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The Partnership Between Nazareth Children's Center and Integrated
Development (NACID) and CatholIc RelIef ServlceslEthlopia (CRSIE)

Executive Summary

The relatIonshIp between NACID and CRSlEthlOpla may be seen as a mature partnershIp, whIch has
evolved and grown over Its ten-year hIstory CRS IS currently NACID's largest donor, even as NACID
has grown mto a strong and effectIve locally-respected NGO The partners may be neanng a tIme when
they re-negotlate the baSIS of theIr cooperatIon NACID may no longer qualIfy for the USAID funds,
whIch have been proVIded by CRS For ItS part, NACID has expanded ItS strategy to mclude advocacy
and IS seelang to approach USAID m Washmgton, DC The mutual expectatIOns between NACID and
CRSlEthlOpla may be dIfferent m the future than they have been m the past The study explores the
hIStOry of the partnershIp, how well the current arrangements are workIng, and potentIal Issues for the
partIes to consIder as they strengthen theIr partnershIp

EvolutIOn of the PartnershIp
The partnershIp began m 1988 when CRSlEthlOpla agreed to 0011 a well at the orphanage near Nazareth
founded by NACID CooperatIOn expanded slowly over the next four years, as the two orgamzatlOns got
to lrnow each other and as mutual mterests became clearer CRSlEthlOpla was one of several donors,
from OOllIng the well, It went on to provIde relIef food supplIes, funds for maternal chIld health, and
other kmds of funds and techmcal aSSIstance for NACID's mtegrated development programs Shared
mISSIOns and program onentatlOns faCIlItated cooperatIOn between the two orgamzatlOns

Today, NACID IS one of four major CRS counterparts m EthIOpIa CRS proVIdes resources through
USAID fundmg to NACID m agnculture, maternal chIld health, and women's saVIng and credIt As
NACID and CRSlEthlOpla have grown, the partnershIp between them has also grown and become more
complex CRSlEthlOpla has a large number of counterparts (60 -70) whIch may overstraIn ItS capacIty to
relate to each one The large USAID funds It provIdes to NACID are valuable, but carry restnctlOns that
lImIt the fleXIbIlIty WIth whIch they can be used NACID, for ItS part, has Increased ItS sources and
amounts of funds, but finds It dIfficult to add the orgamzatlOnal capacIty to manage them because of the
lack of suffiCIent support for overhead expenses

Current PartnershIp Arrangements
CRS's strategy has been to promote relIef and development by workIng WIth local orgamzatlOns SInce ItS
post-war foundIng It has establIshed cntena for selectIng counterparts and regularly holds counterpart
retreats to bnng ItS partners together to dISCUSS common Issues The specIfic formal agreement between
CRSlEthlOpla and NACID IS documented In a contract based In the U S law governIng the use of food
aId, PL 480 CRS provIdes funds, matenal resources, and techmcal aSSIstance to NACID, whIle NACID
uses the resources appropnately and reports on program and finanCIal progress to CRS

Fonnal roles and responsIbIlItIes for relatIng to the other orgamzatlOn are aSSIgned to staff at managenal
and techmcal levels MultIple channels of communIcatIOn and a shared sense of freedom to InItIate
dISCUSSIons leads to a faIrly hIgh degree of mutual understandIng Each orgamzatlOn seems to
understand the larger context and constraInts on the other, even as they artIculate partIcular problems and
Issues Informal relatIons are reported to be cordIal and pOSItIve At tImes, some staff take meals
together The Country RepresentatIve ofCRS and the General Manager ofNACID partICIpate together at
the same level In larger NGO networks and forums

,
I



The ten years of the partnershIp have gIven the partIes the OPPOrtunIty to work out ways of managmg
dIfferences and conflIcts One strategy that seems to work IS for mdIVIduals to dIscuss Issues that anse,
seekIng to amve at mutually agreeable SolutIons NACID apprecIates It when CRS staff can be fleXIble
m applymg the polICIes and procedures m ways that enable NACID staff to respond to emergmg needs
and contmgencles CRS also IS very transparent about the reasons behmd ItS polICIes and procedures, so
that when It IS not able to be flexIble, NACID can see why

SystemIC Influences on the PartnershIp
The major systemIC mfluences on thIS partnershIp stem from external actors and forces Smce the
resources CRS prOVIdes to NACID come from USAID under PL480 regulatIons, most of the polICIes and
procedures are determmed by USAID As a CRS staff member put It, thIS mvolves a trade-off for
NACID on the one hand they receIve a large sum or resources, but on the other, theIr fleXIbIlIty IS
lImIted by the regulatIOns

Another sIgmficant actor (or set of actors) IS the EthIopIan government In general, the partners feel that
It does not create an enablmg enVIronment for NGO actIVItIes m the country BureaucratIc procedures
delay operatIons, recent decentralIzatIOn efforts have created confuSIOn due to ambIguous levels of
authonty and dIverse polICIes CRS and NACID must develop good relatIons WIth the appropnate
authontIes, even to the extent of NACID dIvertmg ItS resources for government purposes CRS and
NACID, lIke other mternatIOnal and natIOnal NGOs m EthIOpIa, have Imtlated networkIng and advocacy
efforts to try to mfluence government polIcy

Internal orgamzatIOnal mfluences on the partnershIp appear to be felt pnmanly by NACID They have
mcreased the SIze of theIr programs and assocIated funds receIved, but are hampered by the lack of
resources avaIlable to develop theIr orgamzatIOnal capaCIty to manage the necessary mformatIon and
bookkeepmg They would find It eaSIer to manage theIr resources If funds were prOVIded to cover a
certam percentage of theIr overall costs, rather than for project-specIfic Items

The Value ofthe PartnershIp AchIevements, Future Hopes and Challenges
Both partners feel that the major achIevement of theIr relatIonshIp has been the contnbutlon to relIef and
commumty development m EthIOpIa CRS/E IS proud to have played a role m NACID's growth and
development NACID IS a strong local NGO whIch WIll contmue to contnbute to sustamable communIty
development even If CRS no longer operates m EthIOpIa

In the future, both partners foresee cooperatmg m mutually benefiCIal areas NACID VOIced some
concerns WIth current USAID-related terms, such as the lack of resources for overhead, the gap between
the I-year contracts SIgned WIth CRS and the 5-year contracts It IS oblIged to SIgn WIth the government,
and the lack of ownershIp of the capItal eqUIpment It receIves under the grants

The larger Issues, however, concern re-thmkmg the very baSIS of cooperatIOn, from program
ImplementatIOn to broader areas of cooperatIOn CRS/E may engage m mternal dISCUSSIOn about eXIt
strategIes that mfluences the nature and extent of cooperatIOn WIth NACID NACID appears mterested
m cooperatmg WIth CRS to mcrease ItS capaCIty for mfluencmg and contractmg dIrectly WIth USAID
Strengthemng the partnershIp between NACID and CRS/E may take any number of new and mterestmg
dIrectIOns
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The Partnership between Nazareth Children's Center and Integrated
Development (NACID) and CatholIc RelIef ServIceslEthiopla (CRSIE)

"NAC/D IS lzke a young woman who has grown up, reached a certam level where she could get marrzed
go out on her own resources,' reflected Yemane Kahssay, LIaIson Officer for CatholIc Rehef
ServlceslEthlopla (CRSIE) , when asked what cultural- or famIly-related Images would descnbe the
partnershIp between CRSIE and Nazareth ChIldren's Center and Integrated Development (NACID) "If
they wish {NAC/D} wzll stop the relatzonshlp / don t thmk they feel too dependent ,.

