification. According to him these challenges are: operational level challenges; program level 

challenges; and policy level challenges. This can be another interesting classification, but for this 

study I will restrict my discussion to two categories by combing operational and program level 

challenges as internal challenges and policy level challenges as external challenges for the 

NGOs. First I will discuss the internal challenges.  

 

Internal Challenges 

 

Resources 

In chapter five we discussed the importance of resources for survival and sustainability of 

capacity development interventions. In chapter six we highlighted that resources play an 

important role in setting the dynamics of capacity development. Now from an organizational 

perspective, again the biggest challenge that NGOs are facing is to have resources. Resource 

dependence theory (Pfeffer and Salancik 1978) illustrates that organizations advance their own 

interest and those of their work units by positioning themselves strategically along important 

resource contingencies. According to this theory, organizations are not self sufficient and they 

need resources for their survival and existence. In order to achieve the needed resources they 

interact with external groups and other organizations that control the resources. 

Pakistani development NGOs, get most of their funding from international multilateral 

and bilateral donors. There are very few NGOs that get their funding from the federal or 

provincial governments. Similarly, very few private businesses or Trusts provide funds to the 

NGOs and whatever the limited contributions of the private businesses are go to a couple of 

hospitals and schools all across Pakistan. Religious or faith based voluntary organizations such 

as Madrasahs, orphanages and widow homes, mosques etc. rely primarily on religious charity 
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donated by individuals (Pasha et al 2002). It is unfortunate that NGOs in Pakistan have no 

tradition of generating their internal funding. Critics argue that NGOs taking development aid are 

unable to mobilize public participation, either in the form of donations, memberships or 

volunteers (Bano 2008). In such a scenario the ground reality is that NGOs are always in search 

of external resources for their survival. A donor representative while commenting upon the 

capacity development challenges faced by NGOs said:  

I think there are a number of capacity development challenges. First, NGOs have 
very meager resources to invest in their own capacity development. Next, the 
donors owing to their time constraints cannot focus properly on the capacities of 
NGOs. Then, NGOs rather than generating a spirit of voluntarism and self help 
are running on a business model and there are many NGOs out there whose 
primary objective is to make money and provide employment to a few people. 
Interestingly, some NGOs have expanded to an extent that their budgets have 
surpassed the budget of regular government departments. Last but not the least; 
Pakistan faced huge disasters in the last 5-8 years which forced the NGOs to focus 
more on service delivery rather than capacity development.  

This discussion implies that NGOs due to their limited resources cannot concentrate on 

their capacity development. Donors’ have a limited time frame of engagement with NGOs, and 

they focus more on impacts and outcomes of partnerships and are least interested in long term 

capacity development needs of NGOs.  In addition to these challenges, it is observed that NGOs 

are very keen to undertake new projects even if they have no previous experience of working in 

those sectors; the intent is to grab more resources. A representative of a multilateral aid agency 

expressed his views on capacity development challenges as: 

The competition among NGOs to compete for projects distracts them to focus on 
capacity development. Hence, their primarily focus aims at obtaining projects 
from donors and capacity development might be NGOs secondary priority. The 
result of this excessive search for resources is that they (NGOs) will try to be 
everywhere. They will try to be in education, health, sanitation, relief, rescue etc. 
in short everywhere. This tendency is dangerous for them and they cannot 
concentrate on developing their capacity in one particular sector.  

Similarly, a CEO of an NGO involved in emergency relief and response activities 

highlighted the importance of resources for his organization in the following words:  

The biggest challenge for our organization is resources without external support 
we cannot survive. Our entire budget both programming and non-programming is 
dependent on donors.  We recently received a letter from World Food Program 
(WFP) that from next month onwards they will reduce their food distribution 
activities for internally displaced people (IDPs). Now this is a big concern for us. 
This means that they will reduce our funding as we are their implementing partner 
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and we carry out the food distribution. Resultantly, we will be downsizing our 
staff. We compliment the role of government in providing services to the people. 
The activities that government can do in months we (NGOs) can do the same job 
in days. Government due to bureaucratic delays and lengthy approval processes 
take longer in delivering services whereas we can do the same activities in very 
little time due our flexibility. I think donors should continue to fund us so that we 
can be in position to serve the people and sustain our NGO.  

A senior NGO worker while giving his opinion about the capacity development 

challenges responded: 

The main challenges are time frame and resources. Capacity development is a 
continuous activity and it needs a lot of resources. Hence, without resources and 
continuity capacity development may not lead to fruitful results.  

In summary, funding is the biggest internal challenge for NGOs in Pakistan. Data 

analysis revealed that NGOs hunt for resources and projects in order to sustain themselves. This 

leads to diverting their energies and rather than focusing on capacity development they focus 

more on survival. Hence, in such a scenario, NGOs need to think about alternate means for 

generating their own funding. Many of my interview respondents were of the view that NGOs 

should be looking at possibilities to generate their own internal resources with minimum 

reliability on outside organizations. We have already discussed those options in greater details in 

chapter six.  

 

Human Resources Development 

Like financial resources, NGOs need quality human resources. Human resources play a 

critical role in the success of any organization, including NGOs. International NGOs like World 

Vision, Oxfam, Save the Children and many others place high importance on human resources 

and attracting professional and competent staff. For instance, one of World Vision’s goals is to 

value people; the Save the Children website states “the key to our mission is to attract, motivate, 

and retain the best people in the right positions” (quoted in Ronalds 2010). Unfortunately, this is 

not the case in Pakistani NGOs. Apart from a very few national level large support organizations 

that maintain very elaborate human resource policies and strategies, none of the local and 

national level NGOs take human resource development (HRD) very seriously. This situation has 

serious implications for capacity development initiatives. Although leadership development is an 

integral part of HRD I will be discussing leadership development in Pakistani NGOs separately 

and in greater detail towards the end of this chapter.  
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Many of my respondents pointed to HRD issues in the NGO sector. A government officer 

heading a primary healthcare project in partnership with local NGOs highlighted the human 

resource challenges in the following way:   

I think finding and then retaining adequate human resource is the biggest capacity 
development challenge for NGOs in Pakistan. I believe NGOs have tremendous 
potential of building local capacities. For example if an NGO works in a 
particular region for about 5-10 years you can always find people who belong to 
that area and have basic skills in report writing, project planning, financial 
management etc. but we need to preserve and reutilize them in future. As the 
NGOs lack ownership and support from the government we are unable to tap such 
useful human resources. I think the government should support the NGOs to 
establish good training institutes and schools and even some of larger NGOs have 
themselves the capacity to start such institutes for the smaller NGOs. These 
training institutes can help in improving the human resources of local NGOs.  
Another challenge in my view is the haphazard or unmerited appointments in 
NGOs. They sometimes blame the government for this but I think this is not fair. 
It is also wrong to assume that NGOs are fully accountable and all their functions 
and procedure are completely transparent. If the NGOs blame the government for 
red tape or other hurdles there are other circles of influences that are prevalent in 
NGOs. For instance, NGOs have no standardized job description or job 
specifications with clear qualification requirements. In case of government we 
have public service commission. Any individual entering the public sector must 
possess some basic qualification and then he/she undergoes a standardized 
screening procedure. This is missing in NGOs; they are by and large independent 
in their recruiting mechanisms. There is no criterion set forth for this. NGOs have 
people who are highly over qualified particularly the CEOs but the lower tier 
recruitments are not done in a proper and transparent manner.   

Similar kinds of observations were made by a long time NGO activist who validated the 

above views:  

I remember about two decades ago any one joining the NGO sector had to pass 
through rigorous selection procedure. A lot of importance was given to behavior 
and attitude of NGO employees before they were selected or given permission to 
launch their work in the field with communities. Now it is very unfortunate to see 
that it is a rapid hire and fire situation. Staff are taken on board; given a 2-3 days 
orientation and then they are sent to field and given important assignments. What 
surprises me is that there is no attachment of the NGO workers with their NGOs; 
attachment of the NGO staff with the communities and vice versa. Perhaps, in this 
hasty situation of NGO activities we are losing the essence of voluntarism and 
community work. Also, there is no institutionalized mechanism of capacity 
development of NGO staff. Although every NGO claims that we are focusing on 
the capacity development of the staff but this is not the actual case. Similarly, we 
lack proper institutes where we can impart trainings to people who want to pursue 
their careers in the NGO sector. Another point that I have observed that we give 
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more emphasis to foreign trainings and foreign exposure visits for capacity 
building of NGO staff and ignore local good practices, that are more relevant for 
us; or at least we can focus on what is present in our south Asian region.  

This discussion highlights that no proper mechanism with regard to human resource 

development exists in Pakistani NGOs. Staff are hired in a very hasty manner and without 

imparting necessary trainings and orientations they are given responsibilities. Similarly, the 

selection procedure of the NGO staff is also not very clear; how far merit is given importance 

over contingencies while recruiting staff for NGO project is also not clear. Very few NGOs have 

staff recruitment criteria and proper job descriptions for various positions. Another human 

resource development challenge is that there are no formal schools or institutes with proper 

curriculums where NGOs can send their staff members for training. NGO scholarship is a much 

neglected area in Pakistan and it seldom attracts the attention of scholars. And finally, no 

attention is paid to enhancing motivation, encouraging voluntarism spirit and promoting 

community service values in the NGO staff. A NGO worker while referring to lack of motivation 

mentioned that there is a frequent turnover of staff in the NGOs. He said: 

Another challenge to capacity development of NGOs is the tendency of human 
brain drain from one NGO to another and workers go around from one local NGO 
to another or may be international NGOs for better career and package. Hence, 
there is no stable forum which can be capitalized for continuous capacity 
development. Similarly, proportionate time is not given to NGOs to build their 
capacity while launching any program or project. I would not blame the NGOs 
alone. The donors and government also do not focus completely on capacity 
development exercise of the NGOs while starting any activity. Although the 
NGOs are learning by doing but the capacity development gap still exists.  

A CEO of one the largest NGOs in Pakistan considers dearth of professional people as 

the main challenge for NGOs. He commented that:  

To my understanding the biggest challenge for capacity development of NGOs is 
that the sector lacks people who have experience and who can be good trainers. 
Very few people, people who can put up quality proposals, if you look at finance, 
if you look at compliance etc. Private sector, I mean for profit private sector may 
have people who have these skills but within the non-profit sector we have very 
limited people who have these capabilities. Another challenge is lack of 
information for example what type of skill development opportunities are there in 
the region. And finally it is the resources. There are donors who can provide you 
funds on a limited scale and for a limited time frame but for capacity 
development, institution building and putting in place systems and procedure you 
need more time and more resources and perhaps not many donors are interested in 
such long term interventions.  
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In conclusion, it can be said that having and retaining trained, professional, committed 

and dedicated staff is a challenge for Pakistani NGOs. Investing in capacity development of staff 

that is human resource development will help and strengthen the NGO sector to play a more 

proactive role in the development arena.  

 

Management  

Traditionally, NGOs place high priority on being flexible and idealistic rather than highly 

organized and hierarchical, but as NGOs activities are getting more sophisticated and 

professional it is becoming difficult for them to maintain a level of flexibility (Lewis 2007). 

Bureaucracy on one hand is blamed for red tape, delays and corruption while on the other side it 

is preferred for qualities like precision, efficiency and impartiality. Narayana (1992: 135) while 

commenting on the NGO sector in India observed that NGOs are becoming increasingly 

bureaucratic in terms of structure, process and behavior. Fowler (1997) contends that as the 

primary objective of the NGOs is to improve social justice and reduce poverty, the management 

style best suited for such endeavours has to be based on humility. Fowler also emphasized that 

stakeholders’ feedback and perspective on progress are the best indicators to measure 

development rather than designing quantitative evaluation tools.  

Management in NGOs generally refers to systems and structures in which roles, 

responsibilities and functions are defined and differentiated. NGO management involves 

activities like planning, coordinating, organizing, communication, decentralization, 

accountability and decision making (Ubel et al 2010). In context of Pakistani NGOs, effective 

capacity development must aim at improving all these management functions. Apart from a few 

leading NGOs that are registered and funded by international donors there is minimal evidence 

of good management practices in NGOs. NGOs in Pakistan face serious management capacity 

challenges. It is reported in Pakistani press and validated by my interviewees that the very intent 

of establishing NGOs in some cases is to do business and make profit rather than serving the 

people. In such a grim situation the NGO sector in general is reported to have serious 

management challenges. One of my interviewees while responding to my question about his 

experience of working with Pakistani NGOs, said:  

As far as my experience working with NGOs is concerned I would call it a mix. 
Mix in a sense that some NGOs were professional and they were doing 
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commendable work, true and honest to their job. But at the same time I came 
across a large number of NGOs who were there to make money and do business. 

Lewis (2007) indicated that a common area of internal NGO weakness is that of 

governance structure and process, which is seldom discussed in NGO literature. Tandon (1995) 

identifies a number of NGO governance strategies in South Asia, which he refers to as “Board 

Games.” For instance in the case of “family board,” NGO may operate like a small family 

business based on kinship. In case of “invisible board”, the board meeting is rarely held and the 

founder members use the board as a rubber stamp to fulfill the legal requirements and do the 

necessary paper work. In addition to these Tandon (1995) also highlighted other bad governance 

and management issues in NGOs. Similar issues have also been reported in Pakistani NGOs. It 

was my personal observation that many of the CEOs, whom I had a chance to meet in connection 

with my  interviews, remained in their position since inception of the NGO and were holding 

their offices for almost a decade or longer. During one of my interviews I asked a CEO about 

any particular reason that the Board is renewing his contract and they are not replacing him. He 

replied, “He is the best available choice” and that “he knows his job very well.” I didn’t probe 

him further but it seemed that he was too over confident in his stance. These pioneer or iconic 

leaders sometimes create serious capacity development challenges because it is very difficult to 

convince or overrule these leaders to change or adopt something which they may not like or may 

be detrimental to their interests. One of my respondent, who happened to be a female and had 

been associated with NGOs for more than a decade, commented on this issue in the following 

manner:  

Governance and management are serious challenges in Pakistani NGOs. Many of 
the large NGOs are a one man show or a family affair. The way they conduct and 
manage their dealings have serious management deficiencies. I am a strong 
advocate of the fact that the activities, physical and financial reports of the NGOs 
should be made open to the public so that people should be aware of what is going 
inside the NGOs and how they are being managed.  

Similar concerns were expressed by a representative of a bilateral aid agency, whose 

organization is currently implementing a primary education project in remote and far-flung areas 

with the help of national and local NGOs. He observed:  

The main challenge is that people who happen to register the NGOs and are in 
leadership positions and are running the NGOs like a business and a family 
enterprise. The board meetings are rarely held and they give limited or virtually 
no feedback to the organization. Hence, such tendencies are detrimental for the 
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capacity development of NGOs in Pakistan. In some of the large NGOs the 
founding leaders are too dominant and the organizations are personality driven. 
Majority of the decisions are taken by leaders without proper feedback and 
consultations. This should not be case. The NGOs should be managed according 
to proper governance arrangements with clearly defined roles, responsibilities and 
transparency mechanisms.  

An important observation which I came across during this research is; byelaws and 

guidelines already exist for every NGO; what will be the composition of the Board; how 

frequently Board meetings will be held and what matters have to be placed before the Board. 

