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Foreword

“My vision for CCT is to continue building a network of Village Hives across Battambang District

and develop a scalable blueprint that can be implemented in every district across Cambodia.

This would create a robust and sustainable public social protection system focused on

prevention and early intervention.” Tara Winkler

Localisation requires a shift in attitudes
and perspectives among all stakeholders,
including non-profit organisations, local
governments, and beneficiaries. These
entities should shift from a top-down
approval to an upstream approach that
actively seeks input from local
communities. This involves recognising the
unique culture, social, and economic
contexts of the communities they service
and valuing local knowledge and expertise.
The Cambodian governments need to
embrace their role as facilitators of change.
They also need to prioritise community
engagement and recognise the legitimacy
of local voices in governance. Locals should
be empowered to take an active role in
shaping the services and interventions that
impact their lives. This empowerment can
be fostered through education, advocacy,
and participatory processes that
encourage dialogue and co-creation.

In addition, locals should participate in all
stages of child protection services to
ensure that services are culturally
appropriate and effectively address the
specific challenges faced by the local
community. This shift will not only
empower local communities but also
enhance the effectiveness of child
protection services, leading to better
outcomes for children in Cambodia.

Trust is a fundamental component of the
localisation process. NGOs must genuinely

believe in the abilities and capacity of local
stakeholders to lead initiatives. This
requires providing support, training, and
resources to enhance local capacities
rather than imposing solutions from the
outside. For local communities to engage
meaningfully, they must feel assured of the
NGQO’s long-term commitment to their
well-being and development. Building trust
involves consistent, transparent
communication and honouring any
commitments made to the locals. Effective
communication is essential for successful
localisation, serving as a tool for
transparency, accountability and local
engagement. Transparent communication
allows stakeholders to understand the
goals, processes, and expectations

associated with localisation.

CCTis aiming to completely pass the Village
Hive operation to locals by 2032. An
effective exit plan is not just a procedural
necessity; it is crucial for fostering
sustainability, empowering local
stakeholders, and minimising disruptions
after the withdrawal. By focusing on
capacity building, clear communication,
and ongoing evaluation, organisations
such as CCT can leave a lasting positive
impact on local communities and empower
them to thrive independently. This might
be seen as an end into a new beginning for
the local stakeholders.
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Executive Summary

The Village Hive project, initiated by the Cambodian Children’s Trust (CCT), exemplifies a
groundbreaking approach to localising child protection services in Cambodia’s Battambang
Province. This evaluation report assesses the project’s effectiveness through a rigorous
thematic analysis of qualitative data collected via interviews, direct observation, and
secondary sources such as policy documents and financial records. The analysis follows
Baguios et al.'s (2021) localisation framework, focusing on dimensions of agency, ways of
being, and resources. This approach enables a nuanced understanding of how CCT’s
localisation efforts empower communities to independently manage social protection
initiatives and overcome systemic challenges in the Cambodian context.

At its core, the Village Hive initiative addresses child protection through a strengths-based
model that prioritises prevention and early intervention over crisis response. Collaborating
with local authorities, social service providers, educators, and healthcare professionals, CCT
has established Village Hives in the Ou Char and Svay Pao Communes. These communes
deliver essential services, such as education, healthcare, and social support, to help
vulnerable families achieve self-sufficiency and reduce reliance on institutional care.

The project’s “upstream accountability” model fosters community empowerment by
transferring decision-making authority to local stakeholders, who co-create, manage, and
sustain child protection services. In 2023 alone, the project successfully prevented the
separation of over 1,100 children from their families, handled 344 cases through a dedicated
child protection hotline, and strengthened community trust in local governance.

Key recommendations include further digitisation of financial processes, enhanced policies
for local decision-making, fostering a culture of anti-corruption, and ongoing capacity-
building initiatives. CCT envisions that by 2032, local communities will sustain these services
independently, establishing a resilient and locally-led social protection system in Cambodia.

Recommendations:

1. Digitalise financial processes to streamline financial operations and
improve transparency.

2. Develop a policy for local involvement in decision-making.

3. Fostering a culture of anti-corruption in reporting.

4. Provide ongoing training sessions and education programs for local

community members.

Vi
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Section One: Overview

1.1 Localisation

Over the past decade, there has been a growing effort to cultivate and promote locally-led
humanitarian and development aid activities. This has resulted from widespread recognition
that the traditional humanitarian system has been long dominated by international actors
and that it largely emphasises applying modern Western ideals to culturally distinct non-
Western countries (Barakat & Milton, 2020). It is argued that this top-down approach has led
to an unequal distribution of power, keeping those most affected by crises as passive
recipients of aid (Barbalet et al., 2021; Hodgson et al., 2019).

The concept of localisation can be defined as “the need to recognise, respect, strengthen,
rebalance, recalibrate, reinforce or return some type of ownership or place to local and
national actors” (Barbelet, 2018, p. 5). It emphasises shifting the power to local people as
active participants and decision-makers in their country or region’s own development and
humanitarian activities.

Despite the humanitarian sector acknowledging the importance of localisation and numerous
attempts at localisation, there remains a considerable gap between the intended model of
localisation and its actual implementation in practice (Pincock et al., 2021). Many barriers to
implementing localised humanitarian and development aid activities persist, including a lack
of clarity in its definition and scope (Barbalet, 2018), funds being primarily allocated to
international NGOs resulting in limited access to funds by local and national actors (Baguios
et al., 2021), a lack of trust between international actors and local or national actors, and
concerns around the capacity of local actors to uphold traditional humanitarian principles
(Barbalet et al., 2021).

There is a small body of emerging evidence to suggest that localisation can lead to more
effective humanitarian outcomes (Barakat & Milton, 2020), cost-efficiency (Wall and
Hedlund, 2016; UNICEF, 2019), and faster response times (Bamforth et al., 2020). However,
there remains a significant gap in the literature regarding the comprehensive and rigorous
assessment of the quality, efficiency, and impact of localised humanitarian responses
(Barbalet et al., 2021).

Several frameworks have been developed in an effort to measure progress towards
localisation (Van Brabant & Patel, 2018; Hag & Piango, 2019; Near, 2017). This report uses
Baguios et al.'s (2021) conceptual framework on localisation, which emphasises the process
of localisation as the journey towards locally led practice. Further details on this framework
can be found in Section 2 of this report.

The current report focuses on the CCT’s Village Hive project as an example of localising child
protection services in Cambodia.
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1.2 Aim of this report

This report aims to evaluate the effectiveness of localising child protection services in
Cambodia, with a specific focus on the Village Hive project implemented by CCT.

The Village Hives align with global efforts initiated to empower local actors in humanitarian
service delivery, aiming to rectify historical exclusion and enhance service reach,
effectiveness, accountability, and sustainability (Agenda for Humanity, 2016). Through
interviews, direct observation and review of operational policies, frameworks, and reports of
the Village Hive, we delve into the motivations of stakeholders, the localisation process, and
its associated challenges.
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Section Two: Background

2.1 Child protection services in Cambodia

Sixteen percent of Cambodians live in poverty (Oxford Poverty and Human Development
Initiative [OPHI], 2023). Children are particularly at risk, and when poverty is measured using
a comprehensive methodology that includes child-related indictors such as nutrition, health,
early childhood development, education, water, sanitation, and housing, almost half of
Cambodia’s population aged 0-17 years fall within the definition (United Nations Children’s
Fund [UNICEF] Cambodia, 2023).

