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	CARE’s Program Approaches


Across CARE, there is general agreement that we need to work with longer time frames so that we can address underlying causes of poverty and social injustice.  This requires us to shift to a programmatic way of working, rather than only implementing single projects.  There is now agreement across CARE globally about this programmatic way of working.  The program approach is about achieving lasting impacts and designing our programming around groups of people we make a commitment to.
Definition of a program
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A program is a coherent set of initiatives, including humanitarian interventions, 

by CARE and our allies that involves a long term commitment to specific marginalized and vulnerable groups to achieve lasting impact at broad scale on underlying causes of poverty, and social and gender injustice. This goes beyond the scope of projects to achieve positive changes in human conditions, in social positions and in the enabling environment
	   What are program approaches?
	What is not a program approach?

	· Addresses underlying causes of poverty and social injustice

· Leads to lasting change in the lives of specific impact groups

· Shift relevant social relationships
· Has a clearly stated Theory of Change, that is tested over time

· Has a coherent strategy to achieve specified impacts

· Operates through partners, alliances, networks and forums

· Is informed by, and evolves through, broad reflective learning

· Empowers stakeholders to lead development actions, beyond the life of the program

· Is implemented at multiple levels (local, regional, national, etc)
	· A basket of projects that are not directly interconnected

· A long term project

· Changes at only at the human conditions level

· A group of projects connected only by virtue of operating in the same geographic area

· Implementation that only targets a limited number of people

· Activities that bring about only short term change

· Activities that do not address structural issues

· Implementation that only occurs at local level




Characteristics of a CARE Program
Country Offices have begun to develop their work around 2 – 4 Programs.  These Programs have some key characteristics:
1. A clearly defined goal for impact on the lives of a specific group
2. A thorough analysis of underlying causes of poverty and social injustice at multiple levels 

3. An explicit theory of change that is rigorously tested and adapted to reflect ongoing learning. 

4. A coherent set of initiatives that enable CARE and our partners to contribute significantly to the impact goal.
5. Ability to promote organizational and social learning, to generate knowledge and evidence of impact. 

6. Contribution to social change through our work with and strengthening of partners, networks and alliances. 

7. A strategy to leverage and influence the use and allocation of financial and other resources within society for maximizing change at a broader scale. 

8. Accountability systems to internal and external stakeholders. 

Key concepts 
	A clearly defined goal for impact on the lives of a specific group


Our programs will focus on a particular group of people (for example, marginalised women, ethnic minority groups, the urban poor), or population group.   This will shift the focus of our work directly to towards people; rather than focusing on change in a particular sector (eg livelihoods, health), or a small location (eg, Province X).  
The impacts will be around changes for a defined Impact Group.  The Impact Group for a program is the specific group whose lives must show a measurable, enduring improvement through the effects of the program:

· different from the broader population group, who may also benefit 
· needs to be defined specifically, eg not just ‘women’ or ‘girls’

· this group will not participate in all of the activities, but must obtain the benefits -  the significant and lasting change 
Impact groups – examples:
· The most marginalised amongst the remote ethnic groups - those who are land poor, have the highest food insecurity and lowest nutrition and health status; and in particular, women 

· The most socially and economically marginalised women and adolescent girls in urban and peri-urban settings, including recent migrants

Note that for some programs, we may find it helpful to define sub-groups for the Impact Group.  

Example:

	Impact Group: 

The most socially marginalised and hidden populations groups in urban and peri-urban settings, particularly women 
	Sub-Groups:

· Recent migrants
· Sex Workers
· PLHIV

· PWID

· Sexual minorities



	A clearly defined impact goal 


The Impact Goal is a clearly defined goal for impact on the lives of a specific group.  The Goal is a change at a high level.  Impact is about achieving both lasting and significant changes in the lives of people.  

Impact goals - examples:
· The Impact Group are participating equitably in the in the economy and have a legitimate voice 

· The Impact Group enjoy their rights, fully participate in a culturally diverse society and equitably benefit from development

Impact should be seen and evaluated over a long time frame.

	Addresses Underlying Causes of Poverty (UCP)


In our work, we seek to bring about changes by addressing causes of poverty.  CARE has recognised 3 levels of causes of poverty and social injustice.
· Immediate causes – these are factors directly related to life and death situations, eg, malnutrition, disease, natural disasters

· Intermediate causes – these are related to improving peoples’ well-being, and are about what people lack, or need.  For example – lack of access to services, lack of skills, lack of productivity

· Underlying causes – these focus on why intermediate causes exist, for example why some groups have a limited voice in decision making, why some groups lack food security.  The answers are often about:
· systems and structures, such as economic, social and political structures that exclude some groups (eg, the poor, women, ethnic minority groups)
· policies, which allow some groups more power

· cultural systems, which allow discrimination and injustice 

In shifting to program approaches, our work will be based on an analysis of the underlying causes of poverty and social injustice; as well as designing strategies that CARE and our allies will use to help shift these.  
The UCP analysis will identify and prioritise the causes that MUST be addressed in order to achieve significant and lasting change. This analysis will be updated regularly over the life of a program.