Similarly, manuals pertaining to operational matters of the NGOs like roles and responsibilities 

of CEO, procurement policies etc. also exist but the dilemma is they are never practiced in letter 

and spirit. NGOs are in need of all these documentations, manuals, codes, guidelines etc. to 

qualify for registration under certain acts and statutes. But once registered they never utilize and 

observe these guidelines.  

In summary, Pakistani NGOs are facing many management challenges and these 

challenges exist at different levels.  At the first level, the management challenges are related to 

day to day operations and it includes gaps in coordination, communication, planning and 

organizing etc. At the next level, the management challenges are related to systems and 

structures in NGOs. This includes weaknesses or shortcomings in financial management 

systems, human resource development, unclear roles, responsibilities and functions etc. Finally, 

the last tier of management challenges is at the governance level. This includes matters 

pertaining to the board affairs and leadership practices. In short all these levels of management 

challenges greatly influence the process of capacity development.  

 

Legitimacy and Ownership 

According to Edwards (2000) legitimacy is defined as the right to be and to do something 

in society. In other words it is a sense that an organization is lawful, admissible and justified in 

its chosen course of action or activities. One of the major challenges that the NGOs in Pakistan 

confronts is the absence of legitimacy and lack of ownership from the government. A 

government functionary commenting on this issue remarked:  

There is an inbuilt understanding in the government agencies that they have the 
mandate, better skills and potentials to deliver and they can do every task 
efficiently as compared to NGOs. However, the reality is that, no doubt, 
government may have many strong points than NGOs but there are areas where 
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NGOs can help the government for better results.  I think the government should 
be open and flexible in their approach towards accommodating and 
acknowledging the services of NGOs. 

Similarly, another senior government officer currently heading a donor sponsored project 

in collaboration with local NGOs gave his opinion on this matter in the following way:  

For Pakistani NGOs the important challenge is legitimacy. Right now the 
government is extending support to the NGOs but they are not fully owned and 
trusted by the government. They are registered under certain laws and given legal 
protection but we need to do more than. The government can take practical 
measures where NGOs can be given more space to perform their activities. NGOs 
can be mainstreamed in the government planning and development process. The 
government can accommodate them openly and with open heart and mind. There 
is an ongoing suspicion and mistrust between the government and the NGOs. 
Once the government starts owning them in true letter and spirit we can have 
ample opportunities of public private partnerships and new mechanisms and 
models of NGO-government partnerships can evolve.  

Hence, the present scenario is that the NGOs are struggling for their legitimacy and 

ownership. The government, on the other hand, is somewhat reluctant to give more space and 

importance to NGOs because it fears that gradually NGOs will take over the role of the 

government and majority of the government departments will be closed and government 

employees will lose their job. Additionally, the people in the government raise concerns about 

the accountability and capacity of the NGOs that they are not well equipped to be taken on 

board. Finally, the government functionaries also feel threatened that NGOs will pose challenges 

to their authority and discretion.  A senior NGO worker who served in different NGOs for more 

than two decades while responding to my question regarding the challenges for the NGOs in 

Pakistan said: 

The main challenge for NGOs is to create space for them and establish their 
legitimacy. There is a general perception prevalent in the government that people 
working for the NGO sector are only interested in making money and they are 
getting huge emoluments in return for their services. At the same time they argue 
that people working for the government are more competent and they are making 
less money. These kinds of apprehensions pose a challenge to NGOs and their 
staff and ultimately lead to an environment where the government does not own 
the NGOs and they are not considered as serious partners in development.  

A NGO leader while referring to the challenges of legitimacy and recognition faced by 

the NGOs proposed:  

We need confidence. We need recognition as NGO workers. At times we lack this 
confidence because of the people perception especially government functionaries’ 
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perception about NGOs and NGOs staff. I wish NGO sector is given its due 
recognition. I wish to see NGO sector as a pillar of the state. Just like we have the 
executive, the parliament and the judiciary and lately media is also considered as 
the fourth pillar. I would love to see NGOs and the civil society as another pillar 
of the state which will work for good governance, development and welfare of the 
people.  

A large number of government functionaries are still doubtful about the role and capacity 

of the NGOs and they feel convinced that NGOs provide short term solutions and they should be 

restricted to their temporary roles. In response to my question that how government can play its 

role to strengthen the NGO sector, a senior government officer replied: 

I think first we should consider whether the government will want to strengthen 
the NGOs or not. The basic responsibility of service delivery lies with the state. 
It’s the state responsibility to provide health, education and basic infrastructure 
etc. to its populace. And in fact the provision of these services is the basic rational 
and mandate of the government. Even if we assume that government should 
strength the role of NGOs it should not be at the expense of reducing or curtailing 
the role of public sector.  NGOs provide temporary solutions and which at times 
may not be sustainable in the longer run. The government should provide clear 
policy guidelines for working with NGOs. For instance if the government is 
facing resources constraints or the government lack capacity in a particular sector 
they can sit with NGOs, and the NGOs can then facilitate or compliment the role 
of the government in that particular area. Similarly, the government can enter into 
partnerships with the NGOs for better provision of the services for the masses but 
these partnerships should be worked out in a way that the role of the NGOs is 
phased out gradually and ultimately the responsibility is handed over to the 
government. As NGOs are heavily dependent on funding from external sources 
and sooner or later there funding may expire therefore they should design their 
activities in a way that they are ultimately handed over to the government. 

Now, the last two responses one by an NGO leader and the other from a government 

functionary speaks for itself. Both these statements are antithetical to each other and expose the 

rift between the two sectors. NGOs want to be recognized and treated as the fifth pillar of the 

state and the government functionaries are of the view that NGOs have to be restricted to short 

term and temporary roles.  

In summary, there exists an uncomfortable relationship between the government and the 

NGOs. NGOs claim that the government does not own them and they are not given due respect 

and space in the development process. On the other hand, the rise in the influence of NGOs is 

taken as a challenge by the government. The government feels threatened that NGOs are trying 

to marginalize the state agencies with the support of donors. The prevailing uneasy relationships 



 

 

149 
 

between the NGOs and the government have negative consequences for the overall capacity 

development efforts.  

 

Image and Performance 

 NGOs are in a growing stage in Pakistani society and are struggling to challenge the 

status quo. Korten (1981) classified different generations of development NGOs. According to 

his classification NGOs start with a relief and welfare mandate and finally emerge as peoples’ 

movement. Based on his interpretation we can assume that Pakistani NGOs are currently passing 

through the third generation which aims at sustainable systems and development. NGOs are 

making commendable progress in terms of establishing systems and are undertaking 

developmental activities yet they are facing challenges from all quarters. Of these challenges the 

important one is that they have to build a good image of NGOs in the hearts and minds of the 

people and convince them on the basis of their performance.  

 On the performance front, people expect that NGOs will promote good governance, fight 

corruption and improve political development. At the same time NGOs will respond to 

emergencies, natural disasters, increased conflict and social tension prevailing in the Pakistani 

society.  People also look forward that NGOs will advance new and effective development 

approaches to cope with the poverty and livelihood development issues in rural areas of Pakistan. 

Last but not the least, NGOs are also expected to play their role in improving service delivery in 

social sectors particularly health and education. These are some of the major expectations that 

people have from the NGO sector in Pakistan and to a larger extent NGOs are struggling to 

achieve these milestones. A CEO of an NGO while commenting on the performance of his NGO 

said:  

Time and again we have demonstrated to the government that we have the will 
and passion to deliver and we have proved so. In cases where government has 
failed to reach the communities we were the one who reached the communities 
and helped them first.In the militancy hit region, Swat, the government health 
facilities were abandoned by the government staff, our staff member went there 
first and the government staff followed. Hence, we revived many dead units and it 
was because of our efforts that communities started getting primary health care 
benefits. Dir27 was another challenging area, due to cultural barriers women 
cannot come out of their homes and be part of our community development 
activities. We needed the participation of women to approach other women and 

                                                           
27 Dir is name of a district in the North West of Pakistan. 
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inform them about our activities. We have to hire females from other parts of the 
province to work in those communities. Now after two years of our NGO work 
we are being approached by the local communities to hire women belonging to 
their communities for our NGO activities. Despite all these challenges and meager 
resources we are trying our best to deliver.  

 Similarly, a donor representative working for a multilateral aid organization appreciated 

the role and services of NGOs in the following words:  

NGOs have performed impressively keeping in view their limited experience and 
limited resources. It is basically the government’s responsibility to reach out to 
the people and deliver services but in the emergencies we saw that government 
agencies were under tremendous pressure to deliver. Hence, there was a need or 
in fact a vacuum existed for such organizations to take roots. Resultantly we saw 
tremendous growth in the number of NGOs during the last couple of years. In an 
environment where they are facing a lot of challenges and requirements from the 
government and donors I think they performed well. 

On the other hand, I had interview respondents who were very critical about the role of 

NGOs. They were skeptical about the NGOs and their activities. They raised concerns about the 

functioning and effectiveness of NGOs. They seemed convinced that NGOs do not provide better 

and economical solutions. They waste more money and keep on doing social marketing to gain 

sympathy of the people. One of my respondents serving for the government discussed in detail 

these facts, he observed:  

I consider two major short comings in their approaches. The first one is that 
NGOs claim to work for the masses and among the masses and they also claim to 
have done miracles at the community and at the grassroots level. I totally disagree 
with it. To my understanding they work in isolation. They do not disclose their 
details, their funding sources and how they utilize their funds for the communities 
they are serving.  Due to this isolation in their approach and not letting the people 
know about their back ground and organizational details there is general 
resentment in the masses against the NGOs. People consider them outside entities 
that are not serious and sincere in their efforts.  My second concern is regarding 
their claims of achieving financial savings and efficiency. NGOs claim that they 
can deliver quality work and good projects at low cost as compared to 
government department. I also don’t agree with this claim. Their work is not 
sustainable and they do not have the capacity to deliver at par with the 
government. Government departments work under certain guidelines and 
standards. We do not do any sort of marketing or publicity for the work we do. On 
the other hand NGOs claim to have done something extraordinary with limited 
resources and in limited time. They present exaggerated figures and are constantly 
involved in social marketing. NGOs always justify their presence by maligning 
the government and presenting themselves as Saints for development. My 
personal opinion is that there are serious accountability gaps in the working and 
systems of NGOs.  I don’t think their work is impressive or effective for the 
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masses to the extent they exaggerate or claim it in their reports or media. I am 
giving my comments on the basis of my experience or in the cases where I have 
been involved with NGOs. 

A regional head of a national level NGO while expressing his concern about how people 

view NGOs said:         

I am perturbed when I hear people’s views about NGOs. I sometimes follow the 
internet blogs and social media where people are always blaming the NGOs. Ours 
is not a pluralistic society and people sometimes are unwilling to accommodate a 
new idea, a new approach or a new entity. It also surprises me when people are 
not willing to acknowledge our good work. 

In summary, negative perceptions exist about the image and efficacy of NGOs in 

Pakistan. NGOs have to work very hard to improve their capacities, image and performance. If 

people are convinced that NGOs are performing and they are effective than the regular public 

sector agencies they will support NGOs in their capacity development interventions.  

 

External Challenges 

 

 In addition to these internal challenges that we discussed in the above paragraphs there 

are a number of other challenges that are related to the outside environment in which the NGOs 

are working. The environmental factors also play an important role in shaping and designing the 

capacity development of the NGOs. Hence, these factors will be explored as external challenges 

for capacity development in this study.  

 

Government Policy and Regulations  

The government stance towards NGOs has been unclear and unpredictable. The 

relationship between the NGO sector and State varied from regime to regime. There were 

occasions where the relations were very cordial and there were times that the relations were 

hostile. Although, the government acknowledges the services that NGOs provide, it also 

considers them a rival for donor funding, political affiliation and influences. The government’s 

concerns with the operation of NGOs focus around issues of sovereignty, funding, control and 

monitoring. The chequered history of the relations between the government and NGOs 

demonstrates that the government was always comfortable with the service delivery and charity 



 

 

152 
 

role of NGOs; it is the advocacy work that it finds unsettling and provocative (Sattar & Baig 

2001).  

The NGO-State relations openly went aggressive in 1996 when the then government 

proposed a bill in the upper house of the Parliament called the Social Welfare Agencies 

(Registration & Regulation) Act. The NGO sector believed that the Act was an attempt by 

government to acquire greater control over NGOs. Some key provisions of the bill were: (1) all 

the NGOs have to re-register with the Ministry of Social Welfare within a specified period; (2) 

arbitrary powers with government to de-register, suspend or dissolve an NGO or to remove any 

provision of the constitution of a NGO; (3) removal of “social education” as a permitted activity 

of social welfare organisations; (4) compulsory external audit, etc. Similarly, other provisions of 

the Bill were also rejected by the NGOs.  Consequently, there were agitations to prevent the 

promulgation of the act and finally the bill was dropped (Pasha & Iqbal 2002).  

The government’s tight regulation of NGOs is just one side of the story. Its desire to keep 

effective control over NGOs has not been matched by its capacity to enforce its own policies (Lu 

2005). Henec, there are capacity issues within the government itself. Government Policy and 

Regulations have many direct and indirect consequences for the NGOs. It can hinder or facilitate 

the resources, legitimacy, image and space for the NGOs. Many of my respondents were of the 

view that the government can take many steps to strengthen the NGOs in Pakistan if they are 

serious. Others were of the view that being the major stakeholder in the development process, the 

government may take a lead role in guiding the other stakeholders. The government should come 

with a road map of how to engage the other stakeholders including the NGOs. Similarly, the 

respondents were of the view that the last decade has seen a mushrooming growth of NGOs and 

now it’s the time for the government to regulate and come up with certain classification and 

categorization of NGOs (for details please see chapter six). And based on such classification the 

donors and other stakeholders can engage the NGOs in partnerships. One my respondents who 

works for a multilateral aid agency said: 

The government should make necessary institutional arrangements for NGOs 
where they can perform and deliver and at the same time they can be held 
accountable. We need to have proper structures, policies and frameworks for 
NGOs engagements. We also need to stream line the role of NGO and make their 
work sustainable and strategic. Similarly, an environment for the NGOs is 
required where they can flourish and experiment new ideas and tools. For this to 
happen the government, donors and the NGOs have to come together and jointly 
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work to develop the capacity of NGOs. Government being the major partner 
should shoulder the responsibility and guide the other stakeholders what are their 
priorities and how they want the donors and NGO sector to be engaged. 
Government need to come up with clear policies where they can facilitate the 
activities of NGOs and encourage donor-NGO partnerships. The government also 
needs certain regulatory framework where they can monitor and facilitate the 
work of the NGOs.  

 A CEO of an NGO, while emphasizing that government policies and regulations should 

aim at facilitating the NGOs rather than creating new challenges for them, remarked: 

The government can facilitate us in many different ways. They can cooperate, 
collaborate and encourage us. The government needs to have uniform and friendly 
policies towards NGOs. The problem that we are currently facing is getting the 
No-Objection-Certificates (NOCs) from different government departments for 
implementing our activities. The government can perform their ground checks to 
monitor us but once they are sure about our credibility they shouldn’t force us to 
obtain NOC each and every time we start a new project. The government should 
facilitate NGOs by providing a one window operation for registration and issuing 
no objection certificate.  