The day before, at NACID's head office across AddIS Ababa, Kassaye HaIle, General Manager, had
offered a parallel perspectIve IndIcatIng the level of matunty that has been reached In the partnershIp,
"CRS IS the father ofso many chzldren We are wonderzng how far IS CRS commuted to empower us
counterparts? When do we graduate? When do we recezve our certificate?

The partnershIp between NACID and CRSlEthIopla may be neanng a tIme when the two organIZatIOns
re-negotlate theIr terms of cooperatIon CRSIE sees NACID as a VItal, Independent, NGO whIch WIll not
collapse If CRS support declInes or ends NACID operates In a food-secure area, so there IS some
concern In CRS that It may not be elIgIble to receIve USAID-based funds earmarked for food-Insecure
areas For Its part, NACID has expanded ItS strategy from that ofa 'second generatIon' NGO, pnmanly
Involved m servIce delIvery at the communIty level (Korten, 1990 117), to a 'thIrd generatIon' approach,
actIvely engagIng m pohcy advocacy In AddIS and the US NACID has developed ItS own dIstInctIve
'VOIce' Its needs and Interests for cooperatIon WIth CRS are changIng

The leaders and program staff of both organIZatIOns agree that the partnershIp IS "strong" and
"valuable", even as It has ItS "problems", "bumps", and "ups and downs" InSIght Into the future
dIrectIOns of the partnershIp may be enhanced by an In-depth look at the hIStOry and evolutIOn of the
relatIOnshIp from the perspectIve of both partIes ThIS case study of the partnershIp between NACID and
CRSlEthIOpla examInes the hIstory and current state of the relatIOnshIp between the two organIzatIons In
order to develop a better understandIng of the factors whIch have made It successful In the eyes of the
partners The case IS Intended to be useful to the two partners In theIr ongoIng efforts to develop
mutually benefiCIal cooperatIve arrangements, and to the WIder communIty of US pnvate voluntary
organIzatIons (PVOs) and AfrIcan non-governmental orgamzatIOns (NGOs) who seek to create and
Improve satIsfyIng and effectIve partnershIps for sustaInable development

The study examInes four major aspects of the partnershIp between NACID and CRSlEthIOpIa (1) the
evolutIOn of the partnershIp, from ItS begInmng to the present, (2) the current cooperatIve arrangements
between the two organIzatIOns, IncludIng formal agreements and Informal relatIOns, (3) the major
systemIC Influences on the partnershIp from Internal organIzatIOnal features and stakeholders In the
external enVIronment, and (4) the partners' assessment of the value of the partnershIp, IncludIng ItS
major achIevements and future hopes and challenges

Methodology

ThIS case IS one of a senes of five studIes of partnershIps between US PVOs and AfrIcan NGOs deSIgned
to IdentIfy and explore the elements whIch contnbute to effectIve cooperatIOn The project IS organIzed
by The InstItute for Development Research (IDR), of Boston, MA MWENGO, of H~rare, ZImbabwe,
and the Global Excellence In Management InItIatIve (GEM), of WashIngton, DC FundIng IS proVIded
by the Office of Pnvate Voluntary CooperatIOn of the US Agency for InternatIOnal Development
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(USAID) m Washmgton, DC and m-kInd contnbutIOns are proVIded by the partIcIpatmg PVOs and
NGOs FIve cases, two m Kenya, two m EthtopIa, and one m MalaWI, were selected from among nIne
volunteered by US PVOs m response to the folloWIng cntena (1) located m Southern and Eastern
AfrIca, (2) represent WIdespread PVO-NGO programs, (3) commItment to actIon learnmg, and (4) the
program has evolved over tIme

InformatIon about the partnershIp was gathered through semI-structured mtervIews and archIval
documents from NACID and CRSIE organIzatIons One mtervIew was conducted Jomtly by the AfrIcan­
US research team, others were conducted by the US researcher OrganIzatIonal leaders, key program
staff , and a representatIve program partIcIpant who were IdentIfied by the organIzatIons were
mtervlewed ArchIVal documents mcluded annual reports and mcome and expendIture statements,
mOnItonng and evaluatIOn reports, budget plans, and letters between the two organIzatIOns

EvolutIOn of the Partnership

NACID and CRSlEthIOpIa have been cooperatmg m rehef and development actIVItIes for almost ten
years "CRS IS a valuable partner", says Kassaye Halle, founder and General Manager of NACID, "It
was a wonderful connectzon that we made at the begmmng" Ato Kassaye first approached CRS about
dnlhng a bore hole near the orphanage WhICh NACID had started m Nazareth, about 90 km outsIde of
AddIS Ababa The orphanage served chIldren who were VIctIms of the famme and war m 1984-1986
The EthIopIan government had donated land and buIldmgs for the orphanage, but there was no water
"We were truckmg It m", recalls Kassaye CRS, operatIonal at that tIme and specIahzed m well-dnllmg,
responded to NACID's request

The CRS crew dnlled the bore hole and NACID obtamed the necessary permIts from the government and
an accompanymg generator WIth the help of UNICEF Kassaye remembers that the CRS team wasn't
sure they'd be able to find water The manager at the tIme agreed to dnll up to 120 meters At 117
meters, they saw SIgnS of water CRS agreed to contmue dnllmg, and finally, at 160 meters, they
reached the water "This was the life and death stage for NACID", smIles Kassaye, "if we had not been
able to get water our credlbllzty would have been questzoned by the government" From thIS InItIal
cooperatIOn m well-dnlhng, the partnershIp between NACID and CRS has grown mto a multI-faceted
and SIgnIficant relatIOnshIp for each organIzatIon

"NACID IS a good organzzatzon", asserts Bob LeaVItt, ASSIstant Country RepresentatIve for CRS m
EthIOpIa "They are well-orgamzed, relatively transparent and accountable serzous, committed, and of
a Significant size The relatzonshlp almost runs on automatiC, It IS free ofmajor problems, compared to
some others and they have good relatzons With the government" CRS has prOVIded funds, food
commodItIes, and technIcal aSSIstance to NACID m support of ItS rehef and development actIVItIes over
the years The value of ItS funds and m-kmd donatIOns mcreased from almost 50,000 Btrr m 1992 to a
hIgh of more than 2 mIlhon BIrr m 1995 (Accounts and AudIt Reports, NACID, 1992-1997)

