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METHOD FOR APPLYING A HRBAP

 From the review in the previous two chapters, it is fairly clear that the adoption of a HRBAP has been both uneven and different among organisations and often also within organisations. A major reason for this has been the lack of a consensus on how to define HRBAP. With the Common Understanding, however, it is now possible to develop programming methods that meet the criteria agreed upon. Using the key concepts introduced in Chapter 4, a systematic and step-wise method is presented in this chapter for carrying out human rights-based programming. The linkages between the steps are important; sometimes the result of work in one step will require review of work in previous steps. Some of the steps are familiar to most Unicef staff, while others—particularly Role/Pattern Analysis and Capacity Analysis—may be new. The steps lead to the identification of capacity gaps, which become the focus for development programming.

Step 1:  Causality Analysis
Before a problem can be addressed, it must be recognised as such at some level of society.  Advocacy and social mobilisation are key strategies for increasing awareness of a problem. The process of causality analysis described below assumes that adequate awareness of a particular problem exists at the level of society where actions to address the major causes of the problem(s) can and should be taken.  

Once awareness exists, the first step is to identify the causes of the problem. Without a reasonable consensus on causality, there is not likely to be consensus on solutions. Identification and analysis of the causes of a problem are facilitated by the use of an explicit conceptual framework, such as the one described in Unicef’s PPP Manual.

When all major causes (immediate, underlying, and basic) of a problem have been identified, the state of each variable is assessed (measured or estimated). Typical variables include mortality, nutritional status, health status, education, type and level of child exploitation, gender discrimination, income etc. It then becomes possible to analyse the qualitative and quantitative relationships among these variables. Analysis should start from the ultimate outcome (the top of the conceptual framework) and continue down the hierarchy of causes. This analysis looks first at the relationships between the ultimate outcome and the immediate causes; then at relationships between immediate causes that are important for the outcome and their underlying causes; and last at the relationships between the identified key underlying causes and the basic causes. This sort of focused analysis will help to limit the analysis to causes that actually influence the selected outcome in the situation at hand and will, therefore, not include all possible determinants and processes in society. This is essential in order to make the exercise manageable.

Reaching consensus regarding the main factors and processes affecting the realisation of children’s rights offers enormously improved opportunities to achieve a more systematic and logical integration of programming for children. This is particularly important if the problem(as is normally the case(requires co-ordinated actions by many partners at different administrative levels.

Causality analysis using a conceptual framework is an opportunity to build consensus on the causes of a problem. Experience in applying a conceptual framework shows that while the causes of a problem may be different at the immediate and underlying levels, the basic causes are often the same; for example, lack of capacity, forms of social organisation, gender discrimination, etc. The implication is that addressing the basic causes of any of the problems is likely to result in creating enabling conditions for solving a number of other problems at the same time. Such approaches are also likely to increase the sustainability of Unicef-supported programmes. Basic causes, however, are the most difficult to address in country programming. This implies that more efforts should be devoted to equipping Unicef staff with the necessary understanding to address basic causes of child rights violations more systematically.

Who should perform causality analysis? Ideally, it should be undertaken by actors at all levels of society in their roles as claim-holders and duty-bearers. National-level analyses will, naturally, deal with more aggregated data than analyses at the community level. It is important to recall that people at all levels of society already assess and analyse their situation; the results of this work make a good starting point. Existing assessments and analyses can often be improved by the introduction of an explicit conceptual framework. It is indeed true that “you find what you look for;”
 a clear conceptual framework helps to identify what to look for. 
Causality analysis is a typical tool used in most human development approaches. As desirable outcomes from a human development perspective are often the same as those sought in a human rights perspective, the problems identified are likely to reflect human rights violations (disease, malnutrition, lack of basic education, exploitation, discrimination, etc). This is an example of a situation in which human development analysis assists and adds value to human rights analysis. The causality analysis will result in a list of rights that are either being violated or at risk of being violated, together with the major causes of these violations.