An informant, NGO worker, highlighted that maximum information should be solicited 

from NGOs at the time of registration so that the government should have a complete data base 

of the NGOs and their activities. Later on, it will be easier for the government to trace the 

activities of any particular NGO. He said: 

At the time of NGO registration the government should ensure that people who 
are registering the NGOs should provide maximum details. What’s the NGO 
about? What is their mission? Who will be their donors? What will be their 
activities? So on and so forth. I think the existing mechanism is very weak and 
there are serious gaps and it needs drastic reforms. The government should play a 
proactive role not only at the time of NGO registration but they should be able to 
facilitate, guide and monitor the working of NGOs afterwards. The government 
should come up with proper policies and guidelines by which they can evaluate 
the NGOs before they can be awarded certifications. Also, the government should 
have proper records and statistics regarding every NGO and they must be in 
complete picture of the activities and funding of the NGOs.  

A government servant expressed the following views in response to my question 

regarding the role of the government in strengthening the NGO sector:  

The first and foremost thing is that we need proper legislation and statutes from 
the government that should define the role of NGOs in development. The 
government should come up guidelines that can streamline and encourage the 
NGOs to enter into partnership with the government. The government should 
provide some sort of matching grants or endowment funds for the NGOs to be 
sustainable. And for the NGOs it is important to come up with long term and 
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sustainable development solutions rather than focusing on project based 
temporary solutions.   

In conclusion, government policies and regulations pose a major challenge to the capacity 

development of NGOs. It is also evident that friendly and conductive environment set forth by 

the government will facilitate and promote capacity development of NGOs in Pakistan.  

 

Security  

Another external challenge that may be peculiar to Pakistani settings or generally 

speaking to war and conflict zones is related to law and order issues and threats to the NGOs and 

their staff. In March 2010, the World Vision office was attacked by militants in North-West 

province, Khyber Pakhtunkhwa, of Pakistan killing five of its employees. A chief of party of 

USAID contractor working for J.E. Austin & Associates was kidnapped from his home in the 

central province of Punjab in August, 2011. Similar incidents have been reported time and again 

from other parts of the country. It is very unfortunate that advocacy NGOs working on human 

rights and gender issues are traditionally threatened and targeted. Lately, there had been a surge 

in militant attacks on all sorts of NGOs including international and local NGOs; advocacy and 

non advocacy NGOs; expatriate as well as local staff working in NGOs. Hence, with the rise of 

militancy and extremism in the society the security threats for NGOs have also increased. The 

extremists exploit the fact that NGOs get their funding and support from Western donors and 

allegedly serve their vested interest. They further blame the Western donors and NGOs that they 

are misleading the local people and imposing Western cultural hegemony on the local people.  

Many of my interview respondents shared their concern over the tough and unusual 

conditions in which they are working. One of my respondents who is currently working for an 

advocacy NGO informed that he has received phone calls and anonymous letters threatening him 

to quit working for the NGO or otherwise be prepared for consequences. While discussing 

challenges of funding and resources for NGOs in the beginning of this chapter, we noticed that 

some CEOs referred to resources as the prime challenge. However, there were NGO leaders who 

were more concerned about security and they considered security as a major challenge for their 

capacity development interventions. An interview respondent, who is currently heading a NGO, 

informed me that he was kidnapped in 2008 and was released after being in captivity for almost 

ten months.  A CEO of a famous national level NGO remarked:  
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Security is the biggest challenge for us. The environment in such which we are 
operating is a high risk environment particularly for the NGOs and their staff. 

Similarly a CEO of another leading NGO expressed his organization’s stance on the 

current security threats in the following manner:  

The first challenge that we are facing is security. We are not working in normal 
conditions. It’s a sort of emergency situation. The law and order situation in our 
province is not favorable for persons working in the NGOs. Many people working 
for NGOs have been kidnapped, tortured and in certain cases murdered by the 
militants. 

While elaborating further on the security risks, the CEO also shared a complaint against 

the security agencies. He was of the view that the government is providing more security to 

expatriates than local NGO employees. He stated that:  

Donor’s staffs are provided security by the law enforcement agencies whenever 
they are on field visits. On the other hand, the government doesn’t bother about 
us. Our staffs are carrying out field activities at their own risk. 

In summary, security is a serious threat for NGOs and their staff and time and again they 

have fell victim to the heinous activities of militants and extremists. In an environment where 

NGOs are not allowed to work safely and peacefully, capacity development is a very daunting 

challenge, in fact a far cry from reality.  

 

Culture 

Culture also plays an important role in shaping the behavior of non-profit sector and 

influencing the capacity development activities. Culture is considered to be based on shared 

beliefs, assumptions, and a set of values and norms that characterize organizations and their 

members (Schein 1988; Hofstede & Hofstede 2005). According to Hofstede & Hofstede (2005) 

every person carries within himself or herself patterns of feeling, thinking and acting that are 

learned throughout their lifetime. The sources of these patterns or mental programming lie within 

the social environment in which people grow up and collect their life experiences. Based on a 

massive study of IBM employees in over forty countries Hofstede (1991) build a theoretical 

framework to analyze the dynamics of different national cultures. He suggested that cultural 

differences between nations can be, to some extent, described using four bipolar dimensions: 

Power Distance; Individualism; Uncertainty avoidance and Masculinity.  

 Hence, the important point to be kept in mind is that the external environment in 

countries varies depending on their respective cultures. Similarly, cultural dynamics in 
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developing countries is much different than the developed world, where most of the development 

ideas and techniques are developed. Therefore, the process of transfer of ideas, techniques and 

practices, from the developed world, need careful consideration before they can be implemented 

elsewhere (Lewis 2007). Lopes and Theisohn (2003) posit that capacity development initiatives 

are more likely to succeed if they begin by developing an understanding of the cultural, social, 

economic and political environment in which the donor organizations will be working. Many of 

my interview respondents also pointed out that culture poses a challenge for their capacity 

development interventions. One of my respondents, an NGO worker, negated the idea that their 

organization and their capacity development activities are under threat from religious leaders. 

He, however, cautioned the donors and the NGOs to handle the cultural realities in a careful 

manner. He observed:  

I would like to mention that donors and NGOs must be careful with cultural 
sensitivities particularly with regard to gender issues and human rights etc. These 
issues may be dealt in a careful manner unless they are able to sensitize the 
community on the importance and benefits of such issues.  I believe if we can 
explain to the people that who we are, which organization we are working for and 
what are our goals and objectives, people will be willing to cooperate and in fact 
will facilitate us. I think we cannot generalize our perception about the religious 
leaders based on one or two odd incidents where NGOs came under threat from 
religious leaders. I personally think this is not a very big challenge we can sit with 
religious leaders and community elders and develop a proper communication 
strategy and can gain their support for our NGOs work. 

Similarly, a regional head of an agribusiness NGO that focuses on enhancing the capacity 

of rural farmers for horticulture development highlighted:  

The biggest challenge for our organization or generally speaking for other NGOs 
is cultural constraints. There is a general misconception that NGOs are un-
Islamic, pursuing Western agenda and their intention is not the betterment and 
development of the local people. Since, we are working in rural areas and our 
focus is on rural farmers so we are facing these challenges but at the same time 
the encouraging point is that people are receptive to our message and they are 
taking part in our activities. 

A government servant while responding to my questions regarding the challenges being 

faced by NGOs in Pakistan was of the opinion that NGOs have to be careful while designing 

their activities. In order to avoid any consequences they have to take into account the local 

cultural values and handle the culturally sensitive subjects very tactfully. He remarked:  

In certain areas of Pakistan particularly in parts of Baluchistan and Khyber 
Pakhtunkhwa the Pakhtun mindset and culture is a big challenge for the NGOs. 
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NGOs are considered as aliens who are there to distort their local cultures and 
traditions. As the NGOs sometimes stress on women rights, human rights etc. 
those subjects are very sensitive to these cultures. So I think NGOs should be 
careful while touching upon these issues when they intend to work in Pakhtun and 
tribal areas.   

A female NGO worker who is currently working as Gender Coordinator in her 

organization shared her experience of working with female community groups. She said: 

It is very difficult for us to approach females in certain areas due to cultural 
barriers. We have to convince their men-folk and take them into confidence that 
we are approaching your community for your own benefit. We will not teach or 
preach something against your traditions to your females.  We will impart some 
useful trainings and skills in sewing, craft making, health and nutrition etc. to 
your females. The training exercises that we usually conduct in a 2-3 days session 
are sometimes prolonged up to a week due to such difficulties.  

A regional head of a NGO that focuses on family planning and other reproductive health 

related advocacy campaigns also considered culture as a major barrier for their activities. Their 

work mainly focuses on enhancing the capacity of communities on women and children rights. 

He was of the opinion that challenging a culturally accepted norm or changing something which 

is already accepted is very difficult. He had an interesting reply to my question on challenges 

being faced by his organization. He observed:  

This country is full of challenges. The biggest one is the cultural barriers. I think 
this one word “cultural barriers” is enough to explain the challenges that we are 
facing. Our organization is trying to raise awareness on issues that are part of the 
culture and have been accepted cultural norms in our country.  These culturally 
accepted norms have serious consequences for women and children and we are 
striving to change them. In a country like ours where people are skeptical of 
giving Polio vaccines to their kids which is a basic preventive health care 
requirement, focussing on a much more sensitive issue of family planning is a 
very difficult task. We are trying our best to address these issues. We are having 
sessions with religious elders/leaders from our communities and share with them 
our goals and objectives so that they are aware of what we are doing and in fact 
we seek their support to help us in our awareness campaigns. There have been 
instances where our female staff workers who were engaged in their door to door 
visit in certain communities were threatened to stop their visits.  

In conclusion, culture is an important factor that shapes the dynamics of capacity 

development and at the same time it poses many challenges to the implementation of capacity 

development activities. We have discussed that NGOs working on advocacy issues are facing 

more cultural challenges as compared to other NGOs. The above discussion also highlights that a 

capacity development project which may be successful in a particular region and in a given 
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community may not be successful elsewhere in Pakistan because of different cultural realities. 

Therefore, NGOs have to take into account the cultural factors before implementing any capacity 

development activities. Certain suggestions were shared by my informants for overcoming some 

common cultural challenges for details please see chapter six.  

 

Accountability 

 With the rapid growth in size, scope and funding of the NGOs, issues pertaining to 

accountability of the sector are also gaining importance. Slim (2002) defines NGO accountability 

as a process by which NGO holds itself openly responsible for what it believes, what it does and 

what it does not do. Edwards and Hulme (1996:14) posit that NGOs “have to be accountable for 

what they do if their claims of legitimacy are to be sustained.”  The accountability framework of 

NGO revolves around three core questions: (1) what is the NGO accountable for? (2) To whom 

is the NGO accountable? (3) How is the NGO accountable? There is no one right answer to any 

of these questions (Lee 2004). . The literature identifies four core components of accountability 

(Ebrahim and Weisband, 2007): (1) Transparency, which involves collecting information and 

making it available for public scrutiny; (2) Answerability or Justification, which requires 

providing clear reasoning for actions and decisions; (3) Compliance, which involves monitoring 

and evaluation; and, (4) Enforcement or Sanctions for shortfall in compliance, justification, or 

transparency. 

 In the context of Pakistani NGOs, accountability is a growing and an important concern. 

Several factors have necessitated the need for increased accountability practices in the sector. 

First, the NGO sector has expanded rapidly during the last ten years and the funds being utilized 

by NGOs have also increased manifolds. Therefore, the NGOs need to improve their internal 

systems and governance mechanisms. Second, there is a negative perception that overhead 

charges of some NGOs are relatively high and they are paying exceptionally high salary and 

other incentives to the chief executives and senior management. Third, many NGOs are 

receiving foreign funding directly and the government and general public are generally unaware 

of any such direct funding.  Finally, some religious organizations are propagating that foreign 

agencies are using NGOs to promote a Western agenda that is detrimental for local cultural 

beliefs and traditions (Pasha and Iqbal 2002). In the wake of these perceptions, it is important 

that these apprehensions are removed and accountability practises are improved in the NGOs to 
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improve their image. This situation of distrust and ambiguity also poses serious challenges for 

the capacity development of the sector. Some of my interview respondents, particularly 

government functionaries and donor representatives, stressed the need for increased 

accountability measures in NGOs. A senior government officer, who is critical of NGOs and 

their activities, insisted on introducing more stringent measures by the government to ensure 

accountability and transparency practises in NGOs He observed:  

Government should ensure strict accountability mechanisms and guidelines for 
NGOs. Government departments are often blamed for corruption but I think there 
is more wastage in the NGO activities. We need to have some comparative studies 
to look into this matter and see which sector is having more problems with regard 
to corruption and wastages.  If the NGOs work is not economical and that they are 
delivering their work at a higher cost than why at all do we prefer NGOs? I am 
strictly speaking of their role with regard to civil works i.e. construction activities. 
May be their performance in other areas like advocacy, human rights, people 
participation etc. are impressive but I do not see any tangible community 
construction works on ground as compared to the claims they make. If the NGOs 
are trusted more and they are given more funds than they should also be held 
accountable for utilization of their funds and quality of their work. I think the 
government departments are still performing much better than the NGOs. Despite 
this criticism I still think that the government should strengthen and facilitate the 
NGOs. There are certain areas where NGOs can play their role and the 
government can utilize their services but I would again stress the need for having 
proper guidelines and policy for NGOs engagement and transparency in their 
working.  

Similarly, another government servant was of the view that systems inside the NGOs are 

weak and they need to be improved: He said: 

We in the government follow some standard operating procedures and practises 
for procurements, recruitments, expenditure of funds, fixing salary of the staff etc. 
All such systems are not very transparent in NGOs. I am not saying that there is 
no financial management in NGOs but it varies from NGO to NGO some may 
have well defined systems but majority of the NGOs lack proper check and 
balance mechanisms. NGOs also need to improve their codes and ethics and the 
urge of rising to the top overnight should be discouraged. Learning and 
developing capacities is a gradual procedure and it cannot be developed 
overnight.  

Some of my respondents also highlighted that the accountability of NGOs becomes more 

complicated due to the growing monopoly of the large NGOs in terms of their size, budget and 

membership. Large scale presence makes them too powerful to be held accountable. The 

accountability challenge of the large NGOs is further complicated by the uncontested dominance 
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of their charismatic founding leaders, their personal preferences and the networks of these 

leaders (Haque 2002). 

According to a donor representative the foremost challenge that NGOs are facing is 

accountability and transparency. According to him the NGO Boards should play a more 

proactive role in guiding and supervising the affairs of the NGO. He remarked:  

The first challenge is accountability and transparency. NGOs need to improve 
their internal systems and procedures to be more accountable and responsive to 
their clientele. NGOs governance mechanisms particularly the role and affairs of 
the Board also needs to be improved and made more effective.  Board meetings 
should be held regularly and they should properly monitor the affairs of the NGO 
and give useful feedback to the NGO leaders and senior management.  As a next 
step towards accountability NGO plans, budgets and interventions should be open 
for the public and they should be accountable for any funds they are utilizing. 
Another step can be to ensure the quality and the impact of their work for the 
communities. NGOs must undertake only those activities that are based on 
genuine demands and needs of the communities rather than focusing on projects 
for their own survival. Setting proper accountability systems in NGOs will help 
strengthening and enhancing the capacity of the sector. 