Of the 11 ASEAN member countries, Cambodia has the highest prevalence of violence against
children (UNICEF Cambodia, 2018). Findings from a nationwide survey in 2014 of 2,300 young
Cambodians aged 13 to 24 years revealed that 50% had experienced at least one form of
violence before the age of 18 (UNICEF Cambodia, 2014). Other threats to the protection of
children in Cambodia include the prevalence of economic exploitation of children and an
ineffective justice system that fails to prosecute perpetrators of abuse and exploitation of
children (Jordanwood, 2016).

The Ministry of Social Affairs, Veterans and Youth Rehabilitation (MoSVY) in Cambodia is
responsible for child protection at a national level. However, it is generally recognised as
lacking the capacity or funding to provide service delivery at a local level (Jordanwood, 2016).
This is compounded by the fact that there is a lack of qualified social workers in Cambodia
(Fronek et al., 2019; UNICEF Cambodia, 2019). As a result, services provided as part of
Cambodia’s child protection system are largely delivered by a multitude of international NGOs
who often work alongside local organisations. This has resulted in unequal distribution of
services and, at times, inconsistent service delivery due to the changing priorities of these
international NGOs and their donors (Jordanwood, 2016).

Like many low- and middle-income countries, Cambodia has experienced a rapid expansion
in residential care institutions (or ‘orphanages’) in the past several decades. A national
estimate of children in residential care institutions in 2017 found that 1 in every 100 children
in Cambodia were living in residential care despite the vast majority of these children having
at least one living parent (Stark et al., 2017). As part of the study, 1,737 children aged 13-17
in institutional care in Cambodia were interviewed, and 75% of these children reported that
they were living in residential care to “escape poverty and pursue educational opportunities”
(Stark et al., 2017, p. 7). This finding demonstrates the appeal of residential care for families
who can otherwise not afford to provide for their children. It also reflects the lack of feasible
alternatives for these families.
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The proliferation of residential care institutions in Cambodia can also be explained by an
increase in orphanage tourism. A report conducted by UNICEF in 2011 found that many
residential care centres in Cambodia had turned to orphanage tourism to attract international
donors, often through offering volunteer opportunities for middle-class Westerners (UNICEF,
2011). In addition to this, almost all residential care centres in Cambodia are funded by
international donors (MoSVY, 2017). As a result, the residential care industry in Cambodia is
largely unregulated and lacks effective oversight (Fronek et al., 2019). A report by the
Cambodian Government in 2017 found that 38% of residential care institutions fell outside of
the government’s regulatory framework, and 12% were not registered with any government
agency (MoSVY, 2017). This raises concerns for the safety and well-being of the children living
in these residential care centres.

In an effort to improve the child protection system, the Cambodian government has
implemented several new initiatives in recent years. The National Child Protection
Commission was established in 2015 with the goal of eliminating all forms of child abuse,
violence, and neglect. Additionally, a national policy on child protection systems was created
in 2019 (UNICEF Cambodia, 2023). The Commune Committees for Women and Children,
established in 2004, continue to act as a relatively effective advisory body regarding reports
of child abuse in the community, as well as providing referrals to NGOs in the business of child
protection services. Alternatively, they may deliver the services themselves (Jordanwood,
2016).

In 2016, as part of a national action plan in collaboration with UNICEF, the Cambodian
government set a national two-year target to deinstitutionalise and reintegrate 30% of
children in residential care who could otherwise be cared for by existing family members. As
a result, the number of children in residential care has gradually fallen, from 16,579 in 2015
to 5,440 in 2021 (UNICEF Cambodia, 2023). However, a significant barrier to this
deinstitutionalisation effort remains in that many residential care institutions have little
incentive to participate, given the financial gains from orphanage tourism (Fronek et al.,
2019). Also, while the rate of poverty in Cambodia has decreased from 35% in 2018 (OPHI,
2018) to 16% in 2023, the conditions that have led many families to send their children into
residential care in the first place remain the same.

Despite significant progress in child protection in Cambodia, many challenges persist. A lack
of comprehensive legislative frameworks, coupled with limited implementation and
enforcement mechanisms and capabilities at both a national and local level, continue to result
in a substantial gap between intended and actual outcomes (UNICEF Cambodia, 2023).

2.2 Cambodian Children’s Trust (CCT)

CCT is a non-profit organisation co-founded in 2007 by Tara Winkler, an Australian an
Australian activist and child protection leader, and Pon Jedtha, a Cambodian monk. The
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organisation's primary focus is on supporting vulnerable children and families in Cambodia,
particularly those affected by poverty, abuse, and exploitation.

The history of CCT is deeply intertwined with Tara Winkler's personal journey. In 2005, at the
age of 21, Winkler travelled to Cambodia as a volunteer. Shocked by the conditions she
witnessed in an orphanage, including neglect and abuse, she decided to take action. Alongside
her Cambodian colleague, Pon Jedtha, she established the CCT with the mission of providing
better care and support for vulnerable children.

Initially, CCT's efforts were centred around rescuing children from abusive orphanages and
placing them in safe, nurturing environments. Over time, the organisation expanded its
programs to address broader issues affecting children and families in Cambodia. These
programs include education, healthcare, vocational training, and community development
initiatives.

One of CCT's significant achievements is the establishment of the "Village Hive" in
Battambang Province, Cambodia. The Village Hive serves as a model for preventative child-
protection, addressing the root causes of poverty within families to reduce the demand for
costly crisis services. In addition to developing public health and public education, the Village
Hive offers robust early intervention services, ensuring basic needs are met and cultivating
families’ capacity to achieve financial self-reliance and resilience to safeguard against future
risks, as well as providing support for family reunification whenever possible.

CCT's work has received recognition and support from various international NGOs such as
Save the Children, UNICEF, and Plan International, as well as from numerous individuals
worldwide. The organisation continues to expand its reach and impact, striving to improve
the lives of vulnerable children and empower communities in Cambodia.

2.3 Village Hive

CCT is working towards building a public social protection system called the Village Hive in ten
communes and 62 villages in the Battambang District. The Village Hive is built through
collaborative co-creation with each commune and is owned and operated by the local council.
The first Village Hive was established in the Ou Char Commune in 2022, with the second being
established in the Svay Pao Commune in 2023.
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The Village Hive Project is a partnership between CCT, the local commune council, Cambodian
government social service providers, educators and health care practitioners. The team
consists of 62 local leaders in the commune councils. Stakeholders include CCWC members,
the Chief of Women’s Affairs, commune chiefs, the deputy municipal governor, school
principals, deputy school principals, DoSVY, health centre directors, OSVY, the police, the
provincial WCCC, teachers, and village chiefs. Thus, the Village Hive is a community-focused
initiative aimed at enhancing public services, particularly in areas such as education and
health, to improve living standards and support vulnerable populations. It typically
emphasises strengthening public education systems, providing access to healthcare, and
offering social support services to children, youth, and families in need. The goal is to build
resilience within communities by addressing basic needs, preventing crises, and fostering
long-term empowerment and stability. Programs include early intervention services, crisis
response, and initiatives that promote financial independence and self-sufficiency. Overall, a
Village Hive works to create a holistic support network that strengthens community ties and
improves overall quality of life. The primary focus of the Village Hive is the social protection
cases managed at the commune level.

