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Concept Note and Business Plan


1. Preamble

Positioned as ‘Change Agents” in the fields of ‘Adoption’ and ‘Destitute Child care’, CSA have, since  our inception in September 2002, worked on  bringing about  improvements in the prevailing situation in both, the number of adoptions and,  the quality of childcare. Currently CSA  engage actively with 20 adoption agencies and 8 orphanages/destitute Homes in rural Maharashtra and Orissa. In the field of adoption, our efforts are focused both, on increasing the number of adoptions and, improving the child care standards in the agencies we partner with. At the orphanages/destitute homes, the focus is on bringing about quality child care and providing for state-of-the-art vocational training such that institutionalized children grow up to become self-sufficient and contributing members of society. Our services include placement facilitations, capability building (training), capacity building (better living conditions), sensitization, awareness and promotion, health, recreation and child development and improvements in policies and practice.

During the 6 years of our active participation, CSA have made reasonable progress. We have a tested, replicable and scaleable model, a high level of acceptability and lots of goodwill (sponsors and well-wishers). The experience has offered insights into many impediments that exist. The learnings have been many and significant. This Concept note and Business Plan is worked out in the context of our vision, our learnings, our limitations and, our achievements, thus far. 

2. Our Vision

CSA visualize 

a. Adoption becoming the rehabilitation method of first choice – every child that needs a family having one. If this vision is to be realized, we are talking about number of adoptions growing by orders of magnitude. 

b. Where adoption is not possible, foster parenting should be tried out. This is currently non-existent in the country. 

c. Excellent childcare standards for all institutionalized children ( adoption centers as well as orphanages) across the country.

d.   An environment that provides for/is, 

i.  awareness and support of adoption among public and society in general
ii. greater willingness to adopt older children, girl children and special needs children

                      iii. free of the bureaucratic redtape, unethical/illegal practices, indifference and  

                 inertia. 

          iv.  best practices in child care institutions being a way of life.

           v.  best interest of child being the primary driver for all social action

          vi.  awareness about the rights of the child as provided by the Indian Constitution.

         vii.  Public-private partnership for child care.    

3. Adoption Hurdles 

Adoption is riddled with hurdles arising from cumbersome processes, unethical practices, indifference and sheer inertia. This perhaps, explains the very low placements; a country with a population of 1.1 billion of which 12 million are orphaned children, can accommodate no more  than 3500 children per year, in their homes. Ironically, several parents wait for years, to adopt and, several children move into orphanages for a lifetime of low-quality care.  

2.1
Low numbers of adoption

Nothing highlights the disturbing element of the current scene better than the CARA (www.cara.nic.in)  statistics, below. Over a span of the last seven years, not only, is there no visible improvement, the numbers in fact, have declined.

	Year

	In-country
	Inter-country
	Total

	
	RIPA
	S.Greh
	Total
	
	

	2001
	1960
	573
	2633
	1298
	3831

	2002
	2014
	690
	2704 
	1066
	3770

	2003


	1949
	636
	2585
	1024


	3609

	2004
	1707 
	587
	2294
	1021
	3315

	2005


	1541 
	743
	2284  
	867
	3151

	2006
	1536 
	873
	2409
	852
	3261

	2007
	1510 
	984
	2494
	770
	3264


	2008
	1419
	750
	2169
	821
	2990




* does not include State Funded agencies that deal with Adoption.  

2.2
Cumbersome processes and corrupt practices

The adoption process is lengthy, cumbersome and vulnerable to abuse. The processing milestones and the sheer numbers of agencies involved in the processing cycle, is indicative of the processing time. It does not require a great deal of imagination to assess the potential for delays and corrupt practices, given that, every stage requiring clearance is an opportunity for money changing hands! 

Also, the entire system is authoritarian. Multiplicity of reporting and lack of accountability allow for misinterpretations of rules/guidelines and a ‘free-for-all’ environment where each individual in a position of authority, construes interpretations to suit his/her individual understanding / convenience.