In summary, accountability in NGOs is a growing concern as the sector is expanding in 

size and scope.  In order to acquire more space in the development arena, NGOs need to enhance 

their capacity and improve their accountability systems and governance matters.  

 

Trust 

 The development sector entails different stakeholders and for all the stakeholders to work 

together trust plays a very important role. The writings of Putnam et al (1993), Tocqueville 

(1840) and Fukuyama (1995) emphasized that voluntary organizations are effective in bringing 

people together and building trust, which helps build democratic structures. They argued that 

strong norms of social trust and high level of civic participation generates social capital that 

leads to effective and responsive self-government. Communities possessing large amount of 

social capital can engage on many diverse fronts effectively and communities with less levels of 

social capital are less likely to organize themselves (Putnam et al. 1993; Fukuyama 1995). Social 

capital is discussed in detail in chapter four. In the following lines my intention is to highlight the 

prevalent mistrust among the different stakeholders associated with the developmental aid 

system. It is pertinent to mention that the mistrust prevailing at the macro level among the 
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different actors is dangerous for harnessing the social capital at the micro level i.e. at the 

community level (for details please see chapter four).  

 In the development sector of Pakistan there exists a trust deficit among the different 

stakeholders. There also exists this generally held belief that donors have their own agenda and 

they are not serious in addressing the development needs of Pakistan. People in the government 

believe that NGOs, with the support of international donors, want to replace and substitute state 

activities and state organizations. On the other hand, people in the NGOs, including their 

leadership, are of the view that the government is not facilitating them and is not willing to 

provide them space in the developmental sector. This situation can lead us to explore the motive 

behind the distrust. Donors perceive inherent inefficiencies within the public sector and to 

address the gaps of outreach and service delivery they encourage the involvement of NGOs to 

facilitate what government seems unable to do. The government, however, is uncomfortable with 

the friendly relations between the donors and NGOs, as people in the government consider the 

donor-NGO relation as a threat to their discretion and rent seeking. Similarly, as most of the 

funding for the development NGOs in Pakistan comes from Western countries, the nationalists 

and hardliners in the society take a very narrow view of this situation and consider foreign 

assistance as a bane. This stance on the part of the nationalists can be attributed to the elements 

of patriotism and self-reliance.  

Religious organizations, owing to lack of trust, are also skeptical of NGOs activities. 

They blame NGOs as Western agents for they receive their funding and support from the 

Western donors. The religious organizations also propagate that NGOs primary objective is to 

promote the Western ideology and distort the local culture and traditions. Hence, trust deficit is a 

big challenge that hampers the capacity development interventions of the NGOs in Pakistan. A 

senior NGO staff member was of view that the government is not serious in working with NGOs. 

Both the actors consider each other as competitors and rivals. He also highlighted that there is an 

attitudinal issue with the government servants who do not want to share their decision making 

power with other stakeholders especially the NGOs and the communities. He stated: 

Frankly speaking the government is not serious is strengthening the NGO sector. 
There exist a trust deficit between the government and NGOs. Although there 
have been partnerships between government and NGOs from time to time but 
they were not followed in letter and spirit. Perhaps the government collaborated 
with NGOs or in other words whatever space they have provided to NGOs is 
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because of the donors’ pressure. I will quote Dr. Akhter Hameed Khan28, a great 
scholar in community development; he said that the head of an organization or a 
program should believe in the strength of the community. If he is not a believer in 
strength of the community then he cannot run the community development 
program.  I think there is a need to change the attitude of public sector employees 
they think that NGOs are non-serious entities and they cannot deliver by working 
with communities. Hence, I think the government should seriously rethink about 
its own role and the role of NGOs. They should accommodate NGOs by working 
jointly with them for better outcomes. Right now, both the actors consider that 
they are a challenge for each other. They have some sort of competition and they 
are rivals. It’s either the government or the NGO not both of them.  Government 
always consider that they have the authority and discretion and NGOs are 
snatching their authority and discretion. I think there is an attitudinal issue with 
the public sector employees that they do not want to lose their power. In 
community development you have to share everything with the communities. 
They will decide for themselves; what are their needs and how will they achieve 
their needs? The government employees are not willing to delegate their 
authorities to the communities and are suspicious towards the role and growing 
influence of NGOs in Pakistan. I think there are a couple of challenges. The first 
thing is that there exists a trust deficit.  

A donor representative criticized the government for unclear and unpredictable policies 

towards the NGOs. He referred to the fact that government posture towards NGOs has 

traditionally been unpredictable. At times these relations were very cordial and at times strong 

mistrust existed on both the sides. He pointed to a particular case where NGOs were blamed for 

working for foreign governments against the State interests and sovereignty. He observed:  

In the mid-1990s the then government launched a campaign against the NGOs, 
who they are; where they are getting their funds from; what are their agenda etc. 
Then in 2000s we saw the pendulum swing again in favor of NGOs and all of a 
sudden NGOs became the blue eyed and heavy funds were allocated to NGOs by 
international donors with the consent from government of Pakistan. Currently 
there is again an environment of mistrust between the two sectors and things are 
again uncertain due to the Abbottabad incident of Dr. Shakil Afridi29. Such 
incidents widen the gulf between the NGOs and the government and promotes 
trust deficit among stakeholders in development. Such unpredictable and unstable 
situations in turn pose a challenge to the capacity development of the sector.  

                                                           
28 Dr Akhtar Hameed Khan (1914-1999) was a development activist. He promoted participatory rural 
development in Pakistan, Bangladesh and other South Asian countries. He widely advocated for the role 
of community in the development process. His famous work that was acknowledged worldwide included 
the Comilla Project and Organi Pilot Project.  

29 Dr. Shakeel Afridi is an NGO worker and is currently held in detention by the Pakistani law enforcing 
agencies for spying for CIA in Osama bin Laden case. 
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A NGO worker while referring to the trust deficit between the government functionaries 

and NGO staff said: 

Theoretically it is said that NGOs and government complement each other’s role 
but in reality this is not case. The government functionaries are always skeptical 
about the NGOs and their staff. They consider us as a threat to their discretion, 
authority and they don’t like to be accountable or answerable to NGO staff. We 
are currently negotiating a project with a government agency and we are trying to 
convince them that citizens’ concerns must be heard and citizens will have a 
major monitoring and supervisory role in the project. Till date we are unable to 
finalize our MOU with that government agency. Hence, in my opinion there is a 
huge trust deficit between the government agencies and the NGOs.  

On the other hand, the government functionaries are of the opinion that NGOs and donors 

are responsible for the trust deficit that exist among the stakeholders in the development sector. 

People in the government consider that donors have more inclination towards NGOs in 

developing countries like Pakistan.  Donors blame the government for red tapes, rigidness, 

corruption and inefficiency while donors prefer NGOs because they are easy entities to be 

moulded, modified and tuned to a particular set of goals and objectives. A government servant 

highlighted the benefits of trust in government-NGO relationships in the following words:  

Once the government starts owning30 the NGOs with genuine and honest 
intentions we will have many positive outcomes. First, trust will be developed 
among donors, government and NGOs and they all will work together for 
complementing each other’s role. This will generate ample opportunities for 
public private partnerships and new mechanisms and models of NGO-government 
partnerships and collaboration will evolve. To my understanding lack of trust is a 
key challenge. Other challenges like working space for NGOs, providing NGOs 
with funds, improving their image and legitimacy will follow automatically.  

In summary trust plays a major role in the setting the relationship between the key 

stakeholders in the development sector of Pakistan. High trust and high level of interactions 

among the stakeholders will have positive outcomes for the capacity development of NGOs in 

Pakistan.  

 

 

 

 

                                                           
30 This refers to government’s acceptance of responsibility to facilitate and support the NGO sector in 
Pakistan.  
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Leadership Development Challenges in NGOs 

 

Leadership development is an integral component of the overall capacity development 

process. At the same time it also plays an important role in the capacity development and 

sustainability of NGOs.  However, there is a lack of research on this important topic particularly 

from the perspective of a developing country like Pakistan. As highlighted in the literature 

review most of the research is based on studies from the private sector or NGO settings in the 

Western world having individualistic and low power distance cultures (Hofstede & Hofstede 

2005). According to Hailey and James (2004) the lack of research in this area may partly be 

explained by the fact that the management and leadership styles commonly found in NGOs are 

highly personalized. Another reason for the lack of research may arise from the perception that 

the concept of leadership will be a negation of the participatory culture advocated by many 

NGOs. In a sector that believes itself to be more value driven, participatory, and less hierarchical 

than the for-profit business sector, there is a reluctance to admit the influence of any one 

individual leader. It has also been assumed that as NGOs give greater importance to ideas of 

equality, empowerment and participation they only encourage research that focuses on these 

values, and resultantly discourage research that stresses the role of individuals (Allison 2002). 

Leadership plays a key role in fostering connections and guiding change. Leaders can 

play a major role in governance, effectiveness, accountability and capacity development of 

NGOs. Two major studies by (1) the global leadership initiative (2007); and the European center 

for development policy and management (2008) emphasize the importance and relevance of 

leadership development in capacity development processes (quoted in Ubel et al 2010). 

Similarly, Uphoff et al (1998) highlighted the critical role of leaders in initiating change and 

guiding innovation in rural development programs. De Vita and Fleming (2001) argue that 

leadership is closely related to vision and mission. Leaders who have vision, and can translate 

those ideals in NGO’s mission. More than that, they have commitment to the mission of their 

NGO and passion to work for its fulfillment. They further contend that leadership can play an 

important role in the success and failure of NGOs and can set high standards for organizational 

performance. According to Bernstein (1997) good leaders insist on excellence in NGOs’ 

performance and reject complacency and rigidity. 
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Leadership development involves two important steps: (1) enhancing the capacity of 

existing leadership; and (2) developing new leadership.  Existing leadership can be improved in a 

number of ways. Administrative and procedural policies can be updated keeping in view the 

changes in the internal and external environment of NGOs. Trainings can be provided to NGO 

staff to upgrade their skills and promote team building efforts. Similarly, NGOs can formulate 

board development strategy to review functions of the board and help individuals to understand 

and fulfill their roles and responsibilities as board members (De Vita and Fleming 2001).  

 Identifying and developing new leadership in NGOs is a challenging task. Without 

considering the future needs and requirements the NGO leadership may run the risk of becoming 

irrelevant and outdated. New leaders can be brought in from time to time to give new vigor and 

vision to the NGOs. For this to happen, the current leaders have to be aware of their 

responsibility of mentoring and producing a new generation of NGO leaders who can shoulder 

the future responsibilities (De Vita and Fleming 2001). Organizations like, individuals, pass 

through developmental lifecycles. The ability of NGOs to renew and sustain its work can only be 

achieved if new leaders are brought in and are prepared to carry future assignments.  

In context of Pakistani NGOs, leadership development is one of the most neglected areas. 

More than two third of my respondents were of the view that leadership development is not taken 

care of in Pakistani NGOs. They were of the view that NGO leaders are either too busy or too 

occupied in the existing projects. Their priority is to finish the current projects on time and get 

new projects for continuity in funding to sustain their NGOs. In such a situation, NGO leaders 

are least interested in career development of staff and their only interest is to get the things done. 

As stated earlier leadership development not only means to provide trainings to the existing staff 

but to prepare a future generation of NGO leaders who can shoulder the responsibility for future. 

But the situation shared by my respondents presents a very dismal picture on part of the NGO 

leaders who are either too busy or oblivious of this important necessity. One of my interview 

respondents who works for an international multilateral aid agency in response to my question 

about  how far leadership development is taken care of in the NGO sector of Pakistan replied:  

Honestly, not. I don’t like to comment in this way but majority of these NGOs are 
individual driven and imagine that when that individual is no more there. 
Succession is a big problem in our NGOs. I do not see any effort on part of the 
NGO community, particularly the existing leaders, that can enable them to 
prepare second and third tier of leadership. In my opinion there are no serious 
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efforts by the government, donors or NGOs itself to develop sustainable 
leadership development.  

When I asked the same question from another respondent who happens to be a NGO 

worker and has rich experience of working for local NGO as well as international NGOs said:  

Frankly speaking neither the NGO leaders nor the donors are interested in career 
development of the NGO staff. Both are only concerned with their projects. They 
need us for their projects and once the project is over we look for new 
employment opportunities. Leadership development is an activity to prepare 
young people to shoulder future responsibility within the NGO sector and in fact 
NGO leaders should be investing in the career growth of their staff for the benefit 
of their own organization but this is not case. Individuals working in this sector 
rise to higher positions based on their own abilities and efforts. The environment 
as such does not provide them any opportunity for personal development. 
However, my experience of working with international NGOs was different than 
local NGOs. I think they provide development opportunities to their staff. For 
instance, I worked with ICRC and I was working as field coordinator and there I 
had plentiful training and capacity development opportunities.  

A government officer who has supervised certain social sector projects in partnership 

with local NGOs commented on the issue of leadership development in Pakistani NGOs in the 

following words:  

In my opinion the concept of leadership is not there in Pakistani NGOs.  We lack 
groomed leaders in NGOs that come from the grassroots levels. NGO leaders are 
usually implanted by the Board from outside or in certain cases the CEO of the 
NGO is person who establish and/or register the NGO for his/her own benefits.  
The NGO sector can be strengthened if we have groomed leaders in NGOs 
coming from the grassroots levels who realize the real essence of capacity 
development. Trainings and exposure of the NGO staff can be one solution. The 
government should take the lead on this front to establish institutes where we can 
train the NGO staff to build their capacities to shoulder their future 
responsibilities. Also, the government can ensure to include in the NGO charter 
that NGOs will provide proper career opportunities and trainings to their staff. 
This is to safeguard the employees of the NGOs from being exploited. In certain 
cases NGO leaders and staff lack the requisite qualifications to be eligible to 
handle their positions. The government may also want to consider proper 
regulations where some eligibility criteria is setup for individuals holding key 
positions in NGOs for instance CEOs, finance manager etc. 

However, it was interesting to observe that despite this widely accepted belief that 

leadership development is an important issue and that it is not given due attention in NGOs; the 

NGO leaders, on the other hand, were very boastful in their stance about providing ample 
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opportunities to their staff for career growth. A CEO while explaining to me the mechanism of 

leadership development in his NGO remarked:  

In our organization a person will not get promoted unless he/she has a second 
person prepared to take his job. It’s a sort of in-house leadership development 
within our organization. We also send our staff members to attend leadership 
training seminars arranged by other organization. Although we are not as big as 
an organization but still I feel that our organization has a better leadership 
development program even then some of the international NGOs. 

Similarly another NGO leader gave me the impression that ideal situation exists in their 

NGO and that they are giving importance to leadership development as opposed to the generally 

held belief. He said:  

I believe in leadership development and we do provide opportunities to our staff 
for career development. In addition to this, we have completely decentralized 
tasks and decision making.  Our field level coordinators are totally independent in 
their decision making, they only have to inform me what they are doing and that’s 
it.  Similarly our team leaders have complete freedom in selecting their team. I 
don’t interfere in their decisions and always go by their advice. 

 

* * * 

31
 ̛  32

While my respondents, other than NGO leaders, were sharing their views on leadership 

development in Pakistani NGOs I was convinced that this area is generally neglected. NGO 

leaders for a variety of reasons may not be interested in leadership development of their staff. 

