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Preface

The Conference on Strengthemng North-South CooperatiOn, held from March 2-5, 1999 m NaIrobI,
Kenya, convened ten pnvate development agencIes from AfrIca and the Umted States to dISCUSS ways of
Improvmg cooperatiOn between AfrIcan nongovernmental orgamzatiOns (NGOs) and US pnvate
voluntary orgamzatiOns (PVOs) The conference was part of an actIon research project orgamzed by the
Institute for Development Research (lOR) of Boston, MA, together wIth MWENGO, of Harare,
ZImbabwe, and the Global Excellence m Management InItIatIve (GEM) of Washmgton, DC and
Cleveland, OhiO The project was financIally supported by The Office ofPnvate Voluntary CooperatiOn
(PVC) of the Umted States Agency for InternatiOnal Development (USAID) and m-kInd contnbutiOns
from the partIcIpatmg agencIes
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Strengthening North-South Cooperation
Conference Report by Darcy Ashman & TS Muyoya

ExecutIve Summary

The Conference on Strengthemng North-South CooperatIOn, held from March 2-5, 1999 m NaIrobI,
Kenya, convened ten pnvate development agencIes from AfrIca and the Umted States to dISCUSS ways of
Improvmg cooperatIOn between AfrIcan nongovernmental orgamzaTIons (NGOs) and US pnvate
voluntary orgamzaTIons (PVOs) It was orgamzed by the InstItute for Development Research (IDR) of
Boston, Massachusetts, together WIth MWENGO of Harare, ZImbabwe, and the Global Excellence m
Management (GEM) ImTIatlve of Washmgton, DC and Cleveland, OhIO The conference was part of a
research project finanCIally supported by The Office of Pnvate Voluntary CooperatIOn (PVC) of the
Umted States Agency for InternatIOnal Development (USAID) and m-ktnd contrIbutIOns from the
partICIpaTIng agenCIes

The goals of the conference were to Improve understandmg of how effectIve partnershIps evolve,
IdentIfy pnnclples and realISTIC aCTIon strategIes for strengthemng cooperatIOn between US PVOs and
AfrIcan NGOs, and develop concrete actIOn plans for the participatmg agenCIes These goals were
addressed through an actIOn learmng process conslstmg of four major steps partICIpants presented theIr
own cases and reflected on them together WIth representaTIves of other partnershIps, the group generated
a lIst of common Issues and themes found m the cases, the group pnonTIzed Issues and developed
pnnclples, practIces and actIOn strategIes for five core themes, and each partnershIp developed an actIon
plan for strengthemng ItS own cooperaTIon

InnovatIve Fmdmgs
In IDR's VIew, four major findmgs of the conference contrIbute new understandmg and gUIdance for
strengthemng cooperaTIon between US PVOs and AfrIcan NGOs

Effective partnerships are vIsIOn-centered rather than partner-centered Jomt agreements and mutual
responsIbIlITIeS are based on a shared VISIOn of the central role m sustamable development of AfrIcan
CIVIl SOCIeTIeS, and espeCIally of AfrIcan NGOs as development catalysts and serVIce-provIders

Common partnership prmclples take diverse partnership forms Cornerstones of effeCTIve partnershIps
are mutual understandmg, trust and mfluence, actual partnershIp agreements vary WIth respect to type of
support from the PVO (fundmg, capaCIty bUlldmg, mfonnal support) and length of the relatIOnshIp (long­
tenn to short-tenn) EffeCTIve PVO partners moderate power dIfferences through transparency,
fleXIbIlIty and capaCIty buIldmg

"Weamng off' IS a culturally appropriate way ofplanmng for sustamability The dIfficult Issue of
tennmatmg finanCIal support was broached by discussmg It m tenns relevant to AfrIcan NGOs AfrIcan
NGOs perceIve eXIt strategIes as bemg Imposed suddenly by PVOs, WIth the result that It IS dIfficult to
sustam project aCTIVItIes Weanmg off, an AfrIcan concept related to the process by whIch adults become
mdependent from theIr famIlIes, mdlcates a more effeCTIve strategy whIch would mclude mutually
agreeable stages of capaCIty development leadmg to a pomt where AfrIcan NGO partners can sustam
projects and programs themselves

Understandmg the Wider systemic factors mvolved m PVO-NGO partnerships IS essential Most
frameworks for understandmg partnershIps are lImIted to the two orgamzatIOns dIrectly mvolved, yet the
conference dISCUSSIon showed that PVOs and NGOs are mvolved m a partnershIp cham whIch extends

r
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from donors through them to the Afncan commumtIes Donor polIcIes can hmder or support PVOs'
efforts to respond to NGO needs Host country governments can create an enablIng or dlsablmg
enVIronment for PVO-NGO cooperatIOn PartnershIps can be strengthened through Jomt actIOn as allIes
to mfluence WIder systems and the enVIronment

Core Themes
The five core themes pnontlzed by the conference partICIpants mclude

(1) Partnershzp Phases-Start Up, Operatmg and Weamng Off
(2) Partnershzp Process-Commumcatzon,
(3) Strengthenmg the Capaczty to Cooperate-US and Afrzcan NGOs,
(4) NGO Fmanczal Sustamabzlzty
(5) Managmg the External Envzronment

For each theme, partICIpants dIscussed Important pnncIples and practIces, bamers and realIstIc actIOn
strategIes These results are dIrectly applIcable to other partnershIps between US PVOs and Afncan
NGOs

Case Presentations
There were two partnershIps each from Kenya and EthIopIa, and one from MalawI Two represented
spm-offs of successful PVO programs mto local NGOs, two represented well-establIshed long-term
partnershIps between PVOs and local NGOs, and one was a new VISIonary partnershIp between a project
office Wlthm a PVO and ItS seven local partners (one of the seven attended the conference)

Action plans
Next steps to strengthen the partnershIps mcluded a range of goals developmg mutually agreed-on M&E
and reportmg gUIdelInes, capacIty bUIldmg m technology and fund-mobIlIzatIOn, plannmg for the end of
current agreements, whether through 'weanmg-off or extendmg and renegotIatIng partnershIp, bUIldmg
mutual trust and confidence, and mfluencmg government polIcy through actIve partIcIpatIOn m the
natIOnal NGO network

Conference Impact and follow-up
PartIcIpants reflected on ways m WhICh the conference Impacted them and theIr partnershIps Four major
themes emerged

(l) It IS helpful to reflect on one's own partnershIp and learn from others
(2) PartnershIp IS much more than formal agreements and exchange of funds and reportmg-It

mvolves human relatIonshIps, team spmt, openness and fleXIbIlIty
(3) EffectIve partnershIps reqUIre a lot of effort and constant reVIew
(4) PartnershIps extend from communItIes to NGOs to PVOs and external donors

IDR, MWENGO, and GEM WIll finalIze case reports and the conference report OpportunItIes (and
deadlmes) for feedback from partICIpants WIll be gIVen before drafts are finalIzed Each partlcIpatmg
partnershIp WIll receIve a copy of the conference report and ItS own case The report and cases WIll be
dlssemmated to Afncan, US, and mternatIOnal NGOs and networks through the channels of the
facIlItatmg orgamzatIons In response to partICIpants' requests for a follow-up conference, MWENGO,
WIth support from IDR and GEM, WIll take the lead m explonng thIS pOSSIbIlIty
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Strengthemng North-South CooperatIOn
Conference Report by Darcy Ashman & TS Muyoya

PrOject Background and Conference PartIcipants

Strengthemng North-South partnershIps to be more eqUitable and effectIve has been a pnonty of most
Northern and Southern development agencIes sInce at least the mId-1980s Many studIes and
orgamzatIOnal self-studIes have been conducted to determIne the pnnciples and practIces of effectIve
partnershIp Most defimtIOns of partnershIp Include the cornerstones of mutual respect, trust and mutual
Influence However, recent research suggests that there IS a gap between the perceptIOns of Northern and
Southern NGOs concernmg the extent to whIch partnershIp Ideals have been put mto practIce (Leach,
Kalegaonkar & Brown, 1998, IFCB, 1998) Many US PVOs say that Influence has shIfted to theIr
Southern partners, pnmanly In program ImplementatIOn (Leach, Kalegaonkar & Brown, 1998)
However, Southern NGOs, especIally m AfrIca, say they have lIttle Influence m theIr relatIOns WIth
Northern agencIes AfrIcan NGOs value the financIal resources receIved, but report that cooperatIng
WIth Northern NGOs-threatens theIr mISSIons and autonomy (IFCB, 1998)