A CautIOus BeglDDlng
The first few years of the relatIOnshIp, 1988-1992, were low-key m terms of resource prOVISIon from
CRS ThIS relatIvely slow beglnnmg may have permItted the partIes to learn about each other's mISSIons
and operatmg approaches Both partIes agree that haVIng a common VISIon of rehef and development has
been Important to the success of the partnershIp A long-term CRS staff member reports that they
observed the orphanage run well and mcrease the number of chIldren served In 1989, CRS began
ShlftI"1g back to ItS tradItIonal strategy of workmg WIth counterparts, rather than dIrectly operatmg
programs NACID was one of the EthIopIan NGOs that satIsfied theIr cntena for counterparts
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In 1991, some extra reheffood supplIes were gIven to NACID for Its chIld feedmg program By 1992,
NACID was proVldmg mtegrated development to the commumtles m the Nazareth area and CRS became
theIr thIrd largest donor (based on the value of funds and m-kmd donatIons), after EthIOpIa AId and the
Chnstlan RelIef and Development ASSOCIatIOn By 1994, CRS was NACID's second largest donor, and
It has remamed ItS largest donor smce 1996 (Income and ExpendIture Statements, 1992-1998, NACID)
CRS' contrIbutIons expanded from relIef food supplIes to food-for-work and maternal chIld health
(MCH) donatIons and funds CRS now proVIdes m-kmd donatIons, funds, and techmcal aSSIstance m
several program areas to NACID The value of funds and m-kInd donatIons m the first three quarters of
1998 was 1,774,679 BlIT

Dr Mend, long-term staff member of CRS, reflects on the Important elements of the begmmng of the
partnershIp "We prefer to work wah those wzth a common VZSlOn They had szmzlar programs and other
sources ofsupport They znztzated the orphanage usmg consultants When we dzd follow-up wzth the
well we found zt was well-mamtamed In the mzx ofprograms they were clearly told the crzterza such
as Foodfor Work communzty partzczpatlOn afforestatlOn, etc There mzght have been a bzt ofa donor­
reczpzent relatlOnshzp That's not how Ifee! but they mzght have"

Multi-Faceted Support to 11 Major Counterpart
Today, NACID IS one of four major CRS counterparts m EthIOpIa CRS proVIdes resources to NACID
through three major programs of a five-year US Agency for InternatIOnal Development (USAID)
Development ACtIVIty Proposal (DAP) grant agnculture/natural resource management (AG/NRM), food
aSSIsted chIld survIval (FACS), and women's savmg and credIt (WSC) WIth these resources, NACID
runs programs m health care, agnculture and natural resource management, women focused programs,
and general relIef and rehabIlItatIOn NACID program officers m health, agnculture, and credIt report
that CRS resources are combmed WIth resources from other donors to fund theIr program actIVItIes In
the health program, for example, CRS resources reach 15 VIllages through three health posts, WhICh are
supplIed WIth medlcmes, tramed staff, and vehIcles The three program officers also value the technIcal
aSSIstance from CRS officers and regular trammg workshops whIch aSSIst them m upgradmg theIr skIlls
and NACID's capaCIty

Benefits And Challenges Of Growth
OrgamzatIOnal success often bnngs the seeds of future challenges Both NACID and CRS/EthIOPIa have
responded to the severe needs for relIef and commumty development m EthIOpIa by scalIng up theIr
programs and orgamzatIOns Although they do not questIOn the value of mcreasmg theIr capacIty to serve
the poor, the partIes agree that certam aspects of growth have affected the partnershIp between the two
orgamzatIons "When you grow your relatzons change We ve become more complex and CRS changes
affect us too" (Kassaye HaIle) At first, reflects Ato Kassaye, the relatIOnshIp was Just about water,
"water was the begznnmg and the endmg" But as NACID has grown, the relatIonshIp has expanded and
Involves more kInds of exchange, IncludIng large amounts of funds and matenal resources that have to
be dIstrIbuted and accounted for preCIsely, legal agreements WIth CRS and the EthIOpIan government,
and several layers ofpersonnel relatIOns between the two organIzatIOns

For NACID, both ItS own growth and that of CRS has presented some Issues for the partnershIp 1995
marked the first year that NACID reported the strams of managmg Its growmg resources Smce
admlmstratIve costs tend to average 30% to 40%, but most donor resources don't support more than
lO%, NACID has found It mcreasmgly dIfficult to find resources to cover the admImstratlve overhead of
the SIzeable grants and donatIOns receIved Addressmg thIS problem IS of pressmg concern to Ato
Kassaye, and he looks to other donor practIces m the EthIOpIan context for pOSSIble solutIOns One Idea
he lIkes, based on the practIce of a CatholIc donor from the Netherlands, IS that of receIVIng fundmg to
cover a percentage of NACID's overall budget, rather than for speCIfic program expenses ThIS would
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gIve hIm greater flexIbIlIty to cover admmlstratIve and program costs assocIated WIth managIng an NGO
ofNACID's SIze and scope

As CRS has grown and changed ItS polICIes, concepts, and program gUIdelInes, NACID IS also affected
These kInds of changes force NACID to consIder and adjust for Impacts on ItS programs, management
and reportIng practIces, and new proposal deSIgn NACID has found Itself among an IncreasIng number
ofCRS counterparts, whIch has made It more dIfficult for CRS to respond to NACID's IndIVIdual needs
One program officer observed that CRS tends to Implement the same programs all over the country,
despIte the fact that dIfferent regIons have dIfferent needs and pnontles As a local NGO, he would lIke
to see NACID have more fleXIbIlIty to respond to local needs

Some In CRS, for theIr part, recognIze the dIfficultIes of managIng the number of ItS counterparts It has
organIzed the counterparts In three groups, accordIng to the number of sectors In whIch they operate, and
deahng WIth them dIfferently In the futllre, some wonder whether CRS should reduce the numbers of
counterparts WIth whom they cooperate WIth regards to fleXIbIlIty, CRS attnbutes the eXIstence of most
gUIdelInes and regulatIons to the condItIons ofUSAID fundIng From the CRS perspectIve, some lack of
fleXIbIlIty IS the pnce of SIgnIficant amounts of fundIng from USAID "The advantage ofDAP IS that
NACID has resources The dzsadvantage IS that they forego a bit offlexlbllzty They have to go by the
plan "(CRS staff) PreVIously, the DAP had been referred to as "the holy gralf' of USAID grants,
because of ItS SIze and length of term (S years)

CRS appreCIates the growth In NACID's programs and organIzatIOn Long-term staff perceIve a change
In the relatIonshIp whIch they see as NACID's empowerment "In the begmmng CRS did have more
znfluence, as they grew CRS declmed" They take pnde In haVIng played a role In NACID's growth
"NACID was small now they have reached a stage ofgrowth to which CRS has contributed We are
their major prOVider ofresources [Part ofNACID's growth} lS the fruit of the partnershlp, m spite of
mlmmal difficulties"

Current Partnership Arrangements

The preVIOUS sectIon proVIded an overvIew and background of the ten-year partnershIp between NACID
and CRSlEthIOpIa ThIS sectIon presents a faIrly detaIled pIcture of the present partnershIp arrangements
between the two organIZatIons All partnershIps may be understood as haVIng two faces One IS the
formal and legal face, shaped by natIonal legal systems and InstItutIonal practIces The formal
dImenSIOns of partnershIps between US PVOs and AfrIcan NGOs usually are embodIed In wntten
contracts or agreements and deSIgnated roles and responsIbIlItIes for JOInt tasks The second face IS the
Informal dImenSIOn of partnershIp, shaped by SOCIal and cultllral norms, behaVIors and expectatIons
Usually, Informal dImenSIons are expressed In Interpersonal relatIOns between IndIVIduals Involved In
the partnershIp