Step 2:  Role or Pattern Analysis

Pattern analysis is a means to understanding the complex web of relationships between claim-holders and duty-bearers. Human rights represent relationships between claim-holders (subjects) and duty-bearers (objects). Duty-bearers are often unable to meet their obligations because some of their own rights are being violated; for example, parents without resources cannot be held accountable for not being able to pay costly school fees. The relationships between claim-holders and duty-bearers form a pattern that links individuals and communities to each other and to higher levels of society. 
Causality analysis can facilitate the work of identifying individuals or groups of individuals in their roles as claim-holders and duty-bearers at higher levels of society. For example, low school enrolment may be caused by lack of schools or excessive school-fees, which in turn may be a result of unequal allocation of funds to a particular area or a policy of imposing school fees. These resource and policy decisions are themselves a result of other basic causes. Pursuing this type of analysis will help to identify claim-holder/duty-bearer relationships at and between different levels of society. Focusing on specific, priority problems will help to reduce the Role/Pattern Analysis to a limited set of claim-duty relationships likely to be most relevant to the situation at hand. If the focus is not limited, the analysis runs the risk of resulting in a vast array of claim-duty relationships and actors who cannot all be involved or supported in programme planning, implementation, and monitoring.

Also within a given right, individuals may have both claim-holder and duty-bearer roles. A teacher, for example, is a duty-bearer in relation to children (the duty to create a good learning environment) but also a claim-holder in relation to the Ministry of Education (the claim to a salary, curriculum etc.). It is important to recognise that the claim-holder’s claim against a duty-bearer is equivalent to the duty-bearers duty to the claim-holder. Children’s claim against teachers to create a good learning environment is the same as teachers’ duty to do the same.

It is also important to note that most binary claim-duty relationships have a corresponding duty-claim relationship. For example, parents have claims against teachers, but teachers also have claims against parents. These claim-duty relationships will appear in adjacent boxes or elements in the matrix (Adjacent in relation to the diagonal).Finally, it is obvious that the most important claim-duty relationships will reflect the structure of accountability in society or the “chain of command”. That again is close to the diagonal in the matrix from the upper left corner to the lower right corner. 

A practical way to identify and agree on claim-duty relationships in a meeting with different people (children, parents, teachers, district educational officers, Ministry of Education staff etc) is to arrange a number of separate group discussions defined by each box/element in the matrix, for example children and teachers, parents and teachers, teachers and staff from the district education office etc.

 For each specific right it is therefore possible to register all claim/duty relationships in the same matrix. Each element of the matrix represents one claim/duty relationship. An example of such a matrix is shown in Table 1.This table only shows one example for each claim/duty relationship, in order to illustrate the method.

Table1.  Pattern Analysis of Children’s Right to Basic Education


	
	Children
	Parents
	Teachers
	Community
	District
	National

Government

	Parents
	Allow girls to attend school
	
	Assist in construction of teachers’ houses
	Assist in the construction of schools
	
	Bring children to school

	Teachers
	Provide good quality teaching
	Establish parent- teachers associations
	
	Participate in community governance
	Participate in training workshops
	Follow established curricula

	Community
	Do not allow child labour
	Mobilise parents for girls’ education
	Allocate community funds
	
	Promote UPE
	Implement UPE

	District
	
	Inform about UPE
	Assist in re-training of teachers
	Ensure  supervision of teachers
	
	Allocate funds correctly

	National Government
	Legislate free and compulsory  basic education


	Policy on exemption from school fees for poor parents


	Ensure adequate salaries for teachers
	
	Plan and supervise school construction
	


Step 3:
  Analysis of Capacity Gaps

After the key claim-duty relationships for a specific right have been identified, the next step is to analyse why the right is being violated or at risk of violation. A basic assumption underlying the approach proposed here is that rights are violated because claim-holders lack the capacity to claim the right, and/or duty-bearers lack the capacity to meet their duties. The analysis of capacity gaps is called Capacity Analysis.