Current trends mdicate that many US PVOs antIcIpate a hIgher level of workIng m partnershIp WIth
Southern NGOs m the next five years, pnmanly m order to achIeve sustaInable development Impacts
Expanded efforts to work In partnershIp are more lIkely to be successful m they are based on a better
understandmg of what makes partnershIp effectIve from the perspectIves of both Northern and Southern
actors The focus of thIS research IS on the ways In whIch systemIc factors, such as orgamzatIonal
arrangements and external stakeholders, mfluence JOInt actIvItIes Research project goals mclude

• Better understandIng and case studIes of the evolutIon ofpartnershIps,
• Improvements m the systems and processes ofpartIcIpatIng partnershIps,
• DissemmatIon of key lessons, practIces, and systems to Improve North-South cooperatIon In

other settmgs

The participatmg orgamzatIOns were selected from among nme partnershIps of US PVOs and AfrIcan
NGOs that volunteered to partIcIpate m the project They were all located In Eastern and Southern
AfrIca, Involved programs Widely Implemented by PVOs and NGOs, and were commItted to actIon
learnIng Some were long-term partnershIps whIch had evolved over ten years or more, whIle others
were relatIvely new ImtIatives, mcludIng two spm-offs of PVO programs mto mdigenous NGOs

Pnor to the conference, AfrIcan-US research teams mtervIewed each of the partIcIpatIng orgamzatIOns
about how theIr partnershIps had evolved, elIcItmg both lessons learned and challenges they were faCIng
The findmgs were summanzed m draft case reports and dIstnbuted to the partIcIpants before the
conference



AfncanNGO US PVO partner Program focus Age of partnershIp
Farmmg Systems Kenya Lutheran World Relief Self-reliance promotton & II years
(FSK) Nakuru Kenya (LWR) Nairobi Kenya loans to small farmers

&
New York

Busmess Imttattves and PLAN Internattonal Mlcrofinance 5 years as PLAN program
Management Assistance Nairobi Kenya & I 1/2 years as partnershIp
Services (BIMAS) Embu WashIngton DC With mdlgenous NGO
Kenya

Nazareth Children s Catholic Relief Services Integrated health 10 years
Center and Integrated AddiS Ababa EthIopia & agnculture & women s
Development (NACID) Balttmore MD savmgs & credit
AddiS Ababa EthIopia

Kangaroo Child and Save the Children Fund BaSIC educatIOn access & 2 years
Youth Development AddiS Ababa EthIopia quality
Society (KCYDS) AddiS Westport CT &
Ababa EthIOpia WashIngton DC

DevCentre MalaWi World Learnmg Inc Management trauung & 8 years as World Learnmg
WashIngton DC technical assistance to program 2 years m trans

CIVIl society orgaruzattons formatton to NGO

Conference Goals and Agenda

The conference was based on an actIOn learnmg model it progressed from colleCTIve goal settmg to
shanng partnershIp expenences to discussmg the common themes and lessons learned Pnnciples,
pracTIces and bamers or challenges were explored m depth on issues selected by the participants
Fmally, partIcipants developed actIOn plans for strengthemng their own partnershIps and discussed
follow-up and dissemmatIOn aCTIVIties

PartIcIpants and faCilitators shared three major goals for the conference refleCTIng as a group on current
partnerships, explonng pnnciples of effeCTIve partnerships, and developmg concrete recommendatIOns to
enable partnerships to improve therr effeCTIveness The agenda progressed as follows

Day 1 Conference Themes and Goals, Begm Case PresentatIOns
Day 2 Complete Case PresentatIOns, IdenTIfy Common Themes and Issues
Day 3 PnonTIze and DiSCUSS Key Issues, RecommendatIOns for ActIOn
Day 4 ActIOn Planmng m Individual PartnershIps

A PreVIew InnovatIve Conference Fmdmgs

In IDR's View, conference diSCUSSIOns ytelded many mterestmg new mSights and recommendaTIons for
improvmg cooperatIOn, as per the project goals Jomt faCilitatIOn by US and African researchers created
an enabling enVIronment for both US and African particIpants ThiS sectIOn highlights the most
mnovaTIve perspectives emergmg from the conference SpecIfic lessons learned and gUldelmes
applicable to other partnerships are prOVIded m thiS sectIOn, which summanze the case presentatIOns,
common themes and Issues, and aCTIon plans

EffectIve partnershIps are VISIOn-centered rather than partner-centered
Strong partnerships are based on a shared VISIOn of strengthemng African CiVil SOCIeTIeS, WIth NGOs as
leadmg development catalysts and seTVlce-proVIders Many partnership studies and gUldelmes focus on
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ways m whIch the orgamzatIOns mvolved relate to each other, negotiate agreements, carry out
responsIbIlIties, and evaluate Impacts These are Important elements of partnershIp, but If they are not
based on a strong shared VISIOn of the central role of national NGOs, they do not buIld cooperative
relationshIps that lead to mutually deSIred Impacts

Many US PVOs are shIftIng and expandmg theIr roles from dIrect operations to capaCIty bUIldmg of
AfrIcan NGOs Effective partnershIps are bUIlt on complementary, not competing, roles PVOs m thIS
study are transfemng successful programs to new local NGOs and expandmg theIr support from fundmg
programs to mvestments m capaCIty buIldmg Some PVOs have a track record of operating through local
partners, they are therefore useful sources of Ideas and practices

A strong common VISIOn can lessen the Impact of power dIfferences on the partnershIp, because both
partners are guIded by shared cntena for success In the two long-term partnershIps, US PVOs have
supported AfrIcan NGOs for ten years They have grown from nascent local groups mto well-known and
respected orgamzatIons

Common partnershIp prmcIples take dIverse partnershIp forms
The Chmese saymg could be modIfied to "let a thousand partnershIps bloom" Most partICIpants,
AfrIcans and Amencans alIke, agreed on SImIlar common pnncIples of successful partnershIps, mcludmg
mutual understandmg, trust, and mfluence between AfrIcan and US orgamzatIons Project partICIpants
have broken WIth past patterns of 'donor-recIpIent' relations m whIch the PVOs, as funders, dommated
local AfrIcan NGOs In partnershIps where the greater mfluence of US partners was acknowledged,
ways of moderatmg the power dIfferences through practIces such as fleXIbIlIty, transparency and
capaCIty bUIldmg were pomted out Yet there was no smgle model of partnershIp demonstrated by the
cases They ranged from long-term relatIOnshIps WIth sIgmficant fundmg components to newer spm-offs
and short-term capacIty-bUIldmg projects AfrIcan NGOs and US PVOs are workmg creatIvely WIth
theIr present realIties to Improve and enhance relatIOnshIps to be more effectIve and eqUItable

"Weamng ofr' IS a culturally approprIate way ofplannmg for sustamabI1Ity
One of the most cntIcalIssues concernmg both US and AfrIcan development orgamzatIons IS how to deal
WIth the meVItable end of project support, espeCIally finanCIal resources Both AfrIcan and US agenCIes
want to promote self-sustammg development results and aVOId dependency, yet due to theIr economIC
context, the need of AfrIcan NGOs for finanCIal and techmcal resources remams conSIstently hIgh
Strong concerns WIth sustamabIlIty were expressed by VIrtually all of the partners dunng the mtervIews
A number of AfrIcan NGO partICIpants raIsed the Issues of "weanmg off, as they put It, at the outset of
the conference SubstantIal progress was made Issues were dIscussed from both US and AfrIcan
perspectives, a number of suggestIOns for Improvement were made, and VIrtually all of the partnershIp
actIOn plans mcluded some attention to the process by whIch the AfrIcan NGOs would become less
dependent on the US PVO

Three aspects of the "weanmg off concept have broad relevance first, by frammg the Issue m a
culturally famIlIar way, sIgmficant ambIgUIty and tenSIOn was reduced for many of the AfrIcan NGO
partICIpants "EXIt strategy" may sound normal and predIctable to a US practItIOner, but AfrIcans do not
share the same cultural context whIch gIves It meamng "Weamng off, on the other hand, IS a famIlIar
and accepted concept of how one becomes mdependent, based m the AfrIcan famIly context Second,
"weamng off IS the last m a senes of stages m the process of mcreasmg mdependence Conference
partICIpants agreed that both partIes should dISCUSS and agree on a senes of steps whIch would enable the
AfrIcan NGO to be able to achIeve project ObjectIves and fully sustam projects and programs at a certam
pomt m tIme ThIrd, adult AfrIcans remam mterdependent WIth theIr famIly members, relatIOnshIps
contmue past weamng off, even though they take dIfferent forms Both US and AfrIcan conference
partICIpants VOIced the value of on-gomg relationshIps that may not mclude much dIrect fundmg
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Expenence-shanng, techmcal assIstance and regular commumcatIOn are all ways of contmumg
relattonshIps beyond financIal dependency that conttnue partnershIps for sustamable development