Cultures vary In the degree of Importance attached to eIther formal or Informal dImenSIOns of
partnershIps, some observers suggest that one of the key dIfferences between US and AfrIcan cultllres IS
that Amencans generally gIve more weIght to formal agreements, whereas AfrIcans tend to value the
relatIOnal understandIngs and InteractIOns more hIghly (Hall, 1976, Hofstede, 1997) GIVIng equal weIght
to both sets of values, thIS study examInes the formal and Informal dImenSIOns of the partnershIp
between NACID and CRSlEthIOpIa The maIn elements of formal agreements are presented first,
followed by a dISCUSSIOn of the perceptIons about the Informal and Interpersonal relatIons from both
partIes FInally, the JOInt approaches to problem-solvIng and conflIct resolutIOn are dIscussed
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Formal Arrangements
Fonnal arrangements between the two orgamzatIons are shaped by theIr organIzatIonal strategy towards
partnershIp Ato Kassaye relates that NACID has worked With a number of donors smce the first days of
the orphanage "We have a local Ethwpzan saymg 'a rat wzth two holes wzll never perzsh' /fCRS trzes
to zmpose we can say we have others Yet the relatIonshIp IS not Just about fundmg, "for me
partnershzp zs a shared responszbzlzty A partnershzp has to be open there zs shared vzswn and shared
responszbzlzty "

SImIlarly, CRS tradItIOnally has worked With natIOnally-based counterparts to Implement rehef and
development programs In EthiopIa, It was only operatIonal dunng several years m the mid-to-late
eIghtIes, when pohtical condItIOns m the country demanded It CRSlEthiopia staff affinned theIr
commItment to the strategy of workmg With counterparts because they beheved It has the best Impact on
the sustamabIhty of development, one staff even saId he was drawn to CRS, as opposed to other US
PVOs, because of Its counterpart approach

A CRS document descnbes four cntena for selectmg counterparts (1) "the group IS local and ItS
development agenda controlled by AfrIcans", (2) "local groups should be credIble at the grassroots
level and promote partICIpatory declSlon makmg projects should emanate from the commumties and
be owned by them", (3) "local groups should share the mISSIOn of CRS, 1 e the empowennent of
mdividuals and communItIes and the promotIOn of sustamable and ecologIcally sound development", and
(4) "the group should demonstrate leadershIp and commItment" The document further elaborates "The
notIOn behmd these cntena IS that we are bUIldmg more than bureaucracIes We are bUIldmg the human
resources needed to carry on an appropnate development agenda Addressmg the needs of grassroots
beneficianes m the core"

CRSlEthIOpia and NACID SIgn annual agreements reqUIred by USAID WhICh outhne the tenns of theIr
arrangement They are known as "reCIpIent agency agreements", as per US law, speCIfically, PL 480,
RegulatIOn 11, ArtIcle 211 3(c) Dr Mend perceIves a trend towards more systematIC and need-based
agreements that are tIme-bound and speCIfy mutual obhgatIOns The current agreement has three major
sectIOns, a general overvIew of the agreement and partnershIp, the responslbIhtles of CRS and the
responSIblhtIes of NACID Other mmor sectIOns speCIfy the amounts of food dlstnbution ratIOns and
benefiCIary payments, condItIOns ofvahdIty, and project duratIOn The agreement IS SIgned and stamped
by the executlVes of the two orgamzatIOns, the Country RepresentatIve of CRSlEthIOpia and the General
ManagerofNACID

The agreement names CRS as a "Cooperatmg Sponsor" and NACID as a "ReCIpIent Agency" as defined
m RegulatIon 11 It further declares that CRS and NACID estabhsh a partnershIp, "CRS bemg a sponsor
partner and NACID bemg an Implementmg partner" BaSIcally, the agreement speCIfies that CRS
obtams matenal and finanCial resources as per ItS approved DAP proposal from USAID, and NACID
Implements the projects descnbed m the agreement (FACS, Ag INRM, and WSC projects m the East
Shoa zone of Oromia regIOn) CapItal Items purchased by CRS for the projects remam the sole property
ofCRS and are to be returned to CRS on completIOn of the project or tennmatIOn of the agreement

CRS' responsIbIhtIes are descnbed m seven Items The agreement speCIfies the amounts of funds and
food commodItIes whIch WIll be granted to NACID CRS allows NACID to use a set maXImum of
contnbutIOns from reCIpIents to cover approved center costs CRS Will release funds and food
commodItIes based on quarterly cash flows and actIon plans submItted by NACID Thereafter, actIVIty
reports, finanCial hqUIdatIOn documents, and finanCIal and commodIty reports for prevIOusly released
resources must be submItted m order to obtam subsequent amounts Other Important obhgatIOns of CRS
mclude provIdmg (a) gUIdelmes for project ImplementatIOn based on CRSIUSAID reqUIrements, (b)
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techmcal support through consultatIon, trammg, and workshop, and (c) momtonng and supervtslon
through regular field VISits and proVIdmg feedback

NACID's responslblhtles are set out m fourteen Items NACID IS charged With ensunng that
commumtles fully participate m the projects and that concerned government mmlstnes support them
NACID must Sign agreements With participatIng commumtIes and concerned government offices
AdditIOnally, NACID must estabhsh a good workIng relationship With Regional, Zonal, and Wereda
bureaus of three mlmstnes, the Disaster PreventIon & Preparedness, the Mlmstry of Agnculture, and the
Mmlstry of Health

Regardmg project ImplementatIOn, NACID must make sure that the necessary manpower IS m place, and
that the project IS Implemented accordmg to the approved operatIonal plan Only authonzed employees
may have access to project equipment and vehicles Selection cntena and other terms of participatIon
required by CRS are stated NACID must make avaIlable a Signed hst of project participants by
program, showmg the amount of food commodities or funds paid each tIme Cntena for stonng food
supplIes are stated Records of empty food contamers must also be mamtamed They may be sold, and
proceeds must be transferred to CRS on a quarterly baSIS As per TItle II guldehnes, counterparts can
dlstnbute the emptycontamers to recipients and program parttclpants free of charge, If CRS approves

The cntena for and procedures by whIch NACID keeps project records are clearly spelled out a
separate bank. account and/or record must be mamtamed, the records must accurately reflect program
operatIon and all transactIons of cash and commodIties, and the records and phySIcal storage premises
must be available for mspectIOn to CRS and USAID More than SIX types of reports are named, along
WIth the regular times when they are to be submItted NACID IS responsIble to pay the value of any lost
or mIsused funds or commodities, plus a 20% penalty, should It fall to exercIse reasonable care Fmally,
NACID IS permitted fleXibilIty of 15% m lIne Item spendmg, prOVided that total spendmg does not
exceed the total budget Other deViatIOns reqUIre pnor wntten approval from CRS

