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1. Executive Summary

This Strategic Plan is the first multi-annual Strategic Plan of CONSS. The context description and the
subsequent strategy chosen by CONSS is however directly in line with past activities of CONSS and with the
reason why the Coalition was originally established. CONSS will continue to focus on 1. Promoting
Networking; 2. Capacity Building of its members, and; 3. Co-ordinating Lobby&Advocacy. These form the
three programs of CONSS. Guided by this Strategic Plan CONSS expects to be able to improve the outcome of
its programs and to make a significant growth, from an organisation just past the formative period well into the
status quo/growth period. CONSS realises that it will need to work hard to improve its internal systems and live
up to its potential. But counting on the expertise and dedication of its volunteers and staff, CONSS sees a bright
future.

This Strategic Plan was developed through a participatory planning process involving all members. The
Strategic Planning process was led by a Civil Society Development Advisor attributed to CONSS by Voluntary
Services Overseas. The bulk of the information was gathered during a Strategic Planning workshop held for the
Executive Council members and the members of the Program Committee, Community Resource Committee and
the Fund-raising Committee in July 2006. A total of 15 participants, representing individual NGOs were
present at the workshop (out of 20 invited). In August 2006 an additional workshop was held for all member
NGOs where the outcome of the Strategic Planning workshop was presented and discussed. Another 11
members were present at this meeting. During this last workshop the proposed strategy was further sharpened
to make sure it would work in practice. The Program Committee has played an important role in working out
the strategy in detail.

United efforts of NGOs to combat HIV&Aids draws the attention of a crowd of people on World Population
Day
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2. Mission & Vision Statements

Vision:
“A strong, vibrant and coordinated NGO sector working in partnership to empower people & communities in
Sokoto State and to sustainably improve their quality of life and living standards.”

Mission:
“To strengthen member NGOs through capacity building, advocacy, coordinated action, knowledge sharing and
networking with stakeholders, towards skilled, transparent and accountable NGOs working on equal,
participatory and sustainable development in Sokoto state.”

Discussion on vision during the Strategic Planning workshop
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3. Organisational Profile & History

CONSS is a coalition of NGOs, CBOs, FBOs and CSOs in Sokoto State. CONSS was formed in 2000 starting
with a few NGOs and today has 30+ registered members. The primary aim of CONSS as a body is to network
with others to be partners in progress. These include governments, the private sector, international
organisations and agencies. CONSS is a coalition of very diverse NGOs, whose target groups include People
living with HIV&Aids, youth, abandoned children, almajirci, adolescent girls, commercial sex workers,
livestock farmers, widows and divorcees, women and/or entire communities. Their efforts concern education,
poverty alleviation, environment, human rights, (media) advocacy, skills development, health care. The
members of CONSS all have very different backgrounds and reasons for existence. However, within CONSS
they have been able to find common ground and a solid basis for cooperation. No matter what the focus of the
individual organisation is, all members have committed themselves to pay attention to two particular issues:
HIV&Aids and Education. CONSS is mainly run by dedicated volunteers, delegated by the member
organisations. The main implementing body, the executive council, is elected by the members every other year.
Each month they report back to the members and each year is concluded with a General Assembly and the
presentation of an annual report. The monthly meetings of the members where knowledge and invitations are
shared are very well attended and every year great unity is shown in the organisation of the World Aids Day
Event.

Current efforts of CONSS are aimed at building the capacity of its members through workshops, training and
knowledge sharing. CONSS pays much attention to gender empowerment, HIV&Aids prevention & care, and
advocacy on education - as the bedrock of all development. HIV&Aids became one of the most important
challenges to the continued development of many poor states, countries and continents in the world, Sokoto
State inclusive. In response to the multiple problems related to HIV&Aids, NGOs within CONSS per take in
not only advocacy but are seriously involved in providing care and support including counselling for PLWHAs.
For these purposes CONSS has built solid relations with international agencies represented in the country like
VSO, UNDP, UNFPA, and SFH. CONSS runs a Community Resource Centre on HIV&Aids which provides
the following services to youth, PLWHAs, NGOs and others: HIV&Aids counselling, provision of (data based)
information on HIV&Aids, provision of recreational facilities for youth, and member NGOs organise their
public enlightenment programs at the centre.