At the heart of the Village Hive project lies a commitment to building a nurturing environment
where no vulnerable child is left behind while empowering families with the resilience needed
to face future challenges (refer to Figure 1). This project ensures that the whole community
is represented and has a voice. Developed through a collaborative process involving a diverse
group of local stakeholders—families, youth, social care professionals, educators,
government representatives, and the wider community—this model fosters a forward-
looking child protection system centred on collective well-being.
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FIGURE 1 Cambodian Children’s Trust

Source: Cambodian Children's Trust (2023)

The Village Hive initiative addresses child protection in Cambodia through a strengths-based
model of prevention, early intervention, and crisis response, fostering community resilience
and self-reliance.

2.3.1 Prevention and Early Intervention

The initiative combines essential services—healthcare, education, safe housing, and
sanitation—to prevent crises and reduce poverty’s impact on families. By improving local
schools and health clinics, the Village Hive enhances community living standards and
strengthens public health and education. Schools receive infrastructure upgrades, and
teachers gain support in child protection and behaviour management. Health clinics receive
additional resources, staff training, and equipment, emphasising preventative care.
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Early intervention includes targeted services like financial literacy and counselling. Families
participate in needs assessments, budgeting exercises, and income-generating activities to
build financial stability. Regular monitoring ensures sustainable progress, allowing families to
gradually reduce dependency on support services.

2.3.2 Crisis Response

The Village Hive’s crisis response policies prevent child abuse by engaging communities in
child protection networks and equipping families with training on positive parenting, financial
management, and addiction support. A 24/7 emergency hotline in Battambang addresses
immediate child protection concerns. Crisis support includes safe accommodation, kinship
care, and therapeutic counselling, while reintegration services help children return to stable
family environments.

FIGURE 2 Upstream approach — Prioritising Prevention and Early Intervention

Crisis &
Recowery

Crisls Services

Eorly Intervention

Sorinl Services
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The initiative leverages local wisdom by involving community leaders and social workers from
within the community. Using frameworks like Signs of Safety, social workers empower
families to identify strengths and develop self-determined solutions, fostering independence.
This approach builds family resilience, reduces reliance on external support, and creates a
sustainable, community-based child protection model.
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Section Three: Localisation through the Village Hive

3.1 Theoretical Framework

We adopted Baguios et al.’s (2021) conceptual framework on localisation to enhance our
understanding of how localisation within CCT’s Village Hive unfolds. Baguios et al. (2021)
categorise localisation into three core dimensions: agency, ways of being, and resources.
Agency refers to the capacity of local or national entities to identify their own challenges and
priorities, and to develop and implement their own solutions. Ways of being introduces a
decolonial perspective into the conversation about localisation. Resources refers to funding
received by local actors. These dimensions are shaped by five levers of localisation: decision-
making, priorities, knowledge, relationships, and delivery. More information on each of the
levers can be found in Figure 4. The framework also looks at the direction of the localisation
effort. The direction of localisation signifies the origin of localisation endeavours, which can
either stem from the Global North (downstream approach) or the Global South (upstream
approach) (see Figure 3).

FIGURE 3 Framework for characterising localisation

Character of Localisation Efforts Shaping Power Dynamics

Levers Dimensions Directionality
* Decision- * Resources
Making From the
* Priorities -, Agency ot
* Knowledge
* Relationships + Ways of Being
* Delivery

Source: Adopted from Baguios et al.’s (2021)

The interaction among the dimensions, levers, and directionality determines the extent to
which local actors can exercise power and influence within a localisation effort, such as
decision-making authority. It also determines the capacity of local actors to resist the
influence of external authorities.

The "levers of localisation" — decision-making, priorities, knowledge, relationships and
delivery — represent the tangible aspects of localisation and are crucial for maintaining
progress towards effective, locally-led practices. External actors aiming to enhance their
localisation efforts can adjust these levers.

10
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Figure 4 depicts the five levers of localisation. These levers provide a detailed framework for
understanding and modifying practices and distinguishing between different aspects of
localisation that are often conflated, such as creating and using local knowledge.

The levers do not directly map to specific dimensions but rather interact in complex ways to
determine outcomes, such as resource transfers, agency, and respect for local practices. The
questions in Figure 5 are intended to describe and analyse the specifics of each localisation
effort rather than prescribe normative solutions.

FIGURE 4 Levers of localisation

Levers of localisation  Key questions to describe the lever

Decision-making e Who gets to make decisions, and what decisions do they get to make?
Priorities e Whose priorities/preferences are considered in the localisation effort?

e Whose knowledge counts in understanding the local context, including in
Knowledge

identifying the problem and developing solutions?

Relationships e What roles does each stakeholder have in the localisation effort?

e Which organisations and/or personnel actually deliver localisation

Deliver . o .
¥ efforts? Who carries out the monitoring and evaluation?

Source: Adapted from Baguios et al., 2021, p. 14.

Baguios et al. (2021) provide several indicators to determine whether the dimensions of
localisation have been achieved by a given localisation effort (see Figure 5):

FIGURE 5 Dimensions of localisation

Dimensions Indicators
Agency e Local actors are able to set their own agenda and pursue their own priorities.
e Local actors are able to identify problems and lead in the search for a
solution.

e Local actors have space to make key decisions by themselves or with
local/domestic stakeholders.

Ways of being e Local actors are not compelled to change their (organisational/individual)
identity when engaging with international actors.

e Local/indigenous knowledge systems are recognised, respected and used.

e Local cultures and ways of working are respected.

e Local meanings and values are respected.

Resources e Funds are transferred to local actors in line with or greater than existing
targets.

e Funds are transferred directly to local actors without intermediaries.

e The way to access funding is inclusive and not burdensome to local actors.

e Local actors are able to use the resources according to their needs and
preferences.

e There are no time frames or restrictions associated with the funding.

The following section outlines the applied methods and sample used in this study.

11
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3.2 Research Method

Following a qualitative case study approach, our research focuses on the localisation of CCT’s
child protection services in the Ou Char Commune, located in the Battambang District,
Battambang Province, Cambodia. The Ou Char Commune encompasses six villages with a
population of 17,840 people, including 2,872 families with 7,474 children. The commune is
serviced by four public schools and one charity-run and shares a village health centre with a
neighbouring community.

In 2020, CCT launched an initiative to transform the orphanage into a community-centred
model of family-based care named the Village Hive. Our study includes an examination of
CCT’s: financial reports spanning 2021 to 2023; impact reports covering the years 2020 to
2023; governance structures; child protection policies established in 2021; and two
independent evaluation reports. Additionally, we analysed CCT’s accountability mechanisms,
policies, and guidelines specifically related to the Village Hive. The study received ethical
approval, and CCT facilitated access to essential data for our research. The chief investigator
conducted fieldwork that included interviews with local authorities and staff associated with
the Village Hive model. Additionally, direct observations were made at the schools to gather
insights into the implementation and effectiveness of the program. We conducted interviews
with 31 stakeholders, including social workers, donors, senior leadership from CCT, and local
authorities. The titles of the interviewees and corresponding codes are detailed in the table
below.

FIGURE 6 List of interviewees

Quantity Interviewees

10 CCT Leadership

2 Co-founders, CCT
Managing Director, CCT

7 Operational Managers

Local Social workers

6 Social workers
Donors

4 Donors

11 Local Authorities

1 Commune Council Member

2 Commune Chief

1 Head of Provincial Department of Women’s and Children’s Consultative Committee
(PWCCC), Provincial Level

1 Officer, Department of Education

1 Director of Social Work and Health Office

2 Leader of Commune Council for Women and Children

1 Leader of the Village Health Clinic

2 Official from the public school

12
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The overall aim of the interviews and observations was to investigate how to localise child
protective services, with the objectives being to better understand the motivations driving
diverse stakeholders to participate in the localisation process, the dynamics of the process
itself, the effectiveness of the project and the challenges encountered.

