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Executive Summary

The partnershIp between Kangaroo ChIld and Youth Development SocIety (KCYDS) and PartnershIps
for Innovation m Education (pIE) IS one of ten between Save the ChIldren USA and local non­
governmental organIzations (NGOs) and communIty-based organIzations (CBOs) m EthIOpIa PIE IS a
VISIonary partnershIp project, funded by the Banyan Tree Foundation, US, whIch supports local NGOs
and CBOs to proVIde InnovatIve educatIOnal programs that address the dIre need for access to qualIty
education m EthIOpIa By supportmg the program and organIzatIOnal development of the local
mstItutIons, PIE IS buIldmg the capaCIty of the mdIgenous CIVIl SOCIety to carry out InnOvatIve and
sustamable educatIOn programs The project IS only two years old at the time of the case, yet shows SIgnS
of success m the emergence of new educational serVIces and strengthenmg of the local NGOs and CBOs
The focus of the case study IS on the way m whIch the partnershIps have evolved, and the charactenstlcs
that make the project a unIque one The partnershIp between KCYDS and PIE IS hIghlIghted as an
example of one of PIE's partner organIZatIOns

EvolutIOn of the PartnershIp
PIE was created through an opportunIty prOVIded by the Banyan Tree FoundatIOn to develop capaclty­
bUIldmg partnershIps WIth local NGOs and CBOs m EthIOpIa's educatIOn sector Save had a strong
record m educatIOn m ItS Strong BegInnmgs program, and had begun to make a strategIc shIft towards
partnershIps m 1994 The InItiatIve from the Banyan Tree FoundatIOn made It pOSSIble to create a unIque
action research project m two AfrIca field offices, EthIOpIa and MozambIque, focused on supportmg
local CIVIl SOCIety organIzations to develop Innovative approaches to educatIon programmmg

PIE was establIshed WIth a value-dnven process-onented VISIon of partnershIp Pnmary emphaSIS IS on
bUIldmg relatIOnshIps of mutual understandmg, trust, and open commUnICatIOn PIE mteracts fleXIbly
WIth ItS partners, respondmg to new developments and problems as appropnate A SUpportIve learnmg
enVIronment IS created to encourage the development of mnovatIve and appropnate models TechnIcal
aSSIstance and relatIvely small amounts of fundmg strengthen the capaCIty of local NGOs and CBOs to
carry on theIr work long after the PIE project ceases

Once conceptualIzed and staffed, the PIE team went about findmg local partners and then ImplementIng
the project They first scanned the enVIronment carefully so as to select appropnate partners The mItIal
process reqUIred patIence and senSItIVIty Many local NGOs were not used to the new approach to
partnershIps and InnovatIve programmmg Through dIalogue and on-gomg exchange, PIE was able to
IdentIfy and select ten local partners, seven NGOs and three CBOs

Current PartnershIp Arrangements
The most Important elements of the cooperatIOn between PIE and ItS partners lIke KCYDS are the
human, mformal, relatIOnshIps The PIE team has mvested a lot of ItS resources mto creatmg open,
frIendly, and warm relatIOns WIth Its partners CommunIcatIOn IS frequent, and often takes place through
spontaneous VISItS or phone calls Formal arrangements lIke proposals, wntten agreements, and reports
are utIlIzed, but only to support and document what has been understood by both partIes PIE aVOIds
typIcal arrangements lIke contracts and pre-specIfied reportmg formats, whIch can be too ngId and
burdensome for local NGOs By negotIatmg memorandums of understandmg and reportIng
reqUIrements WIth partners, they amve at mutually satIsfactory and useful arrangements
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SysteDllc Influences on the Partnership
PIE, as a umque project m Save, has benefited from the supportIve enVlTonment created by the EthIopIan
field office dIrectors PIE has had the autonomy It needs to develop new ways of workIng wIth local
NGOs and CBOs The donor, the Banyan Tree FoundatIon, has also been a key part of PIE's success m
Save The grant not only made the project pOSSIble, but Banyan Tree's flexIble and VIsIonary ways of
mteractmg WIth PIE staffhave proVIded an enVIronment m WhICh they could work out theIr own flexIble
and VIsIOnary ways of mteractmg WIth the local orgamzatIOns

PIE has taken a proactIve approach to workmg WIth the EthIopIan government, whIch IS an extremely
mfluentlal force m the country PIE and the local organIzatIons see therr role as complementmg the
government schools, and recruIt government offiCIals as allIes who WIll appreCIate the advantages of the
new models they are developmg In addItIon, PIE has catalyzed a network among ItS partners and others
workmg m baSIC educatIon to share expenences and develop pohcy suggestIOns for the government

-
The Value of the Partnership Achievements, Future Hopes and Challenges
Both partners value the partnershIp htghly Kangaroo has found m PIE a partner who supports the
development of ItS mISSIon and programs In contrast, many local NGOs m EthIOpIa perceIve
partnershIps WIth mternatlonal NGOs to threaten theIr mISSIon and autonomy, even as they prOVIde
needed finanCIal resources The warm relatIons, the practIce of open communIcatIon and dIalogue, and
the capacIty-buIldmg approach all support, rather than dommate, Kangaroo's own efforts to prOVIde
alternatIve educatIon programs