The lack of interest on part of the NGO leaders can be attributed to a variety of reasons and I 

probed into that. As funding is a big issue in NGOs, NGO leaders may not want to spend their 

limited resources on capacity development of their staff. Secondly, NGO leaders may not want to 

commit their time to spend it on their staff for mentoring and grooming. NGO leaders may not 

realize that how beneficial leadership development will be for their organization and its long 

term positive effects for the whole development sector of Pakistan. Lastly, due to the fear of 

being replaced by a potential future leader in their organization they may not be interested in 

leadership development of their staff.  

                                                           
31 The three asterisks and italic font illustrate my transition to a reflective mode. I would like to share my 
reflections on the responses of my interviewees. This also includes my analysis and the observations that I 
made during my field research. The next three asterisks at end of the italicized paragraph indicate my 
return to the normal mode.  

32  For details regarding reflections and adding voice in qualitative please see foot note page # 125 &126.  
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As the NGO leaders were responding to my questions about the steps they are taking to 

encourage leadership development of their staff I realized that things are not as simple as they 

are explaining. I observed that leadership development strategies are almost nonexistent and 

that this subject is not given importance in NGO circles. With the exception of one odd case I 

was not able to find any effort on part of the Pakistani NGOs and their leaders to focus on 

career development of their staff. The NGO that I am referring to as having leadership 

development policy is the largest NGO in Pakistan with a credible reputation of working with 

international donors and government of Pakistan. The size, background and the resources of this 

NGO make it an exceptional case and its operational budget may surpass the budget of some of 

the regular government departments. Since, the NGO sector in Pakistan is in a growing stage 

and they are always in a struggle for resources to survive, therefore leadership development may 

be a secondary priority of most of the NGOs.  

 

* * * 

NGO leaders face a number of challenges. These challenges vary from managing 

financial and human resources to managing relationships with government and donors. We have 

already discussed a number of challenges, internal and external, being faced by NGOs and to a 

larger extent NGO leaders have to manage all those challenges. A senior NGO staff member 

while sharing his views about the leadership challenges of Pakistani NGOs said:  

I think the identification of an honest, capable and dedicated leader is the biggest 
challenge. Every NGO needs a devoted leader whose first priority is his work and 
his NGO and whose last priority is himself and his personal goals. He must be so 
much involved in his work and his organizations that he should forgo everything 
else for the cause of his organization. Once we have such kind of leadership in 
NGOs then there is no doubt that NGOs cannot deliver. But the biggest challenge 
is the identification of such an honest and committed leadership and unfortunately 
we are lacking such kind of leadership presently in NGOs.  

 In the following lines I would share more generic challenges that directly hinder the 

leadership development in Pakistani NGOs. 

 

Culture and Context  

 As discussed earlier literature signifies that leaders play a central role in shaping the 

destiny of NGOs but the role and influence of culture and context on NGO leaders cannot be 
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ignored (Smillie & Hailey 2001; Fowler et al 2002). Any understanding of the role and 

performance of NGO leaders must take into account the environment in which they work. Hailey 

(2006) in his research on NGO leaders in countries of Africa like Kenya, Malawi and Uganda 

discusses that the NGO leaders simultaneously work in three different worlds: the global aid 

world; the urban context in which they live and work, and the village settings in which their 

extended families live. Hailey (2006) further explains that how NGO leaders have to adapt to the 

new leadership roles, the stresses that arise from pressure of work, and the common 

organizational challenges like resource constraints, staff deficiency, internal conflicts and tension 

with the government. Similarly, Kaplan (2002) illustrates that idealistic and impractical demands 

placed by the donors add more challenges for the NGO leaders in developing countries. The 

donors are always looking for tangible outcomes in a short span of time. Such demands may 

have negative consequences for the long term goals of the NGOs particularly with regard to their 

financial sustainability (Hailey 2006). A similar situation of cultural expectation was shared by a 

Pakistani NGO leader. In his case it was a high ranking government servant pushing the NGO 

leader for a favor and NGO leader has to acquiesce due to cultural expectations and to avoid a 

potential future conflict with a government agency. My informant observed:  

The other challenge that I am facing as a leader is a cultural pressure. I have to 
make compromises and be flexible in rules to account for people’s expectations. 
At times I have to do this compromise with the government, at times with donors 
and at times with my staff. Due to these compromises I feel a lot of stress and 
pressure. Just to give you an example I have two types of staff. One is the 
efficient staffs who are competent and they can deliver and I have hired them 
based on their credentials. At the same time I have staff members who are 
political appointees and I have no choice but to appoint them and keep them even 
if they are not working and delivering. I just received a phone call in front of you 
from a senior official and he was enquiring about the person he recommended for 
appointment. Now if I don`t cooperate with people in the government they can 
create unnecessary hurdles for me. Unfortunately, our cultural settings force us to 
make such compromises.  

This story implies that NGO leaders are under immense cultural pressures and 

expectations. However, the dark side of the story is that acquiescing to such pressures may 

jeopardize the leadership development of genuine people in NGOs.  Similarly, another NGO 

leader shared an interesting story with me. He told me that on the recommendation of the then 

sitting Minister he had to hire a person but after a little while he was pushed to give the same 

person an out of turn promotion. Since, this action would have serious resentment among other 
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staff members of our NGOs, I plainly refused.  As a result we lost a contract of a project which 

was already mature and we were about to sign the contract agreement. Another NGO leader 

admitted that due to cultural expectations and norms he had to extend favors but he expects 

output as well. He said: “we do sometime promote or facilitate our relatives but they have to 

demonstrate their worth.” Now, how far this assertion about the performance of a person who is 

given an undue favor is correct raises eyebrows.  

In summary, NGO leaders especially in the developing countries have to face and 

manage peculiar cultural realities. NGO leaders cannot be isolated from the environment in 

which they are working. The wider social, political and cultural environment sets the framework 

of engagement for the NGO leaders. However, despite these ground realities unmerited 

appointments and promoting people out of turn due to cultural pressures and comprises may have 

serious consequences for leadership development in NGOs.  

 

Iconic and Founding Leaders 

 Most of the developing countries including Pakistan are a high power distance culture 

(Hofstede and Hofstede 2005). Hailey (2006) argues that in contrast to the participatory and 

collective leadership style as espoused by the NGO sector; a more autocratic leadership style is 

practised in reality in most of NGOs in developing countries. He further contends that iconic and 

founding NGO leaders have remarkable abilities to mobilize people and resources but at same 

they cannot be held accountable for any of their actions nor can their decisions can be reversed. 

These founding leaders achieve success and accomplishment for the NGOs by virtue of their 

vision and commitment (Chambers 1997). But sometimes “use or misuse” of their positions may 

create bad precedents for their NGOs in the future. He argues that iconic and founding leaders 

are vulnerable to “deference, placation and flattery” and they cannot “contradicted or corrected.” 

This situation can hamper the organizational growth and development of many NGOs.  

 One of my interview respondents, who happen to be a long time NGO worker, while 

sharing his views about the role of iconic and charismatic leaders in NGOs stated that although 

the NGO sector is growing at a reasonable pace yet very little attention is being paid to 

leadership development. The NGO sector is still controlled by the founding leaders and this 

situation is not encouraging for the growth and development of future leaders. He said:  
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Unfortunately, NGOs in Pakistan, to very a large extent, are personality driven. If 
the person leaves for some reasons than NGO will be in trouble. These founding 
and pioneering leaders have their own connections and affiliations with 
government high-ups and donors which is good from a narrow perspective. But 
the dark side of it is that due to such heavy weights the systems and policies in 
NGOs do not develop. The influence and importance of these founding leaders is 
so immense that no one can deter to confront them. At the same time they cannot 
be ignored or bypassed. Hence, most of the decisions in these NGOs ultimately 
depend on the likeness of these pioneering leaders.  

Another respondent who is currently working in a senior management position in a 

national level NGO admitted that founding leaders are holding their positions for decades and 

they are enjoying strong and undisputed positions in their NGOs. There are visible loopholes in 

human resource policies of these NGOs and if policies exist they cannot be implemented owing 

to the influence of these founding leaders who are only interested in maintaining status quo. My 

respondent observed:  

What I have observed that successful NGOs or mostly the larger NGOs revolve 
around the iconic figures who have established the NGOs and they are continuing 
to be leading the NGOs for decades. As there is no rotation in the top leadership 
of NGOs there seems to be stagnancy in the growth and development of lower tier 
NGO employees. Generally, I would say that human resource development is not 
properly addressed in the Pakistani NGOs. There are deficiencies in the HR 
policies and if policies exist there is no implementation of those policies. 
Although some staff development exercises, performance measures or feedback 
mechanisms exist in NGOs but I would argue that those activities are conducted 
just to demonstrate that leadership development is given importance but that is not 
the reality. I would also argue that NGOs lack informed decision making. 
Nepotism has also entered this sector. All in all I would argue that leadership 
development is not given due importance in the NGOs and neither do the NGO 
staff have the courage or legal protection to ask for such opportunities.  
 

Similarly, a government servant emphasized that NGOs in Pakistan are controlled by the 

founding leaders i.e. who register and establish the NGOs. He was of the view that NGO staffs 

have no opportunity to replace these founding leaders. He remarked:  

I do not think that there is any focus on leadership development in NGOs. In the 
cases that I am familiar with, NGOs were registered by one individual or a few 
individuals and since then they are managing the whole affairs. There is very little 
or practically no space for other NGO staff to take decisions or be independent.   

In short, founding leaders play a key role in managing the affairs of NGOs. The excessive 

dominance of such leaders in certain circumstances impedes leadership development and 

capacity development in NGOs.   
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Mid-level NGO Staff 

Brower et al (2012) contend that more emphasis on the founding and iconic NGO leaders 

inhibits enthusiasm and entrepreneurship, within the organizational middle ranks where much of 

the knowledge exists about on the ground realities. He further posits that there is a bias in 

literature that puts more emphasis on leaders who “make things happen” and neglects the roles of 

mid-level managers and followers (Powerful Non-profit Leadership: The D factor, 2008). Such 

an exaggerated focus on the executive leaders and thereby minimizing the significance of middle 

and lower ranks NGO staff may seriously hamper the capacity development of NGOs in the 

developing countries especially Pakistan. A middle level NGO worker while referring to similar 

leadership development challenges in the NGO sector of Pakistan observed:  

Most of the trainings and exposure visits are availed by the top management and 
the people like us who actually work in the field are often ignored in capacity 
mapping and leadership development exercises.  

Another NGO worker who is currently working as program manager in training section 

of his NGO argued that if the middle level managers in NGOs are not given leadership 

development opportunities, the NGO sector will not be able to produce leaders who can guide 

and steer the sector in future. He was responding to my question about how far leadership 

development is given importance in Pakistani NGOs. He observed:  

It varies depending on the size and professionalism of the NGOs. Larger and 
professional NGOs do provide trainings to their staff but generally speaking there 
are very limited opportunities for middle level NGO staff. The practice is that 
senior management gets the opportunity of career growth and trainings but people 
who are really working seldom get any chance of growth and development. NGO 
staff who have the potential to become future leaders get less chance of career 
growth and development and are even ignored in many instances. If the NGO 
wants to sustain itself; it is very important to minimize this gap and NGOs’ 
middle level staff should be provided abundant opportunities to develop 
leadership skills and take on future leadership responsibilities and assignments. 

Another mid-level NGO worker responding to the same question about how far 

leadership development is taken care of in Pakistani NGOs said:  

I would say to a very limited extent. Although, I was lucky to get the INTRAC 
training for one year in Bangladesh on NGO management and leadership. But for 
ordinary NGO staff it is very difficult to avail such opportunities. If you are very 
close to the top management or resourceful you will be nominated otherwise it’s 
difficult to get approved. At times it depends on NGO staff also that how far they 
are eager to look for such opportunities and are seriously interested in availing 
opportunities. As far as institutional arrangements for staff development are 
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concerned, I would argue that those are lacking in Pakistani NGOs. Some of the 
leading NGOs may have some staff development programs otherwise majority of 
the NGOs lack leadership development programs. 

In conclusion, iconic and founding leaders play an important role in starting the NGOs 

and giving them solid footings. However, too much emphasis on executive leaders undermines 

the importance of mid-level managers in NGOs and often times they are ignored in leadership 

development exercises. Hence, founding and charismatic leadership deters empowering rank-

and-file managers and employees, and thus hinders leadership development and organizational 

growth.  

 

Managing Relations 

The developmental aid sector involves a number of stakeholders with the government 

having a central role in it. NGO leaders are always stressed to maintain good relations with all 

the stakeholders especially the government. For maintaining these relationships NGO leaders 

enter into many formal and informal networks and partnerships. From my field observations I 

realized that NGO leaders put a lot of effort in maintaining and managing their relations and they 

did complain about it during our discourse. They argued that utilizing their energies in managing 

these relations sometimes distract them from their primary duties. A NGO leader expressed his 

frustration by saying that we cannot afford to annoy anyone. Another NGO leader while 

responding to my question that what challenges is he facing as a NGO leader, replied:  

Ours is a society based on relationships. It is not a rule based and pluralistic 
society where institutions are strong and people can openly disagree on major 
issues. Since, we need to build these relationships and networks with partners it 
needs a lot of efforts and consume most of energy. For instance, if you need to 
build a relationship with government you need time, resources and efforts. The 
interesting point is that these relationships keep on changing with change of the 
government or head of the department. Hence, building relationships and 
developing trust is very difficult and you sometimes enter into compromising 
situations especially while building relationships with the government. 

Hence, the unusual engagements of the NGO leader in managing the external relations 

distract them to focus on leadership development within their NGOs. Similar thoughts were 

shared by another NGO leader who was answering my question regarding the challenges being 

faced by him as a NGO leader. He stated that since NGO leaders have to take into account the 

concern of diverse stakeholders which are sometimes in conflict with each other therefore they 
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have to be very cautious in managing their interactions and this makes their job tough. He 

observed:  

NGO leaders are always stressed. We are facing multiple challenges. We have to 
look for donors; we have to manage working relationship with the government by 
involving them and convincing them; at the same we have to work on ground with 
our staff managing and guiding them; finally we work with communities for 
implementation of our activities. All these situations lead us to a compromising 
role where we manage certain things whether we like it or not.  So in my opinion 
addressing the concerns of multiple clienteles is the biggest challenge for NGO 
leaders in Pakistan.   

In summary, managing relationships is a key challenge for NGO leaders. At a given time 

NGO leaders have to manage diverse issues among diverse actors. However, an over emphasis 

on managing these relations distracts the NGO leaders and they cannot focus on the important 

issue of leadership development. In the next chapter I will discuss theoretical and practical 

implications of capacity development and leadership development challenges in the NGOs.  

 

Conclusion 

 

This chapter discussed the challenges that hinder capacity development in NGOs. Based 

on analysis of my interview data I illustrated internal and external challenges. The first internal 

challenge is deficiency of resources, without resources no organization can plan and implement 

capacity development programs. The second challenge is non-availability of qualified human 

resources who can plan, design and lead the capacity development activities. The third internal 

challenge refers to the management and governance issues of the NGOs. The fourth challenge is 

the constant struggle by NGOs to earn legitimacy and space for them in the Pakistani society. 