Annual plans are done Jomtly With CRS and ItS counterparts NACID understands that, If thmgs go well
one year, they are lIkely to have the next year's plans approved, but It IS a source of some uncertamty
that the formal plans are only for one year's tIme "It zs a three year process," explams LeaVitt, "so
every year we look back one and forward one" CRS IS makmg efforts to be more mcluslve of ItS
counterparts m the Jomt plannmg process "Before they submztted, we re-dzd zt and submztted to USAlD
wzth no consultatIOn Thzs year, we started earlzer and worked m mtegrated teams Stzll, sometzmes
CRS made changes and submzttedplans to USAlD wzthout further consultatIOn"

In additIOn to formal agreements and plannmg, formal partnership arrangements also mclude the
deSignated roles and responSibIlities wlthm each orgamzatIOn for communlcatmg With the other Both
orgamzatlons have several levels of staff who are mvolved With each other, from program officers to the
executive levels Routme momtonng and program ImplementatIOn are carned out by program officers m
NACID and techmcal and lIaison officers m CRS Plannmg and pohcy Issues mvolve the executive
staff WIth so many counterparts, CRS mamtams a separate halson office to manage ItS relatIons With
them Each department, mcludmg finance, admlmstratlon, and logistics, has ItS own trammg officer for
counterparts There IS also one full-tIme trammg officer who does mstItutIOnal development With the
counterparts

CRS staffkeep mformed about the counterparts through VISits and wntten reports Semor level staff may
not have time to VISit all the counterparts regularly, so wntten reports prOVide Important data about
program process and performance A sample of reports and other documents selected by CRS staff to
represent typIcal commumcatIOns With NACID suggests that CRS officers carry out m-depth and precI~e

assessments ofhow the projects are gomg Items reported on mclude the degree or quahty of community
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partIcIpatIon, the amounts of funds or commodItIes dIsbursed, collected, or outstandmg, and the kInds of
project Impacts achIeved or lackIng Acluevements are noted, concerns about slow progress,
dIscrepancIes, or mIssmg funds are reported

Notes m the margms of the reports reveal managers' comments One comment suggested that a
partIcularly noteworthy achIevement be shared WIth other counterparts for possIble replIcatIOn More
comments concerned what to do about concerns and Issues Responses ranged from suggestIng
dISCUSSIons WIth NACID officers to wntten letters askIng for prompt attentIon to outstandmg Issues, such
as "use of reCIpIent contnbutIOn contrary to pohcIes and procedures" or "excess dIstnbutIon of
commodItIes WIthout acknowledgment for receIpts" In one case, where an Issue contInued over a penod
of tIme, the degree of concern to CRS was made clear m wntIng "the faIlure to adequately report and
dIalogue on these programs WIth CRS weaken the partnershIp"

CRS sponsors regular counterpart retreats and workshops "The retreats are a tzme for them to get
together and brmg zssues, we keep track and follow up " says Dr Mend The retreats are orgamzed to
achIeve stated goals and obJectIves, when CRS knows that some counterparts are partIcularly mterested
m or concerned about an Issue, they may ask them to facIhtate a seSSIOn on that tOpIC A wntten report
of the retreat held nrMay, 1998, mdIcates some Important Issues

• relatIOns WIth the government (contmumg smce the 1997 retreat),
• the need for CRS to buIld the capaCIty of some of ItS counterparts,
• dIfficultIes WIth vanous aspects of the agreements and documents between the counterparts

and CRS,
• the need to coordmate VISItS by CRS staff, and
• program-related concerns lIke the role of food m the programs and the effectIveness of

women's savmgs and credIt aSSOCIatIOns

A hst of recommendatIOns related to each tOPIC are mcluded m the report, If not a speCIfic actIOn plan by
whIch they WIll be carned out

The workshops tram counterparts m the skIlls and tools needed for successful program ImplementatIOn
Some workshops proVIde program-related trammg, whIle others address the admImstratIve and finanCIal
SIde of program management and ImplementatIOn Dr Mend sees the workshops as an Important part of
CRS' partnershIp WIth the counterparts "Compared to other donors we are percezved as too demandmg
In thzs case the demands of CRS are those of the USAID donor as per Tztle II regulatwns But we
provzde more resources so they can have trazmng accountants, and other thmgs needed to manage the
demands"

Informal Arrangements
NACID and CRS agree that the relatIOns between them are" posltzve and "cordzal', If not warm and
close The mutual respect and understandmg IS eVIdent Several staff m both orgamzatIOns descnbed the
relatIOnshIp as dIfferent from the typIcal donor relatIOnshIp "zts not donor-reczpzent, " saId a CRS staff
member, "zts more lzke a natural relatwnshzp zts a good relatwnshzp developmg gradually though
there are bumps" NACID program officers m Nazareth also saId, "the relatwnshzp zs good, there s no
vwlence zts not negatzve We re lzke brothers, we greet them have a good atmosphere We ask personal
thmgs first lzke about famzly We feel lzke one staff not two " They rated the relatIOnshIps WIth CRS'
techmcal staff at "85-90 % ", espeCIally apprecIatmg the technIcal aSSIstance and follow up prOVIded by
CRS

In many respects, the partnershIp IS a profeSSIOnal, busmess-lIke, relatIOnshIp NACID's General
Manager used the Image of an "adopted chzld" to descnbe the relatIOnshIp, whIle CRS' Country
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RepresentatIve chose that of "dlstant COUSlns" m the AfrIcan context Due to Its confidence m NACID,
CRS does not momtor Its programs as closely as those ofother counterparts

NACID IS the only one of CRS' four major counterparts that IS not church-based For thIS reason,
NACID's General Manager belIeves that theIr relatIonshtp WIth CRS IS not as close as It IS WIth other
counterparts "We are [partners] because ofprOjects", reflects Ato Kassaye, "NACID lmplements good
projects, we have a good management team and we are vlslon-orzented It lS because of ldeologlcal
fitness we are together If It breaks, we are apart If[projects fall] WIth church groups, [thelr] relatzons
WIll contznue" ThIS motIvates Kassaye to make sure that NACID IS a very responsIble and accountable
orgamzatIOn

CommunIcatIOn between the partners IS ImtIated by eIther organIzatIon "Anyone from NACID can go
and talk to them," says Kassaye When the need arIses, both feel free to contact the other by phone or to
make personal VISItS Staff from the two orgamzatIons demonstrated a good deal of mutual knowledge
about the other's SItuatIOn and opImons about the partnershIp ThIS mdIcates a faIrly hIgh degree of
transparency between the orgamzatIons As reported by staff from both orgamzatlons, CRS IS qUIte clear
about ItS cntena, polICIes, and procedures, many of WhICh stem from ItS contract WIth USAID It shares
the areas m WhICh It-can and cannot be fleXIble qUIte openly NACID, for ItS part, submIts the reqUIred
reports and entertams numerous and thorough field VISItS The semor level staff share theIr opImons
about dIfficultIes and Issues WIth CRS Both partIes reported that they try to work out mutually
agreeable solutIons to Issues together

At tImes, the staff of the two orgamzatIons see each other m vanous forums outSIde of the partnershIp
The General Manager of NACID and the Country RepresentatIve of CRSlEthIopIa meet as equals m
NGO network forums The staff also SOCIalIze, sometImes takmg meals together