The PIE team reports a number of mdIcators of success WIth the project, even at thIS early stage

eSeveral communItIes WIthout formal schools now have self-managed schools
eNew models of low-cost, accessIble and culturally appropnate educatIon
elncreased enrollment of gIrlS and fallmg drop-out rates ofboth genders
eLocal NGOs are buIldmg theIr capaCIty m program and management skIlls

The bIggest challenge to the success of the partnershIp IS the need for further mobIlIzatIOn of financIal
resources Although much can be done WIth encouragement, mnovatIon, networkIng, and partICIpatory
management, It WIll take sIgmficant financIal resources to address the extreme needs for educatIon m
EthIopIa To thIS end, KCYDS would lIke to see a 5-year, rather than 3-year agreement WIth PIE For ItS
part, PIE IS actIvely workIng WIth Kangaroo and other partners to develop theIr proposal wntmg and
fund raIsmg skIlls Already, Kangaroo has two projects approved by other donors

Fmally, the real test of whether the PIE project succeeds WIll only corne m the future If successful ,PIE
WIll have helped catalyze and support the emergence of an mdIgenous CIvIl SOCIety based sector m
EthIopIa commItted to educatIon For that to happen, the local NGOs and CBOs WIll need to further
develop theIr leadershIp roles and collectIve mfluence They WIll need to mobIhze addItIonal resources
from mSIde and outSIde of the country They WIll have to develop theIr capaCIty to scale up, as well as
Innovate new programs Of course, there WIll be many forces and factors that determme whether or not
the local orgamzatIons take up the role they are now envIsagmg It would be worthwhIle for Save to track
the long-term Impact of the PIE project If the results bear out the early SIgnS of success, the value of
replIcatmg the PIE approach mother countnes and other development fields WIll be very hIgh
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Throughout EthIopIa, the lack of access to educatIon for school-age chIldren IS a senous problem Only
30% of the elIgIble populatIon are enrolled m schools Of thIs number, far fewer gIrlS than boys receIve
an educatIon In response to thIS pressmg SOCIal Issue, a new kmd of partnershIp between an
mternatIonal nongovernmental organIzatIon (INoo) and local CIVIl SOCIety organIZatIons has emerged
The goal of Save the ChIldren Fund USA's PartnershIps for InnovatIons m EducatIOn (PIE) project IS to
develop capaCItIes of local NGOs and CBOs to enable them to carry out InnovatIve baSIC educatIon
programs, as alternatIves to the tradItIonal formal system PIE focuses on capaCIty bUIldmg of local clVlI
SOCIety organIzatIons because they are seen as they key to sustamable results Strong local NGOs and
CBOs WIll be able to play an ongomg leadershIp role m developmg the educatIon sector m EthIopIa,
regardless of whether Save and other mternatlonal NGOs remam actIve m the country Value-drIven
partnershIps WIth local NGOs and CBOs are the means by WhICh theIr program and organIzatIonal
capaCItIes are strengthened

The project IS young, only about two years old at the tIme of the case study Yet It shows encouragmg
SIgnS of success, such as new schools and educatIOnal serVIces m communItIes excluded by the formal
educatIon system, mcreased numbers of gIrls enrolled, new centers for promotmg mnovatlve educatIonal
models, and the strengthenmg of local NGOs as mdlVIdual organIzatIons and through a network The
focus of thIS study IS on the creatIon and ImplementatIOn of the PIE project to date, explonng m depth
one partnershIp WIth a local NGO, Kangaroo ChIld and Youth Development SOCIety (KCYDS) In many
ways, the PIE project has put mto practIce the Ideals of North-South partnershIp and changed the
tradItIonal ways m WhICh INGOs and local NGOs cooperate

ThIS case study explores four major aspects of the partnershIp between Kangaroo and PIE (1) the
evolutIOn of the partnershIp, from ItS begmnmg to the present, (2) the current cooperatIve arrangements
between the two organIZatIOns, mcludmg formal agreements and mformal relatIons, (3) the major
systemIC mfluences on the partnershIp from mternal organIzatIonal features and stakeholders m the
external enVIronment, and (4) the partners' assessment of the value of the partnershIp, mcludmg ItS
major achIevements and future hopes and challenges The case study IS mtended to be useful to the two
partners m theIr ongomg efforts to develop mutually benefiCIal cooperatIve arrangements, and to the
WIder communIty of US pnvate voluntary organIZatIOns (PVOs) and AfrIcan non-governmental
organIZatIOns (NGOs) who seek to create and Improve satlsfymg and effectIve partnershIps for
sustamable development

Methodology

ThIS case IS one of a senes of five studIes ofpartnershIps between US PVOs and AfrIcan NGOs deSIgned
to IdentIfy and explore the elements WhICh contnbute to effectIve cooperatIOn for sustamable
development The project IS organIzed by the InstItute for Development Research (IDR), of Boston, MA,
MWENGO, of Harare, ZImbabwe, and The Global Excellence m Management InItIatIve (GEM), of
Washmgton, DC and Cleveland, OhIO Fundmg IS prOVIded by the Office of Pnvate Voluntary
CooperatIOn (PVC) of the US Agency for InternatIOnal Development (USAID) m Washmgton, DC, and
the m-kmd contnbutlons of partIclpatmg organIZatIOns FIve cases were selected from among mne
volunteered by US PVOs m response to the followmg cntena (1) located m Southern and Eastern
AfrIca, (2) represents WIdespread PVO-NGO programs, (3) commItment to actIOn learnmg, and (4) the



program has evolved over tIme We sought cases m the same countnes or regIons m order to enhance
comparablhty, two cases are located m Kenya, two m Ethtopla, and one m MalaWI