A description of the adoption functions and the agencies involved, is given in the table below:

	Function
	Agencies involved

	Child Relinquishment
	Agency, Notary, local authority (??), CWC (Under JJA)

	Child clearance for Adoption
	Agency, CWC/ JJB, Police, Civil Surgeon, Media

	Child clearance for inter-country placement
	Agency, ACA, CARA, Scrutiny Agency, Judiciary

	Agency Licensing
	Agency, ACA, State WCD (multiple levels- District, Commisionerate, State secretariat), CARA

	Monitoring /Inspection
	ACA, District/State WCD, CARA



	Legalising the Adoption- Court Order, Adoption Deed
	Scrutiny Agency, Lawyer, Judiciary, Registrar of  Societies/Trusts



	Birth Certificate
	Agency, Municipality

	Passport
	Agency, Passport Office


Thus, the Adoption Agency, a Notary, the CWC/JJB, Police, Civil Surgeon, Print/electronic media, ACA, District WCD, State WCD, CARA, Scrutiny Agency, Lawyer, Judiciary, Registrar,  Municipality and the Passport Office, constitute   processing levels, each contributing to the processing time, delays and corruption. 

2.3
Poor Capability standards

The knowledge/skill- levels of all categories of persons concerned with adoption, is pathetically low. The inadequacy comes from poor base skills in the first place. Added to that, is the fact that skill-enhancement initiatives are at a bare minimum if at all. Also, attrition/staff turnover is high. Being very poorly paid, there is little incentive to improve skill-levels. 

	Persons involved 
	Skills required
	Skill-enhancement facilities
	Outcomes
	Remarks

	CWC
	-Law, procedure
	nil
	-Varied interpretations; differing procedures
	-Power pockets

-Introduction of unnecessary and wasteful steps.

	Agency Social Workers
	-Counselling

-Parent Assessment

-Child Admission

-Documentation  

  & Record 

  maintainence

-Procedure

-Law

-Best interests of the child
	-Periodic w/shops conducted by ACA/CARA
	-Very poor counseling/ Home study standards.

-Inadequate knowledge of procedures/Law

-Near-zero focus on Documentation and Record-maint. 

-Poor child care
	-Confused interpretations

-Inadequate  parent-assessment 

-Poor handling of prospective parents

	Agency-Childcare workers/Nurses
	Child Development

-Health/Hygiene

-Milestones

-Basic literacy
	Nil
	-Absolutely poor childcare standards .
	-Disastrous neglect of the most formative period of a child’s life.

	Agency Heads
	-Process, Law

-Documentation

-Best Interests of 

    child

-Team/ motivation

-Communication 
	Exists in very few agencies

Almost ‘zero’ in others.
	-Poor work culture in most agencies

-Nurtures power pockets
	-They believe that things that matter can be bought and  do not even perceive the need to do things differently

	Officials (State/District)
	-Processes

-Law


	Nil
	-Inability to offer guidance
	-Nurtures Power pockets



	Adoption Coordinating Agency
	-Processes

-Law


	Nil
	-Varied  interpretations

-Assuming authority outside purview
	-Nurtures Power pockets

-Lack of harmonious relationships

	Judiciary (Lawyers/ Judges)
	-Processes

-Law


	Nil
	-Pending Court Orders
	Court Order is not issued for years

Inadequately worded Court Order


2.5
Other issues

Several other issues account for the failure of the system. Some of these are indicated below:

	Issue
	Description

	Lack of clarity
	The applicable guidelines are full of ambiguities. Both, Adoption agencies and adoptive parents suffer the consequences of non-availability of information/ clarification/ guidance.

	RIPA-EFFA Relationship
	Most RIPAs have a 1:1 arrangement with an enlisted agency abroad. Funding being an important component of this arrangement, a RIPA would like all their inter-country placements to go through their enlisted partner. Many countries do not have enlisted agencies.  Some countries have enlisted agencies but those agencies do not have an arrangement with a RIPA in India. Consequently hundreds of parents, many of them NRI/OCI are left high and dry. 

	Governance norms


	Ethics, Employee efficiency, Quality childcare-  Health, Hygiene, Nutrition and Child Development, Paperwork, etc. are some of the issues that receive scant attention. 

	Support Groups
	There are a few,  active parent- support groups (Aparents’ Associations) in the country. Most often these are forums for informal Afamily meets. Some  of them do organize  workshops for Aparents.   Formal counseling facilities however, are generally not available. Counseling both, of Aparents and growing Adoptees, is emerging as an urgent requirement. 

	Negative Media focus 


	The media both, print and electronic, has been known to play an active role as a crusader for a many a cause. In the case of Adoption however, the focus, most often has been on the corrupt practices, with little or no attention being paid to either the positives or, the other system- inadequacies/failures.