The data were analysed using a thematic analysis method. The research team reviewed all
collected data to grasp the overarching narrative and construct a comprehensive framework.
Initially, detailed mind maps and open code matrices were developed to capture the raw
complexity of the data. Subsequently, we transitioned from open coding to core coding,
condensing and refining the initial codes into more coherent categories.

Interpreting the data involved a multifaceted approach. Initially, we conducted an extensive
review of the data, identifying prominent patterns and themes. A secondary synthesis was
then juxtaposed with the initial findings to uncover overlooked insights. Our notes were
continuously updated and scrutinised to ensure the evidence was meticulously organised.

To synthesise our findings, we used mind maps and thematic diagrams, amalgamating diverse
perspectives to visually represent our data effectively. In the final phase, we crafted
comprehensive ‘thick’ descriptions of our findings, presenting a detailed narrative rooted in
the data. Throughout this process, we revisited various pieces of evidence as needed,
ensuring consistency and alignment with the entirety of our dataset. This rigorous
methodology facilitated a thorough interpretation of the data, enhancing the robustness and
validity of our research outcomes.
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Section Four: Findings

The themes that emerged from the interviews, direct observations and secondary data are
described below. Direct quotes have been edited for clarity and brevity.

4.1 Direction in Village Hive: Upstream Accountability Approach

The upstream approach to child protection, as illustrated in Figure 2, is centred on early
identification of needs to prevent crises. By addressing fundamental requirements such as
education, nutrition, childcare, healthcare, and safe housing, these services aim to help
families build resilience and achieve financial independence at the commune level.

Further, in empowering local leaders to assume their rightful roles within the Village Hive, the
approach draws from the concept of conscientisation (Freire, 1972). This includes raising
awareness regarding power dynamics, privilege, and forms of oppression, resulting in shifts
in societal norms and perspectives about the involvement of charitable organisations in
community development. Local leaders are co-creators, engaging in consultation with the
community to inform all aspects of the Village Hive's design, implementation, and ongoing
development. This inclusive approach is significant for community investment and ownership,
ensuring the project's sustainability and enhancing the delivery of high-quality services.

As part of the interviews, local stakeholders and leaders were asked about their involvement

in the program’s setting. The majority of participants reported that they were heavily involved
in decision-making and their insights were valued.

“So every meeting involves the family and the commune, council member and the
CCT.” — Participant 3

“They have regional meetings, so the commune is involved, and they decide on the
project.” — Participant 1

“[CCT] involve the locals and commune.” — Participant 25
“We come together as a community to discuss programmes.” — Participant 13

“We gather to talk about what matters most for us.... and now we have a way to act
on it.” — Participant 16

“We know our people best...We are responsible for our commune.” — Participant 22
“Locals now are the ones who control the project” — Participant 26
The first layer of the upstream approach centres on access to essential services, such as

healthcare, education, safe housing, and sanitation. These services are foundational to well-
being, often reducing the chronic stressors that compromise a family’s ability to provide a

14



Evaluating the localisation of the Village Hive Project

stable and nurturing environment. The second layer involves targeted early intervention
services, including case management, counselling, home nursing, parenting skills training, and
financial literacy programmes. These services are designed to address specific challenges that
families may face, equipping them with practical skills and support to navigate life’s pressures.
By providing this level of support early, families are empowered to manage stressors
effectively, preventing minor issues from escalating into severe crises like domestic violence,
abuse, or neglect.

This approach builds a foundation for resilience within families and communities, fostering
environments where children are safe and supported. Each key component in this model not
only represents an essential preventive measure but also delivers tangible benefits that
reduce the need for costly crisis interventions and support long-term positive outcomes for
children and families. This approach recognises that only addressing the symptoms of child
endangerment is insufficient for sustainable protection. Without access to universal and early
intervention services, families remain at risk of chronic stress and crisis, trapping children in
cycles of trauma and vulnerability. By addressing the systemic and structural factors that
place families at risk, the upstream model offers a holistic, sustainable approach to child
protection that ensures children are safeguarded from harm before they are ever in danger.

Participants were asked about the effectiveness of this approach:

“Families involved in the project have more confidence. If they have problems, they
know where to get help.” — Participant 28

“We can see that violence between parent and children rate dropped. Children abuse
reduced.” — Participant 24

“The locals have more understanding about the health risk because of the Village
Hive.” — Participant 22

“This empowerment reduces the likelihood of repeated crises, creating a positive cycle
of resilience and well-being.” — Participant 23

“Families are confident to inform the commune for support. They can solve issue
much faster.” — Participant 27

“We can now cut down the problems like domestic violence and other problems.” —
Participant 30

Transparency

Local stakeholders and leaders were asked as part of the interview, ‘How has the level of
transparency and accountability in the delivery of community development programs
changed as a result of local involvement in Cambodia?’. Local authorities were asked, ‘Can
you discuss any challenges you faced in promoting transparency and accountability in the
delivery of programs in Cambodia and how these have been addressed?’.
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The majority of interviewees reported that a transparent system is in place within the Village
Hive project to ensure accountability, which includes close collaboration between all
stakeholders, as well as following strict policies and procedures, including reporting. Regular
training is also provided to local staff regarding policies and procedures relating to finance.

“The commune understands the needs of the locals. The Commune Chief is
working with the CCT to manage the project. Every activity is expected to be
discussed and agreed by both parties. It is therefore transparent. They work
together.” — Participant 30

One such procedure in place is the tiers of funding approval that allow the Commune Chief to
authorise requests for payments of $300 and under.

“Every expense is clear. They have a budget and invoice to match. Requests [are]
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submitted to the Commune Chief for approval.” — Participant 25

It was also reported that open and honest communication takes place about planning,
including regular monthly meetings and collaboration between CCT, the Commune Medical
Centre, families and local people, and the city, including the Department of Education.

“Transparency and accountability is really good in the CCT. The authority
[Government] and the CCT support each other.” — Participant 24

The theme of accountability/transparency can be mapped to the levers of Baguios et al.
(2021) framework on localisation in the following ways:

v" Decision-making: Local management and staff are empowered to make important
decisions regarding the evaluations and continuous improvement measures they are
responsible for.

v’ Priorities: Local management and staff are responsible for the evaluations and
continuous improvement measures that take into account their priorities and values.

v" Knowledge: Regular training is provided to local staff regarding policies and
procedures relating to finance, resulting in the creation and sharing of knowledge
between local actors.

v Relationships: As part of ensuring accountability, there is a collaborative relationship
in place between the CCT, local authorities in the public system, staff and
management within each commune, and the local community.

v’ Delivery: Local management and staff within each commune are responsible for
preparing and carrying out the budgets for the Village Hive program, as well as for
carrying out monitoring and evaluation activities.
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4.2 Agency and Ways of Being: Integration into the public system

CCT, in collaboration with the Cambodian government, is co-creating a locally controlled
social protection system that aligns with the goals of Cambodian communities. The Village
Hive project aims to transfer power and control to local stakeholders via the commune
investment plan. This system aims to enhance the standard of living by providing high-quality
public services accessible to the entire community, fostering empowered communities that
have sovereignty over their own development. Key services include public education, public
healthcare, public housing, social work, and child protection. Our analysis shows that the
CCT’s Village Hive’s Early Intervention framework for working with vulnerable children and
families was embedded in Svay Pao and Ou Char. The Commune Chiefs are the directors of
the Village Hive projects in their commune. They oversee the project and lead the team, which
includes the CWCC, school principals, health directors, project staff, and local authorities, to
make sure all activities are aligned with a work plan, the budget, and the project’s mission.
Additionally, CCT employs social workers who serve in the Commune Council for Women and
Children (CCWC). Here, training is provided to help the CCWC leader oversee the program.
CCT’s annual report states that, in 2023, 148 staff members from the public social services
workforce received training to deliver Village Hive services in Battambang District. This
training was facilitated through 45 sessions, including workshops, coaching, and mentoring
visits. Additionally, 78 meetings were held with national, provincial, and district-level
governments to discuss the Village Hive Project.