InformatlOn about the partnershIp between Kangaroo and PIE was gathered through semI-structured
mtervlews and archIval documents Most of the mtervtews were conducted Jomtly by an Afncan-US
research team, who talked to key staff m the two organIzatIons, representatIves of one of KCYDS'
communIty-based schools, and two other local NGO leaders mvolved m the PIE project ArchIval
documents mcluded sample proposals from the local NGOs, project matenals, and PIE's own
assessments of the project

EvolutIOn Of The Partnership

The creatlOn of the partnershIp between Kangaroo and PIE can be understood by lookmg at It from the
perspectIves of both Kangaroo and Save the Chl1dren USA Kangaroo, or KCYDS, IS a new local NGO
estabhshed m 1997 to address the need for alternatlVes to the formal educatIon system m EthlOpia It
was founded by a group of CIVll servtce and educatlOn professlOnals as a membership-onented NGO Its
resources are proVlaed by the volunteer efforts of Its members and external grants from hke-mmded
donors Kangaroo's approach IS to promote low-cost, culturally appropnate, gender-senSItIve and
communIty-based baSIC educatIon models It has a small office m AddIS Ababa and supports several
communIty-based schools m poor communItIes m Oromia reglOn

Kangaroo dIscovered the PIE project through a referral from a contact m UNICEF who thought they
mIght have SImIlar mterests and goals Ato Mulugeta Amena, the ExecutIve DIrector, recalls that the
Imtlal dISCUSSIons WIth PIE went very well "We dIscussed Issues WIth them, such as znnovatIOns, non­
formal educatIOn, gender, and found we had SImIlar values, goals, and VISIOns We met several tImes, at
each other's offices" As a result, KCYDS and PIE formed a partnershIp m WhICh PIE supports KCYDS
WIth dIalogue, capacity-bUlldmg, and small amounts of fundmg In turn, PIE learns from KCYDS'
program expenence and I10ks them WIth other NGOs, CBOs, and donors workmg on sIml1ar Issues

The PIE project has been deSIgned and Implemented m ways qUIte dIfferent from typIcal projects
1Ovolv1Og donors, INGOs, and local NGOs These dIfferences can be understood by exam10mg how It
has evolved through four steps or stages (1) the creatlOn of the project by Save the Chl1dren USA and
the donor, the Banyan Tree FoundatIon, (2) the mitIal actIVItIes of the PIE project to scan the EthIopIan
enVIronment and select partners, (3) the ImplementatlOn of the partnershIps for mutual learnmg and
capacity-bul1d1Og, and (4) the creatlOn of a network among partners and other local NGOs for
strengthemng theIr collectIve Impact on the educatIon sector 10 EthlOpia

CreatIOn of the PIE Project
PIE has evolved 10 the context of Save's preVIOUS work 10 educatlOn and a strategIC shIft m the
mternatlonal orgamzatlOn towards work1Og through capaclty-butldmg partnershIps rather than provldmg
dIrect servtces PIE sees Itself as part of Save's larger 1OternatlOnal 'Strong Begmmngs' project m baSIC
educatlOn, begun m 1991, whIch has had successful results 10 many countnes It IS also mfluenced by
Save's emergmg new strategIC onentatlOn towards partnershIps, begun m about 1994 It IS one of two
partnershIp ImtIatives m the EthlOpia FIeld Office (The other IS the StrategIC PartnershIp approach of
the Women Chl1d Impact (WCI) Hub Country mitiatIve) PIE was ImtIated m 1997, as one of two
projects 10 Afncan field offices (the other 10 MozambIque) funded by the Banyan Tree FoundatlOn The
Banyan Tree FoundatlOn played a catalytIC role 10 shapmg PIE to be an actIon research project
emphaslz10g mnovatlOns m educatIon and capaCIty bUIld10g oflocal NGOs and CBOs
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MIchael GIbbons, the Banyan Tree representative who InItiated the proJect, was a former Save the
ChIldren USA educatIon program dIrector, WIth expenence In EthIopIa He had formed hIS Ideas about
the needs of the educatIon sector and potentIal role of the IndIgenous NGO and CBO communIty through
years of servIce and study At the core IS a VISIonary, process-onented concept of partnershIp between
PIE and ItS partners "BaSIcally, we had a i-sentence goal do mnovatlOn WIth local NGOs, wlth a
process OrIentatlOn that would promote frzendly and humane relatlOns' reflects Ato Menglstu Edo,
current PIE project manager "We had a genera/Idea but how to do It was not very clear Mzchae/
GIbbons came and gave a workshop m WhICh we worked out our zdeas and ways ofproceedmg "

The Banyan Tree played an unusual role for a donor In InfluenCIng, rather than dnVIng, the project The
core values governIng the partnershIp relatIons between PIE and ItS local partners were present In the
partnershIp between PIE and The Banyan Tree FoundatIon Key values IdentIfied by both PIE and
Kangaroo can be traced back to the InItIal relations between PIE and Banyan Tree