Movmg beyond a relatIOnal to a systennc understandmg of effective partnershIps IS essentIal
Many partnershIp studIes and gmdelmes have focused on Improvmg the relattonshIps between the US
PYOs and Afncan NGOs, both at the mterpersonal and orgamzattonal levels Yet as noted above, the
gap m percepttons of success between Afncans and US practIttoners remams WIde, despIte a decade of
efforts to Improve partnershIp ThIS actIOn research project shows that some reasons for the contmumg
percepttons of northern dommance by southern NGOs he m systemIc factors beyond the ImmedIate
control of the mdIvIdual partnershIp Implementers These factors strongly mfluence theIr chOIces,
pohcIes, and practIces Donor pohcles and procedures make It possIble to provIde funds to Afncan
NGOs, but they also can hmIt the flexIbIhty of US PYOs m the field Internal audIttng procedures m
hlstoncally operatIOnal pyas can hmder otherwIse responsIve program personnel Host country
governments and macro-pohttcal or economIC forces can make It ImpoSSIble for NGOs to achIeve
desIred program results They also can sttmulate emergency needs for new resources from external
partners PartnershIps can be conceIved of as a cham, from donor to commumty, through the US and
Afncan agencIes They operate m a dynamIC enVIronment, to whIch they must respond strategtcally, m
order to maXImIze program benefits for sustamable development

Case PresentatIOns

Each of the partnershIps shared theIr own expenences, descnbmg the background and programmatIc
focus of the partnershIp, the elements WhICh made It effecttve, the bamers that had been successfully
addressed, and the challenges sttll remammg

BIMAS-Plan International
BIMAS IS a new local NGO created by PLAN and local Kenyan stakeholders to take over PLAN's 'hIgh
performance' mIcrofinance program m Embu, Kenya RegIstered as an mdependent orgamzatton m
1993, BIMAS became operattonal m late 1997, and currently serves about 1000 small entrepreneurs
BIMAS IS plannmg to expand ItS number of chents and become financIally sustamable as of 2000 Two
dnvmg forces behmd the 'spm-off were the mvestment and strong ownershIp of commumttes m the
mIcrofinance program and the shared VISIOn of key staff wIthm PLAN, at both the country and
mternattonal levels, of creatmg a locally based, sustamable, mIcrofinance mstttutton It was not easy for
PLAN to let go of the program and transfer It to a local mstttutIOn WIthout sIgmficant orgamzattonal
and communIty commItment, It could not have worked

Creattng a spm-off IS an enormous and dIfficult task for a PYO PLAN mvested a substanttal amount of
finanCIal, techmcal, and human resources Two mam factors contnbuttng to the effecttveness of the
partnershIp were the communIty parttcIpatton and the formal partnershIp arrangements CommunIty
members partICIpated m plannmg and formmg BIMAS For ItS part, PLAN mvested sIgmficant
resources and local Kenyan expertIse m developmg the formal arrangements, WhICh mcluded a legal
agreement and a 3-year fundmg commItment for the transItton The agreement states the goals and
obJecttves of the partnershIp as well as the parttes' mutual obhgattons Other Important factors mcluded
recrmttng and trammg quahfied leadershIp, egan expenenced executtve dIrector and locally respected
board members The sIgmficant financIal and techmcal resources prOVIded by PLAN have enabled
BIMAS to conttnue the successful mIcrofinance program and butld ItS capaCIty to operate as an
mdependent orgamzatton More mformatIOn on the kmds of resources mvested m creatmg BIMAS can
be acqmred by dIrectly contacttng PLAN Internattonal's CredItlMED Techmcal Team m Washmgton,
DC
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Wlthm PLAN, a major challenge was the lack of understandmg and commItment to the transItion to
BIMAS beyond those dIrectly mvolved m the project To address these Issues, the team worked hard as
advocates and educators to encourage other staff to accept and support the process They reahzed that
many of PLAN's lme staff were not accustomed to operatIng through a partnershIp, rather than
operational, approach, nor to a busmess-hke, hIgh performmg, program, rather than a chantable
approach WIth so many attributes new to PLAN, the program was hard for many to dIgest, "hke a SpICY
meal" The hIgh turnover of management staff also slowed down the ImplementatIOn process, as the
team had to start all over Wlth new staff Other actIOns whIch helped to smooth the process mcluded
emphaslzmg the dIstinctive needs of mlcrofinance, submlttmg a credIble proposal for fundmg and
development of the new orgamzatIOn, and reservmg a (non-votmg) seat on BIMAS' board for PLAN to
proVlde techmcal assIstance and oversIght

From BIMAS' perspective, key bamers mcluded delays m the purchase and transfer of fixed assets, the
need to develop ownershIp and support of key staff (noted by PLAN), mcludmg the former PLAN
program staff who were hIred by BIMAS, mcreasmg the trust level between PLAN and BIMAS, and
developmg a mechamsm to momtor the progress of the partnershIp BIMAS and PLAN are stIll workmg
on several of these bamers At present, BIMAS and PLAN see themselves as facmg two mam
challenges ensunng that BIMAS Wlll be mdependent and financIally self-sufficIent when the current
fundmg and techmcal assIstance agreements end m 2000, and definmg the next stage ofpartnershIp

NACID-CRS
NACID IS an mdlgenous EthIOpian NGO operatmg rehef and mtegrated commumty development
programs m three regIOns of EthIopIa From ItS begmnmg as an orphanage for war VIctIms, NACID has
grown mto a substantial NGO offenng programs m health care, educatIOn, agnculture, and credIt CRS
has played a major role m supportmg NACID's development, and at present IS ItS major donor NACID
IS one of four major partners of CRS, whIch has tradItIOnally Implemented ItS programs by workmg m
cooperatIOn Wlth local counterparts The presenters hlghhghted the slgmficant level of trammg (staff and
communIty), techmcal assIstance, and capacIty bUlldmg that CRS has contrIbuted to the partnershIp
NACID now has the logIstical, financIal, admImstratIve, and program capacIty necessary to desIgn and
Implement large-scale mtegrated development programs

ThIS partIcular partnershIp works well because the two agencIes share a common development VISIon,
mIssIOn & goals It was strengthened over the years by evolvmg together from a rehef to a development
onentatIOn The partnershIp IS based on complementary needs CRS needs a strong local partner and
NACID needs a rehable source of fundmg NACID IS a strong and transparent local orgamzatIOn, whIch
meets CRS' orgamzatIonal cntena, however, a challenge for NACID IS locatmg enough funds for the
overhead necessary to admlmster & report on the large USAID grants It receIves from CRS

After ten years of cooperation, the partners find that the most stubborn barners to an effectIve
partnershIp are m the external enVIronment The process of obtammg agreements from the EthIopIan
government for cooperatIve programs are extremely bureaucratic They take a lot of time to secure, and
mvolve a hIgh degree of uncertamty and amblgUlty NACID also finds that the donor pohcles,
procedures, systems to whIch It must adhere are sometimes m conflIct WIth each other ThIS can create
dIlemmas such as facmg overhead costs of up to 40%, whIle bemg granted only 10%, or strIVlng to be
finanCIally sustamable, but find barners to potentIal strategIes m donor or government regulatIOns

The partners have addressed the barners assocIated Wlth the government m two ways They find that
VIgOroUS follow-up can help to keep the agreements on track m the bureaucracy They also collaborate
m NGO forums to develop Jomt gUldelmes to submIt to the government m order to mfluence ItS pohcy
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KCYDS-SCF-US (pIE)
Kangaroo ChIld and Youth Development SOCIety IS a new mdigenous EthIOpIan NGO dedIcated to
Improvmg access to and qualIty of basIc educanon m EthIOpIa (about 38% enrollment rate for school-age
chIldren) It currently runs several educatIOn programs m OromIa regIOn, and has plans to expand
KCYDS met representatIves of Save the Chl1dren's PartnershIps for InnovatIOns m Educanon (pIE) when
they began to look for fundmg partners that shared theIr VISIon KCYDS became one of PIE's several
local NGO partners