Problem Solvmg and ConflIct ResolutIon
Most relatIOnshIps between dIverse orgamzattons mvolved m development cooperatIOn mvolve conflIcts
from tIme to tIme Research suggests that the emergence of conflIct between cooperatmg orgamzattons
may even be related to more successful development Impacts (Brown, 1983, Brown and Tandon, 1994,
Brown and Ashman, 1996) If there IS no conflIct, It can mean that the perspectIves of one or more
partIes are not beIng heard by others or InfluenCIng the terms of the relatIOnshIp TheIr resources,
therefore, are not fully utIlIzed In the partnershIp, whIch decreases the potentIal Impact Of course, If
conflIct IS too hIgh and not well-managed, It can overwhelm cooperatIve efforts and negatIvely affect
results One of the IngredIents of successful partnershIps may be JOInt competencIes In conflIct
management

FOCUSIng on the practIces of conflIct management In the partnershIp between NACID and CRSlEthIoPIa
may be helpful m understandmg what makes It a good one Some of these practIces have been descnbed
above, thIS sectIOn categonzes them accordmg to how dIfferent levels of conflICt appear to be dealt WIth
by the two partIes In general, It IS stnkmg that the presence of dIfficultIes-the 'downs' as well as the
'ups'-m a baSIcally good relatIonshIp are openly acknowledged by staff at several levels m both
orgamzattons The problems are neIther swept under a rug, nor escalated to a degree that labels the other
party as 'the problem' At tImes, conflIcts may even be heated "sometlmes they flame", says one of the
EthIOpIan CRS staffmembers

It may be Important that both orgamzations share a preference for workmg out SolutIons to problems and
Issues through dISCUSSIon and negotIatIon, rather than through formal procedures ThIS approach enables
them to learn and adapt to the other's perspectIves Both techmcal and managenal staff m the two
agenCIes descnbed managmg conflIct m thIS way AccordIng to NACID program officers, "sometzmes
there lS dlsagreement but we dlscuss It thoroughly then finally we agree andfind a solutzon We don't
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know the head of CRS but we know the techmcal staff" When NACID program staff In Nazareth
dIscussed a current problem, commodItIes and funds that had not been released on tIme, they allowed
that part of the problem may be due to reasons outsIde of CRS' control, such as delays In the port or
paperwork from the head office

A SImIlar approach between NACID and the communIty was demonstrated dunng a bnef conversatIon
With the ChaIrperson ofa women's saVIng and credIt group The ChaIrperson reported that a Village mIll
had broken down, and she wanted to lmow IfNACID could help fix It NACID had turned over the mIll
to local government some tIme before, but NACID's field officer dIscussed the problem With the
ChaIrperson, askIng what she had already done about It In the end, he asked her to wnte a letter
documentIng the problem and promIsed to InquIre With the government about the problem

Of course, most problems and dIfficultIes between CRS and NACID are worked out WithIn the
framework of the formal plans and regulatIons, pnmanly IssUIng from USAID Says CRS "we are a
resource provzder and they [NAC/D] feel we don t conszder thezr other requests, but we are transparent
about our crzterza and lzmztatzons We don't do zt for dommance" As an example of a dIfference, CRS
CItes a recent expenence "they were here wantmg more ofa budget ltem although they have used half
the amount requested was avazlable [m thezr budget], we sazd to use zt and we wzll replace zt wzthm
three days"

When conflIcts can not be resolved through dIscussIOn and mformal negotIatIOn, they are taken to more
formal and semor channels CRS relates that, With NACID, as With other counterparts, sometImes they
have to send strong letters, take legal steps, or mentIon the Issue to USAID Efforts are made to get
complete lmowledge of the SItuatIOn "sometzmes we go back to our predecessors to find out what
happened", says the AssIstant Country RepresentatIve, "but ultzmately theoretzcally if a partner zs not
bemg accountable we mzght have to cut them off We haven t done zt 100% yet Partzally yes we
stopped resources but mamtamed contact"

NACID's semor executIves ImtIate meetmgs wIth CRS managers when Issues can not be resolved at the
operatIonal level, or when strategIC or polIcy-level Issues anse Ato Kassaye has worked wIth several
Country RepresentatIves over the years He offers an Important lesson learned "difJicultzes come when
[they] don t negotzate when they are rzgzd because ofyellmg and shoutmg [thmgs can break] The
current Representatzve zs understandmg she takes tzme to szt and talk that's the most valuable part"
Kassaye values CRS Country RepresentatIves who have been wIllmg and able to apply the polICIes and
procedures With fleXIbIlIty, so as to respond to NACID's emergmg needs as It carnes out Its relIef and
development work In EthIopIa's often turbulent envIronment A semor program coordInator remforces
thIS perspectIve, "we haveflexzbzlzty not to go offbudget but to do what zs necessary "

At the same tIme, NACID recognIzes the lImIts ofCRS' authonty, and makes efforts to establIsh dIrect
relatIons wIth USAID As noted m the IntroductIon, NACID IS openmg an office m WashIngton, DC
Ato Kassaye feels that thIS Will gIve NACID better understandmg of and access to USAID funds for ItS
development work He also belIeves It WIll gIve NACID more of a VOIce In Washmgton to mfluence
USAID's polICIes and procedures Kassaye would lIke to see CRS assIst NACID m these processes

SystemiC Influences on the Partnership

Survey research and formal consultatIons wIth US PVOs and southern NGOs mdIcated that partnershIp
relatIons are mfluenced t-y factors outSIde of the partnershIp Itself (Leach, Brown and Kalegaonkar,
1998, PRIA, 1998) InSIde the orgamzatIon, strategIC plans, orgamzatIOn-wIde polICIes, and Inter­
departmental relatIOns can shape the actIOns and chOIces of representatIves Involved m partnershIps

9



Externally, other actors such as governments, donors, and commumtIes can exert pressure on IndIVIdual
partners to respond to new demands SOCIal and natural dIsasters can hInder the achIevement of program
targets, as well as present new pressures and demands US PVOs, In partIcular, saId that one of theIr
major challenges was operatIng between two dIverse enVIronments southern NGOs and theIr
commumtles on the one hand, and US donors, board and staff, on the other (Leach, Brown and
Kalegaonkar, 1998, PRIA, 1998) 11us sectIon of the case study examInes the major mternal and
external Influences reported by NACID and CRS to be InfluenCIng theIr partnershIp

OrgamzatlOnal Influences
Few Internal orgamzatIOnal features appear to be sIgmficant Influences on the partnershIp between
NACID and CRS, although thIS may be because of the relatIve Importance of the external Influences In
CRS, authonty appears to be decentralIzed to the country level, although polICIes relatIng to program
qualIty prOVIde guIdance A major Issue for NACID assocIated WIth CRS' Internal polICIes IS the
turnover In managenal staff Country RepresentatIves and ASSIstant Country RepresentatIves have been
replaced every 2 years 11us means that the Informal arrangements and understandIngs establIshed at the
semor level between the two orgamzatIons are subject to change New representatIves may be less (or
more) fleXIble than predecessors, whatever the outcome, the turnover Increases the degree of uncertaInty
for NACID In ItS relatIons WIth CRS