The fifth and last internal challenge is related to performance and effectiveness of NGOs. 

In addition to these internal challenges a couple of external challenges to capacity 

development of NGOs also exist. Government policies and regulations to a larger extent set the 

direction of NGOs activities. These policies can facilitate or hamper the capacity development 

programs of NGOs. Culture is another factor that also poses challenge to the activities of NGOs. 

At present, security is yet another external challenge that hinders the capacity development of 

NGOs. Accountability within the sector is also a challenge. Last but not the least; trust among 

various stakeholders in the developmental aid system also plays a major role in the activities of 
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NGOs. High level of trust and participation facilitates capacity development while low level of 

trust among the stakeholders deters capacity development of NGOs. Finally, the chapter 

examines the leadership development challenges in the NGO sector of Pakistan. 
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CHAPTER EIGHT 

 

CONCLUSIONS: IMPLICATIONS FOR THEORY AND PRACTICE 

 

Introduction 

 

This final chapter will synthesize previous analysis by drawing together the different 

themes developed in the earlier chapters. I will conclude here in five separate sub-sections: (1) 

overview of the study; (2) theoretical implications of the findings; (3) practical implications of 

the findings; (4) limitations of the study and future research issues; and (5) conclusion. 

 

Overview of the Study 

 

Chapter one introduces the research questions that this study is exploring (1) how is 

capacity development understood by various actors in the developmental aid system? (2) How is 

capacity development operationalized? (3) What are the dynamics that shape capacity 

development interventions in the NGO sector of Pakistan? (4) What are the challenges to 

capacity development for Pakistani development NGOs? (5) What are the leadership 

development challenges in Pakistani NGOs?  

Chapter two provides an extensive literature review to explore the concept of capacity 

development, leadership theories, and leadership development in NGOs with a particular focus 

on developing countries like Pakistan. It also discusses three important frameworks that are 

useful in exploring the contents of this study. The frameworks that are studied include: Resource 

Dependency, Sociological Institutionalism and Brokerage and Translation.  

Chapter three discusses the research methods and techniques employed in this research. 

Qualitative grounded analysis which is an inductive research method is used in this study. The 

inductive research approach is necessary to explore the stake holders’ interpretations of capacity 

development and the challenges they are facing. Data for this study was collected through long 

interviews and field observations.  
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Chapter four provides background of the NGO sector in Pakistan and explains that how 

the sector emerged over a period of time. The chapter also provides some basic facts and figures 

about NGOs in Pakistan and the different laws and statutes that govern the registration and 

working of NGOs.  

Chapters five to chapter seven involve data analysis and findings. Chapter five is an 

attempt to capture the understanding of capacity development in NGOs and how the concept is 

operationalized. Chapter six explains the different factors and the dynamics that drive capacity 

development of NGOs. Chapter seven reveals the challenges of capacity building and leadership 

development in Pakistani NGOs. 

Finally, chapter eight concludes the research by discussing theoretical implications, 

practical implications and possible extension of the study.  

 

Theoretical Implications 

 

The findings of this study have significant theoretical implications for all the concerned 

stakeholders. We will discuss them separately under the relevant headings. 

 

NGOs 

It is generally assumed that capacity development takes place as a result of deliberate 

intervention by an outside agent. In the context of Pakistani development NGOs donors play the 

role of an outside agent. However, this approach does not capture the complete image of capacity 

development processes. It neglects to address a fundamental tenet of the concept that capacity 

development is also an endogenous process. Literature has identified and many of my 

respondents also highlighted that the capacity development process begins and is sustained by 

individuals or organizations that are most affected by the change process and who are ultimately 

responsible for their own sustainable development. Thus, outside interventions are only part of 

the story. This is likely to persuade researchers and future scholars to study the endogenous 

perspective of capacity development in addition to the exogenous factors that affect capacity 

development in NGOs.        

Many scholars and researchers have identified and discussed different levels and 

categories of capacity development (Eade 1997). All these categories, levels and classifications 
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are useful to know, but our understanding of capacity development can be enhanced by also 

asking what the endogenous characteristics of NGO capacity development are and how these can 

be developed and promoted? The findings here suggest that successful capacity development 

interventions need to have ownership from those for whom it is designed. It is not primarily a 

onetime activity by an outside agent.  

Resources are the most fundamental need for any NGO to sustain its capacity to perform. 

Pakistani development NGOs are also heavily dependent on funding especially foreign aid. The 

findings in this study illustrate that NGOs need to consider alternate source of funding especially 

from private philanthropy. People in Pakistan donate large amounts through charities, other than 

Zakat33, to religious organizations, but they do not consider funding NGOs with their charities 

(Pasha et al 2002). Scholars and researchers might well probe these possibilities further. They 

can encourage people, to consider how charities other than Zakat can be donated for addressing 

issues like development and improvements in social services. It is not that citizens will never 

consider or don’t want to donate to local voluntary organizations other than religious 

organizations, but that they cannot overcome the existing patterns and behavior that are 

embedded in their religious and cultural values. Thus cultural barriers that prevent people from 

donating charities to development NGOs need to be explored.   

The excessive quest of NGOs for resources has strengthened the perception that NGOs 

have strong inclinations in favor of establishing linkages with international organizations to avail 

funding and projects. NGOs are also willing to adopt any model, technique or practice prescribed 

by their donors for capacity development. Hence, in such a scenario and as observed in findings 

of this study, NGOs are losing their traditional and local expressive values like volunteerism, 

community service and self-help and are becoming more and more task and project oriented. In 

other words, NGOs are getting more focused on outcomes rather than values, owing to the 

normative, regulative and mimic isomorphic pressures from their donors (DiMaggio and Powell 

1983; Scott 2001). This has further endangered and questioned the role of NGOs in finding local 

solutions for local problems.  It is observed that NGOs are deviating from the values and ethos of 

                                                           
33 Religious charity that is due, every year, on every adult Muslim who has a regular source of income or 
has savings from previous years. However, according to Islamic Jurisprudence Zakat has defined eight 
categories and outside those Zakat cannot be utilized. There are other kinds of religious charities in Islam 
particularly, Sadaqa, which has the flexibility to be spent for any cause. For details please refer to       
foot-note on page # 133.  
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local wisdom and getting more inclined toward western models and theories that are most of the 

time not relevant to the local context. Additionally, literature shows that NGOs espouse the 

concepts of participation and empowerment but findings in the study have shown that NGOs are 

becoming more hierarchical and bureaucratic. Hence, there is significant room for theoretical 

development in this area to study and utilize local knowledge and values for capacity 

development of NGOs to handle local problems.  

Leadership development in NGOs is an important component of an overall capacity 

development process. However, there is a relative scarcity of research on NGO leadership in 

developing countries (cf. Smillie & Hailey 2001, Hailey 2006). Identifying and developing new 

leadership in NGOs is a challenging task. Without considering the future needs and requirements 

NGO leadership may run the risk of becoming irrelevant and outdated. New leaders can be 

brought in from time to time to give new vigor and vision to the NGOs. The findings in this 

study support the idea that too much emphasis on the top leadership ignores the role and 

importance of rank and file managers where much of the organizational knowledge exists. Also, 

the over emphasis on top leadership hinders the capacity development of middle level managers. 

The existing studies on leadership in NGOs are biased towards individual leaders and their traits 

at the expense of the context in which the leaders interact with their followers and surroundings. 

Hence, the idea of focusing on middle level managers will have profound effects on leadership 

development in NGOs. It is also important to investigate what will be the consequences of such a 

strategy, that is, to focus on middle level managers, on the overall capacity development of the 

NGO sector in Pakistan.   

 

Government 

Government is one of the key players that influence the dynamics of NGO capacity 

development. Government can facilitate, support, strengthen or at times hinder the capacity 

development initiatives. The findings of this study support the idea that government has realized 

the importance of NGOs and the role they can play in different spheres, especially service 

delivery, community mobilization and development. However, we also observed that a lot more 

is to be done by the government in terms of coming up with well-defined polices and 

frameworks for NGOs engagement in all above mentioned spheres and many other sectors. This 

study recommends greater emphasis on partnership between NGOs and the government. Many 
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of my respondents also highlighted the significance of partnership between NGOs and the 

government. However, in literature the word partnership covers a wide range of different 

relationships between NGOs and government which may have either an active or a passive 

character (Lewis 2000). In broad terms, partnerships between government and NGOs are seen as 

a way of making more efficient use of scarce resources, increasing institutional sustainability and 

improving beneficiaries’ participation (ibid). In this study when emphasis is made on 

partnerships between government and NGOs more needs to be known about the parameters and 

dynamics of relationship between the two partners, their roles and their mutual responsibilities, 

and this is likely to attract the attention of future scholars. No doubt, setting well defined policies 

and frameworks will be beneficial for long term and sustainable partnership between the two 

stakeholders but for that to happen we need to study and assess the dynamics of partnerships 

between government and NGOs.  

There is an increasing literature in the United States and Britain that focuses on the 

changing relationship between the government and NGOs in delivery of welfare services, 

particularly privatization policies that have increased the role of NGOs (Billis 1993; Kramer 

1994; Salamon 1995). The growing popularity of what is known as contracting is considered an 

important trend in the construction of relationship between NGOs and government, with its 

impact poorly understood by both sides (Smith and Lipsky 1993). Karmer (1994) discussed how 

NGOs and government agencies need and depend on each other more than before. Increasingly 

in developing countries, attempts are being made to build links between government and NGOs 

in development projects and programs (Farrington and Bebbington 1993). Similarly, NGOs were 

promoted as vehicles for service delivery and there were strong demands for privatization of 

services (Robinson 1993). At the same time it was argued that NGOs will perform these 

functions better than government agencies. No doubt, these models arguing service delivery roles 

for NGOs may have efficient results, but these models assume the presence of complementary 

and effective local government systems. Such systems are missing in developing countries like 

Pakistan. Local governments are weak in Pakistan and they do not have the capacity to lead or 

support initiatives by NGOs. Therefore, under such circumstances outsourcing service delivery 

roles and responsibilities to NGOs will not be feasible and sustainable. Hence, the existing 

theories justifying contracting out service delivery functions to NGOs have to take into 

consideration the presence or absence of complementary support systems especially in the 
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context of developing countries. Research is also needed to assess whether service delivery roles 

by NGOs will be sustainable in the absence of a strong and efficient local government system.  

 

Donors 

 Donors are an important stakeholder in the developmental aid sector and have strong 

influence in shaping the dynamics of capacity development of NGOs. Since, Pakistani NGOs are 

heavily dependent on foreign aid the role of donors in guiding and steering the NGO sector 

becomes more profound. As Lofredo (1995) pointed out increased aid flow in certain cases has 

facilitated opportunistic tendencies in development NGOs to access easily available resources. 

This resulted in a mushrooming growth of NGOs specifically set up to access the available 

funds. This also resulted in a generally held perception that NGOs are vehicles for greedy 

entrepreneurial individuals to become rich overnight. Little (2003) identified three prime reasons 

for donors’ preferences for working with NGOs. First, NGOs have no connection with 

geopolitical interests as States have and NGOs are primarily concerned with development 

agenda. Second, NGOs provide an opportunity for the citizens in the developed world to engage 

with issues of poverty and social justice as supporter, volunteer and contributor. Third, NGOs 

have strong connections with communities and masses, especially women and minorities, which 

the government usually lacks. Hence, there has been a considerable increase in donors’ 

engagement with NGOs throughout the developing world. With the current increase in the size, 

scope and funding of NGOs, issues of accountability and transparency in NGOs have also 

emerged (Ebrahim 2003). Simillie (1995) also posited that NGOs may become more vulnerable 

to changing donors’ fads and fashions. This research points out that there is a link between 

accountability and capacity development. More attention is required from researchers and 

scholars to explore the theoretically rich subject of NGO accountability and transparency and its 

relevance to capacity development. For example, some questions of theoretical significance can 

be: How can capacity development improve accountability in NGOs? What capacity 

enhancements measures can improve the governance of NGOs?  

The rapid growth and organizational expansion of NGOs have created structural 

pressures such as transitions from an informal associational world of face to face simple 

organizational patterns to a more hierarchical and bureaucratic organization. This has resulted in 

creating a new set of administrative problems in NGOs (Lewis and Kanji 2009). The findings in 
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this study suggest that the quest for funding and more resources lead NGOs to deflect from their 

goals and objectives. Some researchers have also highlighted that the increase in funding by 

donor agencies in emergency humanitarian aid is also a major cause of deflecting the NGOs 

from their long term development goals (Fowler 1995). This study identified that goal deflection 

and changing behavior of NGOs from their organizational objectives have serious outcomes for 

capacity development. Hence, more needs to known about goal deflection patterns and its 

consequences for capacity development of NGOs. There is significant room for theoretical 

development in this area.  

Trust is an overarching factor that plays an important role in shaping the partnership 

between government and NGOs on one hand, and promoting collaboration between donors and 

the government on the other hand. For the relation of trust, a genuine understanding of mutual 

expectations and agreements on different roles and responsibilities are expected of each 

stakeholder. The seminal writings of Coleman (1990), Putnam et al (1993), Tocqueville (1994) 

and Fukuyama (1995) emphasized that voluntary organizations are effective in bringing people 

together and building trust, which helps build democratic structures. They also argued that strong 

norms of social trust and high levels of civic participation generate social capital that leads to 

effective and responsive self-government. The findings of this study demonstrate that the 

capacity development efforts of the three stakeholders are not properly triangulated and there 

exists a trust deficit between the government, donors and NGOs. These findings here signify that 

there are two levels at which the trust is at interplay. First is among the people and the second is 

among the intermediary agencies like NGOs, government and donors. There exists some 

confusion in understanding how trust operates at these two levels, i.e. the micro level and macro 

level. Earlier studies focused on the micro level trust that is trust among the people and 

communities for harnessing social capital. There are many potential merits in understanding the 

dynamics of trust operational at the macro level, i.e. among the stakeholders involved in the 

development aid system. More is required to be known about the relationship between donors 

and the host government as well as the partnerships between NGOs and government.   
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Practical Implications 

 

The findings of this study offer a number of practical implications for successful capacity 

development of NGOs. These implications involve all the stake holders, i.e. NGOs, donors and 

the government. We will be discussing the practical implications for each stakeholder separately 

under the relevant headings.  

 

NGOs 

With the expansion in size and scope of NGO activities their roles and responsibilities in 

service delivery and development have also expanded. This expanded role is now evident as 

NGOs are involved in a wide array of activities including social services, advocacy, community 

development, micro finance, humanitarian relief and rehabilitation and so on (Lewis and Kanji 

2009). NGOs are considered capable of responding to a series of government and market failures 

(Brinkerhoff 2007; Anheier 1990). Similarly, NGOs can also respond to contract failures 

(Mansbridge 1998; Lipsky and Smith 1990). The findings in this study also suggest that NGOs 

are successful in attaining a unique position in the development sector of Pakistan. However, this 

new and increasing role of NGOs has implications for organizational capacity development and 

skills of the NGO staff.  