Although Save the Chl1dren has a strong track record m the educatIOn field, PIE IS a umque program
Funded by the Banyan Tree FoundatIOn, US, PIE IS an actIOn research project deSIgned to generate
knowledge of (1) better educatIOn models m EthIopIa and (2) how to strengthen the capaCIty of local
NGOs to run effectIve educatIOn programs The Banyan Tree FoundatIOn has been very fleXIble and
generous m gIvmg resources and nme to the PIE project

PIE follows a vlSlonary, process-onented approach to developmg partnershIps WIth local NGOs They
spent 3-6 months Just scanmng the enVIronment, mvesngatmg potentIal partners and Idennfymg needs
TheIr cntena for selectmg partners were regIstered orgamzatIOns, demonstrated WIllIngness to carry out
mnovatIOns m educatIOn, fleXIbIlIty and Wlllmgness to work m close partnershIp, shared VISIon, mISSIon,
and workmg pnnciples, commItment to communIty partICIpatIOn, and responSIve to a communIty's
learnmg needs Once they IdentIfied partners lIke KCYDS, they began dISCUSSIons around Issues of
VISIOn, mISSIon, and program, rather than focusmg on fundmg PIE encourages fleXIble proposals and
MOUs are only wntten up after extenSIve dIalogue produces mutual understandmg PIE does not want to
Impose ItS own Ideas or methods on ItS partners

One of the PIE proJect's most Important contnbutIOns to sustamable mnovanve educatIOn programs m
EthIOpIa IS the BaSIC Educanon Network (BEN) It has mitiated among ItS partners and other educanon
mfluencmg government polIcy PIE also fosters sustamabilIty by encouragmg ItS partners to look for
other sources of fundmg, even assIstmg then WIth proposal wnnng and accompanymg then to other
Northern donors The focus of ItS capacity-butldmg actIVItIes mclude creatIve communIty-based and
communIty-managed programs, cost-effecnveness, chIld-centered teacher trammg, and ImproVIng
orgamzanonal capaCIty

PIE attnbutes ItS effecnveness to several factors, mcludmg the fleXIbIlIty of the donor (Banyan Tree),
the nme taken by the PIE team to develop partnershIp and form a feelIng of team spmt among partners
based on transparency, open commumcatIOn, mutual understandmg and trust, the nme taken to clanfy
expectatIOns and establIsh common goals (e g sustamabilIty, mnovatIOn, cost effecnveness, and
communIty based), project proposal and plans were done together (both partners own projects and work
together), both agenCIes remamed fleXIble and were wIllIng to compromIse, both understood that they
were to learn from one another, both understood the other's lImItatIOns, both are comfortable enough
WIth each other to freely dISCUSS problems and successes of programs, and the programs not defined by
PIE, nothmg Imposed by PIE

Of course, funds are an Important part of the support prOVIded by PIe Funds are released quarterly, so
they have a mechamsm for checkmg on the progress of the projects SCF has offices m many
communItIes, so It IS not dIfficult to communIcate PIE encourages partners to keep bank accounts m
local communItIes, theIr phl1osophy IS that any mIstakes that mIght be made are part of a learnmg
process ultImately leadmg to sustamable finanCIal management capaCIty

In general, PIE found that the most stubborn bamers to effectIve partnershIps mcluded breakmg the
donor-recIpIent reianonship Image among the local NGOs, clanfymg expectatIOns of hIgh amounts of
fundmg (especIally smce PIE was a US orgamzatIOn), and overcommg local NGOs' reluctance to try
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somethmg new and change from the already establIshed system The creatIve solutIons to these bamers
mc1uded open commumcatIon and trust, transparency concernmg lImItatIons and expectatIOns, frequent
meetmgs, solvmg problems before they get bIgger, startmg wIth sImple, feasIble projects and then
expandmg from there, bUlldmg capacIty, offenng fall support (concept ofteam spmt and cooperatIon)

DevCentre-World Learnmg

DevCentre IS a new mdIgenous MalawIan NGO created by World Learnmg to carry forward the goals
and ObjectIves of ItS USAID-financed SHARED Project Smce 1990, the SHARED project has provIded
grants and techmcal assIstance to MalaWIan NGOs In short, through the creatIon of the DevCentre,
World Learnmg IS transformmg SHARED mto a local NGO support organIzatIOn

The mISSIOn of DevCentre IS "to promote a strong and VIbrant CIVIl socIety through strengthemng the
capacIty of and enhancmg the resources avaIlable to, local orgamzatIOns and theIr partnershIp efforts
wIth government, commumtIes, the pnvate sector, and donors m order to Improve the qualIty of lIfe of
the people ofMalaWI and empower them to determme theIr own destmy"

To date, DevCentre and World Learnmg have taken a number of steps towards creatmg a new local
NGO nammg the mstltutIOn as DevCentre developmg a ConstItutIOn and capabIlIty statement, hmng an
expenenced MalawIan natIonal as SHARED Project DIrector and recrUltmg a respected local Board of
Trustees for the DevCentre, Identlfymg pOSSIbIlItIes for new busmess, requestmg land and a bUlldmg for
ItS office, and deve10pmg an-gomg strategIc planmng process For ItS part, World Learnmg has made a
commItment to contInue proVIdmg techmcal assIstance, such as partnenng on proJects, exchangmg
mformatIon ofproject opportumtIes, and shanng new technology, products, and tools

The relatIOnshIp reflects two parallel, yet overlappmg, partnershIps The first IS between World
Learnmg's home office and the SHARED project management umt (PMU), staffed by all MalawIan
natIOnals The second IS between World Learnmg and the DevCentre's board and staff (the same as the
PMU)

These steps have been taken through a process of reflectIon, evaluatIon and strategtc planmng by the
World Learnmg offices m Washmgton and MalaWI, WIth the aSSIstance of the Global Excellence m
Management InItIatIve (GEM) The transformatIOn team IS planmng for the resource mobIlIzatIOn of the
new organIzatIOn Key Issues to address mclude decldmg on a fundmg strategy, mc1udmg findmg new
donors, tappmg pnvate sector resources, endowment fundmg, earnmg fees from trammg and technIcal
aSSIstance, and expandmg publIc relatIons and marketIng capaCIty DevCentre must research and
respond to the changtng needs of the growmg MalawIan NGO sector The partIes are workmg on an
MOU whereby World Learnmg could subcontract the remamder of the SHARED project actIVItIes and
transfer SHARED assets to It when the project ends m 2000

As they look to the future, three mam Issues confront the tranSItIon team

(1) How DevCentre WIll concretely adhere to ItS MISSIon statement,
(2) How DevCentre WIll be pOSItIoned m the MalaWIan NGO commumty,
(3) How DevCentre WIll develop relatIOnshIps WIth USAID, World Learnmg and other mternatIOnal

and local donors

7



Farmmg Systems Kenya (FSK)-Lutheran World Rehef(LWR)

FSK was created as a company m 1981 by the Nakuru RegIOn Laypeople FellowshIp of the AfrIca Inland
Church m order to help church members m the regIOn, It was regIstered as an NGO m 1993 FSK
provIdes support to small farmers through a number of actIVItIes, mc1udmg trammg, credIt, research,
marketmg, and mobIlIzatIon At present, FSK has four donor/partners, LWR IS Its major one In the
past, FSK has had five other bIlateral and INGO partners

The partnershIp WIth LWR consIsts of four major actIVItIes, m addItIOn to recelvmg funds mteractIOn,
through SIte VISIts and momtonng reports, evaluatIon and momtonng, replIcatIng FSK approaches m
other areas, and capaCIty bUIldmg, or trammg FSK sees four major reasons why the partnershIp WIth
LWR has worked well ItS fleXIbIlIty m respondmg to FSK's changing program approaches (e g shIfted
from mdiVIdual to group approach), ItS long-term focus (projects are funded for 3 years, and they are
now m theIr 11th year of working together, the last 8 of whIch have mvolved fundmg), the range of
support offered (e g mc1udmg regular project support, bndgmg funds to cover needs between proJects,
and facIlItatIon grants, whIch fund short-term emergmg needs, such as curnculum development or
emergency programmmg), and asslstmg FSK to source other partners (e g Canadian LWR) In
companson, FSK's other partners have been much more ngld and bureaucratIc