• results WIll stem from a relatIOnal onentatIOn, emphaSIZIng processes of mutual respect and trust,
dIalogue, and reachIng mutual understandIng,

• open communIcation and fleXIbIlIty In respondIng to each other's needs,
• respect for autonomy and space for new InItIatIves to come from partners, and
• actIon learnIng and capaCIty-bUIldIng of Implementing partners (pIE and local NGOs)

Scanmng the EnVironment and Selectmg Partners
Once they had deCIded on the goals and scope of the PIE project, the team's first step was to scan the
local enVIronment to see what local NGOs were already operatIng In the educatIon sector They found It
was not very easy to Identify prospectIve partners, and worked closely WIth a local NGO network,
CatholIc RelIef and Development ASSOCIatIOn (CRDA) It took about three to SIX months to locate
appropnate partners They developed theIr cntena for partnershIps on the baSIS of theIr InVestIgation
Once they understood the context of local NGOs, they chose theIr cntena for local partners formal
regIstratIOn, the WIllIngness to undertake InnOvatIOns In educatIon, fleXIbIlIty and WIllIngness to work In
close partnershIp, shared VISIOn, mISSIon and workIng pnnclples, commItment to communIty
partICIpatIOn, and responSIveness to communIty learnIng needs

One Interesting challenge they faced In InItiatIng relatIonshIps WIth many local NGOs was the tradItIonal
donor-recIpIent mentalIty governIng the behaVIOr of many local NGOs The PIE team found that past
expenence WIth donor-dnven relatIonshIps had created mIndsets In the local NGOs to expect dIrectIOn,
rather than dIalogue, from InternatIOnal donors lIke PIE Many were not wIllmg to take nsks and
Innovate WIth new programs, perhaps because there had been lIttle support for such efforts preVIously
Also, many local NGOs expected large amounts of fundIng from an mternatIOnal organIZatIOn lIke Save,
but PIE was mterested In provldmg capaclty-buIldmg and seed funds for InnovatIve Ideas

In response to these challenges, the PIE team devoted a good deal of tIme to bUIldIng relatIOns, earnIng
trust, and clanfymg expectatIOns for the kInd of support PIE was prepared to offer They made It clear
that they expected to learn from the local partners, too They selected those partners who were
mterested In fostenng InnovatIve approaches to educatIOn, and concentrated on slowly developIng a
culture of team spmt, transparency, open commUnICatIOn and mutual understandmg DISCUSSIng and
establIshIng common goals and VISIons was a major part of bUIldIng a strong foundation for the
partnershIps

PIE members reflect that Kangaroo was not one of the local NGOs WIth a tradItIOnal donor-recIpIent
mentalIty Frc'11 the first dISCUSSIons, they felt they were dealIng WIth lIke-mInded colleagues In
general, PIE found It eaSIer to establIsh partnershIps WIth new NGOs that had not yet establIshed fixed
systems and behaVIOrs towards InternatIOnal NGOs
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Implementmg the Partnerships
The PIE team has put relatIonshIp bUIldmg and dIalogue at the forefront of carrymg out the partnershIps
They emphasIze mutual understandmg, trust, and open communIcatIon as the basIs of the relatIonshIps
Staff from PIE and Kangaroo cIte the fact that they feel free to drop m on each others' offices, Without
appomtments, as an mdlcator of the close and free relatIons among INGG and NGO PIE partnershIps do
employ wntten proposals, memorandums of understandmg, and momtonng and evaluatIon reports, but
the PIE team takes great pams to ensure that these support the goals of the partnershIps and do not
unduly burden theIr partners For example, proposals are dIscussed m learnmg-onented, face-to-face
dISCUSSIOns, and reportmg reqUIrements are adapted to speCIfic projects rather than only Save's
standards More examples from Kangaroo's expenence are presented m the follOWing sectIon on the
current arrangements between Kangaroo and Save

The actIon research goals of PIE also mfluence the way m whIch the partnershIps are Implemented
DIalogue and mutual learnmg IS encouraged and supported by the PIE team They lIke to keep m
frequent contact WIth theIr partners, learnmg about the problems and challenges as well as the
achIevements Smce the overall goal of the project IS to promote mnovatIons m educatIon, the pro­
learnmg enVIronment seems absolutely cntlcal to success MIstakes and problems can be seen as
valuable sources ofnew knowledge, rather than faIlures to be hIdden from VIew

The BaSIC Education Network
In addItIon to the one-on-one relatIonshtps WIth ItS partners, PIE has catalyzed the formatIon of an
mdlgenous network among them and other local NGGs mvolved m baSIC educatIon The network
prOVIdes a forum for mformatIOn exchange and polIcy mfluence When they first broached the Idea of
formmg a network, PIE encountered resIstance from the NGGs due to negatIve past expenences In
response, they agam worked slowly to buIld relatIOnshIps and mutual understandmg For about SIX
months, they brought partners together to exchange mformatIOn and dISCUSS theIr common Issues and
needs, such as the need to mfluence government polIcy m educatIon Then m March, 1998, the NGGs
"took a leap forward," as the current ChaIrman descnbes It, and establIshed an ad hoc commIttee to plan
for the future of the network At a later meetmg, the ad hoc commIttee was replaced by a permanent
governmg commIttee, and an actIon plan for 1999 was approved The network has created a forum m a
natIOnal NGG network for dIalogue WIth the educatIOn mmlstry PIE has played a support role m lInkmg
other mternatIOnal donors to prOVIde funds for the network

