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I. INTRODUCTION

in 1864 Brac had a sirategic exercise through which important changes occumng in the
internal ancd external environment were reviewed, and future directions for the organisation
were delineated. Brac repeated the strategic exercise in August 1997 which reviewed the
strategies formulated in 1994, carried out a 'stocktaking’ of its current activities, and 2ssessed
Brac's impact on the lives of the poor. As a consequence of this, the organisaticn’s course of
work for the next ten years has been reformulated, and this paper presents this.

il. BACKGROUND

Brac's Goals

Brac started small in 1572 as a relief organisaticn. Over the years it has attained phenomenai
growth and is now one of the largest non-governmental development organisations in the
worid. Srac has two maior goals

« the alleviation of poverty, and

¢ the empowerment of the poor

With these goals.in mind, Brac’s main priornties have been related to pecple and their
particigation in the develcpment process. All Brac programmes have reflected this philosophy
The basic assumption has been that it is the poor themselves who can bring about changes in
their own condition, through individual and cooperative action. Brac's role has been to respond
in 2 flexible manner to the develocoment needs identified by the people themseives.

Changing Environment
The beginning of the present decade has seen Bangladesh's transition to cemocracy. This

along with a reasonabie rate of economic growth, a slowing down in population increase and
enhanced enmoliment, particularly of girls, in school are positive changes which hawve createc



new opportunities to accelerate the pace of development. In this, Brac has played a significant
role. working as it has, in rural development including ecucation and health sectors

Dunng the 1990's, Brac's programme interventions have grown in depth and aimension. At
the same time the government has displayed increased willingness to enter into parntnership
with NGOs This is aiso finding positive response from Bangladesh's development partners
Large numbers of the rural poor have now been organised and are increasingly asserting their
socio-political and economic nghts creating new frontiers of cevelopment opportunities. There
is much to be done in the years to come

Brac's Mission

in the light of the changing envwwronment. Brac has redefined is mission statement as follows:

Srac works with people whose lives are dominated Dy extreme powverty, iiliteracy,
disease and cther handicaps With muftifaceted development interventions Srac
strives to bnng about positive changes in the quality of Iffe of these people.

Brac is committed to malang ts programmes socially, financially, and emvironmentaily
sustainabie using new methods and technologies Brac firmiy bDelieves and 's actively

involved in promoting human nghts and dignity, and gender eguity

Aithough the emphasis of Brac's work is at the indivicual and community levels. the
sustenance of work of the organisation depends on a3 pro-poor poiicy environment and
on supportive infrastructure To achieve that, Brac will continue its efforts to bnng about
change in macroieve! policy and create an enabling anvironment.

The fulfiiment of Brac's missicn reguires the services of competent professionais
committed to the goais and values of Brac. Brac, therefore, believes in development of
institutions of excellence that will produce leaders of society with competence and
commitment. :

Given that ceveiopment is a COMDIEX DIOCESS rEGUINNG 2 sirong cedication to leaming,
the shanng of knowledge, and being responsive to the needs of the poor Brac places a
strong emphasis on capacity development of is programme participants and Ihair
orgamsations at 3ll ievels

in order to achieve its goais. wherever necessary, Brac welcomes partnerships with fike-
mincded orgamsations, govermnmental institutions, deveicpment partners and the prvate
sector both at home and aoroad.



. BRAC STRATEGIES

The coming years will see the intensdicabon and consolication of the current poverty aileviation
programmes of Brac in the areas of economic development, heaith and education. Through
these programmes, Brac hopes to cover a quarter of the country’s poor and disadvantaged
peopie.

Internal Culture

Brac programmes have more than doubled in size over the past five years To maintain
programme guality and to ensure higher output in this situation, the programme components
had to be made more structured and routinised for ease of expansion and replication. This has
nad an effect on the creative enterpnse of Brac stafl in an effort to reduce cost, staffing patten
had to be aitered by the recrutment of less qualified personnel.

In conseguence. Brac's intemal organisational culture has been subjected to considerable
stress and strain. The organisational behaviour has become somewhat hierarchical, whereas it
was coliegial in the past The team spint has also weakened At the same time demand on
Brac field staff for ever increasing information requirement of complex Programmes to provide
reports and retums have resulted In the growth of bureaucratic culture The lack of
development onentation of staff through training and induction aiso contributed to the situation.
in the recent past, large number of women have jomned our fieid offices introducing fresh
compiexties

Brac needs to urgently reverse the situation A number of intervention are on-going which
address remegy. The Gender Quality Action Learming (GOAL) programme was started two
years ago wnich acdresses not only gender reiations but also focuses attention on
organsational behaviour and enhancement of analytical and problem solving skills of staff
Recognising the potential benefits of GQAL to the orgamsation, Brac has decided to hasten
the Brac-wice impiementation of this within the shortest pessible time.