	Absence of a forum representing agencies
	Adoption agencies can be categorized into 2 groups; the ‘front runners’ generally the City agencies, and the ’back-benchers’ -non-metro agencies.  Most RIPAs are vocal, aware and better communicators. The Sishu Grehs on the other hand, particularly those that are located outside the metros, are the underdogs, who rarely get heard. Inability to communicate in English further adds to their problems.

	Accountability
	Absence of data is a common phenomenon. In fact even CARA has only limited information. The dependence on outdated manual systems, and poor monitoring/action, is perhaps a reason and a pointer to the poor accountability standards.

Also, accountability has never been defined. Multiple authorities are involved yet there is no clarity on who, monitors/is monitored! 

	Older children
	Most agencies are licensed to place children up to the age of 6 years. Only a few are authorized to deal with older children-up to the age of 10-12 years. The criteria for determining which agencies and why only a few of them, is not public information. Many older children move into orphanages on ceasing to be eligible for adoption, due to the age factor. Many orphanages have children younger than 6 years, but since thay are not licenced for adoption, do not consider it as an option for the child at all. 

	Inter-agency coordination
	Agencies even, ACAs work in isolation. Little effort is made to share resources/expertise. There is no mechanism to transfer children between agencies or from orphanages to adoption agencies.

	ACA-Agency relationship
	The relationships are sometimes strained and works contrary to the spirit in which the ACAs were first, set up. Also ACA’s are inadequately funded and the process for their appointment/removal is not transparent.




4. Summing up- Issues that need attention and CSA’s role in their resolution

The table below lists all the issues that need to be addressed:

	Increase in numbers
	Cumbersome processes
	Poor capability standards
	Other issues

	-Inter-agency 

    Coordination

- Awareness/   

    Sensitisation/   

    Promotion

- Policy changes

-add more agencies

-increase  adoption age

Allow free transfers across agencies/states

Allow for movement of adoptable children from orphanages into adoption
	-Child clearance

   and placement

- Licensing

- Monitoring  

    /Inspection

- Legalising the Adoption

-Court Order, Birth Certificate and Passport
	- Social workers, Childcare workers

& Agency Heads

-Team/ motivation

-Child Development

-Health/Hygiene, Milestone monitoring

-Government 

     Officials

Procedure, Law

 Judiciary

CARA Rules

   
	-Guidance to Aparents

- Support Groups

-Awareness and 

    Promotion

-Support to Adult Adoptee

-Issuance of Birth  

    certificates

-Standardised  

 passport rules

-Credibility 

     norms

-Automated MIS

-Forum for  

 Agencies


4. Planning Process and Strategy

A look at the work done by us, its perception by the Adoption stakeholders  and, the  availability of  funds, will perhaps, set out the course of action. These are examined below:

4.1
CSA initiatives 2003-09

CSA’s achievement over the 6 years since its inception (2003-2009) 

	Feature
	Work done
	Beneficiary
	Stakeholder-Perception
	Overall impact

	Information dissemination
	CSA Website-positioned as information repository
	Adoptive parents
	Very useful source of information
	Excellent with increasing hits (1000+). However limited to English speaking only

	Placement Facilitation 
	Statistical information on waiting children

Parent references
	Adoptive parents

Agencies

Waiting children
	High utility
	Excellent (150 since Nov.’07) but limited to those adoptions that we have facilitated. 

	Capacity building
	Infrastructure , physical facilities, recreation, childcare
	Adoption agencies
	High utility
	Good for agencies supported by us (20+8), but limited by funds 



	Capability building
	Training- Social and Childcare workers 
	Adoption agencies
	High utility
	Good (20 agencies), but mind set change takes time. 

	Awareness and Promotion
	Workshops

Sensitisation prog.
Outdoor hoardings

Adoption Week

Public events
	Waiting children
	Useful
	Good (8 w/shops/sensitization programs), but much more is  required.

	Field Research
	White Papers

-Networking…
	CSA
	Useful
	Good- base for CSA initiatives (2 White Papers released; 1 field study in process) 

	Child Development
	Teaching support

Clothes, toys, recreational aids
	Waiting children
	Useful
	Good (approx. 700 children) , but limited by funds

	Policy change
	Inter-agency transfer of children

Improvements  in judicial process


	Waiting children in Maharashtra

Adopted children in Orissa
	High utility

High utility
	One time impact
Marginal

	Community building
	Chat Groups

-Aparents

-Adoptees
	Aparents
	Useful
	700 parents supported; Limited by bandwidth and funds


4.4 Funding available

	Year 
	Annual Budget
	Sources of funds



	2005-6
	Rs .77 million
	Two corporates, few individuals, Give India

	2006-7
	Rs 1.34 million
	Three corporates, few individuals, Give India

	2007-8
	Rs 2.84 million
	Four corporates, few individuals, Give India


5. Business Plan -2009-12

Over the past six years, CSA has achieved the following :

· Reasonably deep understanding of the adoption area, challenges and opportunities

· A proven, scaleable intervention model, supported by systems and processes

· Growing credibility among stakeholders 

· Credibility with donors due to clear adherence to values such as transparency and professionalism.