The partnershIp has not been WIthout bamers, or challenges, as FSK prefers to thmk of them For
example, staff changes m LWR have made It necessary to re-bUIld mterpersonal relatIOnshIps, fundmg IS
lImIted m that LWR gIVes small amounts and the three year penod IS too short for long-term results

LWR has clear polIcy guIdelInes for fundmg local partners It works m the areas of relIef and
rehabIlItatIon, peace and reconcIlIatIOn, margmallsed groups, and envIronmentally sustamable actIVItIes
LWR has tradItIonally worked WIth local partners rather than operatIng ItS own programs Its process for
developmg a partnershIp IS well establIshed a partnershIp IS typIcally mitIated by the receIpt of proposal
document LWR then dIscusses With the potentIal partner the Issues raIsed, and the proposal IS reVIsed as
per LWR gUIdelInes Other Issues may emerge and they are addressed by the two partIes, VISItS back and
forth are common Once the proposal IS reVIsed, It IS presented to the regIOnal, and then head office m
New York There, the Screemng CommIttee reVIews It Changes are often requested, when the proposal
IS approved, formal contract agreement papers are drawn up A dIsbursement rate and schedule are
agreed on, along With reportIng gUlde1mes for financIal and narratIve reports The whole process could
take two plus years to establIsh thIS workIng relatIOnshIp/partnershIp But where Immediate need anses
FaCIlItatIon Fund or Seed Fund Will be prOVIded

LWR sees ItS strengths as a partner m we1commg other donor-partners on board They don't belIeve m
the "ours or theIrs syndrome" They also engage m regular dIScussIons WIth partners as may be
necessary so that they are aware of the progress of the projects LWR bnngs partners together through
workshops and other capacity-bUIldmg actIVItIes so that they can learn from each other and dISCUSS LWR
partnershIp practIces LWR promotes self-relIance With ItS partners In the end, LWR sums up ItS
phIlosophy as one of teamwork LWR and ItS partners all have resources to contrIbute As the fundmg
partner, LWR trIes not to dommate, not to be an "unwanted guest" m ItS partners' houses It can be
stressful, but LWR aspIres to the Luo saymg, 'Wenda en gweth '(a guest IS a blessmg)
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Common Themes Partnership Prmclples, Practices and ActIOn Strategies

PartIcIpants IdentIfied long lIsts of Important pnncIples, lessons, and challenges In each of the cases
FIve common themes were pnontIzed as most Important Small groups of AfrIcan and US partIcIpants
dIscussed three tOpICS for each theme Important pnncIples and practIces, bamers to effectIve
partnershIp, and realIstIc actIOn strategIes The hIghlIghts of theIr reports are summanzed below The
five major themes Included

(1) Partnershzp Phases-Start Up Operatzng and Weanmg Off
(2) Partnershzp Process-Communicatzon
(3) Strengthenzng the Capaczty to Cooperate-US and Afrzcan NGOs
(4) NGO Fmanczal Sustaznabzlzty
(5) Managzng the External Envzronment

Partnership Phase #1 Start-Up
The start-up phase was defined as InteractIon between the partners In the penod leadIng up to the SIgnIng
of a formal agreement The partners may be eIther a pvo and a local NGO, or a PVO and the AfrIcan
stakeholders Involved In spInmng off a program Into a new local NGO

In the early phases of spIn-off partnershIps (BIMAS/PLAN and DevCentre/ World-learnIng), the focus
tends to be on Issues lIke craftIng the partnershIp agreement, establIshIng IdentIty and ownershIp,
definIng relatIonshIps, bUIldIng confidence and trust, settIng up structures and systems (property,
Infrastructure, recrUItIng and traInIng), techmcal support and resource transfer The tradItIOnal donor­
reCIpIent mentalIty has to be changed on both sIdes Common frustratIons concern new and as-yet­
undeveloped procedures, systems, and communIcatIOn practIces, delays In resource transfers, and
dIfficultIes In bUIldIng trust The AfrIcan partner may feel vulnerable due to haVIng only a SIngle donor
at thIS POInt, but thIS IS offset by the hIgh commItment usually felt by the US partner to the success of the
spIn-off

Prmclple The eXIstence of shared VISIOn, mIsSIOn, values and mutual ObjectIves IS the motIvatIon for
comIng together as a partnershIp AssocIated practIces to determIne the extent of shared goals Include
gettIng to understand one another, learnIng about each other's VISIon, mISSIOn, objectIves, strategIes,
program actIVItIes, exchangIng wntten documents about each other's orgamzatIon, outlInIng capacItIes
and competencIes, follow-up meetIngs, seekIng Independent InfOrmatIOn about potentIal 'partners',
IncludIng an envIronmental scan

Barriers to determInIng the character of potentIal partners Include Inaccurate/mIsleadIng Informatton,
hIdden agendas, potenttal for mIscommunIcatton/mIsunderstandIngs, absence of openness and frankness,
cultural dIfferences, lack of pattence, lack of attentIOn to detatl, and the donor/recIpIent mentalIty (on
both sIdes)

Costs to the partners Include the potenttal to lImIt theIr Independence, reqUIres more tIme for declSlon­
makIng, the potenttal for conflIct IS much hIgher, and they may dIscover that the partnershIp may not be
sustaInable

Gams Include the expanSIOn of base of experttse, more effecttve use of resources, greater access to
resources, and sustaInable relatIonshIps

ActIOn Strategies Each party needs to be clear about ItS development VISIOn and the type of partner It
seeks A wntten document, such as polIcy gUIdelInes or a checklIst, can be helpful At the same tIme,
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selectmg partners IS a process whIch may take some ttme Prospecttve partners need to learn about each
other, Imttate relattonshIps, and assess theIr mutual potentIal to work together

• Develop gUIdelmes for Identtfymg partners Look for track record, openness, and fleXIbIlIty
• Understand partner's values, VISIOn, mISSIOn and obJecttves--tms reqUIres patIence
• ImtIate contact and ensure that own values, VISIOn, mISSIon and obJecttves are clearly

understood
• Engage m open and frank dIScussIons between partners and WIth stakeholders
• BuIld a shared VISIon and a common baSIS for future agreement (mcludmg consultatIOn WIth

stakeholders)
• Agree on roles and responsIbIlItIes
• DetaIl respecttve expectatIOns from partnershIp
• Venfy legal ImplIcattons of the partnershIp agreement
• ReVIew draft agreement (understand the "small pnnt" and "legal Jargon")

PartnershIp Phase #2 Operatmg Phase
The operattng phase can be defined as puttIng the partnershIp mto practtce Operattng phase begms once
agreements are m place, WIth partner contnbuttons IdentIfied, goals & ObjectIves Identtfied, and roles of
the partners clanfied TypIcally, PVOs proVIde financIal and techmcal aSSIstance, whIle NGOs
Implement -programs WIth communIttes and develop theIr own capacIty NGOs proVIde reports,
financIal and narrattve, to PVOs at agreed-upon ttmes and accordmg to set gUIdelmes Funds are usually
dIsbursed once reports are receIved and approved There IS a tendency m thIS phase for the burden to be
on the NGO to lIve up to the PVO's standards NGOs find lIttle recourse when PVOs do not dIsburse
funds on ttme or respond to emergmg needs Internal PVO polIcIes and practtces, such as ngId
accountmg procedures or staff turnover may hmder partnershIp agreements from bemg Implemented
smoothly PartnershIp momtonng and evaluatton typICally focuses on program Impact, there IS a need to
also momtor and evaluate the partnershIp Itself '

The well-establIshed partnershIps (FSK/LWR and NACID/CRS) and the 'VISIOnary partnershIp'
(KCYDS/PIE) shared several common charactenstIcs greater fleXIbIlIty founded on trust, regular
dIalogue, on-gomg support from the donor partner, long-tenn focus on sustamabIlIty, capacIty bUIldmg,
dIversIfied donor portfolIo of NGOs, and practtce of autonomy and mdependence These partnershIps
demonstrate a ShIft m relattonshIp from one-way demands for accountabIlIty from PVOs to well­
developed systems that reflect good accountabIlIty practtces and a culture of self-regulatton Challenges
m these partnershIps tend to concern staff turnover WIthm the donor partner, large and bureaucrattc
systems, findmg new partnershIps