To Increase the horizon of mid- to senior-level staff and their capacity, Brac has been
implementing a training course on “Development Approaches and Management™. With the aim
of strengthening collegial reiaticnships in the field, a team building exercise has been initiated
which will lead to better and improved interactions and espirt-de-corps among vanous levels of
staff.

Coordination and Management

Effective management and capacity to ieamn from its experiences have been the key to operate
successful programmes and their rapid vertical and horizontal expansion. The organisation will
continue to nurture effective management and sirive towards a further decentralised and fiat
management.

Three of Brac's core programmes. viz,, Rural Deveicpment, Heaith and Education operaie
vemicaily ingependent of each other, only with some coordination at the heac office level As 2
resuit the synergies that could be expected from coordinated efforts are not being derived
Programme managers in the field operate without adequate interactions. This situation calls for
urgent measures to improve ccordination at the field level Discussions are underway within the

crgarusation for appropnate cormective actions.

At the headguarters level, the monthly coordination meetings of the Executive Director's Forum
comprising senior head office managers, and the Directors’ Forum, comprising all directors, will
continue to play important coordination functions and efforts will be made to make these
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With the current strength of 18 000 staff in Brac, human resource pianning ang management
need to be further professionalised. Personnel assessments, appraisais, evaluauons,
compensation and incentive systems need to be redesigned and implemented. Corporate anc
senior operational management of Brac require additional qualified personnel However, there
ts 2 dearth of suitabie individuals to fill these positions Brac is expionng new avenues fo aftract
qualified Bangladeshis from home and abroad. Brac recognises that compared to the size and
complexity of the organisaticn's operations, the senior level management cadre is thin. With



become an area of concem

Gender Equity

Brac has been in the forefront of advancing gender equity in Bangladesh. All its programmes
address women's deveicpment and endeavour to ensure women's nghtful place within her
family and the community. Brac is in the process of finalising a comprehensive gender
document which will cleary define Brac's gender policy

Sustainability

Brac has been concemned about the sustenance of the positive impact of its interventions on
programme participants as well as its own organisationai sustainablity Brac is committed to
programmes that are socially, financially, insttutionally and enwvironmentaily sustainapie
Recently Brac has underaken an initiative to examine the susiainabiiity issue in a systematic
manner Accordingly, 2 sustanabiiity workplan s being developed

Brac is committed to self sustenance Over the years, Brac has created a number of income
generating projects to support is core programmes. With the expansion of its micro-finance
programme disbursing larger sums as credit, income from interests and service charges has
continuously grown. Brac has thus been able to make substantial financial contribution to its
own development work: It is expected that over the next few years, Brac will be able to finance
s major programmes without any donor contribution. However, Brac's education programmes
anc some of its health interventions may require continuous outsice subsicies Doth from
within the country and externally.

Brac Governance

Owver the years, leaders of Bangladesh society have senved on the Brac Governing Bedy (GB)
and the relationship between successive GB and management has been based on trust and
confidence Brac's growth 2nd success owe a great deal to the vision of the GB and to its



interaction with the management. Uniike many other institutions in Bangladesh where GB have
been unduly active in the management arena, Brac's successive Boards have provided
appropriate oversight and guidance without interference. This may have been possible
reiatively easily because the Founder of the organisation has been serving as the Executive
Dwrector. However, it s feit that in a situation where the Founder is no lenger the Chief
Executive, the existing patterns of governance and management need to be institutionalised
with clear delineation of roles and responsibilities. The process of creating codified conventions
of governance has been set in motion. The induction of new members and their rotation in the
GB will continue

Brac's activities are expected tc be more diverse in the coming years, with the establishment of
new affiliates such as the proposed Brac University and the Brac Bank In this context the
organisaiional arrangements of different enterprises, affiliales and programmes are being
reviewed aiong with their status, structures and legal entities.

