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DRAFT PAPER Autumn 2002

Preliminary suggestions to

"Rules and Regulations for Community Groups"

supervised by Himalayan Project, Nepal (HIPRON)

For the Registration by the Local Authorities there should be produces a Statute of the Community Group. This Paper of Rules and Regulations are not for registration, but for the running of the organization afterwards.

1. General
1.1 The concept of this "Rules and Regulations for Community Groups" is developed from the Danish NGO "Himalayan Project" in cooperation with the Nepali NGO "HIPRON" (Himalayan Project, Nepal).

1.2 The Himalayan Project concept of a "Community Group" is doing local business in a social way of thinking, giving as much as possible of decisions, economy and productivity to the local society.
1.3 Himalayan Project will help each Community Group to make this organizational paper fit to their individual conditions, and in future supervise the implementations of this paper to the running of the organization, and also see to that the social context will have a major significance. As long as Himalayan Project can approve this, the Community Group will be backed up and recommended by Himalayan Project.
2. Name

2.1 The name of this Community Group shall be "Local Community Service Group" (LCSG) (The name shall be changed according to the purpose of this Community Group - like: "Junbesi Community Trekking Group" or "Langtang Community Trekking Group" or instead of trekking it can be Agriculture, Diary, Cottage Industry etc.).
3. Purpose

3.1 The purpose of "LCSG" is to promote (f.i. tourism in (describe the working area)).
3.2 The main working field shall be arranging and performing (f.i. trekking arrangements for tourists) in (describe the working area) until (describe some practical entry- / border points (like Jiri-Paphlu-Lukhla)) but never beyond.
4. Cooperating Organizations

4.1 Himalayan Project. "LCSG" shall take advice and supervision by Himalayan Project and HIPRON, by opening all accounts and internal papers at any time for inspection.
4.1.a HIPRON will support "LCSG" with education and training.
4.1.b "LCSG" will pay a Royalty Fee to HIPRON to be a Himalayan Project supported organization. The way of, and the amount of Royalty Fee will be decided when "LCSG" have success and sufficient income.
4.2 Local Development Project (write name (like Upper Solu Development Project). "LCSG" works as a sub-organization under the umbrella of (write name and area of works of this local social development organization) from which it can receive support, and for which it can and should give excess of profit for the social works of the local area.
4.3 Tourist Agencies. "LCSG" will cooperate with any Tourist Agency, based in Nepal or any country. First of all the cooperation should go to agencies, with which "LCSG" have a contract supervised and recognized by Himalayan Project.
5. Definitions
5.1 Home place of the Community Group. The Community Group will have its working range in the local area, which is (described with its border lines or by VDC and District). The administrative center is situated at (village name).

5.2 Active Members will run the Community Group according to Government Rules and they will form the Active Members Committee. The Active Members has to be inhabitants of (local area is described by Wards / VDC's / District) and stay there all times or at least very regularly.

5.3 Working Members called "Members" will take work from the Community Group. Members have to be inhabitants of (local area is described by Wards / VDC's / District).

5.4 Supportive Members called "Supporters" will give their support to the Community Group without directly taking anything. Supporters can come from all over the world.

5.5 Investing Members called "Investors" will be the ones who have invested money in the Community Group, and who is still receiving compensation for this investment. Investors should only come from (local area is described by Wards / VDC's / District), but in some minor extend, they could also come from outside. Local investors will automatically also be Active Members, which cannot happen for outsiders.

6. Organization
6.1 "LCSG" is under the leadership of the Managing Committee which shall consist of 5 (five)(maybe 7 (seven)) Managing Members presided by the Chairman.

6.2 Working Committee's does the practical work of "LCSG". The Coordinators of each Working Committee will automatically be a member of the Managing Committee.

6.2.a Secretary Committee consists of 3 (1-5) members.

6.2.b Committee Two (f.i. Staff Organizing Committee) consist of 3 (1-5) members.

6.2.c Committee Three (f.i. Equipment Organizing Committee) consist of 3 (1-5) members .