PrmcIples Several pnncIples of the operattng phase were IdentIfied

(1) That all partIes take responsIbIlIty for the success of the partnershIp,
(2) That all partIes are mutually accountable and commItted (bI-lateral process vs power

relatIonshIp), e g m Jomt plannmg, problem solvmg, mutual respect, mutual trust, Jomt
acttvIttes,

(3) That partIes share the authonty to mutually bnng about change, e g respond to each other's
needs, momtonng and evaluatIOn (how to make thIS a mutual responsIbIlIty), communIcatIOn
goes both ways (reportmg IS bI-lateral also),

(4) Constantly work together to Identtfy reqUIred resources,
(5) Collaborattve capacIty bUIldmg, e g systems, expertIse, technology, programmatIc,
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(6) Mutually momtonng the partnershIp and program, e g effecttveness of communlcatton,
effectIveness of systems, mdIVIdually reflect, Jomtly reflect, schedule the days for reflectIOn to
momtor the partnershIp (and gIve It pnonty),

(7) a partner does not enter mto actIVIttes that undermme the other partner,
(8) there IS room for NGO partner to retam own Identtty,
(9) the partners are accountable to the communlttes they serve (and stakeholders) m the use of

funds/resources m the partnershIp, e g Impact of seTVlces and management of operattons/funds

BarrIers to effectIve operattonal phases mclude madequate resources, e g technologIcal, human
resources, and financIal, eXlstmg bIases, e g donor-recIpIent mentalIty, cultural, gender, preVIOUS lack of
expenence, e g m bemg good partners, m the regIon, and m the program area, mformatIOn gaps and
madequacles, and personalItIes (can cause faIlures regardless of the "systems")

Gams mclude empowered NGOs, successful and more relevant programs, abIlIty to leverage resources,
expanded outreach, cost/benefit ratIo Improved (shared finanCIal resources to cover more people), and
development ofnetwork

Partnership Phase #3 Weamng Off Phase
The Issues mvolved m thIS phase drew a lot of attentIon ShnnkIng resources and changmg fundmg
cntena m the US have led to mcreased pressures to "phase out" or develop an "eXIt strategy" One PVO
dIrector saId that phasmg out was Ira hard lssue to deal wah, perhaps the hardest" Many US PVOs don't
want to encourage dependency of theIr partners, yet AfrIcan NGOs operate m a context of great need and
scarce resources The potenttal end of partnershIp support IS receIved uneasIly on both sIdes PVOs may
not want to lose trusted partners Many NGO programs have faIled when support has been dropped WIth
lIttle warnmg or tIme for advance plannmg Both partIes find It dIfficult to dISCUSS these Issues openly,
the conference proVIded an enVIronment for explonng the Issues from the perspectIve of both US PVOs
and AfrIcan NGOs 'EmphaSIS was placed on the value of gradual change, WIth mutually negotlated
ShIftS m responsIbIlItIes as obJecttves are attamed AfrIcan NGO representatIves used the term "weamng
off to descnbe thIS process

"Weanmg off has a meanmg m the East and Southern AfrIcan context whIch dIffers from that m the US
Whereas North Amencans and Europeans thmk of weamng as the process of encouragIng a chIld to
sWItch from breast feedmg to bottled mIlk or solId food, m many AfrIcan cultures It refers to the process
of supporttng grown chIldren (adults) to establIsh theIr own households and become mdependent from
(or mterdependent WIth) the parents TypIcally, there IS much more mterdependence of adult famIly
members m AfrIcan cultures than m the US

Prmclples

(1) Have a strategy for endmg a fundmg relattonshlp that IS clear, negottated and agreed upon by
both parttes,

(2) CharactenstIcs of effecttve weamng gradual, flexIble (both partIes), and negotIated,
(3) ConSIder how partnershIp can evolve, movmg from PVOs provldmg finance to other forms of

support, such as capaclty-bUIldmg, adVIce, dIalogue TIme should not determme what
partnershIp WIll do, rather, what the partnershIp wIll do should determme the tIme,

(4) Weamng process should not happen m Isolatton (external and mternal partnershIp processes
affect weanmg), pva effecttvely bUIlds NGO capaCIty to mobIlIze resources toward
sustamabilIty, e g human, fmanclal, and matenal,

(5) RecogmtIOniapplIcatIOn ofthe capabIlIty ofNGO to develop/Implement programs effectIvely,
(6) NGOs feel empowered to Implement programs mterdependently
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Barners and Gams Developmg an eXIt strategy means you all acknowledge you may lose a good
partner (the challenge of "lettmg go"), Developmg a new relaTIonshIp IS not easy, takes TIme, Gradual
nature of eXIt strategy may be costly However, the fatlure to have an effecTIve eXIt strategy can
dramatIcally affect Impact of programs, and the lack of eXIt strategy creates dependence for commumties
andNGOs

ActlOn StrategIes

• Butld eXIt strategtes mto the miTIal partnershIp agreement
• EXIt strategy should reflect not only fundmg reductlOns but also roles and responsibIltty

defimTIons
• EXIt strategy should mclude clear mdicators to measure progress WhICh are contmually bemg

momtored
• EXIt strategy and partnershIp agreement should be flexIble enough to learn from and adapt to

changmg realtTIes (on the ground, external, etc)

EffectIve Partnermg Process CommumcatIon
Many pnnciples of effecTIve partnenng suggested by earlter research were found to be Important, such as
fostenng mutual trust, behavmg With openness and flexibIltty, bUIldmg mutual understandmg, frequent
and meamngful dIalogue, and mutual commItment The Issue of communicatlOn was chosen as a
partIcularly Important bamer

Prmclple & practIces EffectIve communICaTIOn IS essenTIal to partnershIp, and mcludes both formal and
mformal commumcaTIon EffeCTIve communicatlOn IS frequent, consIstent, candId, two-way, culturally
SenSITIVe, frIendly/respectful, relevant, and mvolves all partIes Two cntical Issues are culturally
sensItIve communicatlOn and relevant communIcatIon The pnnciples of culturally sensItIve
commumcaTIon mclude understand the value systems of the communIty m WhIch you're workmg,
partners understand each other's value systems, understand dIfferences m communICaTIOn styles, e g
Amencan dIrectness, oral vs wntten communicatlOn, wntten may carry much more weIght than oral m
some cultures, and oral may be more holtstic/personal DIfferent understandmgs may be overcome wIth
TIme Wntten communicatlOn can support mSTItutlOnal memory, know when to use WhICh The pracTIce
of hmng natlOnal staff by US PVOs who mteract wIth local NGO staff sIgmficantly reduces cultural
bamers m communICaTIOn However, they may not have the management authonty to make key
declSlons WhICh could enhance partnershIps

GIven the TIme pressures on communICaTIng, the group hIghltghted the most relevant kInds of
communicatlOn revisItmg the VISlOn, goals, pnnciples, obJecTIves, discussmg Issues that relate to the
above (thmgs that matter), Issues related to datly Issues of managtng aCTIVITIeS, and Issues related to
bUIldmg relatlOnships

Barners to effeCTIve communICaTIOn mclude the often large SIze of the US PVO as compared to the local
NGOs and the dIstance and technology gaps between the US and AfrIca Issues named mcluded
bureaucracy, dIstance (lack of physIcal proxImIty), unreltable, unavaIlable, or costly technology, people
bemg absent due to Job demands such as travel and attendmg meetmgs, technology gap between
partners, mIstrust, misunderstandmg, skIlls gap, mformatlOn gap, language dIfferences, Irrelevance of
some commumcatlOn, cultural dIfferences, volume of work and performance pressures, dIfferent
mterests, lack of attentIveness, resource dependency, and bIas

ActlOn StrategIes The group affirmed the need to consclOusly plan and carry out partnershIp
communicatlOn strategIes, even If they mcrease costs WIthout good commumcatlOn, misunderstandmg
and 'bad Will' can fester and detract from effectIveness Funds may be delayed or demed, emergtng
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needs Ignored, or progress go unrecognIzed Inappropnate reportmg procedures may place undue
burdens on NGOs

• Clearly estabhsh hnes of communIcatIOn e g who, when, how frequently, and by what means
• Clanfy what needs to be wnttenlformahzed vs orally agreed to (and how soon)
• Budd capacIty mto the partnershIp agreement e g buymg eqUlpment to fill technology gap,

trammg to fill sla.lls gap, and bUlldmg costs for these mto the budget
• Take tIme to really know each other by meetIng regularly, makmg conscIOUS effort to learn

about each other's culture, mformal gathenngs If there IS mIsunderstandmg, ask/pursue'
Regular, Jomt meetmgs