We asked participants about their experience with the level of ownership operating in the
program. The majority were satisfied with the Village Hive’s approach of transferring control
to local stakeholders:

“Other NGOs are the owner of the project. However, in the Village Hive project, the
commune is the owner; CCT is the stakeholder.” — Participant 11

“It is the first time that the locals own and control the projects. It is better than before
in terms of ownership and control.” — Participant 10

“It is the first project to empower the locals to own and control [the project] by
themselves. No. It is better than before in terms of ownership and control. When other
NGOs leave, the poor conditions [stay] the same.” — Participant 28

Specifically, Baguios et al. (2021) provide several indicators to determine whether the agency
of local actors is respected within a given localisation effort. From the data collected as part
of the interviews in this project, all indicators of agency are met (Baguios et al., 2021, p. 13):

Local actors are able to set their own agenda and pursue their own priorities.
Local actors are able to identify the problem and lead in the search for a solution.
v Local actors have space to make key decisions by themselves or with local/
domestic stakeholders.

ANIRN
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Many interviewees were also satisfied with how the Village Hive project has been integrated
into the public school and public health systems.

“The CCT project right now [is] involved in the commune, city and province, even the
ministry. So the CCT’s activity is engaging all parts of the government sector.” —
Participant 23

“...the main purpose of this CCT project is to transfer the project to the commune...to
transfer the authority to the commune...[because] the community is the one who
understands clearly about the needs of the locals.” — Participant 31

“This kind of teaching or training is come from the CCT, but also it's aligned with our
public system, the public education system. So the objective is to pass the project to
the commune.” — Participant 28

Some, however, expressed that further integration of the project into the public system
would help to prevent crises from occurring and enable more efficient management due to
the use of local knowledge.

“Perhaps we need more time. So right now, we work together with the CCT so that we
can run the activity 100% complete. If the CCT doesn't join, we only can complete the
activities just already 70 or 80%.” — Participant 22

Some interviewees felt that CCT should remain involved until the public system has the full
capacity to take over, especially in terms of providing and monitoring the budget. This will be
further explored under the sustainability and finance themes.

“Keep helping them [the commune] for a while more so they will be strong enough to
do it by themselves.” — Participant 31

"It depends on the budget, but now we [the commune] do not [have the budget]. If
the commune had the budget, we could run the [Village Hive] project fully."
— Participant 14

Some others preferred full integration into the public system sooner rather than later because

“the government has more authority and resources...and, also, we can solve the
problems faster.” — Participant 16

This integration into the public system can be mapped to the ‘Ways of Being’ dimension of
localisation from Baguios et al.'s (2021) conceptual framework on localisation, in that local
knowledge systems are recognised and used, and local cultures and ways of working are
respected. The theme of integration into the public system can be mapped to the levers of
Baguios et al.’s (2021) framework on localisation in the following ways:

18



Evaluating the localisation of the Village Hive Project

v Decision-making: The aim of integrating the Village Hive program into the public
system is to transfer the decision-making authority to local actors. For example, two
public high schools with 1,854 students in the Svay Pao Commune run an ICT
curriculum that was co-designed by the CCT.

v Priorities: By integrating the program into the public system, the values, priorities,
and preferences of local actors are considered in the localisation effort. For instance,
25 village health volunteers on clinic services were trained by the Village Health Clinic
staff to target the preventative measures of dengue fever and maintain good hygiene
practices.

v" Knowledge: The aim of integrating the program into the public system is to enable
local actors to learn and create knowledge to ensure the sustainability of the
program, ultimately without the CCT’s involvement. For instance, the ICT curriculum
is now embedded in the public education system in Battambang. CCT partnered with
the public high schools and co-designed a program to equip students with computing
skills essential for employment. This program is now financially sustainable for seven
years without needing funding from the CCT. Another example would be the youth
centres, which are now integrated into the public schools. These became an after-
school care program that is open to all children who attend primary school for a small
fee.

v" Relationships: There is a collaborative relationship between the CCT, local
authorities in the public system, and the staff and management within each
commune.

v" Delivery: The aim of integrating the program into the public system is to enable
resources and funding to be transferred directly to local actors without the need for
CCT.

4.3 Resources

4.3.1 Finance

CCT has established a comprehensive financial management policy in collaboration with the
local authorities. The primary objective of this policy is to ensure that resources are managed
responsibly, cost-effectively, and transparently. It delineates the procedures for cash
transfers, procurement, and ordering from the local commune, as well as how the accounts
are audited and corruption is reported.

To empower local leaders to fulfil their roles in the Village Hive Project, CCT offers biannual
workshops that detail their financial management and anti-corruption policies. Additionally,
Budget Planning and Financial Orientation sessions are conducted to equip staff with essential
skills for effective financial management. In order to facilitate the government workforce
operating the Village Hive, CCT documents the transfers equipment such as furniture and
motorbikes, which are recorded in the balance sheets as assets.
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Moreover, each commune is allocated an annual budget within the framework of the Village
Hive Project. The commune chief and committee hold responsibility for overseeing and
managing these funds, which may be used for essential services, such as schools and clinics.

Social workers assist families in establishing financial goals through comprehensive financial
assessments that evaluate current income, assets, debts, and expenses. Financial literacy
training is also provided to help families formulate actionable plans to achieve their financial
objectives. Should financial support be necessary, social workers submit a "Request Voucher"
to the CCT finance team after conducting interviews with individuals in need. The approval
process is detailed in the flowchart.

Different levels of funding necessitate varying levels of approval. Once a request is approved,
funds must be disbursed within five days, and recipients are required to provide proof of
purchase within five days of the transaction. Failure to do so necessitates either a report to
CCT or the submission of a justification letter accompanied by approval from the Director.
CCT staff will follow up on these cases within 7 to 10 days, and any necessary actions will be
communicated to the Team Leader or Manager via phone or email, with an investigative
meeting scheduled if required.

Additionally, CCT staff conduct daily reconciliations of accounts and perform weekly cash
counts to ensure accountability for the on-site petty cash of US$1,500, which is securely
locked in the office. Access to the accounting system is restricted to three designated staff
members, with the system hosted on CCT's on-site server that requires unique usernames
and passwords for entry.
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FIGURE 7 Cash management Flowchart
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Several interviewees described how managing the project budget is a collaborative effort,
with the commune responsible for preparing and carrying out the budget.

“CCT is better than other NGOs because they provide a budget to the commune and
everyone involved controls the budget.” — Participant 28

“[We now] have better control over the budget...for example, to purchase the medical
equipment to run the Health Center.” — Participant 29

Some described the critical importance of the funding provided by CCT and how this allows
the project to run effectively.