Current Partnership Arrangements

All partnershIps may be understood to have two faces One IS the formal and legal face, shaped by
natIonal legal systems and mstitutIOnal practIces The formal dImenSIons of partnershIps between US
PVGs and AfrIcan NGGs usually are embodIed m wntten contracts or agreements and deSIgnated roles
and responsIbIlItIes for mter-orgamzatIOnal mteractIOns The second face IS the mformal dImenSIOn of
partnershIp, shaped by SOCIal and cultural norms, behaVIors and expectatIons Usually, mformal
dImenSIons are expressed m mterpersonal relatIons between mdiVIduals mvolved m the partnershIp

Cultures vary m the degree of Importance attached to eIther formal or mformal dImenSIOns of
partnershIps, some observers suggest that one of the key dIfferences between US and AfrIcan cultures IS
that Amencans generally gIve more weIght to formal agreements, whereas AfrIcans tend to value the
relatIOnal understandmgs and mteractIons more hIghly (Hall, 1976, Hofstede, 1997) In order to gIve
equal weIght to both sets of values, thIS study exammes both the formal and mformal dIITlC'nsIOns of the
partnershIp between KCYDS and Save the ChIldren US The mformal arrangements are presented first,
followed by a dISCUSSIon of the formal wntten and mstitutIOnal arrangements
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Informal Arrangements
The mformal relatIOns of the partnershIp stand out as bemg the most Important arrangements m the
relatIonshIp to KCYDS, PIE, and the Banyan Tree FoundatIon PIE has been very careful to formalIze
partnershIp arrangements very lIghtly, and only after bUIldmg sound relatIonshIps and common
understandmg One mfluence may be that all the key staff m PIE and KCYDS are themselves
EthIOpIans, sharmg a common culture regardmg buIldmg trustIng and mutually beneficIal relatIonshIps
However, the US donor and expatrIate first program manager also supported and encouraged thIS
dImenSIOn of the partnershIp Core values of mutual trust, open communIcatIon and fleXIbIlIty are
predommant

KCYDS staff hIghly value PIE's relatIonal approach They feel that PIE has supported KCYDS m ItS
role as "a rzsk talang soczety", wIllIng to mvolve both government and communItIes m creatIng relevant
new educatIOnal programs "PIE encouraged such proJects, they focus on developmg our mner
potentlal The PIEproject envzronment zs supportlve They are trymg to release our energy " Moreover,
they feel free to dIsagree WIth PIE's OpInIOnS and comments, whIch has helped to buIld theIr confidence
m theIr own programs and strategIc dIrectIOns In turn, they welcome PIE's way of gIvmg feedback "If
they show us we re-gomg lIT the wrong dzrectzon they are very carzng very consclentzous" PIE gIves an
example of how It mteracts WIth partners lIke Kangaroo "ifa partner requests a hzgh amount ofsalary
for zts teachers, PIE wouldn t say no, but asks ifthzs wzll be sustamable whenfundmg by INGO phases
out"

When asked what Images or metaphors they would choose to descnbe the partnershIp between KCYDS
and PIE, KCYDS staff responded that they lIked theIr symbol, the Kangaroo, for the relatIOnshIp
between PIE and KCYDS, refemng to the SupportIve enVIronment created by the PIE project They also
felt the Image of IdentIcal twms represented how SImIlar theIr values, VISIOns, and goals are A thIrd
Image suggested by one of the staff represented the ShIft m power relatIOns to a more balanced
relatIOnshIp between KCYDS and PIE, as compared to tradItIOnal donor-recIpIent relatIons "It lS lzke a
modern marrzage where the woman zs empowered and the man lS understandmg "

The domInant Images In PIE reflect the values of eqUIty and cooperatIOn One IS that of a SIblIng
relatIonshIp, brother and SIster The other IS that of a bIcycle, where the two wheels represent two areas
of capaCIty bUIldmg, the program level and the orgamzatIOn level BUIldmg the long-term capaCIty of
local NGOs to engage m educatIOnal programmmg and polIcy Influence reqUIres movement of both
"wheels" PIE and ItS partners, lIke KCYDS, are pushIng on the pedals through theIr cooperatIOn m the
project