6.3 Active Members Committee consisting of all Active Members will work for "LCSG" as promoters and supporting the Managing and Working Committee's in the daily works.
6.3.a Investor Group will have an individual contract with "LCSG" and they will be internally organized with a mutual contract.
7. Supportive Members (Supporters)
7.1 Supportive Membership can be given to any person or Organization, like cooperating Tourist Agencies, which is giving work or doing help for the Community Group. This Membership could be given lifelong or for a period. Supporters can give suggestions for Managing Committee but they cannot take part of any decisions. Supporters should regularly be given information's about the activities of the Community Group, like itineraries, arrangements, experiences, how many arrangements succeeded and other advertisements.
8. Working Members (Members)
8.1 To be a Member a Membership Fee has to be given, which in (year) is (…) NRS (f.i. 10 NRS).

8.1.a Members cannot be elected for Committee's.
8.1.b Members can elect spokesmen, who can give suggestions, but they will not take part of decisions in the Committees.
8.1.c Members will in turn be called in to work for the Committees, for which they will receive a salary.
9. Active Members
9.1 To be an Active Member an Entrance Fee has to be given which in (year) is (…) NRS (f.i. 500 NRS). A person who cannot afford this amount, but who is in demand for "LCSG" because of his capacity, can be an Active Member without paying this fee. Investors will be Active Members without paying fee. There will be no more membership fee's hereafter but shall support by activities to keep the position.

9.1.a Active Members who will move out of the local area mentioned in 5.2 to live elsewhere could no longer be an Active Member.

9.1.b Active Members who are constant inactive can no longer be a Active Member. Having 0 points in the 11.4 mentioned "Points of Dividend" two years in a row leads to expelling.

9.1.c An Active Member who for a period cannot submit those conditions can be given leave.

9.1.d After expelling the position can be regained by paying the Entrance Fee.

10. Investing Members (Investors)

10.1 When "LCSG" have a need for an investment, for which it will not have the funds itself, and it cannot find the funds from local development foundations, public funds or donors, it can call in for private Investors. Investments should be for material things like land, buildings, equipment and likings which can give Investors security for their investment, but according to agreement it can also be for nonmaterial things like brochures, education and alike.
10.1.a "LCSG" and each Investor or Investor-group will produce a contract mentioning repayment, length of time of repayment and security.
10.1.b Repayment will be given as a percentage of the profit of "LCSG" each year decided by the Managing Committee, but never to exceed 50%. Each year their rest amount of investment will be added a rate of interest, which should be close to the rate of normal bank loans.
10.1.c The length of time for repayment can be until the investment is repaid or it can be a fixed length of time, or there can be added 1-2 years after repayment.
10.1.d As long as "LCSG" still exist as an active organization, Investors cannot claim the item of investment to be sold or given back, and he cannot claim his invested money back. But if "LCSG" is closed down or the item of investment is sold by "LCSG", the Investors remaining part will be given to him.
10.1.e An Investor cannot be expelled as an Active Member as long as his contract is not fulfilled.
11. Dividend

11.1 Active Members can take Dividend to share among themselves according to their Points of Dividend. Only for Active Members and no one else.
11.2 Managing Committee will decide the rate of Dividend every year in the month of January at a reasonable rate between 10-20% of the profit of "LCSG".
11.3 Committee Points of Dividend will be given for all Members of Managing and Working Committees as well as Substitutes automatically according to their work done with 1-2-3 points by the decision of Managing Committee. Beside of those points they can also receive Active Members Points of Dividend.
11.4 Active Members Points of Dividend can be given for all Active Members, but only for Active Members, according to their effort for "LCSG" as the Points of 0-1-2-3. Investors should have automatically 1 point and more for extra services. 0 points is given for absolutely no activity. To be the Responsible of Arrangements and to be Sardar or Cook gives points. The rest of Active Members is given points according to any work done and their effort to promote "LCSG". But no one can receive more than 3 Active Members Points of Dividend in total.
11.5 When all Points of Dividend is added the total points will be divided into the Amount of Dividend, and the calculated value of each point shall then be multiplied into each Active Members points, which amount shall be paid to each as the Active Members share of the year.
12. Yearly Active Members Committee Meeting
12.1 Each year in the month of February the Managing Committee will call all Active Members by letter at least 14 days in advance for the Yearly Committee Meeting. Only Active Members can be let into the meeting room.