• RecognIze that how one communIcates may not be understood by those from another culture,
ask "What does thIS mean?", "Is there a need to document thIS?" Learn to recognIze symptoms
of mlSlnterpretatIOnimIscommunIcatIon

• "DIagnose" and follow-up when there are such symptoms Plan (and budget for) regular, actIve
learnmg on communIcatIon e g workshops, regular meetIngs, reflectIOns, and actIve hstenmg

Capacity to Cooperate International NGO (lNGO)
TypIcally, capaCIty bUlldmg IS conSIdered a need of Southern NGOs However, the presentatIons and
dIScussIons suggested that Northern and Southern agenCIes both need to develop polICIes, systems, and
structures that support and enable cooperatIon Thus the dIstmctlVe aspects of the capaCIty to cooperate
were dIscussed for northern and southern NGOs (the term, INGO, rather than PVO, was used to mdlcate
that the pnnclples apply to any mternattonal NGO operatIng m East and Southern AfrIca)

Prmclples INGOs should concentrate on the followmg four pnnclples

(1) Power Equlty PartnershIp governance and resource management are fully negotiated and
understood (WIthout compromIse to mdependence) between INGO and ANGO, and WIthout
(undue) mfluence from NatIOnal Government,

(2) Management ofResources INGO has fleXIbIlIty to mobIlIze and dIsburse resources to the LNGO
accordmg to the mutually appreciated needs of target communItIes,

(3) Protectmg Mutual RelatlOnshlp INGOs and ANGOs develop strong advocacy roles WIth theIr
own governments to place theIr strategIc commumty mterests and needs at the heart of theIr
partnershIp,

(4) Long-term Empowerment INGOs and ANGOs concentrate on long-term capaCIty bUlldmg whIch
ensures that ANGOs/local communItIes take ultImate responslblhty and leadershIp of
development agenda mANGO countnes

Challenges to INGO capacIty anse when Northern governments place theIr own strategIC mterests over
mterests of Southern governments, Northern governments see INGOs as agenCIes to Implement own
foreIgn polICIes, INGOs seem to play mto the polIcy of theIr own government, and not fully advocate for
theIr partnershIp

Gams mclude more fleXIbIlIty of resource mobIlIzatIon and usage, better response to commumtles' felt
needs, value added to the resources currently transferred mANGO countnes, and ShIft of responsIbIlIty
m decIslon-makmg m the use of resources and management
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ActIOn StrategIes

• INGOs and ANGOs develop Jomt partnenng framework that spells out mutual goals and values,
gUIdelmes and roles, procedures and processes that ensures eqUItable benefit to all stakeholders
(CommunItIes are the pnmary stakeholders),

• INGOs and ANGOs/CommunItIes develop collectIve advocacy strategIes to shIft development
paradIgm to be more communIty focused, mfluence government thInkIng on local-global
development Issues, and allocate more resources and decIsIon-makmg to "the people"

Capacity to Cooperate African NGOs
AfrIcan NGOs can approach partnershIps from an empowered pOSItIOn when they are dnven by values
and program needs, rather than the fear ofnot havmg fundmg

Prmclple andpractlces PartnershIps WIll only work If there IS a match m values between the NGO and
the PVO AfrIcan NGOs sometImes feel compelled to accept any source of fundmg, even If the match IS
not good For, example, If an AfrIcan NGO values gender eqUIty, If It engages WIth a PVO whIch IS not
gender senSItIve, It WIll expenence a lot of conflIcts, makmg the partnershIp more costly and less
productIve AfrIcan NGOs have chOIces of partners, even though resources are scarce Developmg
VISIons and mISSIOns whIch clearly communIcate theIr values help NGOs to make chOIces about donor
partners

Barriers, Costs and Gams It IS dIfficult for NGOs to adhere to thIS pnncIple when they lack clanty
about values, do not have a clearly artIculated VISIOn and mISSIon, feel themselves vulnerable because of
madequate resources ("beggars can't be choosers"), and do not have a track record yet that would enable
them to choose partners The gams, however, outweIgh the costs stIckmg to one's pnncIple may prove
costly m the short or mId-tenn, but m so often pays off m the long tenn By declmmg to engage certam
partners on account of our pnncIples, we may lose a fundmg partner, whIch may even put our
orgamzatIOn at nsk However, m the process, we wm respect and buIld a reputatIOn for ourselves, a
SItuatIOn whIch makes orgamzatIOns attractIve to a host of other partners

Actlon strategIes

• ReVISItIng and clanfymg values, VISIon, and mISSIon
• Leammg about the values of the potentIal partner and seemg how they relate to one's own
• Ascertammg whether the potentIal partner has a good track record from preVIOUS partnershIps

NGO Fmanclal SustamabIhty
The workmg group defined fmancIal sustamabilIty as the abIlIty of an NGO to have control over ItS
finanCIal destmy, and serve ItS mISSIon effectIvely

Key prmclples mclude entrepreneunal thInkIng, strategIC thInkIng/planmng, PVO/Donors acknowledge
operatmg costs and encourage NGOs to have multIple donors, NGO WIll have multIple sources of
fundmg and a balanced mIX of fundmg, NGOs need to know theIr fixed and vanable costs (1 e, what It
costs to do busmess), NGO WIll operate cost effectIvely, and NGOs are aware and responSIve to clIents
needs/wants

In practIce, NGOs WIll have multIple sources of fundmg and a balanced mIX of fundmg NGOs analyze
theIr operatIng costs effectIvely and share that understandmg WIth PVO/Donors, NGOs establIsh
effectIve systems that faCIlItate response to PVO/Donor reqUIrements, PVO/Donors are fleXIble and
wIllmg to work WIth other donors, and PVOs help NGOs buIld capaCIty m strategic financIal planmng
and management
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Common Barriers mclude NGOs lack understandmg of theIr operatmg costs, NGOs lackmg effectIve
systems and capacIty to meet PVO/donor reqUIrements, NGOs lack entrepreneunal thInkIng, Pressmg
demands for NGOs to deal WIth dIfferent PVO/donor reqUIrements, donor heSItance to have other donors
support NGO ("donors" wantmg to retam control), Lack of financIal dIscIphne or skIlls or dIfferent
cultural norms, Cost of estabhshmg the requITed level of systems and staffmg for accountmg, Cost of
prepanng proposals, networkmg to get multIple donors, Cost of bUIldmg NGO capacIty to meet the
challenge of multIple PVO/donor resource base

Gazns Independence from a smgle donor, abIhty to serve own mISSIOn, capacIty to realIze Impact m hne
WIth mISSIon, mcreased cost effectIveness, Improved capacIty for financIal planmng and management,
capacIty to be attractIve to donor communIty, and sustamabIhty

ActIOn Strategies

• Conduct effectIve cost analysIs
• Keep good financIal records
• Educate PVO/donors on NGO's overhead costs
• Develop a network ofpotentIal donors
• Conduct needs assessment for capacIty development m NGO
• Encourage NGOs to develop theIr own resource base
• DIversIficatIOn of resources, e g selhng servIces

Managmg the External EnVIronment
A number of actors and forces m the external enVIronments ofpartnershIps mfluence the effectIveness of
the partnershIp, mcludmg governments, (external) donors, the socIal and economIC enVIronment, the
pohcy enVIronment, other NGOs, and the mternatIOnal development communIty The workmg group
chose to focus on managmg the mfluence of natIOnal governments on PVO-NGO partnershIps and the
role of external donors

Prznclples For effectIve partnershIp, there should be (1) HIgh cooperatIOn between partnershIp and
host government, and (2) FlexIbIhty of external donors m provIdmg resources for the partnenng process

HIgh cooperatIOn between partnershIp and host government IS achIeved when relevant government
departments are mvolved m the plannmg and executIOn of partnershIp proJects, to convmce
governments, partnershIps should show Impact, frequent contact and exposure to NGOs' programs WIth
government, and relevant government agencIes become more fleXIble and accommodatmg to NGO
partnershIp needs