“...itis easy to identify and support families on time because we have the budget [from
CCT).” — Participant 27

There were some reports of trust from and collaboration with donors:

“Donors such as USAID trust the CCT because of the way they control the finance here.
They also have a regular external audit...Before we spend the money, we make sure
that the donor agrees with the budget plan with CCT.” — Participant 5

“[CCT is] one of the few charities that actually feeds back very tangible information to
you....[I] really feel like you're part of the work that's being done rather than just on
the periphery donating to potentially admin costs.....[It] feels a lot more personalised
than a lot of other charities .... They're very transparent... gives you a level of
confidence and trust in what they're doing.” — Participant 17

“They have done due diligence. [It] has a good reputation in that respect.”
— Participant 18

“The existing financial reporting from CCT is the key thing to attract other donors.”
— Participant 20

The Co-Founder of CCT describes how initially it was challenging to collaboratively set a
budget with the commune and Cambodian Government because “they [the Cambodian
Government] don't have that visibility into the [existing] charities’ budgets and what they are
doing. So they haven't had the data to begin building... financial models of what it would cost
to have a social protection system in operation in these districts”. She further described how
the provision of funding has become a collaborative effort, with the Cambodian Government
recently contributing their own funding into the project, for example, “using their own
funding for families and to improve the schools”. This was described as working well for all
parties:

“It is good that the locals [can] control the project.” — Participant 24
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This theme can be mapped to the ‘Resources’ dimension of Baguios et al.’s (2021) framework
of localisation, in that local actors are able to use funding according to their needs and
preferences, access to funding is inclusive and not burdensome to local actors, and that funds
are transferred directly to local actors to allocate accordingly.

The theme of Finance can be mapped to the levers of Baguios et al. (2021) framework on
localisation in the following ways:

v' Decision-making: Local commune management is empowered to make important
decisions regarding finances relating to the Village Hive project.

v’ Priorities: In being able to make their own decisions, local commune management is
able to take the communities’ priorities into account, e.g., purchasing necessary
medical equipment for the medical centre.

v" Knowledge: Regular training is provided to local staff regarding policies and
procedures relating to finance, resulting in the creation and sharing of knowledge
between local actors.

v Relationships: As part of ensuring accountability, there is a collaborative relationship
in place between the CCT, local authorities in the public system, the staff and
management of each commune, and the local community.

v Delivery: Local management and staff within each commune are responsible for
preparing and implementing the budgets for the Village Hive program.

4.3.2 Anti-corruption

The Village Hive Project uses a unique approach to tackle systemic corruption. While not
exclusive to Cambodia, corruption remains a significant barrier to progress. To confront
institutional corruption, the Village Hive has collaboratively devised anti-corruption
frameworks with local leadership. These frameworks prioritise transparency and include
zero-tolerance policies and protocols, fostering trust and accountability within the
community.

The accountability mechanisms ensure the meticulous allocation of funds and encompass
a series of financial controls. These include segregation of duties, requiring dual
signatories for transactions, maintaining audit trails, employing separate bank accounts,
and using a ledger system. For instance, the organisation does not directly provide social
workers with petty cash for expenditures. Instead, if cash is needed, social workers must
submit a cash request voucher and obtain approval from the designated authorised
personnel as outlined in the financial policy.

Complementing these controls are activities such as budget workshops, regular audits,
monthly reconciliations, spot checks, and continuous coaching and training sessions
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aimed at enhancing proficiency in financial management. For instance, workshops titled
Financial Policy Refresh, Fraud and Corruption Policy, and Human Resource Policy Refresh
are conducted twice a year. Additionally, an annual workshop and presentation on budget
planning and financial orientation are held to equip staff with the necessary skills for
effective management of finance. Together, these measures constitute a comprehensive
anti-corruption framework designed to safeguard financial integrity and transparency.

Local leaders have integrated these anti-corruption measures into the Village Hive,
recognising that the project's success hinges on fostering global networks characterised
by trust and openness.

In the interviews, local authorities were asked the following questions regarding
corruption:
e Can you describe the local government's approach to mitigating the risk of
corruption in the delivery of development projects in Cambodia?
e Can you discuss any measures to detect and prevent fraud and mismanagement
of funds in Cambodia?
e How do you ensure that funds are properly accounted for and used for their
intended purposes in Cambodia?

The Co-founder of CCT summarises the situation as follows:

“The biggest barrier to us raising funds for the viability of this project is the
very pervasive idea that Cambodian communities are too corrupt to run
their own affairs and can't be trusted in that way. And so we knew we
needed to combat that idea and that perception.”

The Co-founder described how CCT has worked with the local people to build robust
financial reporting systems to ensure accountability and transparency, with zero-
tolerance protocols around corruption and fraud. An annual conference on maintaining
anti-corruption and anti-fraud is run by the commune and CCT in partnership with the
local authorities. In this way, she describes that the local people are dedicated to
maintaining this stance as:

“They know it is essential to the success of this project.”

While many interviewees acknowledged that corruption exists elsewhere in Cambodia, all
interviewees reported that there were no problems regarding corruption or misuse of
funds within the Ou Char Commune and the Village Hive project. This was reported to be
due to several reasons:

a) Collaboration and transparency, as well as sticking to the budget:

“We have the problem [corruption]. But it does not happen in this commune.
The project is involved at the village level, and [we] share all the information.” —
Participant 23

“...the misuse of the budget will not happen because we [are working according
to] the plan, so the authority, commune, locals and the CCT work together.” —
Participant 24
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b) A clear understanding of the zero-tolerance policy and that the consequences
would involve funding being withdrawn:

“[Corruption] does not happen in the Village Hive because they [CCT] have a
clear plan to explain the consequences” — Participant no.31

“They [the local people] are afraid to misuse the budget because CCT [will]
withdraw the funds. The locals want to have CCT in their commune. The families
want to have their kids to go to school. So they...follow the policy and budget.”
— Participant 26

c) Regular training and discussions on the appropriate use of funds and budget
management:

"We have done a lot of training on fraud and corruption with the teams and
provided that training to the cashier in the local council as well.”
— Participant 3

“..they [CCT] have a lot of discussions and meetings for every funding use.
Implementation [is done] according to plan and approval.” — Participant 25

d) Policies to prevent corruption:

“We had a look at how the money is transferred within the commune
investment plan or the way that they normally fund their programs, and we've
just tweaked it a little bit. So there was an issue [in that] only one person had
signed off on the commune [budget] plans. We thought that there should be
two signatories there.” — Participant 3

“So there's a separate bank account that we can see... We spot-check all reports.
Two team members will investigate.” — Participant 27

The theme of anti-corruption can be mapped to the levers of Baguios et al.’s (2021)
framework on localisation in the following ways:

v" Knowledge: Regular training is provided to local staff regarding the appropriate use
of funds and budget management, resulting in the creation and sharing of
knowledge between local actors.

v Relationships: There is a collaborative and transparent relationship in place
between the CCT, local authorities in the public system, staff and management
within each commune, and the local community.

v Delivery: All parties are equally responsible for ensuring adherence to the zero-
tolerance protocols around corruption and fraud.
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Section Five: Evaluation of the Village Hive

Highlights of the Village Hive’s outcomes in 2023:

v' The Village Hive provides the only local child protection hotline in Battambang,
offering 24/7 immediate response to calls regarding children at risk. In 2023, CCT
provided an immediate response to 344 calls, assisting 1182 people at risk.

v’ 28% increase in calls to the hotline due to Village Hive social services being more
accessible to vulnerable families via public facilities.

v 1187 children were prevented from being separated from their families.

v' 1549 students across four public primary schools received high-quality education from
enhanced infrastructure, equipment, and curriculums.

v 163 public school teachers were trained in computer literacy, child protection, and
management skills.

v 443 families comprising 2210 people were empowered to escape multidimensional
poverty, and 117 families were provided with support payments totalling US$64,926
through the Village Hive Intervention Journey.

v' There were no reports of domestic violence in the families living in the Village Hive
communes.

v/ 192 students benefited from essential services in the form of an after-school care
program at their public school.