Formal Arrangements
WhIle the PIE team places pnmary emphaSIS on the "soft dImenSIOns" of partnershIp, such as buIldIng
relatIOnshIps and mutual understandIng, the way In whIch they Implement the more techmcal SIde of the
partnershIps also reflects theIr core values and goals Formal arrangements m the PIE·KCYDS
partnershIp only support and foster the strong mterpersonal relatIonshIps and atmosphere The PIE team
has found the Banyan Tree to be a very fleXIble and responSIve donor In turn, they also are fleXIble and
responSIve WIth theIr partners Proposals are submItted to PIE by local partners after dISCUSSIng common
VISIOns, goals, and program Ideas PIE team members reVIew the proposals and dISCUSS theIr comments
and suggestIOns m face-to-face dISCUSSIons They are wIllmg to compromIse to achIeve mutual
satIsfactIOn Shared declSlons are made WIth a VIew to shared pnnciples, such as sustaInabilIty of results,
InnovatIon, cost-effectIveness, and communIty commItment and mvolvement As a result, the proposals
are VIewed as Jomt proposals by the tIme they are agreed on by the two orgamzatIOns
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PIE, encouraged by The Banyan Tree, has moved away from the tradItIonal contract arrangements used
by Save to a more flexIble approach For example, when the Banyan Tree reVIewed a proposed contract
that Included an artIcle assertIng Save's nght to take legal actIon, they suggested that the artIcle be
removed to promote trust and confidence In the local partners PIE now uses memorandums of
understandIng (MOUs), rather than contracts, per se, to formalIze mutual understandIng between Itself
and Its partners "The problem wzth most [contracts] zs that they don't fit easzly wzth a free and movzng
partnershzp We expect differences and flexzbzlzty [as projects evolve]" Elements negotIated WIth
partners Include focus and scope of the proJect, amounts of funds and types of technIcal aSSIstance
proVIded, reportIng formats and procedures To PIE, negotIatIon means that they are WIllIng to
compromIse In order to reach mutual agreement for the benefit of the project outcomes FundIng
amounts are negotIated In culturally appropnate ways "We bargazn, Afncan-style," says Ato Menglstu,
"together we try to find areas that can be reduced"

Funds are dIsbursed quarterly, on the baSIS of reports receIved by PIE from partners PIE encourages ItS
partners to keep the funds In local accounts, close to the communItIes Save has an Infrastructure of
offices In many communItIes, so they don't find It dIfficult to stay In contact PIE also sees the
accountIng practIces as a capacIty-buIldIng OPPOrtunIty for the local NOOs "we realzze there mzght be
some mzstakes, burwe belzeve zts ok, they can learn" PIE has no set format for the reports, they are
developed accordIng to the projects of each of the partners

Formal reports supplement the flow of InfOrmatIOn and commUnICatIOn between PIE and ItS partners
PIE emphaSIzes keepIng In touch all along the process, and IndIVIduals on both SIdes of the partnershIps
value the fact that they can drop In each others' offices to dISCUSS how thIngs are gOIng at any tIme,
WIthout formal appoIntments It IS an IndIcator of the team spmt and mutual trust that charactenzes these
partnershIps

KCYDS descnbes theIr expectatIons of PIE "They asszst us techmcally and financzally, wzth capaczty­
buddzng andfundzng They provzde support and mformatzon sharmg Now we have a pzlot proJect, ifwe
want to escalate we wzll need new funds" SImIlarly, they are very clear that PIE expects KCYDS to
fulfill ItS ImmedIate and longer-term goals "To practzee what we have enVIsaged, to document success
andfazlure to partzczpate m monthly revzews and meetmgs, to partzczpate zn BEN and actIvely znfluence
polzcy, and zn the near future, to expand to the natIOnal scope, perhaps even to substItute PIE" To date,
In addItIon to support and dIalogue, PIE has prOVIded about $15,000 In funds, and techmcal aSSIstance In
the form of teacher traInIng

PIE does not see Itself as the only donor or source of resources for ItS partners One-thIrd of Kangaroo's
resources, for example, are covered by ItS own In-kInd contnbutIOns and commumty partICIpatIon PIE
has taken the unusual step for a donor of aSSIstIng KCYDS and other local partners to wnte proposals for
other donors and projects They have even gone so far as to accompany KCYDS and others to InItIal
project meetIngs "InternatIOnal donors tend to be more wzllzng to lzsten to other mternatIOnal donors,
reflects the PIE project manager PIE sees these efforts as part of theIr capaCIty-bUIldIng mISSIon WIth
the local NOOs

SystemiC Influences on the Partnership

Survey research and formal consultatIons WIth US PVOs and southern NOOs IndIcated that partnershIp
relatIOns are Influenced by system factors larger than IndIVIdual behaVIor and attItudes (Leach, Brown
and Kalegaonkar, 1998, PRIA, 1998) InSIde orgamzatlons, strategIC plane;, orgamzatton-wlde polICIes,
and Inter-departmental relatIOns can shape the actIons and chOIces of representatIves Involved In
partnershIps Externally, other actors such as governments, donors, and COmmUnItIes can exert pressure
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on mdiVIdual partners to respond to new demands SocIal and natural dIsasters can hmder the
achIevement ofprogram targets, as well as present new pressures and demands US PVOs, m partIcular,
saId that one of theIr major challenges was operatIng between two dIverse enVIronments southern NGOs
and theIr commwutIes on the one hand, and US donors, board and staff, on the other (Leach, Brown and
Kalegaonkar, 1998, PRIA, 1998) ThIS sectIon of the case study exammes the major mternal and
external mfluences reported by PIE and KCYDS to be mfluencmg theIr partnershIp