In NACID, Internal organIzatIOnal systems have been set up to reflect the demands of thIS and other
partnershIps They must carry out a sIgmficant amount of reportIng and accountmg for resources New
computers were recently purchased to keep up WIth reqUIrements As noted above, they feel pInched to
proVIde the necessary admImstratIve systems WIth the lImIted resources for overhead that they are
allocated

EnVironmental Influences
External actors and events weIgh most heavIly on the partnershIp, In the OpInIOnS of those Intervtewed
from CRSlEthlopla and NACID The two major external actors Include USAID and the EthIopIan
government USAID, the source of the funds and commodItIes passed on to NACID by CRSlEthIOpIa,
determmes the rules and regulatIOns by whIch they are granted As preVIOUS sectIons have noted, the
partnershIp between CRS and NACID IS hIghly Influenced by US law and USAID regulatIOns CRS
staffperceIve that they have the responSIbIlIty to see that theIr counterparts comply "I say, at the end of
the day the partnershIps are 51% CRS and 49% partner because ultImately, we are accountable to
USAID If there are any problems, we have to pay It back" (US CRS staff) CRS has a good reputatIon
WIth USAID for accountmg, staff value the good WIll earned because USAID IS more lIkely to trust theIr
Judgment, when needed (but they request exceptIons m a "vast mmorzty" of cases)

CRS staff are WIllIng to dISCUSS the constramts and contradIctIons to the partnershIp presented by some
of USAID's polICIes and regulatIons Although they agree WIth the baSIC goals and onentatIon of the
polICIes, they also can see legItImate needs of NACID and other counterparts to whIch they cannot
respond because of USAID regulatIons The ASSIstant Country RepresentatIve gIves thIS example "I
went to USAID and asked them, what if the mlsszon ofa local NGO conflIcts WIth USAID mlsszon? [e g
the mlsszon of the EthIopIan branch ofMother Teresa's orgamzatzon IS to gIve food freely as needed,
whIch may result m fluctuatzng benefiCIary levels The response was that as long as what happens IS
accountedfor, and changes well documented, you mIght be safe" Later, he contmued, "WIth NACID the
worst thzng m the context of typIcal donor or government regulatzons, IS that they have 40% overhead

yet we have to be strzct Overhead can only be covered when It IS explzCltly budgeted as a program
expense We have to be careful, because hIgh levels ofoverhead can reflect pOSSIble znefficlencles "

Another staff member talked about the dIfficultIes of tryIng to buIld In space for partICIpatIon m plannIng
by NACID and the communItIes "They have to go by the plan We trzed to gIve space for commumty
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partzczpatzon by wrztmg m the role ofVzllage Development Commzttees, but zt zs almost a contradzctzon "
In general, CRS trIes to carve out more room for mfluence by NACID and other counterparts m Its
plannmg procedures, and USAID IS generally supportIve, when changes are WIthm set budgetary
frameworks and are well-supported by lessons learned

The mfluence of USAID on CRS practIces may be understood partIally by companng how It manages
non-USAID funds WIth counterparts LeaVItt shares some of the SimilantIes and dIfferences CRS
proVIdes sImIlar lands of resources and asks for quarterly reports, but they have dIfferent cntena for
selectIng counterparts and mmimal formal agreements Of one of the non-USAID funded partnershIps,
LeaVItt says, "Its more lzke a grantor relatzonshzp, Its more focused on content and program rather than
accountmg Its moreflexzble I really love zt "

For ItS part, although NACID IS seen as a strong, mdependent NGO, the General Manager stIll IS
frustrated WIth donor and government polICIes that prevent NACID from gomg m some dIrectIOns that
would be benefiCIal for the communItIes "I would rather do busmess, ezther teach the communzty to do
busmess or do Jomt buszness wzth the communzty In busmess thzngs can change, buszness develops
mnovatzons and creatIvzty' NACID IS blocked from thIs dIrectIOn by the lack of donor funding for such
inItIatIves and government regulatIons whIch prohIbIt NGOs from domg busmess

The EthIopIan government IS a cntically Important factor, affectIng many dImensIOns of the partnershIp
In general, It IS a source of uncertamty, threat and program IrratIonalIty to the two partners As natIonal
and internatIonal NGOs, NACID and CRSlEthIOpia face separate, but overlappmg, sets of laws and
polIcy Influences The federal government encourages NGOs to operate In remote areas of the country
In one regIOn, authontIes pressured CRS' counterpart to move resources mto more remote areas In
addItion, although It IS not frequent, NGOs can be shut down and ''padlocked'' at any moment by the
local government JOint programs between CRS and NACID must conform to government regulations,
such as those governing credIt programs, whIch may not always be for the best Interest of the program

There are several reasons why NACID and CRSlEthIOpia perceIve that the government plays such an
Important role In the partnershIp FIrst, they feel that the government does not create an enablIng
enVIronment for NGOs and other CIvIl SOCIety actors In the country Some see that relatIons are
ImprOVing, but the hIStOry of SuspICIOn and hostIlIty IS slow to change PolICIes and practIces
surrounding NGO registratIOns, taxes, and operatIons are inCOnsIstent and often present bamers to
effectIve NGO functIOning It can take an average of two years for natIOnal NGOs to get regIstered

Second, the government has recently decentralIzed authonty to regIOnal and other levels, but the results
have been inCOnsIstent DIfferent regIons develop dIverse polICIes, eIther because they Interpret federal
polICIes dIfferently, or because they set theIr own, and the boundanes between federal, regIOnal, and
other levels of authonty are not clearly drawn Information does not appear to be shared among the
regIons and levels As noted above, the agreement between CRSlEthiopia and NACID specIfies that
NACID must secure agreements WIth RegIOnal, Zonal, and Wereda bureaus, and establIsh good
relatIOnshIps WIth SImIlar levels of three or more mInIstrIes In CRSlEthiopIa's OpinIOn, NACID IS
partIcularly good at establIshing these relatIOnshIps, even though one of NACID's programs was shut
down and taken over by the government In TIgray regIOn NACID, m turn, goes to extremes to satISfy
the government so that It can contmue ItS programs Even though they have agreements, NACID
perceIves the government to Interfere m ItS operations The General Manager gave examples ofhavmg to
use NACID resources to clear up a pnson latrIne and lend NACID vehIcles to carry soldIers dunng a past
conflIct DespIte the dIverSIOn of resources and publIc relatIOns contradIctIOn of havmg a truck WIth
NACID's l(lgo transport soldIers, he realIzed It was necessary to keep the organIzatIOn open
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Fmally, the partners reflect that the secunty SItuation m the country destabIlIzes development efforts
Some feel that the current conflIct WIth Entrea may be havrng the rromc effect of makIng the EthIOpIan
government more amenable to assIstance from mternatIonal donors and NGOs, but m general, those
mternewed felt that regIonal and CIVIl conflIct drams resources and attention from development
programs Internal conflIcts among dIfferent groups of EthIopIans can also destroy progress made
towards development targets