· Good committed management team plus volunteers and well wishers

The plan for next three years is focused around the following :

· Scaling up our operations – in terms of width ( more agencies) and depth ( greater capability building with selected agencies). 

· Increased focus on working with Central and State Government with a view to influence policy changes and increased transparency.

· Greater awareness around adoption – among public as well as opinion makers in the social sector

The key actions/milestones for next three years are given below. 

	CSA Plan -2009-12



	Particulars
	2009-10
	2010-11
	2011-12

	Partnering CARA
	CARA Listing
	CARA representative for Information dissemination
	CARA Project partners

	Placement Facilitations


	100 (Marathawada, Nagpur and Orissa)


	200 (Marathawada, Nagpur and Orissa +2 additional  locations/states)
	500 ((Marathawada, Nagpur and Orissa + 5 additional locations/states)



	Information dissemination


	CSA Website-information enhancement

Web pages for 20 participating agencies

Adoption Helpline


	Web pages for additional agencies 

Become formal partners to CARA in information/ guidance to Aparents and agencies.


	Revamping the CSA Website

	Field Research Studies
	-Movement of children from Orphanages/ Destitute Homes into adoption

-CWC Role and responsibilities (Child admission, Distribution amongst agencies,, ---


	-Uniformity and simpler Judicial processes ( Court Order, Adoption Deed, Birth certificate and Passport)

-Police/Civil surgeon clearance process

-Agency inspection

-improvements in Adoption process/[practice.


	-Agency licensing

-Inter-country placements

-Accountability at various Government levels



	Awareness and Promotion
	Book on Adoption

Outdoor hoardings, kiosks, buses

Media participation

Adoption Awareness Week

Giveindia marathon

Joy of Giving Week

Workshops/Sensitization progs.


	Documentary

Media participation

Adoption Awareness Week

Giveindia marathon

Joy of Giving Week

Workshops/Sensitization progs.


	Media Partner



	Capability building 
	Childcare workers   

Social Workers

Agency Heads

                     
	Base-level credibility norms

Awards

-Standard Training programmes for Agency workers.


	Funding-related credibility norms.

-Institutionalized training-training school/ Audio-visual aids/literature

	Capacity building
	Support to agencies

Physical facilities/recreation

Child care and Development

                           
	Support to agencies

Physical facilities/rec. 

Child care and Development
	Funding-related credibility norms

	Support Services
	Chat Groups

Pre-adoption workshop

Counseling Panel (child development)


	Obligatory participation in pre-adoption counseling

Counseling panels (Law, Medical)

Tie-up with Kids playschool
	Association of Adoption Agencies



	Policy/Practice,  Changes
	Standardisation of documentation and Record Maintainence amongst participating agencies 
	Movement of children into adoption

Standardised practice for Court Order, Deed, Birth certificate and Passport


	CWC/State WCD Accountability

Inspection Reports and follow-through

Follow-up on adoptions

	Funding
	Corporate participation

Global Funding Partners

Credibility listing


	Ongoing Project Sponsors

Payroll Funding

Global Funding Partners

Multiple Listing


	Building a corpus




Our fund requirements 

	Year 
	Funding Goal 
	Utilisation 

	2008-9
	Rs 50 lakhs 
	Projects in process in Orissa and Maharashtra. Some Increase in depth

	2009-10
	Rs 200 lakhs
	Geographical spread. Will extend to two more states. Greater focus on working with Government

	2010-11
	Rs 500 lakhs 
	Will launch a corpus fund with goal of having Rs 5000 corpus fund in next 5 years. Greater focus on awareness and promotion.


Conclusion
We are poised for exponential growth. At the close of 2010-11, we should have made considerable headway in bringing about visible and meaningful change in Adoption and institutionalized child care. That, should pave the way for more dynamic thinking on Adoption, Foster Care and institutionalized child care leading us to our goal of quality rehabilitation of our children across the country. 