12.2 This meeting must start without delay, and only those, who are there at a given moment, can take part in the subject. The subjects given at the meeting will be as follows:

12.2.a Reading of Secretary Report from last Yearly Active Members Meeting. This reports shall be agreed by all who is attending the meeting

12.2.b Report of Chairman.

12.2.c Report on Account by Treasurer.

12.2.d Report of the Coordinators of each Working Committee.

12.2.e Report and comments from Himalayan Project during the year.

12.2.f General discussion about the above mentioned reports.

12.2.g Proposals from the Chairman about next years Budget and running of "LCSG".

12.2.h Election for Chairman, Treasurer and Working Committees.

12.2.i Appointment of members of Working Committees.

12.2.j Election of substitutes for Chairman and Treasurer.

12.2.k Proposals for the new Committees from Active Members.

12.2.l Decision about how much from last years profit to be given for Local Development Committee.

12.3 Secretary will produce a full report in writing from the meeting, which he will send for HIPRON office in Kathmandu.

13. Election

13.1 The participants of the Yearly Committee Meeting will choose among themselves the Chairman, the Treasurer and the Coordinators of each Working Committee, the persons who has the best skills and capacity for each job, and who are always there and who will do the job at any time in a highly priority way. If they can be chosen without words in contrary they will be submitted immediately. If there is more candidates for each job there shall be cast votes. One person for each job. The Coordinator of "Secretary and Advertisement Committee" will automatically be the Secretary of "LCSG".

13.2 The Coordinators of each Working Committee will suggest two working members for each committee. Those can have seat in other committees at the same time. If Active Members can approve, they will be appointed immediately, or else there has to be cast votes between candidates.

13.3 Chairman and Treasurer shall propose their substitutes, the Vice-chairman and Vice-treasurer. They can be persons already appointed in other jobs in Committees. If Active Members can approve, they will be appointed immediately, or else there has to be cast votes between candidates.

13.4 A well functioning Committee should be reelected year after year.

13.5 All Managers, members and substitutes of any committee should always be present in the local area and only be absent for shorter periods when there is low activity. When absent for a long period or regularly they should be replaced by next yearly meeting, or if necessary immediately by decision of Managing Committee.

14. Managing Committee and Working Committees
14.1 Chairman shall all times have the overview of all transaction happening in "LCSG". He will always be held responsible of any miss happening through any arrangement or transaction of "LCSG". He shall therefore see to that all responsible persons are acting adequately.

14.1.a He shall arrange training and education in all necessary subjects for Active Members and Working Members.

14.1.b Chairman should be a person always available in the area. If he will be absent he shall in advance give message for Vice-chairman. He shall always keep his Vice-chairman updated in information's on his works.

14.2 Treasurer shall keep the Account of "LCSG" in a very detailed and accurate way and keep it updated. He shall keep all bills and receipts in a separate book for each year, so it will be easy to inspect and revise. Himalayan Project and members of Managing Committee shall always have access to all accounts and bills. Accounts and bills shall be kept separate for each year for at least five years.

14.2.a Treasurer will receive the income from Entrance Fee and Membership Fee from Staff Coordinating Committee Coordinator.

14.2.b Treasurer will receive the Advance Payment and Full Payment from each arrangement.

14.2.c Treasurer will pay the bills of "LCSG" given from any member of Managing Committee. All bills have to be signed by a Managing Committee member before it comes to the Treasurer. The responsible person for each arrangement shall produce the detailed bills or budget before Treasurer can pay out.

14.2.d Treasurer will calculate the Dividend according to Managing Committee decision and manage the payments.

14.2.e Treasurer will transfer the yearly amounts for Local Development Committee according to Yearly Committee Meeting.

14.2.f Treasurer cannot be held personal responsible of the safety of "LCSG" cash amounts. The whole Managing Committee shall see to that cash amounts are kept in a safe way.

14.2.g Treasurer should be a person always available in the area. If he will be absent he shall in advance give message for Vice-treasurer. He shall always keep his Vice-treasurer updated in information's of his works.

14.3 Substitutes of Chairman and Treasurer (Vice-chairman and Vice-treasurer) shall be ready at any time to take over the work of their processors. They shall by their own effort always keep themselves updated. They can take part of Managing Committee Meetings, but they cannot take active part in decisions.