As described earlier, capacity entails responsibility/motivation/leadership, authority, resources, capability to communicate, and capability for rational decision-making and learning. For each selected right, each element in the Pattern Analysis matrix (representing one set of claim/duty relationship) should be analysed. First the capacity gaps of individuals in their claim-holder’s role should be analysed using the five sub-categories of Capacity. The capacity gaps of teachers to claim their rights are illustrated in Table 2.

Table 2.  Capacity Gaps of Teachers to Claim their Rights in order to realise Children’s Right to Education


	
	Parents


	Community
	District
	Government

	Responsibility
	Demands too  expensive houses
	
	Teachers do not see the value of re-training
	 

	Authority


	Teachers are not respected by parents
	Teachers have low status in the community


	Teachers have no power to influence the District Education Officer
	There is no trade union for teachers

	Resources       
	There is no PTA to discuss the matter


	There is no PTA to discuss the matter
	Teachers have no transport to attend District meetings 
	 

	Decision-making
	Teachers do not see the value of using own money


	Teachers unable to show the value of investing in education
	Teachers do not have data on number of school-age children
	 

	Communication
	Teachers look down on poor people
	 
	Teachers are not trained in negotiations
	Teachers are unable to articulate their needs 




The capacity gaps of teachers to meet their duties are illustrated in Table 3.

Table 3.  Capacity  Gaps of Teachers to Meet Their Duties in Relation to  Children’s Rights to Education


	
	Children


	Parents
	Community
	District
	Government

	Responsibility
	Often absent from school
	Do not feel the need for a PTA


	Do not feel that they belong to the community
	Are not motivated for re-training
	Teachers feel they can teach what they want

	Authority


	Children lack trust in their teachers 
	Parents do not respect teachers


	As outsiders, some teachers are excluded  and marginalised


	The district Education Officer makes all decisions
	No clear guidelines from government

	Resources
	Inadequate training


	Teachers do not control the school budget


	Lack of time to participate in community matters


	Lack of transport
	Lack of text books relevant to established curricula

	Decision-making
	Do not see the relationship between child-friendly  environment and learning outcomes


	Do not involve parents in school related issues
	
	Do not see the value of attending  re-training workshops
	Do not understand the logic of established

curricula

	Communication
	Rely too heavily on rote teaching 
	 
	Some do not know the local language
	
	Some subjects in the  curricula are too difficult


Each important claim/duty relationship (an element in the Pattern Analysis matrix) will generate two tables with capacity gaps. It is obvious that in order to avoid an unmanageable amount of information, only the most important claim/duty relationships and capacity gaps should be selected.

Step 4:  Identification of Candidate Actions

Causality Analysis results in the identification of a set of rights that are being violated or at risk of being violated. Role/Pattern Analysis identifies key claim-holder/duty-bearer relationships for each specific right. Capacity Analysis defines the capacity gaps of claim-holders to claim their rights and of duty-bearers to meet their duties. A programmatic response aimed at the realisation of rights must contribute to narrowing, or closing, these capacity gaps.

People live in households and communities, but most power lies at higher levels of society. It is therefore clear that programmatic responses must aim at all levels of society. However, interventions at higher levels of society(for example policy reforms(should always focus on creating an enabling environment at the community level; that is, such interventions should directly or indirectly assist in developing community capacities. Interventions at all levels of society can contribute to community capacity development. 

Candidate actions are those actions that are likely to contribute to reducing or closing the capacity gaps of claim-holders and duty-bearers. Such actions should aim at increasing responsibility, authority, resources, and decision-making and communication capabilities of claim-holders and duty-bearers. The Candidate Actions to close the capacity gaps of teachers to be able to meet their duties is illustrated in Table 4. A similar Table is required to show the candidate actions for closing the capacity gaps of teachers to claim their own rights.