	Working at Multiple Levels


Programs will operate at multiple levels, to ensure we can address underlying causes of poverty and social injustice.  CARE has identified 3 levels:

	Improving human conditions
	Supporting efforts to ensure people’s basic needs are met, and supporting the well being of people
Examples:

· Improved child nutrition
· Income of land-poor households is equal to that of the national average
· Improved self-esteem amongst marginalised youth

	Improving social positions

	Supporting people’s efforts to take control over lives.  This is about the relationships between people, and often about how one group have more power than another, eg men and women.
Example:
· Women are actively participating in community decision making

	Creating a sound  enabling environment
	Supporting efforts to create a sound enabling environment, that is responsive to the needs of people and that fosters an equitable society.
Examples:

· Local authorities adopt participatory planning practices

· The legal framework fosters participation of civil society
· Land access policy is ‘pro-poor’


In program approaches, we will be working at all three levels – human conditions, social positions, and creating a sound enabling environment.  This will also see our work tackling causes of poverty and social injustice at all levels, including the underlying causes.
Working at multiple levels – Part 2

In the same way, our work will move beyond focusing at local levels only.  In order to address underlying causes of poverty and social injustice, we will need to work at regional and at national levels at well.

For example, our work could include changes at:
· Local levels – raising awareness, improving practices of communities

· Regional levels – improving the quality of services, the approaches used by authorities, and priorities in regional plans and policies 

· National level – working on policy changes, formal training of service providers, changes to legal frameworks, replicating evidence based models in other locations
	Theory of Change


Each of the programs designed will be based on a Theory of Change.  A Theory of Change outlines the assumptions we make about the pathways, or what is required, to achieving impact.  

The theory spells out our current thinking, or assumptions, about what kinds of changes are required to achieve the impact; and how these changes are related to each other (both horizontal and vertical relationships). It tells us what we are assuming about the HOW and WHY of change.  A TOC is by nature hypothetical, deals in unknowns, and is not linear.
The theory of change will include assumptions about areas of change needed at different levels, for example, including those around an enabling environment.

For example:

	Resilient incomes
	
	Options and choice
	
	
	Policy and legal protection
	
	Impact Goal:

The Impact Group are participating equitably in the in the economy and have a legitimate voice


The Theory of Change for each program will be clearly stated, and over time, we will test whether or not our assumptions are still true, and make revisions if needed.
The program design process also identifies pathways of change – leading to the impact goal.  These identify key changes lead to the desired change. 
These pathways are the point around which we design projects, and develop alliances with other organisations and networks.
	Partnership, Alliances, Networks


The shift to program approaches will see CARE working towards high level impacts, over the long term.  To achieve changes of this kind, CARE will not be able to work alone, but instead work in stronger partnerships, and with new and broader alliances and networks.  

The design of programs will include considering the work of other agencies, groups and networks also contributing to a specific impact, and identify new ways of working together towards the significant and lasting change.  
	Impact Measurement and Learning Systems


The design of long term programs, with the focus on achieving significant and lasting changes for marginalised groups and the commitment to tackling underlying causes of poverty also creates opportunities to build a coherent, and impact focused learning and impact system for the program. 

This also allows us to be more accountable in more meaningful ways, as we will measure our success not just on our own activities, but in terms of significant and lasting change in the lives of the Impact Group.  Our impact measurement processes will also generate information about results that we can contribute to government agencies, other stakeholders and networks, improving our accountability and credibility with these groups.

	Program Approaches and Women’s empowerment


Our commitment to women’s empowerment as the overarching theme of CARE’s work will be operationalised through program approaches in different ways in different Country Offices.  Some options include:

· Integrating identified Women’s Empowerment programming focus throughout program designs.  This includes through the identification of program impact groups, through the domains and pathways of change, and possibly the impact goals.  
The TOCs and pathways of change in particular will identify the change areas for an identified Women’s Empowerment focus; orient program development priorities; and inform the development of strategic partnerships

· Design of a long term program solely focused on women’s empowerment, with a Women’s Empowerment programming focused reflected in the Impact Goal and across the design

Components of Learning and Impact System may include:


Continuous tracking, analysis of context – changes in UCPs, macro economic developments, civil society developments, etc


Assessing changes towards meeting the Impact Goal


Testing the Theory of Change


Building and assessing evidence-based models for replication, and assessment of effective technical approaches and standards


Improvements in Learning and Knowledge Management














Key terms:


Population Group: broad focus group for a program, a short-hand way of describing our program focus


Impact Group: specific group/s whose lives must show a measurable, lasting and significant improvement through the effects of the program.  


Program Participants: groups who will be involved in program activities
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