14.4 Secretary Committee's Coordinator is the Secretary of Managing Committee and he is responsible of the work done by Secretary Committee. The two members of the Committee are called Officer (First and Second).

14.4.a Secretary shall keep a copybook with copies of all reports, brochures, advertisements, correspondence and other papers produced by Secretary Committee.

14.4.b Secretary shall take notes from Yearly Active Members Meeting and produce a report. A copy of this has to be sent for HIPRON in Kathmandu. The reading of this report will be the first subject of next years Yearly Cooperators Meeting.

14.4.c Secretary shall take notes from every Managing Committee meeting and produce a report. This report will be the first subject in each meeting of Managing Committee.

14.4.d Secretary shall do the correspondence with people and groups from outside, like HIPRON, Tourist Agencies, tourists and other to reflect to. Especially about suggestions, changes and preparations for each arrangement.

14.4.e Secretary Committee shall produce advertisements about the work of "LCSG" to be given for HIPRON, Tourist Agencies, for tourists and who else could be interested in the arrangements and work of "LCSG".

14.4.f Secretary Committee shall produce maps and signposts to help the tourists in the local area.

14.4.g If possible Secretary Committee shall produce and update an Internet Homepage.

14.4.h In case of absence of Secretary, Officer First and Second shall substitute him subsequently. They therefore by themselves and by Secretary always shall keep themselves updated on all works by Secretary.

14.5 Staff Coordinating Committee's Staff Coordinator is the responsible of keeping Members Files and have seat in Managing Committee, and he is responsible of the work done by Staff Coordinating Committee. The two members of the committee are called Staff Assistants (First and Second).

14.5.a Staff Coordinating Committee shall take Entrance Fee's from Active Members and keep a file on all Active Members. This file shall tell name, address, payments with date, Points of Dividend given each year and work they did each year to obtain this points. Staff Coordinator shall transfer the Entrance Fee's for Treasurer.

14.5.b Staff Coordinator shall give message to Active Members expelled because of lack of activity.

14.5.c Staff Coordinating Committee shall take Membership Fee's and keep a file on all Members, with name, address, payments with date, personal wish to job, succeeded jobs with duration and income. Staff Coordinator shall transfer Membership Fee's for Treasurer.

14.5.d Committee shall assist the responsible of an arrangement and Sardar in finding which Members shall have work according to the file and their capabilities, and do the calling in for specific arrangements.

14.5.e Staff Coordinator shall do the payment of salary before and after each arrangement and he shall produce an account on this to give Treasurer.

14.5.f In case of absence of Staff Coordinator, Staff Assistant, First and Second, shall substitute him subsequently. They therefore by themselves and by Coordinator always shall keep themselves updated on all works by Staff Coordinator.

14.6 Equipment Committee's Coordinator is the responsible of equipment, buildings, rooms and land and have seat in Managing Committee, and he is responsible of the work done by Equipment Committee. The two members of the committee are called Equipment Assistants (First and Second).

14.6.a Equipment Coordinator shall keep a complete file on all equipment and real estate. Mentioning subject with specification, year of purchase, state at purchase (new/second hand/etc.), periods of use mentioning length/where/for what/etc., repair and present standard.

14.6.b Responsible of immediate repair.

14.6.c Responsible of storing and keeping in an orderly way.

14.6.d Shall give proposals for Managing Committee about investments in new equipment and extension.

14.6.e Shall assist the Responsible of Arrangements and Sardar in reserving and collecting equipment for each trek. And shall decide about renting supplementary equipment locally, or through Secretary to rent equipment by Trekking Agencies.

14.6.f Shall tell the staff and workers (porters) before each arrangement how to treat the equipment for long durability.

14.6.g Shall advise Responsible of Arrangements and Cook in purchase and storing of food items before each arrangement.

14.6.h Shall tell Cook and Kitchen Staff about how to treat the food items and about hygiene.

14.6.i Shall after each arrangement check carefully each item of equipment and real estate for damages, which shall immediately be repaired, and see to that everything is nicely cleaned and well preserved.

14.6.j In case of absence of Equipment Coordinator, Equipment Assistant, First and Second, shall substitute him subsequently. They therefore by themselves and by Equipment Coordinator always shall keep themselves updated on all works by Equipment Coordinator.