BarTlers are many, and depend on the specIfic country Although there are some sImI1antIes, EthIOpIa,
Kenya, and MalaWI vary greatly m the ways theIr governments deal WIth PVO-NGO partnershIps
Outstandmg bamers mclude bureaucracy, lack of government understandmg/apprecIatIOn of NGO
work, lack of trust between NGO and government, government ImpreSSIOn (sometImes JustIfied) that
NGOs are not open and/or abuse funds and/or unwIlhng to cooperate WIth government, some NGOs have
questIOnable agendas, lack of NGO coordmatIOn to mfluence government pohcy (see each other as
competItors rather than potentIal cooperators), PVOs' lack of understandmg of local pohcy, culture and
bureaucracy, unWIlhngness of government to allow bIlateral orgamzatIOns to work WIth NGOs, lack of
effectIve communIcatIOn between government and NGOs
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Gams, however, are worth the effort of developmg cooperatIve relatIonshIps efficIent ImplementatIon
of partnershIp programs, government recogmtIon of NGO work, development of trust and mutual
understandmg between government and partnershIp, attractmg more external resources to support local
NGOs m the country (creatmg a more welcome enVIronment for PYOs an NGOs), and creatIon oflong­
term sustamabIlIty ofNGO work

Actzon StrategIes

• EstablIsh effectIve commumcatlOn between partnershIp and government, e g frequent
meetmgs, government SIte VISItS

• EstablIsh NGO network to mfluence government, PYO staff should understand local
government polIcIes and culture

• NGOs stIckmg to what they say they WIll do

Note on Donor Influence Some partICIpants regretted that more tIme was not spent on the Issues of
managmg the mfluence of external donors EVIdence from the cases suggests that the terms of donor
fundmg sIgmficantly mfluence the effectIveness of the partnershIps, whether from external sources such
as bIlateral agencIes or foundatIons, or mternal pnvate sources m the PYOs

• Both partnershIps commItted to Jomt actIon learnmg about the partnershIp receIved funds
explIcItly deSIgnated to do so (PIE, PLAN)

• RestrIctIons on a local NGO m a well-establIshed partnershIp stemmed from the external donor,
not the PYO (CRSINACID) The qualItIes of partnershIp m CRSINACID are found m the extent
to whIch the partners find ways to bnng transparency and fleXIbIlIty to the strIct donor
gUIdelmes

• Both spm-offs are hIghly mfluenced by the terms of receIVIng funds and normal accountabIlIty
procedures, whether they stem from external donors rvvorId Leammg/ DevCentre, or pnvate
sources (pLAN)

Although they are a small sample from whIch to generalIze, these cases suggest two patterns (1)
partnershIp-onented funders that provIde relatIvely small amounts of fundmg and are responSIve to NGO
needs and mterests (Banyan Tree/SCF-PIEIKCYDS and LWRlFSK), and (2) program-onented funders
that provIde relatIvely large amounts of fundmg, but carry gUIdelInes and restrIctIons that are perceIved
by AfrIcan partners to mvolve some lImIts to theIr fleXIbIlIty to become sustamable and respond to local
development needs (USAIDI CRSI NACID, USAID/WorId Leammgl DevCentre, PLAN/BIMAS)

ActIOn Steps Strengthemng the PartIcIpatmg PartnershIps

The final day of the conference was devoted to mtegratmg and applymg the general pnncIples, practIces,
and actIon strategIes developed the day before to the partIcIpants' own partnershIps Meetmg first as
mdIVIdual orgamzatIons and then as partnershIps, the partIcIpants chose specIfic change goals and
developed actlOn plans for puttIng the changes mto practIce on return to theIr offices Summanzed
below are the major actIon steps agreed to by each of the partnershIps They fall mto five mam
categones capacIty buI1dmg of the AfrIcan NGO, developmg a weamng off or eXIt strategy, developmg
mdIcators or a process for momtonng and evaluatmg the partnershIp (separate from the program),
renegotIatIng the partnershIp, and strengthenmg mutual confidence and trust
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PLAN-BIMAS

• CapacIty-bUIldmg ofBIMAS, e g FISIMIS systems, purchase and transfer of assets, develop
program methodology to mcrease outreach to poor women, add educatIOn

• Develop an eXIt strategy to msure BIMAS WIll be sustamable
• BuIld trust between PLAN and BIMAS

CRS-NACID

• NACID-CRS should devIse and be ready to phase out the project
• PartnershIp should assess possIble mterventIons m other sectoral or geographIc (non food­

secure) areas to contmue wIth the partnershIp
• PartIcIpate actIvely m the NGO Network (CRDA) m order to ImtIate and mfluence polIcIes

whIch WIll enable NGO operatIon m the country

Save the ChIldren US (pIE)-KCYDS

• Develop mutually agreed upon gUIdelInes for reportmg
• EstablIsh mdIcators for momtonng and evaluatmg the partnershIp
• FIll the technology gap addItIOnal phone lInes for PIE office, photocopIer and pnnter for

KCYDS
• Develop mdIcators ofwhen KCYDS IS mature enough to move on (weamng phase) mcludmg the

tIme-frame, and how to go about domg so
• BuIld the capacIty of KCYDS to fundraIse effectIvely (find donors and other creatIve strategIes)

World Learnmg-DevCentre

• RegIster DevCentre as a Trust
• Conduct a successful launch of the DevCentre
• Complete Memorandum ofUnderstandmg between World Learnmg and DevCentre
• Strengthen mutual confidence between DevCentre and World Learnmg

LWR-FSK

• Increase Impact on actIvItIes by extendmg length from 3 to 5 years
• Evaluate how the partnershIp IS workmg, as dIstInct from the program
• SenSItIze each other on weamng process
• Coordmate donors to reduce burden ofrepomng & strengthen NGO capacIty to report

Impact and Follow-up from the Conference

Impact on PartIcipants
PartICIpants shared the followmg reflectIOns on theIr expenence of the conference

Learnmgfrom other partnershIps and reflectmg on one's own
• I am encouraged to know that other (partnershIps) have challenges, too
• We realIzed that we too have gaps m our partnershIp, and that we can address them
• It was great to see the relatIve strengths and weaknesses ofmy partnershIp
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• I enjoyed reflectmg on our partnershtp, it has affirmed the directIOn we are takmg and
consequently it is mOTIvatIng for me

• I have learned from how NGOs work mother countnes

Partnership IS much more than formal agreements and exchange offunds and reportlng
• Partnership demands team spmt among PVO-NGO, two orgamzaTIons workmg toward the same

goal With different, complementary capaCities
• Partnership needs the human element-not Just the mSTItuTIonal arrangements
• We cannot be restncted by the contract or agreement-we must have an open mmd Withm the

partnership
• Partnerships can go beyond project and fmancial arrangements

Effective partnerships require a lot ofeffort and constant review
• ThiS Conference was an eye-opener, effeCTIve partnership takes a great deal ofpreparaTIon
• In order to have great results, it requITes a lot of work
• Partnership reqUires careful plannmg and constant reView
• We cannot take the partnership for granted-we must go on reviewmg the partnership itself
• We can focus on the process ofpartnership as a product to work towards
• Partnership is flUid and, as such, change reqUires reVieWing

Partnerships extendfrom commumtles to NGOs, PVOs, and donors
• Partnerships between PVO & NGO can reflect the partnership between the NGO and the

communiTIeS
• Partnerships are gomg to be affected by donors

Future Steps
The IDR-MWENGO-GEM team Will take several steps to finalize the case studies, prepare the summary
report, and dissemmate the findmgs to the Wider development commumty mterested m fostenng
effective partnerships SpeCifically, the researcher team Will

• ConTInue to SOliCit and mcorporate partnership team feedback mto the final verSIOns of their
case reports Case reports are to be sent out to partnership teams by the end of March 31, 1999,
and the fimshed product completed by June 1, 1999

• Develop a draft Case Conference Report and SOliCit feedback from the partnerships pnor to a
Wider dissemmatiOn by March 31, 1999 The final Case Conference Report is to be completed
by June I, 1999

• Dissemmate the Report Via the eXiSTIng networks of IDR, MWENGO, and GEM as well as
through mternal PVOINGO partnershtp channels

PartiCipants requested a follow-up conference to see how the aCTIon plans have worked out and to diSCUSS
some of the other pressmg issues MWENGO, With support from IDR and GEM, Will take the lead m
conceptualizmg and explonng the pOSSibility of a follow-up conference ThiS might take place m a year
or so and may mclude partiCipants from thiS conference as well as from other partnerships EmphaSIS
would be on contmued learnmg from one another and the further development of strategies for
effectiVely fostenng and implementmg partnerships between Northern and Southern NGOs
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