Achievements of CONSS include that a number of NGOs have received funding from VSO and other donors
with support from CONSS (ALEF, RUWOYD, WOSDI); With VSO/DCI support CONSS has established the
community resource centre in Sokoto; CONSS has improved NGO collaboration with government, government
agencies and international agencies in Sokoto - for the first time the NGOs were asked to participate in the
MoU drafting between the state and UNDP; there are also improved working relations with the State Action
Committee on HIV&Aids in the State; and increased support has been received from the Ministry of Women
Affairs in Sokoto - including office space for CONSS and for the Community Resource Centre; CONSS
organised activities such as world food day visit to the leprosy people at Amanawa, world aids day rally, etc.

Future activities are outlined in this program proposal. The details of some of these programs, and possible
activities not mentioned in this program, will depend on several factors, such as new knowledge on HIV&Aids
prevalence/responses, or any change regarding girl child education. Reduction in death rate from poverty
related diseases, improved literacy rates, improved nutritional status, the incidence of extreme poverty in the
state, and/or any emergency coming up will be taken into account when developing and implementing
activities.

Through this program for which we ask your support we hope to overcome some of the challenges that have
been slowing down CONSS, including the lack of adequate funds to execute programmed activities; socio-
cultural barriers that hinder people from accessing information on HIV&Aids; shortage of IEC materials; low
participation of the target group, especially women to access information provided by the Community Resource
Centre; and poor organisational, program and project management skills among members of CONSS.
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4. Critical Issues and Strategies

CONSS considers the critical issues on multiple levels, affecting both CONSS as a body, as well as the
members individually.

On the National and Sokoto State level it is important to realise that Nigeria, with 130 million people
the most populous country in Africa, is currently experiencing its longest period of civilian rule since
independence. 16 years of military rule had preceded the transition to civilian government in 1999. These years
of military rule led to the deterioration of facilities, infrastructure and services such as health, education,
housing and sanitation. Many Nigerians still do not have access to primary health care, basic education,
adequate housing, electricity or water. The under-five mortality rate is unusually high for a sub-Saharan
African country and about 40% of the population is not literate. All social indicators are markedly worse for
women than for men. The Nigerian Poverty Reduction Strategy Paper, NEEDS (National Economic
Empowerment and Development Strategy) of 2004 is the Governments’ response to these challenges.
Significant improvements have been recorded in many areas since 1999, but the development challenges
countrywide remain daunting (see table 1). Let us consider these challenges in Sokoto State.

Table 1: Development Indicators Nigeria (CIA World Factbook)

Population 131.859.731
Infant Mortality 97,14 deaths / 1000 live births
Life expectancy at birth 47,08 years
HIV/Aids prevalence rate 5,4% (3.6 million people)
Population below poverty line 60%

Sokoto is the upper north-western State of Nigeria, with a population of approximately 5 million. The
State borders to Benin in the West and Niger in the North. Sokoto state occupies a unique place in the history of
Nigeria. It is from here that the legendary Islamic scholar, Uthman Dan Fodio launched the Jihad in 1804,
introducing Islam to most parts of Northern Nigeria. To date, Sokoto remains the seat of the caliphate, centre of
Islamic learning. The population of Sokoto is predominantly Hausa. Their culture is closely linked to Islam.
They primarily make their living as farmers and shepherds, or as traders. Both inside and outside the villages,
one-third to one-half of the population lives in small farm settlements that are made up of extended families
under the authority and direction of the male head of the household. Hausa girls are often married at young age,
which can be as young as 11 or 12, although in recent times this is less common. Hausa women are given less
educational opportunities than men. In fact, they are often confined to the home, except for visits to relatives,
ceremonies, and the workplace. Sokoto State has for long topped the list of high rate of women and girl
problems. Such include poverty, girl-child withdrawal from school for marriage as well as Vesico Virginal
Fistulae (VVF). There is an unacceptably high level of maternal mortality in adolescents in Sokoto.

There is a small Christian minority living in Sokoto, generally living in peaceful coexistence with the
Muslim majority. But especially in times of elections tensions can become high, and incidences of violence can
occur. At the time of writing this is a critical issue, since the national elections are due in March 2007 and the
election campaigns are gaining full speed.