Children, parents, teachers, community leaders, district and national authorities are all potential claim-holders and duty-bearers (except for very young children).  Candidate actions to reduce or close all the gaps of all claim-holders and duty-bearers should be identified. Evidently this will result in a large number of candidate actions, but experience shows that they generally fall in one of five generic types of interventions: 

1. Advocacy and Social Mobilisation

2. Information

3. Training

4. Education

5. Service delivery

Each of these interventions can be further divided by the level of society at which the intervention is aimed, such as the household, school, community, district, or national level.

Even after the candidate actions are consolidated, they may still be too numerous. Programming is about making strategic choices. Everything is not of equal importance or urgency, nor does everything have to be done at once. The options should be discussed with all claim-holders and duty-bearers, at all levels of society. Dialogue and negotiation between the community and facilitators should lead to the emergence of bottom-up demand. National policies should facilitate such a process(and ultimately respond to the demand. This analysis will result in the set of priority actions required to accelerate the realisation of selected human rights.

Table 4. Candidate Actions to Close Capacity Gaps of Teachers to Meet Their Duties in Relation to Children’s Rights to Education


	
	Children


	Parents
	Community
	District
	Government

	Responsibility
	Increase salaries
	Arrange workshops on the need for PTA s


	Invite all teachers to community meetings
	Increase salaries after retraining
	Improve supervision of teachers

	Authority


	Select teachers who can be good role models
	Allow teachers to manage the school budget
	 
	Establish a clear structure of  accountability
	Establish clear guidelines

	Resources
	Retrain teachers


	Train teachers in budgeting
	Reduce the obligatory teaching hours
	Provide teachers with motor cycles
	Provide relevant text books

	Decision-making
	Train teachers in child-friendly schools


	Make PTA a decision-making body 
	
	
	Monitor enrolment and learning achievement

	Communication
	Train teachers in participatory learning facilitation
	 
	Train teachers in the local language
	
	Allow teachers to attend special training


Step 5.
   Programme Design

The priority actions or activities selected should be aggregated into projects and programmes. This is the reverse of most current programming practices, which disaggregate programmes into projects, and projects into activities. Activities can be clustered, or aggregated, according to the level of society in which claim-holders and duty-bearers operate. At each level some activities will aim at developing capacities of individuals as claim-holders, while others will aim at developing capacities of individuals as duty-bearers. Some activities will do both—sometimes even in relation to more than one right. For example, development of teachers’ communication skills will strengthen teachers both to meet their duties to children and to claim their rights in relation to the Ministry of Education.

The selection of priority activities and the division of labour among UN agencies should take place within the UN Development Assistance Framework and the ongoing preparation of Poverty Reduction Strategies. A clear division of labour for supporting the government should be agreed upon, including UN agencies, bilateral agencies, and NGOs.

The comparative advantage of each actor should guide the division of labour. Many UN agencies, however, have overlapping mandates, requiring them to negotiate to reach consensus on who should do what. In such negotiations it is important not to view the capacities of each agency as static. Sometimes agencies decide to develop new capacities to better respond to new challenges. The HIV/AIDS pandemic is a good example, as it has forced most UN agencies to develop new capacities.

The set of activities selected for Unicef support should then be clustered into projects, and projects into programmes, and, finally programmes are organised into a Country Programme of Co-operation. A project is a set of activities that contribute to the same objective. Setting objectives is one of the most critical and difficult steps in all kinds of development planning and programming. The objective should be formulated as a desirable/expected result.  It should be formulated in such a way that it will be possible to evaluate; that is, after a given period of time it should be possible to assess the extent to which the objective has been met. A project can also be seen as a set of activities, each of which should clearly define what is to be done, by whom, and the specific amount of funding and staff time required. In many cases staff from several different sections will need to contribute to the same project. 

A limited set of projects will then be aggregated into a programme. Ideally, programme and project objectives should be defined so that project objectives overlap as little as possible, to facilitate monitoring, and so that meeting all project objectives is a necessary and sufficient condition for meeting the programme objective.
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� Thomas Kuhn, The Structure of Scientific Revolutions .