Localisation is one of the key issues being discussed within the development community. But
how can we assess the effectiveness of localisation, and what data would demonstrate its
impact? In the humanitarian sector, localisation involves empowering local actors in affected
countries to lead and deliver humanitarian aid. Its goal is to strengthen the capacity and
resources of local organisations to respond to crises and promote long-term sustainability. To
examine the effectiveness of Village Hive, we analysed the project’s potential impact on
strengthening the capacity of local actors to become independent leaders and to foster their
decision-making abilities. We believe this could contribute to more sustainable development
outcomes and reduced reliance on CCT.

5.1 Empowerment

Local leaders hold ancestral and cultural wisdom and contextual knowledge of their
community’s strengths and vulnerabilities. CCT supports the local commune leaders to step
into their rightful roles as leaders of their Village Hive through co-creation processes that
inform every stage of the Hive’s design, execution, and evolution. Further, meetings are
conducted with national, provincial, and district-level governments to discuss the Village Hive
Project.
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In the interviews, local leaders and stakeholders were asked, ‘Have you noticed any changes
in the level of local ownership and control of the Village Hive programs in recent years? If so,
can you describe the changes you have seen?’. Local authorities were asked, ‘Can you
describe the role of the local authorities in promoting local ownership and control of CCT’s
Village Hive program in Cambodia?’.

A strong theme of empowerment emerged from the interview data of both the Ou Char and
Svay Por Communes and the families involved in the Village Hive Program.

“Capacity building [is what] we are continuing to implement as we embed this
project." — Participant 3

5.1.1 Empowerment of the Ou Char and Svay Por Communes

Several interviewees described that the communes were now responsible for the
management of a number of projects that had previously been managed by the CCT. This
includes the Commune Medical Centre, which enables local people to attend the Centre
directly rather than needing to be referred by CCT. This has resulted in critical support being
provided to families and children in a timely manner. A computer literacy program for
children, originally developed and run by the CCT, is also now managed and run by the local
school.

“[I'am] very satisfied with the project...it's very good [that] the CCT empower the local
[community] to control the project [Village Hive].” — Participant 28

Further to this, it was reported that the communes are now responsible for managing the
Village Hive case files, whereas, previously, CCT visited the family in question and made the
decision about whether to open a case file. Now, staff within each commune receive the case
requests directly and assess and make the final decision on whether or not a case should be
opened.

Some interviewees reported that the local staff within the communes have become more
confident. They now run activities and training programs themselves (with support from CCT).
For example, one program, which is conducted once per month, involves training for families
on how best to protect their health and maintain good hygiene.

“Because CCT is involved, the commune [has] got more confident...local people
believe in the commune. Without the CCT, they can only help 70% of the people. But
now 100%.” — Participant 21
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“They [local families] understand how to protect their health and also understand
hygiene through the training that we offer.” — Participant 29

As a result of this increase in capability and confidence of local staff, community trust in the
commune and Village Hive program has increased. Further, local staff within each commune
are now able to respond more promptly to issues that occur. For example, CCT operates the
only 24/7 child protection hotline in Battambang, offering immediate assistance for child
protection issues. This confidential service enables locals to report concerns regarding child
welfare. Following the establishment of the Village Hive, calls to the hotline increased by 28%,
attributed to improved access to social services for vulnerable families through public
facilities. Due to the strong relationships between CCT, the social workers, families, and local
leaders, different parts of the community can collaborate to ensure the safety, stability, and
healthy development of children.

“Now they [the commune] have a prompt response to emergency. They can resolve
the crises and issues a lot quicker.” — Participant 25

“I am the local people. So when we understand better, we really can do better for our
community."- Participant 2

In this way, local actors have been empowered to obtain knowledge and make decisions by
themselves. CCT continues to run a number of capacity-building training sessions for local
staff in each commune, and these were reported to be well-received and helpful, in particular,
training in leadership skills, working with children, and problem-solving.

“[The local program staff] are now more focused on co-creation rather than
following orders.” — Participant 5

“The project will be sustainable because, right now, the commune has the right to
control the project by themselves. They learn and get the knowledge and skills to
manage the project.” — Participant 30

Finally, several local managers described how they have been promoted to a leadership
position within the Village Hive project and/or have been given more authority and control in
their roles over time.

“Originally [I] was not involved in the discussion, but now [ am] in charge of the district
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level.” — Participant 11
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Based on the above information, the theme of empowerment in the Ou Char and Svay Por
Communes can be mapped to the levers of Baguios et al.’s (2021) framework on localisation
in the following ways:

v Decision-making: Local management and staff at Ou Char and Svay Pov Communes
are able to make important decisions that affect them and their community, e.g.,
managing the Commune Medical Centre.

v’ Priorities: Local management and staff within each commune are able to determine
their own priorities and preferences with respect to defining the success of the
program, e.g., which case files should be opened.

v" Knowledge: Capacity-building in the local commune staff has resulted in local people
learning and creating knowledge, e.g., once trained, staff are responsible for running
training programs for the local community.

v Relationships: There is a collaborative relationship between the CCT and local
management and staff in each commune, with the CCT providing support functions.

v Delivery: Local management and staff within each commune are responsible for
preparing and implementing the budgets for the Commune Medical Centre and
training programs. Local management and staff also monitor and evaluate program
delivery. See the themes of accountability/transparency and finance for more
details.

5.1.2 Empowerment of the local families

As a result of empowering local staff in the Ou Char and Svay Por Communes via capacity-
building and the transfer of ownership and authority, local families involved in the Village Hive
project have also benefited by becoming empowered themselves. A key part of the program
involves local staff in the commune assisting families to find new or additional sources of
income. This is achieved through conducting social enterprise skills training and subsequently
working with families to develop a plan, identify available resources, and determine how best
to support them in their desired endeavour.

“...we offer skills training to the family, so [for example] if a family wants to run a
business like a grocery shop, we do planning with the family, identify the resources
they have, and what we need to support them.” — Participant 15

Once a sustainable income source has been established, families are also provided with
assistance on how to manage their expenses effectively. It was reported that prior to this
current way of working, families in need would have simply been provided with food and
financial assistance as needed.

“...before, we just worked for the family, [which] means that we give whatever the
family needs. But now we work with the family. We support the family. The family get
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the strength and independence so they can survive without CCT in the future."
— Participant 12

As a result of this empowerment of families, a number of beneficial outcomes were reported
in the interviews, including:

Families can now afford to buy study equipment for their children. By the end of 2023, 26
families in Svay Pao, totalling 114 individuals, were at different points in the Early Intervention
Journey. Assistance was provided to 22 families in setting financial goals. Out of these, 15
families completed financial literacy training and received support in creating a plan to reach
their financial targets.

“The families are getting better in terms of living conditions and also kids
attending class at school.” — Participant 28

According to the Commune Chief of Ou Char Commune, family crisis numbers have dropped,
along with the rates of families in poverty.

“Kids have better nutrition.” — Participant 26

As part of empowering families to become financially independent, many reported CCT as
providing a supportive and collaborative function while transferring the decision-making
power to local staff and families.

"The CCT just coordinates the planning process and [are] not the ones making the
decision. So the family themselves... make decisions on what they're going to do [and]
what they want to achieve for their needs. The CCT just supports them.”
— Participant 13

Many interviewees reported that families have also become more confident in reaching out
to the commune for support.