Environmental Issues

Brac’s core programmes address envircnmental concemns frontally. Brac has been contnbuting
to improved environment through several activities such as social forestry, heaith and
sanitation, and environmenta! education to its schoci children and programme participants. In
1986, Brac set up a special cell to plan, initially and coordinate multifancus environmental
activities of Brac. One of the initia! activities of this has been to raise environmental awareness
among all Brac staff Cevelopment of environmental guidefines and environmental assessment
of Brac programmes will continue 1o receive prionty.

Brac considers it important to expiore the possibility of generating and promoting the use of
renewabie energy in rural Bangladesh. Brac i alsc addressing the problem of arsenic
contamination on an urgent issue



Urban Programme

As its acronym suggests, Brac was created to serve exclusively in rural areas. However in view
of the fast growth of the populatien lving in urban slums, Brac has found it necessary fo
commence addressing the diverse problems of the urban pcor. Brac realises that urban
settings have entirely different dynamics of its own demanding different strateges and
interventions. Brac, therefore, needs to undergo an intensive leaming phase in urban
development. It is anticipated that an integrated package with separate parameters in heaitn,
education, employment generation, housing and envircnment will form the core of 3rac’s urban
development programme over the next decade.

Future Expansion

Brac's future growth will compnse inicnsification of its exsting programmes in is present
DfOjECt areas covenng as many target group househoids as pessibie.  In thes task Srac will
work c.sely with local NGCs to ensure that ail poor households are covered by Brac and other
NGOs

A new impetus will be given to growth, particularly agricultural growth. Brac has alreaay
introduced experimental programmes in tissue culture, maize, and cotton cuitivation and seed
development. This, new impetus through focus on agro-based programmes will {arget both
marginal and small farmers. This s a key strategic shift on the part of Brac and is based on the
recognition that as the largest development organisaticn operating in the country, Brac wouid
make a more concertec effort to directly acdress on-farm needs in addition to is existing off-
farm micro-enterprise support. The marginal and small farmers, who mostly constitute the
Tuture pear”, are selcom provided any sUpport now by any agency

in view of govemment policy guidelines requiring providers of education in Bangiadesh 1
impiement a five-year primary sducation cycle, Brac has decided to introduce grades IV and V
in BRAC schocis 2s soon as possible This will help pupils graduating from BRAC schools
cirectly move 1o high schools. There is an inCreasing regognition on the part of the government
about the need for NFPE in the education system, and Brac will work closely with the

-



governmen to achieve the goal of "Education for All'. NFFE will aiso be exiended more o
“hard-to-reach” areas including urban slums, Chittagong Hill Tracts and other remote aress.

To improve the quaiity and reacn of pnimary egucation in Bangiadesh, an Institute of Ecucation
will be estaphsheq 1o cater to the neecs related o teachers training. management raining.
pedagogy and research This institute may be linked to the proposed Brac University

Over the past couple of years. Brac has established over 150 umon-based libranes wnich are
being managed jointly by the local communities and Brac. In view of the paucity of reading
matenais in rural Bangladesh, this programme shouid go some way in the promotion of
continuing education. in view of its anticipated long-term impact, Brac wishes to intensify the
programme further Modem information technology and distance learming methods will be
promcted 1o widen ecucational cpportunities

Srac plans 'o cover is entire project areas with basic pnmary heaith care inciuging
reproductive heaith, family planming, water and santation, heaith and nutrition egucation, ana
curative care In pannership with the government, Brac will expand the Directly Observea
Therapy, Short Course (DOTS) for tuberculosis control within our project areas In addition.
Brac will continue to work in nutrition in collaberation with the government. In view of the fact
that t is not possibie for the government to provide basic health care to the population,
particularly the women and the poor, Brac has started setting up health centres in fts project
aress
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Desoite spectai efforts, the maionty of the uitra poor continue to remain out the purview of Brac.
BRAC has alreagy introduceq several sieps {0 Increase the coverage of the poorest which
inciuge the extension of programmes such as VGD, and joo creation througn an expansion of
Micro Enterpnise Lending Assistance (MELA). The new emphasss on agrculture is expected to
create increased empioyment for the ultra poor




Collaboration with the Private Sector

As a new move toc widen opportunities for the poor, Brac will strive to work closely with the
growing private sector in Bangladesh. Such an initiative will link the poor with the market
which, it is hoped, augment the capacity of the poor to compete, survive and flounsh. Brac may
also set up enterprises in collaboration with the private sector to expedite the process.

Brac University
Brac is in the process of implementing a project o set up a university that will offer liberal arts

education. it is intended that this University will produce ieaders of society sensitve to the
needs and aspirations of the nation.