With regards to specific development indicators, the State is in many cases worse off than the national
average. Sokoto has for instance, long been one of the more educationally backward in terms of number of
schools and student enrolment. Many children work instead of going to school. This has led to a high illiteracy
rate and much ignorance regarding development problems and possible solutions. This had been aggravated by
a lack of general information facilities and dissemination such as through radio and newspapers. The main
bedrock of about 85% of the people in the state is agriculture. However, agricultural production has been low.
The agricultural sector has been largely neglected by the military government in the past. Sokoto State is also
one of the most backward in terms of commercial activities and industries. This contributes to the high level of
unemployment or underemployment. Also water supply and rural electrification have been largely neglected in
the past. In 2001 more than 50% of the population had no electricity. Another critical factor in the state is the
inadequacy of health services. Especially rural hospitals are inadequately staffed, equipped and supplied.
Diseases that have long disappeared elsewhere still thrive in Sokoto, such as leprosy and noma (see box 1).
Also worth mentioning are the environmental problems that Sokoto is being confronted with. Desertification is
one such problem, the lack of garbage collection another.
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The current State governor has committed himself to improving the basic living situation of its citizens on areas
mentioned above. CONSS sees an important role for Civil Society Organisations to complement these efforts
made by the State, and to make sure that programs are grounded in the needs of the target groups.

Critical Issues on NGO level:

With all the challenges described above, there is a need for a strong civil society to complement the
government’s efforts and/or provide those services that the government is (yet) unable to provide. Since the
return to civilian government in 1999, followed by the co-operation with the International Monetary Fund
(IMF) as exemplified in the National Poverty Reduction Strategy Paper (NEEDS) of 2004 and the Paris Club
dept cancellation of the largest part of Nigeria’s debt in 2005, there is now a more conducive environment for
Civil Society Organisations in Nigeria. International partners on the Federal and the State level demand
involvement of Civil Society Organisations in the development and implementation of poverty reduction
programs in return for financial support. International donors are working continuously on building civil
society in Nigeria. Between 2002 and 2004 VSO implemented a programme funded by the European
Commission to build the capacity of civil society organisations in Northern Nigeria. Several members of
CONSS, as well as CONSS itself, benefited from this program. However, the members NGOs of CONSS still
identify four critical issues regarding their performance and context:

1.  Lack of internal capacity:
Many organisations acknowledge having little experience with project management, or organisational
management for that matter. Many NGOs do not know how to write a successful project proposal, but even if
they do, they do not know where to send it for funding. There are only very few funding agencies present in
Sokoto. Most organisations do not have the resources to visit funding agencies in Abuja. Most NGOs work
according to workplans, but these are often very global and don’t provide much basis for adequate monitoring
and evaluation. The same counts for budgets. Most NGOs do not have any paid staff. Even if there is paid staff,
this often is administrative support staff, and not program staff (program officers and heads of the organisations
are in almost all cases volunteers). Most NGOs survive on the (often limited) voluntary contributions of the
most dedicated volunteers. It may be no wonder that the above in many cases leads to inadequate organisational
efficiency, transparency and accountability. This problem is aggravated by many donors refusing to allow the
use of funds for the covering of administrative and/or staff costs. For successful project these costs will have to
be made and paid for. Also on the programmatic level NGOs often lack knowledge. NGOs working on
HIV&Aids prevention/care/treatment may for instance not be up to date with the last developments due to lack
of access to internet, journals, and other information sources. CONSS has been building the capacity of its
members through training, knowledge sharing and information dissemination and sees this as one of its main
objectives.

2.  Lack of co-operation between NGOs and networking:
Many NGOs lack the skills needed for networking and practical co-operation, leading to ineffective networks.
Many NGOs are still defining their own identity and are therefore not fully capable of working together with
others and to network. Lack of trust between NGOs is also identified as a reason for lack of co-operation and
networking. This lack of trust may be rooted in personal and/or organisational differences. Communication
gaps and weak leadership at the co-ordination level add to the problem.  However, NGOs in Sokoto do value
networking and see it as an important means to share knowledge and resources and to build better programs.
CONSS has been very successful in bringing NGOs in Sokoto together under one umbrella, as exemplified by
the large number of NGOs coming for the monthly meetings and the joined efforts of NGOs in Sokoto to
celebrate World Aids Day every year since 2002. Through this experience CONSS is certain that the level of
cooperation can – and should – be increased by improving the network structure and facilitating more
cooperation.