This study observed that NGOs are hunting for donor funded projects in order to have 

access to resources. Similarly, many NGOs are involved in a race or competition over resources, 

and they are willing to take assignments and projects in sectors where they have no past 

experience and lack the capacities, expertise or skills, yet they are entering into agreements just 

to avail the projects and funding. Especially during emergency and relief activities where the 

donors are also interested in quick disbursement of funds such behavior on the part of NGOs is 

very common. These tendencies on the part of the NGOs have hampered promoting the values of 

voluntarism, community service and activism in NGO staff. It was observed during the field 

research that NGO staff members are excessively involved in entrepreneurial activities. One of 

my respondents who is currently working for an NGO mentioned that when he shares with 

someone that he is a volunteer in the NGO sector no one believes him. Motivating and preparing 

individuals for voluntary work is a challenging task. It is high time that NGOs focus on 

inculcating the true spirit of social work and voluntary action in their staff. At the time of hiring 
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the staff, the management of NGOs can share the philosophy and goals of the voluntary sector 

with the new comers, and they ought to be given sufficient time so that they can decide their 

willingness whether they want to stay in NGOs and work for the world of voluntarism or 

otherwise. Hence, such practical actions can preserve the true and distinctive image of NGOs 

from the private for profit organizations and will also discourage the race and competition among 

NGOs to hunt for resources and projects.  

Another related tendency that this study observed in NGOs is goal deflection (Fowler 

1995). According to one of my respondents, “ in their quest for more and more resources and 

projects NGOs will try to be everywhere, i.e. they will apply for projects in education, health, 

sanitation, humanitarian relief, rescue etc.” As a result the NGOs cannot specialize in one 

particular area as they are continually chasing the priorities of donors. This inclination is 

dangerous for NGOs as they cannot concentrate on developing their capacity in one particular 

sector. Hence, NGOs need to determine an area of their choice and then continue to work and 

specialize in that area in order to develop organizational and staff capabilities in that very sector. 

This will also help donors and government to identify and collaborate with NGOs based on their 

experience and area of specialty.  

This study illustrates that resource dependency is the biggest challenge for capacity 

development of NGOs. Therefore, NGOs must seriously consider some mechanisms for their 

survival and sustainability. Unfortunately, the culture of self-reliance is not yet developed in 

Pakistani NGOs. Talking about NGOs in the South Asian region, particularly Bangladesh34 

NGOs are moving towards self-sustainability and they have devised mechanisms and invested in 

such a way that they can survive without external support. We are lacking such mechanisms in 

Pakistan and all the stake holders in the developmental sector need to seriously think about this 

important issue particularly the NGO community themselves.  As a temporary solution NGOs 

can invest some of their savings or earnings from their ongoing projects to retain their staff and 

sustain some of their capacity development activities in situations when they have no access to 

                                                           
34 Bangladesh Rural Advancement Committee (BRAC) is the largest NGO not only in Bangladesh but in 
2012 it attained the status of being the world’s largest NGO in terms of the number of people it is engaged 
with. Founded in 1972 it has launched and implemented several successful projects and models for 
targeting rural poverty. Another notable feature of BRAC that can be a source of inspiration for other 
NGOs in South Asian region is their effort to move toward sustainability with minimum reliance on 
external sources of funding.  
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external funding. The largest network of Pakistani NGOs, i.e. the RSPs (see chapter four) also 

depend on foreign aid and huge endowment funds from the government for their survival.  

BRAC is following a unique strategy and by virtue of its innovative solutions it is making 

an important contribution to the development of Bangladesh. It is actively encouraging its 

members to become more active politically and reach out to people and promote an image that is 

culturally and locally acceptable to the Bangladeshi people. At the same time a large number of 

its interventions and projects focus on income generation. Presently, BRAC runs the largest 

chain of retail shops in the country. It has a large printing press, a number of dairy farms and 

fisheries, and numerous looms and mills for the production of medium-quality garments for local 

sale and export (Smillie 1997). In addition to this, BRAC manages an extensive network of 

schools that provide more non-formal education than the public sector schools. It is also planning 

to start a BRAC University that will promote NGO scholarship and start degree programs in 

NGO management (Stiles 2002). All such initiatives are missing in the case of Pakistani NGOs. 

The largest support organizations in Pakistan, i.e. RSPs, are also criticized for their heavy 

reliance on support from donors and their inability to generate their own resources for survival. 

A policy implication of this research is that the NGO sector in Pakistan can be strengthened if 

the government and the larger NGOs jointly explore the potential of cooperation on the lines of 

BRAC or other best practices adopted in the South Asian region.  

Another practical implication of this study is that NGOs can provide creative and new 

models to the government for consideration and piloting. Government agencies have little room 

for experimentations and they are bound by well-defined rules and they cannot deviate from their 

standard operating procedures (SOPs). NGOs, on the other hand being flexible in their working 

and methods can introduce new practices and approaches. Based on the utility and success of the 

new practices introduced by NGOs, the government if it is convinced with regard to usefulness 

of NGO models can introduce policy measures for adopting, funding and replicating such 

successful models. NGOs need funds for doing research and experimentations but it is very 

difficult for them to sustain their activities on their own without the support from the 

government. Hence, partnerships between government and NGOs can yield fruitful practical 

results for improvements in service delivery and governance.  

This study observes that as the size and scope of the NGO activities are increasing 

accountability and transparency issues have emerged in the sector (Ebrahim 2003). Many of my 
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respondents pointed out that Board meeting are rarely held, nor does the Board offer any policy 

guidelines for management. In most cases it is the NGO leader himself/herself or a few key 

individuals who manage all the affairs of the organization with virtually no input from the Board. 

In reality the Board and committees are merely a documentation formality for obtaining 

registration with the government. We have discussed these issues in detail in chapter seven. As a 

practical measure, in light of the findings of this study, governance and transparency issues in 

NGOs deserve attention. NGOs have to regularly convene their Board meetings and then widely 

inform all the stakeholders, i.e. donors, government and the general public about the decisions 

and recommendations of the meetings and the follow-up actions taken by the NGOs and their 

leaders.  

In short, the boards have to play an assertive role in the affairs of the NGOs and set 

policy directions for their CEOs. In addition to the governance matters, the NGOs also have to 

improve their procurement, contracting and staff recruitment procedures and policies. Donors do 

have some audit requirements for NGOs that receive funding, but many NGOs that are awarded 

grants especially in the relief and response activities are unable to comply with audit 

requirements. In order to avoid media stories and lengthy litigation procedures, the donors 

usually forego reporting such incidents to the government. However, for more stringent and 

transparent implementation of procurement and contracting policies the donors have to report 

such incidents to the government for corrective actions. Such actions can support and improve 

the credibility of the NGO sector as a whole. In particular those NGOs that are genuine in their 

missions and causes can be recognized and further facilitated by the donors and the government 

in their capacity development efforts.  

Leadership development is one of the most neglected areas of research in NGO 

scholarship (cf. Smillie & Hailey 2001, Hailey 2006). Nevertheless, it plays a significant role in 

overall capacity development of NGOs. Leadership succession is a big problem in Pakistani 

NGOs as pointed out by my respondents. Most of the affairs in NGOs revolve around one key 

individual, i.e. the leader, which ultimately weakens the systems and channels in the NGOs. The 

findings in this research have implications for leadership development. The existing leaders need 

to focus on preparing future generation of NGO leaders capable of handling their responsibilities. 

The long term founders of some successful Japanese companies like Honda, Sony and Toyota 

etc., put great emphasis on leadership development and succession planning. The main intent of 
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these leaders is to keep their companies progressing and handover their responsibilities to 

someone who is competent and has the ability to steer the company in the right direction. NGO 

leaders in Pakistan can take a leaf from the Japanese CEOs’ figurative handbook to strengthen 

the NGOs and promote leadership development.  

As we have observed about BRAC’s initiative of promoting NGO scholarship, similar 

efforts can also be undertaken for promoting leadership development scholarship. A combination 

of a degree and non-degree program on leadership development in NGOs can help the future 

generation of NGO leaders to develop and diversify their knowledge theoretically and 

practically. In addition to this, NGO leaders also have to take practical steps for improving the 

capacity of their staff by developing proper plans and allocating regular budgets for capacity 

development activities. Exposure visits are a good exercise for capacity development. NGO 

leaders can take measures where the staff can be exposed to the workings of other leading NGOs 

in Pakistan and in the South Asian region.  

Last but not the least, another important practical implication of this study for capacity 

development is to promote cooperation and networking among NGOs. In this regard support 

organizations, i.e. intermediary NGOs, can play an important role. Since, support organizations 

often have better infrastructure, linkages with donors and professional staff they can facilitate the 

capacity development of many local NGOs and community organizations. Many of my 

respondents discussed the role of support organizations in strengthening the local NGOs and we 

have discussed in detail the consequences of cooperation and competition among NGOs in 

chapter six. It was observed that coordination among NGOs is weak. Additionally, there exists 

an atmosphere of competition among the NGOs over the resources, and in this competition 

smaller NGOs are lagging behind. As a result of these ground realities the capacity development 

efforts are not delivering the desired results. Regardless of what the quality and level of 

coordination and cooperation among NGOs is, the findings in this research suggest that the role 

of support organizations for strengthening local NGOs deserves further attention. At the same 

time support organizations also need to take more practical initiatives for strengthening the 

smaller NGOs by providing them staff trainings, funds and  helping them in improving their 

systems.  
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Government 

 This study has a number of practical implications for the government which can play a 

central role in successful capacity development of NGOs. First, the findings of this study suggest 

that the government lacks a well-established policy framework with regard to the roles and 

responsibilities of the NGOs in service delivery and development sector. Presently, the role of 

the government is very minimal. The social welfare department issues a single page document, 

i.e. registration, to the NGOs and after that the government is totally ignorant of NGO activities. 

The disinterest on part of the government can be attributed to a number of reasons. First, the 

government itself lacks the capacity to manage the NGO sector. The existing laws and statues 

that govern the voluntary sector in Pakistan are archaic and date back to the colonial era. Some 

of the acts are more than a century old. They do not push or require the government to play an 

active role or perhaps they needed regular revisions which never happened. Second, the 

government is not convinced to give NGOs their due role and space in the development sector 

due to serious shortcomings in their capacities and capabilities. Thirdly, the government agencies 

are afraid of the fact that NGOs may perform better and may eventually replace government 

departments. These are some of the observations of this study with regard to the lukewarm 

approach of the government towards the NGO sector.  

The findings here also suggest that government needs to play a more proactive role by 

undertaking proper institutional arrangements for NGOs where they can perform and deliver and 

at the same time they can be held accountable. In short, the government needs new agencies, new 

rules and new policies to manage and facilitate the ever growing NGO sector in Pakistan. More 

research and proper studies, with the involvement of the relevant stakeholders, are required 

before any such measures can be taken. This study proposes that the need for capacity 

development of NGOs has to be recognized at the government level, and a new department or a 

bureau in the government is needed that can facilitate and strengthen the NGOs in Pakistan.  

Another related practical implication of this study is that the government may need to 

have a proper classification and categorization of NGOs based on their specialities and 

capacities. Once the government is able to classify and categorize NGOs it will be easier for the 

government and donors to study the profile and credibility of the NGOs before they can be 

granted funds or considered for service delivery or other similar assignments. During the last 

decade Pakistan saw two major disasters which attracted the attention of international donors and 
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relief agencies. The international donors rather than relying on government channels preferred to 

engage local NGOs to reach out to the affected people. The interest on part of the donors to work 

with local NGOs led to mushrooming growth of NGOs in the last ten years. As the sector 

expanded the issues of capacity, transparency, accountability, governance etc. came into view. 

We have already discussed that the government itself, with its outmoded system in place, is not 

prepared to streamline the working of such a large number of NGOs directly engaged with the 

donors. Hence, this study suggests the categorization and classification of NGOs as a measure to 

introduce credibility, transparency and capacity measures in the sector.  

The findings here also support the fact that NGOs and donors are interested in helping the 

government to reach out to the people and address their needs and concerns. However, there is a 

general misconception in the Pakistani society with regard to the activities of donors and NGOs. 

They are both considered as a source and cause of promoting western culture, ideology and 

hegemony at the expense of local values and beliefs. The government can play its role and 

influence in dispelling these dependency theories by owning the activities of NGOs and donors 

and by informing the masses about their contributions and role in the development of Pakistan. 

Another important practical implication of the findings here suggests that the government needs 

to take a lead role and make a proper assessment of the ground realities and share its needs, 

priorities and requirements with the donors. In other words, rather than completely relying on 

donors the government should come up with its own plan of action and engagements with the 

donors. Similarly, the government can give more space and ownership to the NGOs and utilize 

their services and expertise in reaching out to the people by improving the social services.   

The findings in this research have implications in terms of training and exposure for the 

government servants. Many of my respondents highlighted that a majority of the government 

servants have no idea of community work and they do not take the work of NGOs seriously. 

They look at these things through their own bureaucratic lenses and they believe that NGO work 

is unrealistic and not sustainable. Therefore, government servants have to be sensitized regarding 

the work of NGOs and the dynamics of the voluntary sector. Last but not the least; the 

government can also facilitate the NGOs in capacity development of their staff. As NGOs have 

very limited options available to train their staff, owing to very few institutes that offer trainings 

exclusively for NGOs,  they can utilize the services of public sector institutes for training their 

staff according to their own needs and requirements.  



 

 

190 
 

Finally, media has an important role in the present day. It can easily create public 

perception in favor of an issue and set the agenda for any possible government intervention and 

policy outcome. Middleton and Wedemeyer (1985) observed that “there is no role of 

communication in development, but rather many roles.” Media can create awareness on the role 

and importance of NGOs in the Pakistani society. It can also highlight the significance and need 

of capacity development for NGOs and its usefulness for addressing the challenges of 

development. Last but not the least, media can also help the NGOs to dispel the westernization 

label. 

 

Donors 

 This study offers a number of practical implications for the donors to successfully 

implement capacity development interventions for NGOs. First, with the increase in the 

availability of funding for NGOs the issues of accountability have emerged in the sector 

(Ebrahim 2003). Hence, this study recommends that donors need to have some sort of evaluation 

criteria so that they can extend projects and funds only to those NGOs that are genuine and have 

the capacity to deliver. It is observed that in certain cases, especially during the emergency relief 

and response activities, donors are in a haste to launch their projects. This results in partnerships 

with NGOs that have no credibility and the projects end up as wastage of resources. This study 

also identified that direct funding by the donors to NGOs without keeping the government in the 

loop has serious implications. In order to bring the NGOs into the systems and audits of the 

government, the donors are required to inform the government about the assistance they extend 

to local NGOs. Direct funding by the donors to NGOs also has other disadvantages; it sometimes 

promotes rivalry and competition between the government agencies and the NGOs over donor 

funding. Despite good intentions, donors may do more harm than good in their enthusiasm to 

strengthen and develop the capacity of NGOs in Pakistan. Sometimes, this eagerness can 

accidentally promote tension between the government and NGOs. Hence, the donors need to 

adopt a cautious and balanced approach in developing countries like Pakistan. They should aim 

at bringing the government and NGOs together so that they can complement each other for the 

welfare of masses.  

 The study also identifies that donors need to have uniformity and consistency in their 

policies and priorities. This research observed that there are abrupt changes in donors’ priorities 
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and funding patterns. Many NGOs that have long term funding commitments from the donors 

are eventually forced to close their projects as the donors back out from their commitments due 

to a policy shift at the headquarters level. The findings here suggest that, as capacity 

development is a long term and an ongoing process, therefore, donors need to have consistency 

in their funding and partnerships with local NGOs for successful capacity development efforts. 