“[For] many families, they [now have] more confidence in talking to the commune.
[Before], they may be too scared to talk about it, but now they are confident to talk
to the commune and school, and the families understand a lot more than before... If
they have problems, they know where to get help.” — Participant 31

As a result of this, open communication was also reported between families and the
Commune, which has assisted in enabling and maintaining a strong collaborative relationship.

"They have their voice, work together, and try to solve the problems together.”
— Participant 6
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Based on the above information, the theme of empowerment of local families can be mapped
to the levers of Baguios et al.’s (2021) framework on localisation in the following ways:

v" Decision-making: Local families are able to make decisions about what employment
opportunities they want to pursue and how they want to achieve this.

v’ Priorities: The values, priorities, and preferences of local families are considered when
helping them to become financially independent.

v" Knowledge: The capacity-building of local families via skills training results in local people
learning and creating knowledge.

v Relationships: There is a collaborative relationship between the CCT, local management
and staff in each commune, and local families, with the CCT providing support functions.

v' Delivery: Local management and staff within each commune are responsible for
preparing and implementing the budgets used to run training programs in social
enterprise skills for families. Local management and staff also monitor and evaluate
program delivery. See the themes of accountability/transparency and finance for more
details.

5.2 Capacity Building

CCT projects that from 2032 onwards, the local Battambang community will be the stewards
of their own development and social protection. Further, they are not only planning their
redundancy in Battambang over the next 8 years, they are also making plans to establish a
Village Hive in 10 other communes spanning 62 villages.

Local stakeholders and leaders were asked as part of the interview, ‘Have you noticed any
improvement in the sustainability of community development programs as a result of local
involvement?’. participants were asked, ‘How do you engage with NGOs and other
stakeholders to promote local ownership and control of programs in Cambodia and ensure
their sustainability?’.

One participant summarises the situation: “Every time we establish a Village Hive ... we're still
providing the funding, [so] it's not yet financially sustainable. [However], it is already
operationally sustainable. What | mean by operational sustainability is that it's not reliant on
CCT and our institutional knowledge to deliver these programs —really anyone could fund the
system [and] the local council in any of these communes, and the institutional knowledge of
how to deliver those [programs], lives within the community and not within CCT.” —
Participant 2

Sustainability was a main concern for other participants too:

"When NGOs finish, what's left? There's nothing left... there's no legacy. So we're
really trying to see this project [provide] much more systemic change and
sustainability.” — Participant 3
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As expressed by another participants:

“For charities to achieve sustainable, long-term impact through true localisation,
integration with the public sector is essential. If charities continue to operate
independently, with external control over private programs operating in parallel to
public systems, it becomes nearly impossible to create sustainable, lasting change.” —

Participant 4

Further to this, many interviewees reported concerns about the budgetary constraints of the
commune and/or government and expressed that they would like the CCT to stay for longer
or not completely remove themselves from the commune.

“The commune budget is not enough. So as long as the CCT has the budget to support the
commune, [ am] happy to work with the CCT.” — Participant 27

“[1] would like...CCT to stay forever. It will be difficult for the commune to run the activities
by themselves.” — Participant 23

“[CCT] should come back and monitor the programs and support the program, not
completely leave.” — Participant 25

5.3 Challenges and suggestions for improvement

Local leaders and stakeholders were asked, ‘What more can CCT be doing?’. Several
suggestions for improvement were made, including:

v' Additional training for leaders, and especially training for teachers on budget
management.

v Several interviewees reported a desire to expand the program into other villages and

communes.

Additional resourcing to better support the Ou Char Commune and its needs.

Providing financial support to pregnant women in need.

One interviewee suggested that that CCT needs to work on building trust with local

leaders in the government.

ANERNERN

Some challenges mentioned included an occasional lack of willingness of local families to be
involved in the project, as well as a lack of understanding by the general public about the
upstream approach that CCT is working on. This makes it difficult to explain the importance
of the approach to government officials.

“...because we are working in the opposite way to how [other NGOs] have been
working for a long time...some government officers do not understand why and how
this approach works.” — Participant 2
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We find that true localisation requires a shift in attitudes and perspectives among all
stakeholders, including non-profit organisations, local governments, and beneficiaries.
Localising child protection services necessitates shifting accountability direction from
downward to upstream, with locals directly involved in priority setting, activity design,
implementation, evaluation, and reporting. Accounting reports serve as a potent mechanism
for guiding, evaluating, and demonstrating the impact of localisation efforts.
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Section Six: Recommendations

In response to the experiences of our interviewees and direct observation, we propose the

following recommendations.

6.1 Digitise the Financial Processes

To streamline financial operations and improve transparency, the Village Hives should
transition to a cloud-based platform that allows receipts to be scanned and stored in real
time. Additionally, the Village Hives should develop or adopt a financial dashboard that
provides live updates on budget use, expenditure, and funding sources. Training sessions will
be required for staff on how to use the tools effectively to ensure full adoption. This will not
only increase the efficiency of financial reporting, it will also enhance transparency and trust
among the stakeholders by reducing the risk of financial discrepancies and fraud.

6.2 Develop a policy for locals involvement decision making

To fully integrate the project into the public system and create a blueprint for other NGOs,
CCT needs to develop a framework for local involvement in decision-making processes. This
framework should outline the specific roles, responsibilities, and processes that foster
community input. This would provide a clear and actionable policy that legitimises local
participation and strengthens the relationships between CCT and the local communities.
Further, CCT should develop an organisation chart that visualises the chain of authority, with
reporting lines, decision-making hierarchies, and approval processes. This should be
accompanied by a document of the reporting processes in a policy manual detailing whom to
approach for different types of issues, approval hierarchies, and protocols for escalating
concerns. A well-defined framework for reporting and decision-making will be easily
transferable to other villages and adopted by other NGOs.

6.3 Fostering a culture of reporting corruption

Implement a secure, anonymous hotline where individuals can report suspicious financial
activities. To foster a culture of anti-corruption in reporting, it is essential to create an
environment where individuals feel empowered and protected when coming forward with
information. By safeguarding anonymity, such a platform reassures individuals that they can
report without fear of retaliation, thereby increasing reporting frequency and accuracy. Such
an initiative would not only enhance oversight but also strengthen the collective commitment
to accountability and integrity in the community and by CCT and its donors. It would also set
a standard for ethical practices and mutual trust.
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6.4 Provide ongoing training sessions and educational programs for local
community members

Training programs for local community members should focus on empowering them with the
skills needed to engage in decision-making. This might include workshops on understanding
the decision-making process, interpreting policy documents, or advocating for community
interests. Training should also focus on fostering a culture of constructive dialogue,
collaboration, and active listening.

Regular and ongoing information and training sessions should be provided to CCT staff and
local leaders covering topics such as leadership, anti-corruption practices, crisis management,
financial skills, and budgeting. These sessions will foster a well-rounded, capable, and ethical
workforce. Leadership training will promote a culture of accountability and integrity within
the organisation, while anti-corruption education will equip them with effective strategies to
prevent and address unethical practices. Crisis management training will ensure local leaders
are prepared to respond professionally in emergencies, maintaining operational continuity
and public trust. Additionally, financial skills and budgeting training will enable staff to
manage resources responsibly and make informed financial decisions, upholding fiscal
transparency. Together, these initiatives will strengthen organisational resilience, promote
ethical practices, and empower locals to act with integrity and accountability in all situations.
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