Box 1: Noma
Noma generally starts as an ulcer in the mouth of generally very young children, which if untreated, rapidly  progresses to involve the cheek
of lip. Survivors of noma often have severe disfigurement of the face. In Sokoto there is a noma clinic supported by volunteer medical teams
from abroad that operate numerous children 4 times a year. Noma thrives in communities characterized by extreme poverty, severe
malnutrition, unsafe drinking water, poor sanitation, poor oral health practices, high infant mortality, limited access to high-quality health
care, and a high prevalence of low birth weight, attributable primarily to intrauterine growth retardation. In these communities, families may
share their overcrowded, poorly ventilated living quarters and sources of drinking water with domestic animals, and foods for infants may be
prepared under unhygienic conditions.
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3.  Lack of political support:
CONSS acknowledges and greatly appreciates the increasing involvement by the State of Civil Society
Organisations in Programme Development, and (more limited) Implementation and Monitoring. However, this
still only concerns a limited selection of policy issues (HIV&Aids) and is not adequately complemented by other
types of support. NGOs often find it hard to get a message through to a State Ministry and the members of
CONSS find that there is too limited political & financial support available to NGOs. Also on the local level
NGOs struggle to get support for their programs in a local government area, while this is where many programs
are most urgently needed. This support may be lacking from either a State Governor or religious leader. Some
NGO programs suffer more than others because of conservatism in the State, for instance regarding condom
promotion or women’s rights. In conclusion it can be said that an important start has been made regarding
NGO involvement in the State, but that this needs further institutionalisation. A desk at the State level and the
local level specifically for involvement of and support to NGOs may be of help. CONSS has obtained important
recognition in the State and has good contacts within several ministries. Therefore CONSS has a good basis to
obtain more support for NGOs in Sokoto State through lobby & advocacy.

4.  Ignorance and illiteracy in the State:
Many NGOs find that lack of support to their programs is largely due to ignorance with regards to NGOs, and
their work. Many people have no idea about what NGOs can contribute to society. In many places NGOs still
have to win the trust of individuals and communities. CONSS members will have to win this trust by
successfully implementing valuable programs. Many NGOs also struggle to get support for their programs
because they go against religious, cultural and/or traditional beliefs and practice. Illiteracy, or lack of education
of a large part of society (and especially women who are a primary target group of the majority of NGOs in
Sokoto) exacerbate this problem. Therefore many NGOs focus on educating women and stimulating girl-child
education as to work on a primary condition for development: education.

Critical issues on CONSS level:
During the Strategic Planning workshop a SWOT analysis of CONSS was made. The outcome was that CONSS
has great potential to build the capacity of its members and to co-ordinate lobby & advocacy and increase the
influence of its members on policy making but that: the co-operation between the members of CONSS is still
limited (partly due to lack of trust); CONSS does not have enough (reliable) funding to cover its administrative
costs; CONSS has inadequate funds to implement activities, projects and to disseminate information; leadership
skills of CONSS executive council is underdeveloped; members of CONSS show limited commitment because
they see no immediate benefit; lack of permanent staff endangers continuity; external conservatism and lack of
political support, and; dependency on few donors. But CONSS also has major strengths and opportunities,
including the number of member organisations; the available expertise of dedicated volunteers and contacts;
support CONSS’ members are very diverse and some of them have valuable contacts with religious and/or
traditional leaders. In cooperation with these members CONSS can get the support from traditional and/or
religious leaders where necessary to increase public support for NGOs development efforts.from VSO, UNDP,
SFH and the Ministry of Women Affairs; its build up relations with other institutions and its proven ability to
unite the members for joined activities. Taking CONSS characteristics (see chapter 4) and the critical issues
into account, CONSS chooses a comprehensive strategy of networking, capacity building and lobby&advocacy.
This strategy can be visualised as follows:

Improved quality of life
and raised living standards
for people living in Sokoto

Increased access to NGO and
government services

NGOs are eligible for
funding

Ability to reach goals/target
groups

A vibrant NGO sector working
in partnership

Effectivity and
accountability

Increased government
support

NGOs value
networking

Good technical and
programmatic NGO skills

Successful Lobby &
advocacy
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Only through this combination of strengthening the network, the capacity of its members, and its external
(political) support can the final objective of CONSS be reached (more access to NGO services in Sokoto State
leading to improved quality of life and raised living standards). Most of the activities under these strategies are
to be implemented by groups of member NGOs (“focus groups”). All members of CONSS will be divided into
one of 6 groups (1. HIV&Aids, 2. Human Rights, 3. Sustainable Livelihoods, 4. Environment, 5. Education or
6. Health). The groups will come together at least every other month to share knowledge, work on joined
project proposals and to develop and implement joined advocacy. They will also receive training. Apart from
this every month the members come for a general meeting where knowledge is shares and decisions are being
made. Several working groups and an executive council made up of the members will take care of running the
coalition, together with 3 employees in the office. This will guarantee full ownership of the coalition’s activities
by its members.

STRATEGY

1: Good communication
and co-ordination

2: Capacity Building 3: Lobby & Advocacy
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5. Program goals & Objectives

The overall objective of CONSS is “to strengthen member NGOs through capacity building, advocacy,
coordinated action, knowledge sharing and networking with stakeholders, towards skilled, transparent and
accountable NGOs working on equal, participatory and sustainable development in Sokoto state.”

The three programs of the Coalition are: 1. Networking; 2. Capacity Building; 3. Lobby&Advocacy. Their goals
are:

1.  The members of CONSS have increased their co-operation with each other and with other organisations.
The members of CONSS are more transparent and accountable and have found increased access to external
funding. The Community Resource Centre on HIV&Aids is run successfully and provides valuable services
to youth and NGOs regarding HIV&Aids prevention, care & treatment.

2.  CONSS and its members have improved technical skills to run projects, programs and their organisations,
and have more access to capacity building materials and tools.

3.  CONSS and NGOs in Sokoto have increased influence on policy making in Sokoto State and receive more
support from State agencies and traditional leaders for the implementation of their programs/projects.
CONSS shall collaborate with national networks to have influence on the national level. The target groups
of CONSS’ members have increased access to NGO services and find more local and governmental support
for their cause.

The objective of Uniting CONSS' members through networking activities is to increase co-operation between
NGOs, thereby stimulating mutual learning towards more effective programs and prevention of unhealthy
competition and duplication of efforts. The Celebration of World Aids Day has proven to be such a binding
event, as well as the monthly general meetings.
CONSS, as an umbrella bocy, sees an important role for itself to improve the efficiency, transparency and
accountability of its members through setting strict membership criteria and monitoring adherence to a Code of
Conduct.
Also by making each member a member of one of six focus groups CONSS will be able to  monitor its
members. By this the members will feel stimulated (and supported!) to improve their performance and become
fully worthy of public and donor trust.
Another important objective of the Networking program is to improve cooperation with external (non-member)
bodies. Through spreading of information material (digital and hardcopy) and following this up with different
means of communication, CONSS will be able to increase its level of cooperation with other agencies.
CONSS also aims to link its members through joined project proposals. CONSS will stimulate its members to
work together on projects with like-minded organisations and these organisations will be guided through the
project development, implementation, and M&E phases. Considering that many members of CONSS have little
knowledge on how to develop, implement, and M&E their project, this joined proposal writing will be of great
help to them.
The Community Resource Centre on HIV&Aids is a running project initially funded by VSO. It is a place
where many members come together to either have a short meeting, to use the computers for their NGOs work
and/or to get information on HIV&Aids. Providing information and counselling services on HIV&Aids is the
primary objective of the centre. The primary target group is youth. Many organisations and youth peer
educators continue to be able to get information from the centre and access to existing and new services.