Networkmg as a Response to External Influences
NACID and CRS, lIke many organIzatIons, respond to external mfluences by workmg together WIth
others m SImIlar CIrcumstances CRS IS workmg together WIth seven other major PVDs assocIated WIth
USAID to develop common mdIcators to reflect the strategIc objective of Improved food secunty ThIS
should help to ratIOnalIze therr planmng procedures Also, the regular counterpart retreats sponsored by
CRS enable the counterparts to dISCUSS common Issues and concerns together WIth CRS The report of
the May 1998 retreat mdIcates that many Issues were raIsed WhICh could have been nsky for anyone
counterpart alone to put forward ThIS should help CRS to ratIonalIze ItS polICIes and procedures m
response to counterpart concerns, albeIt WIthm the context of gIVen lImItatIOns and constramts Fmally,
NACID, CRS, and other natIOnal and mternatIOnal NGDs work together m several forums, lIke the
ChrIstIan RelIef and Development ASSOCIatIOn (CRDA) to share mforrnatIon and promote common
polIcy pOSItIOns WIth the EthIopIan government NACID appreCIates the more forceful role that CRS, as
an mternatIOnal NGD, can take WIth the government In February 1998, CRS convened a PartnershIp
sympOSIum WIth government, NGD, and donor representatIves to exchange Ideas on how to foster
partnershIp m the sector These kmds of Jomt actIons among larger groups of NGDs, donors, and
government appear to be mtegral to the partnershIp between NACID and CRS

The Value of the Partnership. Major Achievements, Future Hopes and Challenges

The pnmary achIevement of the partnershIp for both partIes IS the Impact It has had on communIty relIef
and development CRS IS proud to have played a role m NACID's development from the proVIder of a
smgle orphanage to a WIde range of mtegrated communIty development servIces Says Dr Mend of
CRS, "m the absence of eRS, there wzll be someone to take over servmg the poor, reachmg the needy,
zmplementmg projects They've started to thmk strategzcally about thezr resources" CRS' esteem for
Kassaye HaIle, General Manager of NACID, IS clear "he zs one of the most well-known and respected
natIOnal NGO leaders m the country" CRS values NACID because It IS senous about development,
accountable, and able to mamtam good relatIOns WIth the EthIOpIan government

NACID values the partnershIp because It bnngs resources for Its development work, and because
partnenng WIth CRS bnngs them a good reputatIon among other donors USAID and CRS are known for
theIr hIgh standards, so It IS a useful bonafide to be a partner ofCRS Yet NACID's pnmary sense of
achIevement IS also at the commumty level "we are achzevmg communzty development properly", says
Ato Kassaye He notes that documentatIOn of theIr achIevements has been made accordmg to CRS
mdIcators, submItted to USAID An Important lesson learned about partnershIps, says Kassaye, IS that
they reach to communItIes "If you have a good partnershzp at the znstztutzonal level, zt goes to the
communzty level Development!:§. partnershzp" For one communIty elder m the Nazareth area, the
prOVISIon of water IS NACID's most Important contnbutton "It zs clean and nearby", she saId

NACID appreCIates CRS's approach At the program level, the coordmator noted that they apprecIated
the follow-up from CRS, because It aSSIsts NACID to Implement the programs as planned "Its a good
thzng that they lzke to follow up We appreczate zt though we make a lot ofeffort to fulfill {expectatIOns]
Other NGOs Just drop the money and don't do follow up, but zts good that everythzng goes accordzng to
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plan Otherwise, NACID may be happy, but Its not good CRS lzkes to check every detazl to be
transparent CRS IS more zntenslve "

At the pollcy level, the General Manager appreCIates the sense of mutuallty m the partnershIp, "other
donors feel that if they contrzbute 90%, they can control everythzng" But perhaps more Important are
shared underlymg bellefs about development As an example, Ato Kassaye mentIOned two other
mternatIOnal NGOs whIch he perceIves to devalue the role of natIonal NGOs "They belzeve that
expertzse and access to funds from outszde [are sufficzent] But [CRS understands that] long-term
development should be left to the natzonals to NGOs, government and communztzes The Country
Representatlve of CRS m EthIOpIa, confIrmed her commItment to CRS' approach of workmg m
partnershIp WIth natIOnal NGOs and church groups "We should work With counterparts They are part
ofthe local fabrzc zn the communzty They understand and balance the zntertwzned relatzons better than
we ever Will "

Future Hopes and Challenges
NACID and CRSlEthIOpIa express SImIlar hopes for the future of the partnershIp "I hope the
relatzonshzp Will contznue untzl both szdes feel zts time to stop" say two CRS staff Across town, Ato
Kassaye agrees "In the future, we wzll contznue zn the areas where we can come together We know
where we are gozng and we value CRS" NACID fIeld officers m Nazareth focus on program changes
that are commg up m the next year, and hope that CRS WIll mfluence government pollcy on credIt
programs The ImmedIate response of the elder ChaIrperson of a Women's Savmg and CredIt group to
the questIon of future hopes and expectatIOns showed her commItment and determmatlon "we wzll be
workzng together We expect to work hard as a group wzth NACID and others [If NACID or CRS
leave] we wzll contznue what we have If NACID and CRS don t, God may provzde"

There are dIfferent opmIons among CRS staff as to the challenges to the partnershIp There IS awareness
of the potentIal lack of fIt between USAID's cntena and NACID's operatlonal focus and area NACID
IS no longer operatmg m a food msecure area, so there IS concern that It would not quallfy for future
fundmg from USAID, although CRS may have other funds that could support them Yet Dorrett Lyttle
Byrd questlons whether CRSlEthIopIa should cut off relatIOns WIth such a good partner IfNACID were
to expand to a new area, they could stIll quallfy for USAID funds "Ifwe trust them and thznk they do a
goodJob why not stay With them? They II always need supporters Just lzke CRS needs supporters Exzt
strategy zs an Issue for debate It zs encouraged by the Ethzopzan government, but It zs not clear what zs
meant The crzterza haven't been developedyet"

NACID's VIew of future challenges pnmanly related to several terms of the USAID-defined terms of
agreement WIth CRS that llmIt Its secunty and contmued growth The followmg Items were IdentIfied as
key problem areas m the partnershIp

• havmg to gIve back capItal eqUIpment on demand from CRS or USAID,
• haVIng to SIgn a five-year agreement WIth the government to Implement programs, but

haVIng a one-year agreement WIth CRS, and
• mcumng admmIstratIve costs of 30% - 40%, but only receIvmg 10% fundmg to cover them,

''you are de-capacltatzng us", expresses Kassaye m frustratIon

NACID's hope for the future relatIOnshIp IS that CRS fulfill theIr phIlosophy of empowerment by
assIstmg NACID m theIr next phase of growth Kassaye feels NACID would benefit from capacIty­
bUIldmg to go dIrectly to USAID for program contractmg and pollcy advocacy RecommendatIOns from
CRS to the larger donors m AddIS and northern capItals would aSSIst NACID m further expandmg and
stabIllzmg ItS donor base Fmally, on a larger stage, Kassaye hopes that new Ideas and dIreCtIons WIll
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emerge In the WIder communIty of natIonal and Internal NGOs, "the dIalogue wIth Northern and
Southern NGOS has never been fully resolved Now, we are on ourfeet"

14