15. Work of Managing Committee
15.1 Chairman will call in for meeting when it is needed through the year. Shortly after the Yearly Committee Meeting an organizational meeting shall be held to decide in the newly elected Managing Committee what will be the works to do for the starting working year.

15.2 Chairman shall call for meeting when a new arrangement comes in to see through that all cane be done in a proper way. He shall give the necessary responsibilities to his officers.

15.3 Chairman shall call for meeting before more substantial investments shall be done.

15.4 Chairman shall call for meeting in case of controversial absence or lack of engagement and activity by key persons, to decide replacements.

15.5 In the month of January a Final Managing Committee Meeting shall be held to finalize the year and to prepare the Yearly Active Members Meeting.

15.5.a Reading of Secretary Report from last Yearly Active Members Meeting.

15.5.b Statement of Treasurer is given in an updated version mentioning the profit of the year just completed, and the Investors rest amount. The Royalty Fee for Himalayan project will be calculated, and as soon as possible sends for HIPRON in Kathmandu.

15.5.c Report of Equipment Coordinator about equipment and real estate, with suggestions about investments.

15.5.d Discussion about the Budget for next year to be laid for the Yearly Active Members Meeting, including investments, which should be done, to decide how much from the profit to hold as cash amount for the works of next year, and as a result from that, how much to give for Dividend, Investors and Local Development Organization.

15.5.e Decision about Percent of Dividend (10-20% of total profit), Repayment for Investors (up to 50% of total profit) and which rest amount to transfer for Local Development Organization. Treasurer should then take action to pay or transfer the amounts immediately after the meeting.

15.5.f Giving Points of Dividend for Active Members.

15.5.g Report of Staff Coordinator on activities among Active Members to decide about expelling because of lacking activity. And on the distribution of works for Members.

15.5.h Decision about the amount of Entrance Fee and Membership Fee, and salaries for work done by staff and porters.

15.5.i Others to be discussed for the running of next year.

15.6 The whole Managing Committee is responsible for the security of the Cash Money of "LCSG" so it shall decide a secure way to keep it. Treasurer will only be responsible for the amounts he is actually working with.

16. Arrangements
16.1 Message coming in about any arrangement can be given for any member of Managing Committee. He shall se to that Chairman or Vice-chairman immediately calls in for a meeting.

16.2 During this meeting the consequences of this particular arrangement will be discussed particularly by Staff and Equipment Coordinator. The itinerary will be discussed.

16.2.a The responsibility of this particular trek is given to any one of the members of the three working committees, called Responsible of Arrangement, hereafter the responsible that this particular arrangement will be prepared in the best possible way to give the full service to the tourists. But after all the final responsibility will be held to Managing Committee and Chairman, who therefore shall supervise the ongoing preparations.

16.2.b Responsible of Arrangement shall choose among Active Members and Members to best suited for the work as sardar and cook and they will together, as Arrangers, start the preparations.

16.2.c Arrangers will in cooperation with Staff Coordinator find and make agreement with the needed staff and porters.

16.2.d Arrangers will in cooperation with Equipment Coordinator go through equipment list to reserve necessary items and make a list of needed items. They will also discuss details about food.

16.2.e The Arrangers then, after also discussing the itinerary, shall give meeting for Managing Committee about their preparations to decide which message to send back for Tourist Agency or tourists, with either full agreement to do this particular arrangement or with proposals of changes. Also there should already be a full list of equipment to be rented by Tourist Agency for this arrangement. And how far there already is made a sufficient Block Insurance for the year, or Tourist Agent has to prepare for this trek.      This message will be send by Secretary.

16.2.f The time going from Message come in till it is confirmed for Tourist Agency or tourists shall be as short as possible or almost immediately.

16.3 The Arrangements shall always be completed in the best way to give the customers full satisfaction.

16.3.a Advises and experiences from others, especially Himalayan Project and concerned Tourist Agency shall always be taken seriously.

17. Dissolvement
17.1 Local Community Group can be dissolved if all Active Members agree, and no one wants to continue the work of the organization.

17.2 Equipment shall be sold for the one giving the highest bid.

17.3 All available funds hall after the selling of equipment be transferred for Local Development Organization