OrganIzatIOnal Influences
PIE, as a umque project WIthm Save, has benefited from a supportIve enVIronment withm the larger FIeld
Office for ItS goals and style of operatmg PIE staff observe that the Country DIrectors have been very
supportIve of the project A former country dIrector helped to get the project gomg, and the current
dIrector has contInued to prOVIde support He has even gone to the extent of mtervemng on behalf of the
project WIth the accounts office ThIs support has gIven the project the autonomy necessary to try new
arrangements and styles of relatIng to local partners, WIthout feanng potentIally negatIve consequences
The first project manager was quoted as saymg that she lIked the PIE project because It was so much less
bureaucratIc than Save's tradItIonal way of operatIng

The current PIE project manager reflects that theIr relatIonal, process-onented, approach takes a lot of
staff tIme "PartnershIp can be expenszve, "he says In some orgamzatIOns, thIS realIzatIOn would be a
senous stnke agamst the proJect, but m Save, theIr IS an enVIronment to support expenmentatton ThIS
factor WIll be one among many consIdered when assessmg and evaluatIng the benefits and costs of the
PIE project approach

WIthIn KCYDS, the major mfluence from the orgamzatIon IS ItS lack of capacIty to achIeve ItS VISIOnary
goals Many of ItS members are expenenced profeSSIOnals, WIth the mdiVIdual expertIse to make
sIgmficant contnbutIOns Yet as a new local NGO m ItS formatIve stage, It lacks many baSICS, such as ItS
own computer, typewnter, vehIcles, etc Even ItS office space has yet to be stabIlIzed

EnVironmental Influences
The pOSItIve mfluence of the donor, The Banyan Tree FoundatIon, has been emphaSIzed above The
supportIve enVIronment for ImtiatIve from partners created by Banyan Tree and PIE IS extended and
created by PIE and ItS partners A VISIt to a communIty school m one of KCYDS' programs mdicated
that they engage WIth communIty members m SImIlar ways, extendmg the partnershIp "cham" from the
donor to the communIty Commumty members donated land for the school, and an elected commIttee
manages It "Teachers" are conSIdered faCIlItators, not teachers, emphasIzmg the actIve role of the
chIldren m learnmg The commg together of lIke-mmded partners, from the communIty to the donor,
appears to have catalyzed qUIck and mnovatIve approaches to InternatIOnal development partnershIps m
educatIOn From PIE's perspectIve, the Banyan Tree FoundatIOn's has been cntIcal "ifwe had to follow
USAID crzterza andprocedures zt would never work observe the staff

The standard practIces of other donors WIthIn EthIOpIa have had a restrammg Impact on PIE's attempts to
Imtiate partnershIps At the orgamzatIOnallevel, PIE dIscovered that many local NGOs' mternal systems
were developed to respond to the needs of theIr pnmary donor They were not fleXIble enough to allow
them to relate to new donors or partners, such as PIE They found It eaSIer to start WIth new local NGOs,
whose systems were not already well developed, lIke KCYDS

At the sOCIetal level, the dommant mentalIty of donor-recIpIent relatIOns among local NGOs and
mternatIOnal resource-provIdIng partners has also proVIded a senous challenge PIE IS a change-agent
among the EthIOpIan donor-NGO communIty, and as such contmually faces the need to work WIth
changmg people's belIefs and attItudes, m addItIOn to the more concrete work of fundmg and capaCIty
bUIldIng ThIS kmd of change can take a long tIme, and WIll be faCIlItated as other donors and local
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NGGs partIcIpate m re-evaluatmg therr own Ideas and practIces GIven therr hlstoncal expenence, local
NGGs may not easIly beheve they have the autonomy and scope WhICh PIE encourages Such past
expenence IS reflected m the observatIon made by another local partner, "These donors want us to call
them partners" PIE's thoughtful and gradual approach to buIldmg mutual confidence and trust
contnbutes to the change m mentahty necessary for the success of theIr partnershIp approach

The hIstOry and attItudes of the EthIopIan commumtIes, too, are an Importance mfluence affectIng the
partnershIp PIE and local partners emphasIze commumty-based educatIon programs, yet because of
therr hIstory, EthIOpIan commumtles can be SUSpICIOUS of outsIders and reSIstant to partIcIpate m new
actIVItIes A measure of Kangaroo's success IS that It chose to begm ItS work m a very margmahzed
area WIth hIghly SUSpICIOUS commumty members Through a process of dIalogue and trust bUIldmg WIth
the commumty and government, they were able to create an enVIronment whereby the commumty's
mterests and resources were mobIhzed to start new school programs

Fmally, the EthIopIan government IS an extremely Important actor m the external enVIronment In
general, the government has yet to provIde an enabhng enVIronment for NGGs It IS perceIved by many
m the NGG sector to operate m very bureaucratIc ways that make It dIfficult for NGGs to play theIr
roles Efforts are tmderway In some NGG forums to develop more dIalogue and stronger relatIOnshIps
WIth the government PIE, KCYDS, and other partners conSIder the government a major force m
educatIon, and see the role of local NGGs as complementmg the government seTVlces From PIE's
perspectIve government pohcy m the educatIon field may be more favorable than m other sectors In
order to create a pOSItIve relatIOnshIp WIth the government, m WhICh theIr InnovatIons would be
welcomed and have a WIder Impact, PIE has encouraged ItS partners to take mItIatIves at both pohcy and
program levels At the pohcy level, they created the BaSIC EducatIOn Network, as descnbed above, and
at the program level, KCYDS and other partners have mvolved government offiCIals to promote pOSItIve
relatIons