The objectives of the Capacity Building program are to increase organization, program and project
management skills. Many NGOs in Sokoto lack skills on how to develop, implement and M&E their project
and on how to run their organisation. Based on a needs assessment 4 workshops will be organised annualy to
build the technical skills of NGOs. Many NGOs in Sokoto additionally need training on their field of expertise
to remain up to date with latest developments and to learn from successful interventions. For Livelihood
organisations this can for instance be a training on microcredit options. CONSS wants to provide its members
with this kind of training. The committees of CONSS that are responsible for the running of (a part of) the
coalition, should also be trained to be able to manage their responsibility. The Fundraising Committee for
instance needs training on how to raise funds and how to approach donors.
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Knowledge sharing is an important objective of the Capacity building program. One activity for CONSS to
organize is excursions to successful NGOs and institutions, CONSS  members will be inspired to equal their
success and to learn from their experience. It also provides the member NGOs with an opportunity to (learn
how to) network through visits to other organizations. CONSS has experienced the value of study tours through
receiving a Kenyan and Cameroonian NGO delegation in the past.
Another objective of the Capacity Building Program is to document capacity building  material. For continued
growth of CONSS as a network it is important to carefully document any activity and training that takes place,
for easy replication, reference and as knowledge to build upon.

The objective with the Advocacy program is to increase the influence of CONSS and its members on policy
making, implementation and monitoring. The goal of the advocacy will be to ensure that key civil society
stakeholders/representatives will be involved in any policymaking, implementation and monitoring relevant to
their field of expertise/stakeholders.
Through facilitating focus group lobby&advocacy CONSS’ members will be stimulated to voice their opinion
regarding policy/public attitudes with like-minded organisations on their field of expertise. This will greatly
stimulate cooperation between NGOs and it will stimulate their critical thinking, awareness and sense of (joint)
responsibility amongst CONSS members. Their Lobby/Advocacy will be supported by projects in the field,
giving an example of best practice to be supported/replicated by the State.

Above: women in Shuni village. In 2006 a Cholera outbreak occurred in this village. CONSS paid advocacy
visits to relevant agencies and got media attention in order to get adequate government response to this
outbreak.
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6. Management goals & Objectives

CONSS is a relatively young organisation and can be considered in between the formative period and the status
quo/growth period. Members meet very regularly, and benefits of investing in coordination have become
apparent (such as funding, contracts and work plans). But the systems and procedures to support collaboration
between CONSS members (and between CONSS and its members) need further development. Some members
have still not discovered the value of the network and have been unable to benefit and/or contribute. CONSS
should monitor the state of the network very well to make sure that it grows to its potential. This Strategic Plan
is a response to the identified need for improved coordination systems and procedures to support (practical)
collaboration between the body and its members and between the members themselves.

Through the implementation of this strategic plan CONSS hopes to continue with a significant, but realistic,
growth in the coming 3 years. Already in 2006 important progress has been made. As part of this can be
considered the development of this Strategic Plan; the review of the constitution and set-up of the Executive
Council and the development of Staff Policy.

After the drafting of the Strategic Plan it was considered necessary to make changes to the structure of the
Executive Council of the Coalition, and change the relevant paragraphs of CONSS’ constitution. The Strategy
had to find thorough support in the Structure. Therefore the former 12-headed Executive Council was replaced
by an 8-headed one, directed towards programmatic results. The structure of CONSS can be pictured as follows
(after the November 2006 elections):

The focus groups of NGOs are key to the strategy. Many members of CONSS need assistance in project,
program and organisational management. Trough these focus groups they will receive this practical support. It
will also stimulate joined operations and uniting of forces. The success of the focus groups is largely guaranteed
by the immediate benefits to the members participating, such as training, excursions, joined fundraising for
projects and funding available per group for advocacy. Proper management of the focus groups is the joined
responsibility of one executive council member and the program officer. Regardless of any funding received by
CONSS from donors, own contributions from the members will continue to be important as a sign of
commitment and ownership. These include subscription fees, monthly contributions, and levying for activities.

The executive council and the focus groups need the support and monitoring from a Program Officer. For the
past 2 years a VSO volunteer has been responsible for strengthening the capacity of members of CONSS and
for assisting in project development. It is the intention that in the future a Nigerian staff member can take over
this responsibility. However, for the period of this Strategic Plan (2007-2009) CONSS foresees the need for a
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VSO volunteer to build the capacity of staff of CONSS (a Program Officer and an Accountant). The staff costs
relative to program costs should also decrease towards 2009. By the end of 2008 the structure and systems of
CONSS should provide a firm enough basis for programmatic growth.

The main management goal for the period under this strategic plan is thus internal professionalisation towards
organisational stability and sustainability. This includes the (further) development of staff policy, donor
diversification, membership policy and building experience with supporting members in project management
and monitoring and evaluation.
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7. Appendices

1.  Logical Framework
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