NGOs being small actors in the development landscape find it very difficult to keep on updating 

and aligning themselves with the changing donors’ priorities. Another related finding of this 

study is that donors also need to have simplified mechanisms of interactions and partnerships 

with the government and NGOs. The study observed that within the donors there is also a 

complicated mechanism. There are layers after layers of donors, consortiums and partners. As a 

result, at a given single time, the government and NGOs are responsible to multiple donors with 

different compliance and feedback requirements.  

 The findings here also support the idea that donors have to be mindful of the religious 

and cultural traditions and values in countries like Pakistan. Donors in their keenness for results 

and impacts may sometimes unintentionally harm the perception of locals toward foreign aid and 

NGOs. No doubt, donors are interested in extending their support to developing countries in all 

sectors like health, education, poverty, relief, rehabilitations etc. but at the same time they are 

also very interested in human rights and gender issues. These are very sensitive issues from 

religious and cultural perspective in certain countries like Pakistan. Many advocacy NGOs in 

Pakistan are currently working on these issues and they are actively supported by different 

donors in terms of their capacity development and funding needs. This study recommends that 

donors’ partnerships with advocacy NGOs, dealing with culturally sensitive issues, particularly 

human rights and gender issues, have to be very carefully pursued. Regions or communities that 

are not receptive, friendly or mature enough to absorb ideas counter to their norms and values 

must not be pushed to adopt new ideals and values overnight. We have seen from our experience 

that every society passes through its own evolutionary process and disbands many traditional 

customs, norms and practices as they grow over a period of time.  

 Lastly, based on findings, this study offers another practical implication for successful 

and sustainable capacity development of NGOs that is the donors need to focus more on local 

NGOs and establish close ties with them in addition to the international NGOs and large national 

level intermediary organizations. This can be a step towards promoting self-sufficiency and self-
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reliance in local NGOs in addition to reducing overhead charges of intermediary organizations. 

This will also help in bringing the smaller NGOs and community based voluntary organization 

into focus and donors and government can work for developing their capacities, invest in their 

leadership and facilitate them in establishing their own networks. Moreover, this will further help 

in developing institutional frameworks for smaller NGOs in promoting self-reliance and moving 

towards sustainability. These local NGOs are connected to the local people and they understand 

the local dynamics very well. They can perform better than the international NGOs who have 

little knowledge about the local contexts and dynamics. The international NGOs and large 

national level support organizations have high security risks and they cannot move freely in the 

field. They have to spend huge funds for upgrading their security protocols and ultimately rely 

on these local NGOs to interact and work with the communities. Hence, this study recommends 

more focus and more engagement of the local NGOs with donors.  

 

Limitations and Future Research 

 

The NGO sector in Pakistan is still growing and due to its importance it is attracting the 

attention of many scholars and researchers. This research is an attempt to explore the NGO 

sector of Pakistan with a particular focus on its capacity development needs and leadership 

challenges. Although I made sincere efforts to capture all the relevant details regarding my 

research topic keeping in view the time constraints, however I believe there are several 

limitations of this study and that can be addressed by future research.  

First, this study made an effort to capture the understanding and dynamics of capacity 

development and leadership challenges in NGOs by conducting 48 interviews.  I believe it will 

be useful to attempt a quantitative verification of the dimensions and findings discussed in this 

study. In a quantitative study, the research participants will be neutral to the purposes of the 

study, and results obtained from quantitative technique can overcome any analytic biases that 

may be present in my current findings. I recommend administrating a perception survey from the 

stakeholders on their understanding with regard to the various dimensions of the subject. The 

stakeholders for the current study included donors’ representatives, NGO leaders and staff and 

government functionaries. I would also like to include the voice of ordinary citizens in this 

research for which survey will be a useful technique.  
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Second, the current research studied capacity development of all the NGOs irrespective 

of their specialty and sector. I believe it would have been better if the NGOs could be separated 

sector wise and then study their capacity development dimensions. There is a strong likelihood 

that capacity development needs and dimensions of social sector NGOs may be different than 

capacity development requirements of advocacy NGOs and so on. Hence, owing to the complex 

nature of the subject it would be better to analyze the subject sector wise.  

Third, this research examined the capacity development needs and challenges of NGOs 

altogether that is without distinguishing them as small community level NGOs versus large 

support organization. For all practical purposes the capacity development needs and challenges 

of smaller NGOs will be in complete contrast with the needs and challenges of large 

intermediary NGOs. Hence, for more better and accurate answers to the research questions it is 

recommended to have a multi-level study or separate studies focusing on the specific kinds and 

sizes of NGOs.  

Beyond future research to address these shortcomings, there are a number of important 

areas into which this research can be extended. This study has the potential to be expanded as a 

comparative study of non-profits in south Asian region. Capacity development and leadership 

needs and challenges of the NGO sector in south Asian region can be compared and contrasted 

and many rich implications for strengthening the NGO sector can emerge from such a 

comparative study. Similarly, the future studies could also compare and contrast the 

effectiveness of certain capacity development interventions under a range of conditions. For 

instance, scholars can examine comparative successes across varying local conditions. The 

results of such studies will be of great interest for all the stakeholders to evaluate their existing 

tools and techniques of capacity development interventions. 

At several points in this study I have highlighted the importance of resources for survival 

of NGOs (Pfeffer and Salancik 1978). NGOs also need resources for their capacity development 

activities.  This dissertation discussed several measures for making NGOs sustainable. One 

important finding of this study is to outsource the service delivery roles to NGOs so that they can 

generate revenue and be sustainable. While the decision to contract-out service delivery roles to 

NGOs have received limited attention in the literature, little is known about how the government 

will undertake this contracting and what will be the mechanism for such contracting especially in 

developing countries like Pakistan. Similarly, the relationship among the stakeholders will be 
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redefined in case NGOs are given this new responsibility of contracting. This study did discuss 

that as result of this new role NGOs will need to focus more on acquiring new capacities. Future 

scholars would be interested in examining these new roles and emerging capacity development 

needs of the NGOs in wake of the contracting decisions.  

This study discussed in detail the capacity development challenges of NGOs in Pakistan. 

It also examined the factors that shape the dynamics of capacity development. One of the 

findings here suggests that in addition to exogenous factors there are endogenous factors that 

also play an important role in successful capacity development interventions. Without taking into 

account those endogenous factors the story of capacity development will not be complete. Future 

researchers may be interested in knowing about these endogenous factors and their precise role 

in influencing the dynamics of capacity development. All the other stakeholders particularly the 

donors and the government may also be interested in knowing about these endogenous 

characteristics of capacity development.  

Many researchers may also be interested in examining the impacts of capacity 

development. In other words, what are the effects and results of capacity development on 

performance of NGOs and how capacity development helped NGOs in attaining their objectives 

more efficiently. The current study can be extended to examine the impacts and outcomes of 

capacity development activities. The results of such findings would likely to be of great interest 

for donors and government who continue to search for effective capacity development process. 

Researchers may also be interested in knowing the conditions, methods and tools used in 

successful capacity development exercise.  

Lastly, the findings of this research can be extended to two further areas. First, non-profit 

and voluntary sector scholarship needs the attention of researchers and scholars in Pakistan. 

Presently, little attention is being paid to this emerging sector. Promoting NGO scholarship can, 

inter alia, help bridge the capacity development gaps in the NGO sector. Strong liaisons between 

government, donors, NGOs and academic institutions are perquisites for promoting non-profit 

scholarship in Pakistan. Second, leadership development is one of the most neglected areas of 

research in NGOs and especially in developing countries like Pakistan. Future researchers may 

be interested in studying how to develop and promote leadership in NGOs. The future leadership 

development studies also need to have a particular focus on middle level managers as they are 

the key assets of NGOs and they can play a significant role in future. 
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Conclusion 

 

Capacity development is a complex, dynamic and evolving concept. It is a process as 

well as an outcome. It involves the participation and interaction of a number of stakeholders at 

different levels of society. Different actors have varying understandings and approaches towards 

capacity development. By and large, capacity development involves many individual as well as 

organizational attributes that influence and improve organizational performance and outcome.   

This study explored the concept of capacity development and its implementation in the 

NGO sector of Pakistan. The study also examined the dynamics and underlying factors that drive 

the capacity development process. The findings of this research observed that there are several 

challenges that hinder the growth and capacities as well as leadership development in NGOs. 

Despite a great deal of progress, this research suggests that,  the concept of capacity development 

remains a complex and challenging endeavor and more attention is required to equip the NGOs 

to address their emerging needs.  

This research has a number of theoretical and practical implications for all the 

stakeholders i.e. donors, government, NGOs and communities. The findings here aim to improve 

the understanding of capacity development in NGOs as well as provide insights into the 

challenges of leadership development of the sector. The study also recommends several actions 

on part of each stakeholder for future improvements in capacity development activities. It is also 

noted that as the size and scope of the sector further expands, research in studying NGOs will 

become increasingly important. 
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APPENDIX A 

 

INTERVIEW INSTRUMENT 

 

 

Questions for NGO Staff and Leaders:  

Preliminary Grand Tour: Can you please share something about your organization and what it 

does? 

Preliminary Mini-tour:  What’s your role in the organization and how did you reach your current 

position?  

1. Main Grand Tour:  Can you think about some important activities your organization has 

done to try to make the organization stronger? If you think of an example that you recall 

very well, can you then tell me what you and the organization did? 

2. What specific actions do you think will help you further in improving or strengthening 

your organization?   

3. Can you think of any activities or programs that your organization has designed or 

undertaken to facilitate or strengthen partner NGOs or communities?  

4. The activities that you have just described, how have you designed them?  

5. Who were your partners in designing and implementing the activities that aimed at 

strengthening partner NGOs and communities?  

6. How were donors involved to help strengthen your organization and the activities that 

you designed for partner organization?  

If necessary: Who were these donors? 

7. What was the role of government in the activities that you were trying to design and 

implement for strengthening partner NGOs?  

Follow up: What governmental actors were involve 

8. What feedback do you get from your partner NGOs or communities on the activities you 

have had to help strengthen them?  

9. What feedback do you get from the government on your activities?  

10. What feedback do you get from your donors on your projects or programs?  

11. What are the major challenges to strengthening your organization?  
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12. What are the major challenges to strengthen your partner NGOs?  

13. In the story you told me what did you do as a Leader that made the effort successful?  

Follow-up: What do other leaders do?  

14. What are the biggest difficulties that you and other leaders in your organization are facing 

to strengthen your organization?  

15. What has your organization done to improve its leadership activities?  

16. If you can improve leadership in your organization, what effects does that have on 

strengthening the organization? 

17. What are your organization’s future plans for strengthening the organization?  

18. What are your organization’s future plans for strengthening partner organizations?  

19. What are your organization’s future plans for strengthening the communities?  

20. Important things that I missed in my interview and you would like to share.  

 

Questions for government servants/government representatives/politicians 

 

Preliminary Grand Tour:  Can you tell me something about your experience working with 

NGOs and how did it go?  

Preliminary Mini-tour:  In some of those activities that you monitored or partnered with NGOs 

what were the consequences for people?  

 

1. Main Grand Tour: As a result of your involvement or the cases with which you are 

familiar how can government strengthen the work of NGOs?   

2. What specific actions do you think could help strengthen the NGOs that you have been 

involved with?  

3. Considering the NGOs you have worked with what needs may they have to become 

stronger? 

4. Why are donors interested in strengthening the Pakistani NGOs?  

5. How can donors and the government of Pakistan collaborate for strengthening the 

Pakistani NGOs? 

6. What are some of the biggest challenges to help the NGOs?  
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7. What actions do NGO leaders need to take in order to help their NGOS to become 

successful?  

8. If leadership is improved in Pakistani NGOs, what effects does that have on 

strengthening the NGOs?  

9. What are some important leadership challenges that NGO leaders are facing in Pakistan?  

10. How can leadership development be addressed in Pakistani NGOs?  

11. What actions would you recommend for the government to take in the future for 

strengthening/streamlining the NGO sector of Pakistan? 

12. Important things that I missed in my interview and you would like to share.  

 

 

Questions for Donors Representatives  

 

Preliminary Grand Tour:  Can you tell me something about your experience working with 

Pakistani NGOs and how did it go?  

Preliminary Mini-tour:  Can you give me some examples where NGOs were successful or 

weren’t successful in their projects?  

1. Main Grand Tour: What things/actions has your organization taken to help strengthen 

NGOs in Pakistan?  

2. Of the NGOs you are familiar with what kinds of changes do they need to become 

stronger?  

3. What specific actions do you think could help strengthen the NGOs that you have been 

involved with?  

4. Why is your organization interested in NGOs?  

5. Why is your organization interested in strengthening the NGOs?  

6. How are the things that NGOs need different from what the government needs? 

7. How can government help in strengthening NGOs?  

8. How can your organization and government collaborate for strengthening NGOs?  

9. What are some of the biggest challenges that NGOs face?  

10. What are some of the biggest challenges for your organization in trying to help them?  
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11. What does your organization think that NGO leaders need in order to help their NGO 

become successful? 

12. If leadership is improved in Pakistani NGOs, what effects does that have on 

strengthening the NGOs?  

13. What are some important leadership challenges that NGO leaders are facing in Pakistan?  

14. How can leadership development be addressed in Pakistani NGOs?  

15. How does your organization monitor its partnering with NGOs that are implementing 

your programs?  

16. How does your organization get feedback from NGOs?  

17. What research is your organization doing or sponsoring for strengthening the NGO sector 

of Pakistan?   

18. What research is your organization doing or sponsoring for leadership development in the 

NGO sector of Pakistan?  

19. What actions would you recommend your organization and other donors take in future 

for strengthening/streamlining the NGO sector of Pakistan? 

20. Important things that I missed in my interview and you would like to share.  

 

Questions for beneficiaries NGOs/Smaller NGOs/Communities  

 

Preliminary Grand Tour: Can you please share something about your organization? What does 

your organization do and what’s your role in the organization?  

1. Main Grand Tour: Can you think of some examples where you received some facilitation 

from the support organization (funding, training, human resources etc..)? Please describe 

it to me.  

2. How did the support organization approach you and how did they assess your 

organization’s needs for strengthening the organization?  

3. What things did you achieve from receiving this assistance?  

4. What was the most important thing that you achieved after your collaboration with the 

support organization? Why was it important?  

5. From the facilitation that you described to me earlier, can you describe the interaction 

with the support organization?   
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6. What more can the support organization can do for you?  

7. What are some obstacles that restrict your organization from achieving its goals? How 

can they be alleviated?  

8. How can the government support your organization?  

9. What is the governance structure of your organization? Who are your members? How do 

you communicate with your members?  

10. What has your organization done to improve its leadership activities?  

11. What do think that NGO leaders need in order to help their NGOs become successful? 

12. If leadership is improved in Pakistani NGOs, what effects does that have on 

strengthening the NGOs?  

13. How can the support organization facilitate you to address the leadership needs of your 

organization? 

14. Important things that I missed in my interview and you would like to share.  
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APPENDIX B 
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APPENDIX C 
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