Value of The Partnership: Achievements, Future Hopes and Challenges

Both PIE and Kangaroo value the partnershIp hIghly From Kangaroo's perspectIve, PIE IS supportmg
Its development mto the kmd of local NGG It has envlSloned It may be a young NGG, WIth a long way
to go to achIeve the kmds of programs and Impacts on educatIon It enVISIOns, but the partnershIp WIth
PIE has proVIded a SUpportIve enVIronment m whIch It can buIld a strong foundatIOn for future growth
Unhke many EthIOpIan NGGs, who say theIr mISSIon and autonomy are compromIsed by partnenng WIth
Northern NGOs, Kangaroo has a partner who supports theIr Imtlatlves and Ideas "We are m thzs
posztlOn because they supported us for the project prlOrztzes budgets and traznzng "

Results are found both m the programs and m Kangaroos capaCIty Program benefits mclude the new
schools, educatIOnal programs, tramed teachers, and new models of deslgnmg and dehvenng baSIC
educatIOn CapaCIty benefits mclude the strong mISSIon and strategIC focus of KCYDS, as well as the
confidence and skIlls to manage a local NGG, mcludmg proposal-wntmg, computer trammg, fund­
ralsmg, report-wntmg, etc Kangaroo's development as a local NGG may well be "jump-started", the
confidence and skIlls they have gamed through dIalogue WIth PIE and the other BEN members could
mean they don't have to learn them "the hard way", through long years of expenence

PIE IS pleased WIth the results of the project to date "It zs surprzsmg, zt really moved more than we
expected Now local NGOs are focusmg on mnovaflOns " Many mdlcators of success are eVIdent, even
after only two years of the project

• Several commumtles WIthout formal schools now have self-managed schools,
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• New models of educatIon that are low-cost, accessible, and culturally appropnate have been
developed and are avaIlable to government and other agencies,

• Several programs With mcreased enrollment of grrls have been mltlated,
• Drop-out rates have begun to fall, due to the relevance of the new models,
• Commumtles are mvolved m the development, resourcmg and management of the new schools,
• Local NGOs are bUIldmg their capacity (teacher trammg, proposal wntIng, fund raiSIng, computer

trammg) and confidence as leaders m the educatIOn field, and
• The BaSIC Educatlon Network of local NGOs has been mltlated and become self-managmg, received

financial resources from other INGOs, and begun to mfluence government pohcy

The mam challenges for the partnership relate to ItS goals of long-term sustamable results m the
Improvement of access to quahty educatlon for EthIOpians In addltlon to the formal system
Sustamablhty Will depend to a great extent on the ablhty of the local organizatIOns to moblhze resources
to support their programs, and to further develop therr leadership role In their mteractIOns With the
Ethiopian government and mternatIOnal agencies mvolved m the educatlon sector

Resource MobilIzatIOn
Lookmg at KCYDS, m order to expand ItS programs, capacity bUlldmg, and networkmg actIVItles to
meet the eXistIng needs, It Will have to find addltlonal financial resources Even With ItS focus on low­
cost programmmg, capacity bUIldmg and networkmg, slgmficant new finanCial resources are required
PIE's current project length IS for 3 years, from KCYDS' perspective, 5 would prOVIde them more of an
OPPOrtunity to buIld their foundatIOn They stIll need to buIld their orgamzatIOnal systems to support
their programs

Admittedly, PIE's funds are small The seed fund approach IS SUItable for fostenng mnovatIOns and cost­
effective strategies It does not foster dependence on the donor However, when the local NGOs hke
KCYDS turn to rephcatmg and scalmg up their mnovatlve models, larger sources of funds Will be
necessary to have the kmd of Impact they deSIre Resource scarcity IS, of course, a problem that all
development partnershIps face PIE's approach of faclhtatmg low-cost program models, partICipatory
approaches which bUIld on commumty and volunteer resources, and strengthenmg fund-ralsmg capaCIty
appears to be a productive strategy for deahng WIth a challengmg enVIronment

Leadership Role of Local NGOs and CBOs
Many local NGOs m EthIOpia feel that their mISSions and autonomy are threatened when they cooperate
With INGOs In contrast, PIE has created an enVIronment which supports NGOs and CBOs to carry out
theIr miSSIons Yet questions remam which can only be answered m the future Will the three-year
project have been enough to support the development of an autonomous local NGO sector m educatIOn?
WIll the local CivIl society orgamzatIOns and theIr network surVIVe and prosper, once the supportIve
environment of the PIE project ends? WIll traditIOnal donor practices force the local NGOs to trade off
their vOIce and autonomy m exchange for needed finanCIal resources? There Will be many factors and
forces that mfluence the long-term outcome of the project, but given Its focus on sustaInable results, It
would be well-worth the effort ofkeepmg track of the PIE partners as they contInue their work and buIld
from the foundatIOn of the project

If they are successful, PIE Will have helped catalyze and support the emergence of an mdlgenous CIVil
society based sector m EthIOpIa commItted to promotIng acceSSible and relevant educatIOnal
opportunities for disadvantaged children and adults Consldenng the overall shift m the mternatIOnal
development field towards valumg these kmds of results, It be and InterestIng and useful model for Save
at d other INGOs to rephcate
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